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INTRODUCTION

“Coming together is a beginning. Keeping together is progress. Working together is success.”  Henry Ford                    

Effective high performing teams don’t just happen. Like most things in life worth having, they need to be nurtured with care, attention and hard work. In many organisations, emphasis is placed on the front end of the process – i.e. getting the ‘right’ person/people in place. Once the team is formed, and following a suitable elapsed time period, in which an initial induction process may or may not be covered, each team member is expected to make a significant contribution to team results -- and heaven help you if you don’t. 

What usually happens when Managers recognise that things aren’t going according to plan is that a Team building intervention will be suggested which is supposed to miraculously cure the teams’ ills, getting them back on track to deliver the desired performance. 
Sound familiar?
Now, as a Manager, whilst Team building interventions can be a useful tool in your toolkit, when carried out in isolation, without considered follow-through, they become little more than fond memories in the garden of team building remembrance.    
It’s easy with so much going on in organisations to lose sight of what you need to do to cultivate the right conditions for your teams to flourish and grow, so that collectively they out-perform your highest expectations, delivering results that surpass your wildest dreams. 
Building and sustaining an effective team is not about running a series of unrelated one-off events, rather it is a daily doing which, when practised, will result in energised, committed, results–focused teams who consistently add value in everything they are part of … and let’s face it, delivering results is what it’s all about. 

High performing teams are, by their very nature, deeply committed to their purpose, goals and one another. They are energised by performance challenges, which are meaningful to them and focus on tackling these collectively, enjoying the opportunity to gain new skills and knowledge to further enhance their performance both individually and as a team. 

This doesn’t happen by chance, it takes disciplined, focused action in the right areas. 

Time and again I see frustrated groups of individuals, who work really hard. Sadly their hard work is often focused on the wrong things. 

INTRODUCTION – continued…
The following guide shares with you our five step V.A.L.U.E approach to Team Development and is designed as a practical guide to help you and your team take disciplined and focused action in the right areas, so that ultimately you can start the process of unlocking the untapped potential that is in all of us and add real VALUE in everything you and your team do.

“Once or twice in a lifetime, if we’re lucky, we have an experience that causes a seismic shift in our professional and personal life.  Sewells is such an experience…a true inspiration…a revelation.”

NC,

Managing Director

                                                                                                                              V A L U E
STEP ONE: V for Vision 
“If you don’t know what port you are sailing to, no wind is favourable.”  

Seneca the Younger 4BC- AD65

Let’s face it, would you dream of starting out on a journey if you didn’t have some idea of where you were going? Having a final destination in mind, helps you to understand what you need to take with you, who you will be travelling with, what options you have in terms of which routes you could take, how long it will take, even where you may want to stop along the way.  
A Vision, whether it’s for a Country, an Organisation, a Department, a Team, or an Individual, gives you an image of our desired future. The word Vision comes from the Latin word Videre, meaning “to see” and the link with seeing is pretty significant when you consider that the more vivid, detailed and visual the image is, the more compelling it will be. 

If at this point you are thinking that the Company you work for has a Vision which is pasted up on the walls around the building, so obviously everyone knows it and buys into it, think again! 

I spend time with many organisations who tell me that they have a Vision which everyone knows and is committed to; sadly what I find is that when I talk to individuals at all levels in the organisation the truth is somewhat different. Individuals may know that there is an organisational Vision; they may even be able to repeat it parrot-fashion!  What they usually struggle with is how it links to their team and how they contribute to it.  For them, not only is the final destination unclear, but understanding why that destination has been chosen, and the plan for how they’ll get there is meaningless. 

Successful teams develop their own team Vision together, which feeds into the Company Vision, supporting it, enhancing it and bringing meaning to it.  They have stunning clarity on where they are going in glorious multi-sensory detail - they can see it, touch it, taste it, smell it and feel how wonderful it will be not only to achieve the Vision but to embark on the journey. This is because in their mind’s eye, they have already achieved it; already experienced it; already know just how good it feels. 

Will there be challenges along the way?  Yes. 

Will others try to take them off course? Without a doubt.
Will it be hard work? Definitely.
STEP ONE: V for Vision – continued…
Having a clear, unambiguous Vision, and knowing how good achieving it will be, both individually and collectively, focuses their efforts in the same direction, ensuring that every activity they undertake contributes to the desired outcome they are committed to. 

What if you manage a Virtual Team? It’s even more important to take this first step when teams are working remotely, as there is even more opportunity for individuals to be doing things in isolation and steering a course which is different to your other team members. 

“The transition and merger with the organisation is smoother because of Sewells’ programme.  People are focused on the customer and making a difference and we have a common language, openness and teamwork”

KMc

Chief Executive Officer 
STEP ONE: V for Vision – continued…                                       
So what can you do to take the first step? 

First ask yourself the following questions and write down the answers:-  
1. What’s our Team Vision? 

2. How do we currently support the Company Vision?  
3. How is the team perceived by other parts of the organisation? 

Assess what you have written. What can you see when you play back in your mind the answers to questions 1 and 2? How clear and positive are the pictures?  How strong and positive are the feelings those pictures evoke? 

If the answers don’t evoke strong, clear, positive pictures and feelings, and if you are not clear, then the team definitely won’t be. So ask yourself the following questions:-
4. How would I like the team to support the Company Vision? 

5. What would I like the Team’s Vision to be? 

6. How would I like the Team to be perceived by other parts of the organisation? 

Write down the answers, paying particular attention to the use of words which paint really clear, detailed pictures and which evoke strong, positive feelings for you. It is important that you can clearly visualise and feel the Vision as you will have an important role to play in guiding your team to create and achieve it.  
Next, ask each team member (individually) to honestly answer questions 1-3 - capturing their answers without paraphrasing/summarising them. Once you have captured responses from all team members, you can review them, considering the following:-
How much clarity, consistency and alignment exists across the team in how you support the Organisation, the Team’s Vision and how the team is viewed by others? 
If the responses are all the same, yet the team doesn’t appear excited by them, consider reviewing, as a team, how you can create some visually stimulating images around the Vision, which in turn inspire more compelling feelings to achieve the desired outcomes. 
STEP ONE: V for Vision – continued…                                       

So what can you do to take the first step? 

If the responses on the other hand are quite varied, this suggests that the team lacks clarity around the Vision, which in turn means team members’ efforts are being diffused rather than directed. 
In this case, you will want to create a shared Team Vision which accurately reflects your Team’s role and the desired future in Technicolor detail. The Vision will need to be co-created and not imposed on your team.  Your role as their Leader will be to help the team expand their thinking and dream about what can be rather than what is.  
                                                                                                                              V A L U E 

STEP TWO: A for Alignment 
“Few things help an individual more, than to place responsibility upon him and let him know that you trust him.”  Booker T Washington 

Once the shared Vision is in place the next step is for you to work on a plan which will help the team move closer to it. Aligned goals should support the Customer, the current business targets and the future Vision, and are what team members commit themselves to.  Aligned goals remove the scattergun approach and ensure that everyone invests their time and effort towards the same end. 
A successful team is a united team that works collectively, consistently and supportively to deliver outstanding business results, without losing sight of the level of responsibility all team members have towards achieving the agreed results.  
Aligned goals mean that every team member is clear about what is expected of them, their contribution to the overall team and organisational performance, and how they will be measured. This gives them a far greater degree of purpose within the bigger picture. Remember that people don’t usually fail through lack of talent or ability, but rather through lack of purpose. 

Recognition that goals are shared, and in some way inter-dependent, ensures that whilst individuals are able to develop their unique talents and skills, they appreciate that they are not working in isolation. This has particular relevance to virtual teams, where isolation, as mentioned earlier, can be a real challenge to the success of your team.  
Shared goals foster a culture of mutual support, honesty and responsibility, where each individual fully contributes to the overall performance and outputs of your team. The whole really is greater than the sum of the parts. 
Successful teams with clearly understood and agreed standards of individual and team performance and behaviours will regularly review what they do. When things are going well, they recognise and comment on good performance rather than overlooking it or taking it for granted, finding ways to celebrate both individual and team success. 
When things aren’t working, the team doesn’t waste time in apportioning blame; rather they fail fast, learn from it and move on. Avoiding the repetition of mistakes is fundamental.  Effective teams recognise quickly when something isn’t working and are encouraged to offer feedback so that positive behaviours and actions can be adopted which will give more positive results. 
STEP TWO: A for Alignment – continued…
So what can you do to take the second step? 

1) Encourage individual and team participation in setting goals and targets to promote a greater level of engagement and accountability for the end result.  

2) Review existing goals for the Team: Are they clearly aligned and shared across the team so that achievement requires mutual support?  Are individuals clear about what they need to do to achieve them, how they are going to achieve them and who they need to approach for support? 
3) Ask the team to identify what standards they would like to commit to as a team e.g. Support, Energy, Honesty, and to define what these would look like for the team (examples are a good way to test this). Each individual scores the team against these agreed standards using a scale of 1 -10 where 1 is poor and 10 is excellent, and then the scores can be combined to produce an average score for each area.
Once you have a “Where we are now”, it’s time to agree what actions you will take to move you closer to a 10 over an agreed time period. This can be reviewed regularly e.g. monthly, or quarterly, to chart progress. 

“The programme has had a significant and immediate impact on the way we work as both individuals and a team.

A fantastic example of how the learning has directly impacted our bottom line was  winning our biggest single piece of fee earning business ever, worth around half a million pounds, by adopting a different mindset and team approach.” 
HT, 

Head of Partnerships & Affinities

                                                                                                                              V A L U E
STEP THREE: L for Leadership 
“I think that the best training a top manager can be engaged in is management by example. I want to make sure that there is no discrepancy between what we say and what we do. If you preach accountability and then promote somebody with bad results, it doesn’t work. I personally believe the best training is management by example. Don’t believe what I say. Believe what I do.” Carlos Ghosn (CEO Renault-Nissan) 

When I’m  asked to define Leadership in relation to successful teams I always come back to the same thing – inspire your team by capturing hearts and minds. Your job as leader is to develop the right attitude, belief and level of motivation so that they can and do perform to the highest level.  
So where do you start? 

What do you want to see from your team? What behaviours do you want to see from each and every one of your team on a daily basis? Do you want them to be positive, creative, motivated, hard working, supportive, energetic, enthusiastic, and honest? 
Without knowing your answers to those questions, I’m pretty sure that you will be nodding in agreement to at least some, if not all, of the behaviours listed and you can probably come up with many others if you take a few minutes to think about it. 

So let’s assume for the moment that you’ve got your list of all the behaviours you want to see your team demonstrate. Before you go rushing out to share these with the team, take a moment to look in the mirror and answer honestly with hand on heart. Are you role-modelling those behaviours every hour of every day too? All of them? Always? 

It can be easy to look at others and highlight what they are not doing well, their inadequacies, and their performance gaps. Indeed as a Leader it is inevitable that part of your role will involve spending time developing others so that they can succeed. If your team is not currently performing as you want them to, it may be time to consider a different approach. 
Hard as it may be to accept, you may be part of the problem. Perhaps it’s time to take a long hard look at yourself and think about your own behaviours. Are you creating the conditions where your team can flourish, or are you killing their performance? 

STEP THREE: L for Leadership – continued…
A simple definition of the word Leader is “somebody whom people follow”. Are you setting an example that your team are following and is it the best example for them to follow? Understanding your own development needs can lead to a greater degree of empathy with others on their development journey. 
It is said that others are mirrors of ourselves. If that’s true, then the first place you must start is with ourselves. I certainly believe that in life, whether at work, or at play, you get back from others what you give out. So what are you giving out? 
“Sewells’ combination of streetwise pragmatism and visionary inspiration makes for an exhilarating partnership in business.  Success is never a doubt.”

NP, 

Fleet Sales Manager

STEP THREE: L for Leadership – continued…
So what can you do to take the third step? 

· Identify the behaviours you want to see in the team. 

· Identify where you believe your strengths and development needs are in these areas. 

· Ask for feedback from others on your strengths and development areas (identify people who you trust and who will be honest with you). This will help you to see if your self-perception matches the perception of others.  

· Consider how you will develop yourself in these areas and implement an action plan. You may want to consider getting help from a coach or mentor. (You know we’re only a phone call away!)
· Seek regular feedback from others on your progress. 

                                                                                                                             V A L U E
STEP FOUR: U for Understanding
“Understanding human needs is half the job of meeting them.”  Adlai Stevenson 

Imagine leading a team where everyone is clear about where they are going, what’s expected from them, fired up and enthusiastic about being at work and performing out of their skins to achieve the team’s goals and objectives – really performing on a ‘want to’ rather than a ‘have to’ basis. 

It’s ok - I haven’t just landed in some kind of parallel universe. It really is possible and achievable, as long as you understand how to get the best from your team.  

I meet some Managers who tell me that they don’t want to get too close to their team members because it crosses the line between work and personal relationships. They think that by getting to know their team well and being able to answer the questions on the next page, it somehow transforms them into best friend and therefore prevents them from managing their team members effectively.   
If you want to develop mutual confidence and trust – an essential ingredient in successful teams - if you want your team to pull out all the stops to achieve results; if you want your team to go above and beyond the call of duty, you have to understand what makes them tick. 
That includes understanding their personal aspirations and working together on how they can achieve their own aspirations whilst achieving the company objectives. Once you tap into individuals’ aspirations, you can paint winning pictures in their minds and help them paint their own winning pictures which make them unstoppable. 

“The Sewells effect has had a huge impact on the sales floor and given me, personally, a massive infusion of confidence and belief.  It has changed attitudes beyond what we thought possible.  Every single day, what Sewells have done has a huge effect on our performance.”  

SB, 

Service and Development Manager

STEP FOUR: U for Understanding – continued...
So what can you do to take the fourth step? 

So how well do you understand the people in your team? 

Do you know the answers to the following questions about each team member? 

1. What’s important to them? At work and at home? 

2. What are their aspirations?  

3. What really motivates them? 

4. What are their frustrations? 

5. What support do they need from you and others in the team? 

6. What do they do outside work? 

If you don’t know the answers to these questions, let me ask you another. When was the last time you asked them? Have you ever asked them? 

Take some time to really get to know each member of your team, find out what really makes them tick, let them share their personal aspirations with you and then you can work with them on making it happen.

                                                                                                                            V A L U E
STEP FIVE: E for Engagement

“Alone we can do so little; together we can do so much.” Helen Keller 

The final step in the Five step guide to Team Development is intrinsically linked to each of the other four steps and is one of the hardest things for Organisations to manage, eluding many so far. Successful teams are those with highly engaged individuals who demonstrate energy, enthusiasm and a committed “can do” approach to their work-life that is envied by others. 

The reason that employee engagement is so elusive is because, by its very nature, it involves choices on the part of the employee which are ultimately outside the control of the Team Leader or Manager. Engagement has to be willingly given by team members; it isn’t something that can be included in the job description and neither can it be rewarded through a blanket performance management system. 
Research repeatedly reinforces the links between well-managed team members and business performance, and increasingly employee engagement is seen as reinforcing the feelings of mutual trust between organisations and employees, which lead to improved performance. 

Whilst every individual has the right to choose their level of engagement in the business, you can play a significant role in helping your team members choose engagement over dis-engagement. 

Following the earlier steps will significantly increase your team’s understanding of their role in the organisation’s journey and will add meaning to their daily work. It will give individuals a greater sense of ownership and accountability, whilst at the same time providing them with the support they need to be successful. 
Clear, unambiguous communication throughout the steps ensures that there is no room for misunderstanding, misinterpretation or missed deadlines, (in themselves a source of frustration, and lack of trust). 

In seeking to understand what makes your people tick, and identifying what is important to them, as well as including them in decisions which affect them, you directly influence how valued and involved he or she feels about you as their Leader and the Organisation as a whole. This reinforces the importance of developing a greater level of understanding of your team members, which in turn increases the level of mutual trust. 

STEP FIVE: E for Engagement – continued…
If you accept that trust is a key factor in determining engagement, you should consider how trust is built, nurtured and developed. You build trust primarily through the level of rapport
and empathy you share with others, and the cornerstone of that rapport and empathy is communication. 
Do you destroy trust with your ambiguous, bland, negative communication? Or do you build trust, seeing every interaction as an opportunity to improve, involve, inspire?  

What follows are the action steps...
“I have never been so inspired by any training programme … nor been so enthusiastic about putting my new found skills into practice.  And the extra bonus is that all the skills I have learned are for life, not just for work.”  

DC, 

Head of Marketing

STEP FIVE: E for Engagement – continued…
So what can you do to take the fifth step? 

If you want to increase your success in fully engaging your team, you may want to consider the following questions. (You may also want to seek feedback from the team):-
1. How do you currently involve them in the decision-making process?

2. What, how and when do you communicate with them on a daily, weekly and monthly basis? 
3. What steps do you currently take to build the levels of trust at all levels within the team?  


CLOSING THOUGHTS… 

I trust you’ve found this report interesting and picked up some useful information along the way. 

Now, I never said this was going to be easy. 

As we, at Sewells keep saying it’s NOT about doing extraordinary things … it’s about doing simple things extraordinary well.  

People in every workplace talk about team building, working as a team, and “my team”, but few understand how to create the experience of team working excellence or how to develop an effective team. 

Spend time and attention on each of these five steps to ensure your team contributes most effectively to your organisation’s success. 

Your team members will love you, your business will soar, and empowered people will "own" and be responsible for their work processes. Can your work life get any better than this?

We know that employees are what they think, feel and believe in – and we also know how to change what people think, feel and believe in!

So, where can we still help you? If you find any elements of these tips that don’t make sense or you’re thinking “where do I start” you know you’re in safe hands with Sewells.

Suffice to say, whatever needs arise within your organisation … whether it’s:-

· encouraging colleagues to identify any gaps between strategy and current approaches in execution 
· motivating others 
· managers not managing 
· working as a team with a purpose and vision and not in isolation 
· communicating effectively and identifying the efforts of others around you... 
...we’ll create a bespoke solution that will deliver the exact outcomes that you want to see with measurable results on the bottom line!
SOME MORE ‘TEAM’ INSPIRATIONAL QUOTES 

Why not introduce a ‘quote of the week’? – Why not pin one on your door? By your telephone? By your PC? Email the team? Share them with your customers on your emails?  

Working together, ordinary people can perform extraordinary feats. They can lift things a little higher, a little farther, towards excellence. Anonymous 
A successful team is a group of many hands but of one mind Bill Bethel
We must become the change we want to see Mahatma Gandhi 

You get the best out of others when you give the best of yourself. Harvey S Firestone
Treat people as if they are what they ought to be, and you help them become what they are capable of being. Johann Wolfgang von Goethe. 

Teamwork simply stated is less me and more we. Anonymous
If new ideas are constantly turned down, it turns people off; they stop generating ideas, no matter how much you pay them. Anita Roddick
When a team outgrows individual performance and learns team confidence, excellence becomes a reality. Joe Paterno
Vision without action is merely a dream. Action without Vision just passes the time. Vision with Action can change the World! Joel Arthur Baker
It is only as we develop others that we permanently succeed. Harvey S Firestone
One man can be a crucial ingredient on a team, but one man cannot make a team.

Kareem Abul Jabbar

ABOUT SEWELLS
We use every penny, every hour and every ounce of the energy, creativity and experience we’ve been given to help our customers improve their business, their people and themselves.

Our specialities include:-

· Breathtaking improvements in sales

· Driving up bottom-line profits

· Creating high performance cultures where continuous improvement becomes the norm

· Developing inspiring leadership skills that turn strategic intent into brilliant execution and stunning business results
· Value-Based Management Development

· World-Class Personal Development

· Team Working Brilliance

· Motivation to Die For

·  “Buy-in” to and “live” a common “Vision”, set of “Values” and “Standards of Behaviour” that will drive focus and consistent infectious, positive behaviour. 

· Engaging your people to amaze customers with levels of service that lock them to you forever

We don't do marginal performance increases of the one or two percent variety; we do explosive increases. What we do really works … and we’d love to help you achieve similar results.

In fact, in the last nineteen years, we have never failed to achieve the quantified outcomes and performance improvements that we’ve agreed with our clients are possible.

We’ve transformed performance in organisations across all business sectors, large and small, helping organisations achieve excellence through their people … at all levels … and in all roles. 

Here are a few you may know. 
ABOUT SEWELLS – continued…
We drive in the new and winning behaviours that produce breathtaking improvements in performance:-
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WHAT YOU CAN EXPECT FROM US
· Pre-agreed performance improvements

· Build skills and positively change behaviour and the results that go with it

· Down to earth “John Smith’s Bitter” no-nonsense approach to business and people development. 

· We obtain a clearer understanding of the challenges and opportunities that you are facing – by asking really simple and insightful questions. Then together we decide whether or not we can help you. 

· We will provide a Customer Account Manager, Project Manager, and Associate Manager and assign a dedicated point of contact, offering quality, focus and experience to meet and exceed your requirements. 

· We will work with you to ensure that each element of the programme is organised efficiently and runs smoothly throughout the whole process. 

· We focus on doing simple things extraordinarily well.
· Our excellent reputation for consistently exceeding customers’ expectations can largely be attributed to the quality of service, levels of professionalism and attention to detail provided by the Sewells Team.

· With effective communication lying at the core of everything we as a Company do, the Operations Team creates a crucial link between our customers, our facilitators and our Sales Team in fulfilling their roles as Account Managers, thus instilling complete confidence and a sense of reassurance at every stage and interaction.

The emphasis on providing a hassle-free and streamlined experience for our customers means that the Sewells Team becomes involved in the process even before a project has been formally agreed – and remains actively involved throughout its implementation.

HOW TO CONTACT US 
For more information, or to request details on specific areas of Team Development, please contact:-
Sewells


Holden House


Chester Business Park


Chester


CH4 9QU

Tel: 

01244 681068

Fax:

01244 677974


E-mail:
inspiration@sewells.com

Web:

www.sewells.com
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Productivity increased by 164% in 18 months





A stretching 5 year profit plan achieved in just 23 months





£10m per year saved in one division





Doubled sales in 4 years





Reduced absenteeism to zero





Sewells is the trading name of Sewells Training and Consultancy Limited a company registered in England number 1771342 











PAGE  
5

[image: image11.png]


