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1. MANAGING YOUR TEAM

An introduction to team performance

As managers we all spend considerable amounts of time managing our teams. But, despite this investment,
many of us continue to be critical of our teams and the way they work. Typical comments we might hear
include:

e ‘Theyjust don’t work for each other.’

® ‘The team review meeting is just another opportunity for them to moan about their needs.’
e ‘Ourbestideas seem to get lost in team meetings.’

e ‘Theyjust don’t seem interested or motivated.’

e ‘Absolutely chaotic!! Everyone was all over the place!

Clearly these sorts of comments indicate underlying problems with team performance.

In our rapidly changing world of organisations, words such as empowerment have been joined by an
increased emphasis on teams and the concept of team based working. As organisational structures are
in a state of constant flux so project working has become a key feature of working. Teams are now felt
to assume greaterimportance and significance. Managers are expected to establish teams more rapidly
and to motivate them to high levels of performance. The way today’s organisations work involve constantly
creating and breaking up teams. This is a trend that looks set to continue and so we need to get smarter
atunderstanding the dynamics of high performance teams in order to build effective teams and get behind
any problems.

So what is a team? Well a team maybe defined as a unified group of people who have their own areas
of responsibility within the team, but who need the resources and support of other team members to
accomplish objectives.

Work teams may be called task forces, project groups, committees or work groups. In some respects they
might be identified with football teams. To score a goal, the team must play together. Just as a football
team practices and reviews past performances, a work team must review past actions, learn from mistakes,
plan new strategies, and build up team morale and spirit. Any manager now needs to be able to form
teams quickly and establish an atmosphere conducive to productive working relationships.
Both existing and newly formed teams are faced with the same tasks:

e Building relationships.

e (reating a positive working atmosphere.

e Establishing agreed working procedures.

In helping a team to function effectively we need to provide the following:
e (learroles for the team itself and the individual members.
e The generation of an informal working atmosphere.
e Effective control of time whilst the team is working.
* Periodic assessments of team performance.
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e Rewards for performance that are commensurate with efforts.
e  Organisational recognition of the team’s performances and contributions.
e Acceptance and implementation of the team’s work.

Team development

A classic approach to team development was formulated by Bruce Tuckman in the 1960’s and updated
inthe 1970’s. Itis regarded as a definitive approach to understanding how teams grow and develop and
is based on four sequential stages of development:

1. Forming
2. Storming
3. Norming
4. Performing

His model suggests that as managers we need to guide our teams through these different phases, and
he suggests a range of advice to assist us in understanding our role as team leaders.

The Classic Team Development Cycle

FORMING )-} STORMING )-} NORMING )-} PERFORMING

® Impersonal ® Losing team members e Developing skills ® Tolerance

® Guarded o Difficulties ® Getting organised ® Open

® Polite e Opting out e Systems established e Flexible

® Watchful  Confronting ® Task focus ® Maturity
e Managing conflicts e Confronting issues e Sharing
® Feeling stuck ® Agreed procedures ® Energy

Testing ——— Infighting —— Sharing and Doing - Performing

Source: BW Tuckman

Forming
(Newness, Honeymoon, Impersonal)

Behavioural characteristics of this team stage:
® Politeness.
e Supefficiality.
* Avoid controversy.
® Suspense — what’s going to happen to me?
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e Withholding of information.
e  Watchful of other members.
e Relatively low levels of involvement and participation.
e  Fear, anxiety, nervousness.

The team leadership issues:
e Dependence on the leader.

® Providing direction: moving the team from the comfort of non-threatening topics to encountering
the risk of conflict.

Team and people issues:
e Inclusion — will | be included?
e What will happen to me?
e  Who are these people?
e Am | going to enjoy this?

Tactics to help a team move through this phase:
e Establish a clear direction and goals.
e I|dentify the resources available to the team.
e Effectintroductions.
e Build a supportive atmosphere.
e |dentify relevant parties outside the team.
e (larify individual roles, expectations and objectives.
® Getthe team doing things together.

Storming
(Challenge, Conflict, Competition, Difficulties)

Behavioural characteristics of this team stage:
* Feeling stuck: ‘what are we supposed to be doing?’
* Feelings expressed as ‘I'm fed up with this’.
e Optingout.
e Resistance to requests.
e Competitive behaviour between team members.
e Sub-groups developing.
® Jockeying for position — who’s in charge here?

Differences are expressed openly.
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The team leadership issues:

People drop out.
Loss of impetus.
Counter-dependence on the leader plus resistance.

Team and people issues:

The search for control and influence.
Leadership of the team.
Sense of frustration and loss of direction.

Tactics to help a team move through this phase:

Norming

Define and re-define the team leadership role.

Clarify the decision-making processes.

Clarify roles, responsibilities and expectations.

Promote real listening.

Establish procedures and team processes.

Provide positive feedback.

Manage the conflict constructively — identify the issues.

Stay relaxed and calm — see this stage as natural and positive.

Move the team from ‘testing and proving’ to a ‘problem-solving mentality’.

(Maturing, Sharing, Getting down to business)

Behavioural characteristics of this team stage:

Give and take amongst team members.

Acceptance and agreement on roles and responsibilities.
Procedures and processes understood by all.

Ground rules for meetings are set and understood.
Decision-making generated from discussion.

Increased levels of active listening.

The team leadership issues:

Interdependence of members and leader.
Sharing and completing work together.

Team and people issues:

Support and acceptance of others.

Sharing of feelings and ideas.

Soliciting and giving feedback to each other.
Creativity increasing.

Openness.

Feeling good about being part of the team.
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Tactics to help a team move through this phase:
e Demonstrate ‘give and take’.
e Discuss team dynamics.
e Askforinputversus telling.
* Focus on team goals and objectives when conflicts arise.
e Demonstrate openness to feedback.
® Re-clarify roles and responsibilities.
e (Confrontissues.

Performing
(Unity, Confidence, Maturity, High Energy)

Behavioural characteristics of this team stage:
e High performance and productivity through problem-solving and work.
e  Strong mutual support and co-operation.
® Giving and getting feedback.
e Lots of emotional and task support evident in team working.
*  Follow through on action plans.
e Team identity, spirit, pride, cohesion.
e All members contribute.
e  Flexibility in outlook and approach.
e Compliance is replaced by commitment.

The team leadership issues:
e Interdependence of the team and leader.
® Role of the leader - redundancy?!

Team and people issues:
e (aring.
® Risk-taking.
e Trustand support.

Tactics to help a team move through this phase:
e Delegate, coach and develop team members.
e Enhance openness.
e Promote supportive and creative confrontation of ideas.
e Seekout feedback.
e |etgo!
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How to start up a team building process

To effectively start up an initial team building session we need to think about four steps.

1 Establishing the purpose and objectives for the team

Team members can often have different levels of commitment or priority to a team or project, and to avoid
later conflicts it is a good idea to:

e Detail the fundamental purpose and objectives for formulating the team.
e Get each team member to contribute their thoughts about the goals or task.
e Askeach team member to explain their current priorities and assignments.

® Askeach team member how much time they can commit to the team’s priorities. It is better to
resolve potential conflict about availability now.

e Havetheteam determine arealistic timetable for completing the work. Where appropriate allow
those who can commit more time to accept more responsibility.

2 Share concerns and expectations

Discussing team member concerns and making them part of a team building agenda helps ensure positive
teamwork. Try to allow individuals five minutes to prepare responses to the following questions:

e What are your biggest concerns about working on this project and team?
e How would this team function if it was working at maximum performance?
e What are the potential barriers to developing a high performance team?

e  Whatspecific actions do we need to take to ensure that we operate as a high performance team?

3 Clarify goals

Team goals need to be set to unify the team and provide direction for its work. In discussing the team
goals members will need to:

e Agree on the central goal and aim of the team.
e Evaluate all proposed plans and strategies against the central goals.

e Determine timescales for the team’s work.

4 Develop operating guidelines

Any team needs to establish guidelines for operating. Team members need to be clear as to any proce-
dures or rules for working. The team will therefore need to decide:

e How decisions will be made — by consensus, the team leader or the individual responsible for
the task?

e How the work will be assessed and reviewed.

e How individual concerns will be discussed — review meetings or one to one sessions?
e How differences will be resolved — majority vote or leader decision?

e How revisions to plans in the face of under-performance will take place.

Once yourteam building session has been completed and you have agreed these various operating guide-
lines your team will be ready to begin working.
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A strategy for day to day teamworking

Listed below is a model for operating effective teamwork on a day to day basis. As a model it can be taken
as a checklist against which your team can plan, implement and evaluate its activities by:

A

Defining goals

Identify tasks

Planning activities

l

Performing tasks

Monitoring performance

Reviewing performance

Defining goals
Whatever the task facing your team, it is essential that you establish clearly defined goals. Of course when

setting any goals you must be realistic about the timescales involved and your team’s ability and capacity
to achieve them.

Atypical error in goal setting

A sales team sets demanding sales goals for a trading period. In time these goals prove overly ambitious
and unrealistic such that the team subsequently fails to meet them. This then disrupts financial plans
and in turn production schedules. Initially the team responds by increasing activity and exerting extra
effort. Repeated failure to attain the goals however, results in a loss of morale and in some cases ateam
crisis.

But whilst most teams can become too ambitious when setting objectives, other teams can set goals
that are too low. In these instances the team goals are always exceeded and as a result they produce a
lack of challenge or drive in the team’s performance.

Without clear and realistic performance criteria a goal is intangible and any team will have difficulties
in achieving them. Consequently any motivational impact will be reduced. The message is that all goals
have to realistic if they are to generate effective individual and team performance.

Anotherimportant task involves making the team goals explicit so as to avoid people making dangerous
assumptions. How many times have we heard comments during team meetings such as ‘We don’t need
to waste time discussing why we are here. Let’s get on with it, time is short!” Goals which are implicit
rather than explicit often result in team members pursuing activities with aims that are different to those
that have been jointly agreed or discussed. The usual signs of a team working with unclear goals are running
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disagreements during the course of a project, or chaos in the later stages as people struggle to fit together
their various inputs into a framework that is obviously not clear to everyone.

Identifying tasks

Having defined and agreed ourteam’s goals we need to define the key tasks necessary to achieve them.
These tasks will either be a series of inter-related and sequential activities or a collection of tasks that
need to be performed concurrently.

A typical error in identifying tasks

After identifying the first key tasks the team then moves straight into action without necessarily identi-
fying the other tasks that may be critical to the overall project. This inevitably creates confusion as the
team continuously moves from identifying tasks to implementing them and back again.

Planning activities

Planning involves allocating time and team members and resources to each key task. At this stage team
organisation is critical and as managers or team leaders we need to address the following questions:

e Focusing on the goals, the identified tasks and the resources available to the team, what is the
most effective and efficient way of organising ourselves?

* [sitnecessaryto have a formal leader? If yes, then what should the leader’s role be: to provide
technical input, co-ordinate team members’ activities and inputs, or provide a platform of ideas?

Atypical errorin planning is that the team can become too absorbed in the activity such that they forget
about the pressures and need for implementation. You cannot plan forever. Sooner or later you have to
take action to deliver results and a careful balance has to be made between planning and taking action.

Executing new and additional tasks

As ateam’s tasks are completed the need to perform additional tasks may be apparent as projects seldom
occur within a vacuum. At this stage it may be necessary to re-plan, since any new or additional tasks
may require additional resources and a re-organisation of project priorities.

Reviewing performance

At the end of any project we need to examine the team’s performance, not in terms of the tasks, but in
terms of its goals or outputs. The key questions to ask ourselves are:

e Did we achieve our goals?

e If so, what did we do well?

e  What could we do differently next time?

e [fwe failed to achieve our goals why?

e Were the goals realistic?

e  Were there other factors that prevented us from delivering?
e Did we spend sufficient time planning?

e Were the right tasks identified in our planning?
e Did we adequately project manage the plan?

e  Were the tasks performed to the correct level?
e How well did the team work together?
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Reviewing these sorts of questions will help any team to learn and revise its approach and processes
for the next project. To improve team performance, it is critical to identify any reasons for failure, as well
as any reasons for success. A characteristic of high performance teams is that they do take time out to
review theirworking methods and processes as well as the actual results they achieve, whether they were
successful or not. Too often in organisations we spend time running on to the next problem or task without
necessarily having learnt from the last one.

Team working — processes

There are a large number of observations that can be made on the processes involved in teamwork. Process
involves the ‘How’ of working together and looks at relationships and communications within a team.
Process explores how feelings and disagreements are aired within a team. As with running on to the next
task most teams take little time to explore how well the process aspects of their team-working functioned.
Listed below is a checklist of typical process issues facing a team and their leader; it can be used as a
means to monitor team performance or as a simple checklist.

Atthe same time Fig 10 provides a sample list of process characteristics that result from high performance
teams.

Team effectiveness rating: how does your team rate?

Fully
Effective Ineffective

5 4 3 2 1

e Informal atmosphere

e Full participation in discussion

e Task understood and accepted by all

® Members listen to each other

e Team resolves disagreements

® Consensus decision-making

® Frequent and frank criticism

e Expression of feelings

® Action planned and commitment given

e | eadership shifts - manager does not dominate

e Team is self conscious about its operation
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Crucial process issues facing any team leader

Issues

Questions

The working atmosphere and
relationships

What kind of team relationships are required for success?
How close, friendly, formal or informal should they be?

Participation levels

How much participation is required of the team? Some more
than others? All equally? Are some members needed more
than others? Do we really need to be a team?

Team objectives and
commitment

How much do the team members need to understand the
goals? How much do they need to accept or be committed to
the goals?

Communication and
information flows

How is the team to share information?

Who needs to know what? Who should listen most to whom?

Conflict management

How should disagreements or conflicts be handled? To what
extent should they be resolved?

Decision-making processes

How should decisions be made? Consensus? Voting?
One-person rule?

Performance evaluation

How is the team’s evaluation to be managed? Everyone
appraises everyone else? A few take the responsibility? Is it to
be avoided?

Role and task assignments

How are role and task assignments to be made? Voluntarily?
By team discussion? By the team leader?

Team leadership

Who should lead the team? How should the leadership
functions be exercised? Shared? Elected? Appointed from
outside?

Process management

How should the team monitor and improve its process
management? Ongoing feedback from members?
Formal procedures?
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Recognising why teams fail

The manager’s fault
Manager does not:
e Have a clearand compelling vision.

e Setacleardirection with priorities.

¢ Hold people accountable for their performance.

e Display appropriate supporting behaviours.

¢ Allocate resources effectively.

e  Build the right team atmosphere.

e Hold effective team meetings.

e Share information with people when they need it.

¢ Deal with negative team behaviours that conflict with the goals and objectives.
e Understand people’s feelings.

¢ Understand what is really going on in the organisation.

e Develop people or their potential.

* Manage the interface between the team and the rest of the organisation.

e Like feedback from team members.

The team’s fault
Team members do not:
® Recognise the critical issues and the necessity for change.

¢ Take responsibility for their contributions.

® Recognise their interdependence in reaching their goals (they are competitive as opposed to
collaborative in their behaviour).

® Possess basic interpersonal skills.

e  Confront conflicts, and prefer to choose scapegoats outside of the team to blame.
* Develop the technical competence for their position.

e Take responsibility for their part in follow-on action plans.

e Deal with the real issues in the team.

e Putteam goals above self-interest.

e Deal with each other on the basis of ‘personality problems’ versus problem-solving to achieve
organisational goals.

* Understand the business they are in.
e Participate fully in the team process.
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Understanding your team roles

Belbin’s team preferences
Through his extensive research Meredith Belbin has devised a world recognised method of identifying
team preferences which help us to understand why people will behave in certain ways in teams. He iden-
tified eight types of preference for working in teams, and below are highlighted some of the essential
characteristics of each type:

e Company Worker/Implementor

e Chair/Co-ordinator

e Shaper

e Plant

e Resource Investigator

e Monitor Evaluator

e  Team Worker

e Completer Finisher

Belbin’s Team Types

Team Worker

Monitor - .
Co-ordinator

Evaluator

Company
worker
Implementor

Resource

Investigator

Completer -

Finisher

1. The company worker/implementor

Role
e Translates general ideas and plans into practical working objectives.
®  Gets down to action.
e Breaks things into tasks and actions.
e Delivers actions and results.
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Methods

Helps ensure that the team’s objectives have been properly established and that any tasks have
been clearly defined.

Clarifies any practical details and deals with them.
Maintains a steady, systematic approach.

Is calm under pressure and reliable.

Perseveres in the face of difficult and challenging targets.
Provides practical support to other team members.

Behaviours to avoid

Unconstructive criticism of other team members’ ideas and suggestions.

Lack of flexibility. Company workers have a high efficiency concern which means they question
the introduction of the ‘new’.

Being resistant to new ideas or innovations.

As a manager, a Company Worker or Implementor’s strengths are their ability to define objectives and
practical details. They are also very effective in introducing and maintaining procedures and structures.
In organisations they are often promoted because of their inherent organising abilities and skills.

2. The co-ordinator/chair

Role

Controls and organises the activities of the team, making best use of the resources available.
Pulls the team together.

Stands back and helicopters above the team.

Is able to get people working together.

Encourages team members to achieve the team’s objectives by helping them identify their roles
and contributions.

Encourages people to put the team’s objectives before their own.
Provides positive feedback on individual performance.

Smoothes over disagreements and inter-team competition with keen people insight and
understanding. Uses tact and diplomacy to control and manage.

Identifies weaknesses in the team’s composition and organises and develops the team to neutralise
any weaknesses.

Co-ordinates resources.

Exercises self-discipline and perseverance. Acts asa focal point for the team’s effort, especially
when under pressure.

Delegates effectively.
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Behaviours to avoid
¢ Not recognising the full capabilities of the team. Not using all of the team’s resources.
e Competing with other team types.
e Failing to add a creative, innovative or challenging aspect to their role.

e Abdicating the leadership role in the face of strong competition (particularly from Shapers and
possibly Plants).

As a manager, a Chair or Co-ordinator s in a good position to lead the team. They are comfortable standing
back from the detail and can mobilise people to tackle the issues. Their effective interpersonal skills also
mean that people will listen and take their lead from an effective Chair.

3. The shaper

Role
e Makes things happen.
e  Gives shape and strong direction to the team’s activities.
e Injects energy and drive into a team’s proceedings.

Methods
e Directs the team’s focus, setting objectives and clear priorities.

e Adopts awide perspective of the team’s goals and helps individuals understand theirroles and
contributions.

e Exerts a strong directive influence on the team’s discussions.
e Summarises outcomes in terms of objectives and targets.
e  Will often appear impatient and in a rush.

* Focuses on progress and achievements. Intervenes when the team wanders from their
objectives.

® Challenges others if they are pursuing another direction.
e (Can be argumentative and dismissive of people who do not move as fast.

Behaviours to avoid
¢ Anoverly directive style that assumes undue authority.
e Beingtoo directive in making summaries, appraisals or interventions.
¢ Not being tactful. Avoid being overly blunt or even rude and insensitive to the needs of others.

e Becomingisolated or remote from the team. Losing identity as a team member. Being seen as
too egotistic.

e Competing with other team members, particularly the Plant and the Monitor Evaluator.

A Shaper performs best when operating in a team of peers. If they find themselves in a formal leadership
position they may well need to adopt more Co-ordinator type behaviours. This may require more involvement
in routine activities and more self-discipline. Shapers normally focus on a broad brush approach to getting
things done. They have little time for the detail and want to drive forward. They also need to watch that
their insensitivity to the needs of others does not in the long-term create problems for them. Tact and
diplomacy is not always a high priority for shapers.
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4. The plant

Role
e Acts as a primary source of ideas and innovation for the team.
e C(Creative — an ‘agent provocateur’.
* Anindependent perspective.

Methods
e (Concentrates their attention on the big issues and major strategies.
* Formulates new and often radical ideas and approaches.
® Looks for possible breakthroughs in approaches and methods.
¢ Times their contributions; presenting proposals at appropriate moments.

Behaviours to avoid
e Attempting to demonstrate their capabilities over too wide a field.

e  (Contributingideas forreasons of self interestand indulgence rather than the team’s needs, and
so alienating the team.

e Takingoffence when theirideas are evaluated, criticised and possibly rejected. Sulking and refusing
to make any further contributions to the team.

e Becomingtooinhibited about putting ideas forward, especially in dominant, extrovert, or over-
critical groups. Being intimidated or alternatively arguing with Shapers.

A Plant needs to exercise self-discipline and be prepared to listen to team members’ comments on their
ideas and proposals (particularly their Monitor Evaluator colleague(s)). If found in a leadership role a Plant
must not let the stresses of controlling the team stifle their creative input.

In non-directive roles a Plant should expect to be used as a strong team resource; devoting their energies
and talents towards establishing their role as a creative thinker and ideas person.

5. The resource investigator

Role
* Explores the team’s outside resources and develops useful contacts for the team.
e Harnesses resources for the team.
e Anetworker and free agent.

Methods

e Makes excellent contacts quickly. Develops effective and useful relationships and allies for the
team.

e Usestheirinterestin newideas and approaches to explore outside possibilities. Introduces new
people and resources to the team.

® Develops their role as the team’s main point of contact with outside groups. Keeps up to date
with new and related developments that may be helpful to the team’s work.
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¢ Helps maintain good relationships in the team and encourages team members to make best
use of their talents, especially when the team is under pressure.

Behaviours to avoid
e Becoming too involved with their own ideas at the expense of exploring others.
® Rejecting ideas or information before submitting them to the team.
¢ Relaxing too much when the pressure is off.

®  Getting involved in wasteful or unproductive activities. This often results from the resource
investigator’s natural sociability.

Resource Investigators are skilled communicators with a creative outlook. They are vital to helping bring
new resources into a team and their networking capabilities make them invaluable.

6. The monitor evaluator

Role
* Analysesideas and suggestions.
e Evaluates ideas and approaches for their feasibility and practical value.
e Deals with facts.
* Introduces a high level of critical thinking ability to any team.

Methods
e Uses high levels of critical thinking ability to assess issues and plans.
e Balances an experimenting outlook with a critical assessment.
e Builds on others’ suggestions orideas. Helps the team to turn ideas into practical applications.

e Makes firm but practical and realistic arguments against the adoption of unsound approaches
to problems.

¢ |sdiplomatic when challenging suggestions.

Behaviours to avoid
e Using their critical thinking ability at the team’s expense.

e Tactless and destructive criticism of colleagues’ suggestions. Liable to upset others because
of this.

e Negative thinking; allowing critical thinking skills to outweigh their openness to new ideas.
Provoking a ‘You always see reasons why it cannot be done!’ type of response.

e Competitive behaviour with others.

e Lowering the team’s morale by being excessively critical and objective.

A successful Monitor Evaluator combines high critical thinking skills with a practical outlook. When a Monitor
Evaluator is a team leader they need to ensure that they do not dominate other members of the team
and stifle contributions. When in a non-directive role a Monitor Evaluator has the challenge of making
theirvoice heard and not appearing threatening to colleagues. Ifthey can avoid a tendency towards undue
scepticism and cynicism their strengths will help them develop their management capability.



MODULE 2: MANAGING YOURSELF AND OTHERS - Part 2 21

7. The team worker

Role
e Strongteam player.
e Helpsindividual team members to contribute.
* Promotes and maintains team spirit and effectiveness.

Methods
e Applies themselves to the task.
e Observes the strengths and weaknesses of team members.

e Supports team members in developing their strengths, eg builds on suggestions and
contributions.

¢ Helps individuals manage their weaknesses with personal advice and assistance.
e Selfless in outlook.

* Improves team communications and builds relationships.

* Fosters a strong sense of team spirit by setting an example.

Behaviours to avoid
e Competing for status or control in the team.
e Aligning with one team member against another.
e Avoiding resolving conflict situations.
e Delaying tough decisions.

The team worker role can be exercised at different levels within a team. As a manager the Team Worker
should see theirrole as a delegator and developer of people. Team Worker’s qualities of conscientiousness
and perseverance will help ensure that projects are completed on time, and to the necessary levels of
cost and quality. But they have to watch that their sense of duty in wanting to help team members achieve
objectives often overrides their concerns for task or goal achievements.

8. The completer finisher

Role
e Ensures all the team’s efforts are as near perfect as possible.
e Ensures that tasks are completed and that nothing is overlooked.
* Injects urgency into problems and projects that fall behind.
*  Provides attention to detail.

e Perfectionist — looks for errors or omissions; especially those that may result from unclear
responsibilities.

e Works on tasks where attention to detail and precision are important.
* Looks for mistakes in detail.
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e Actively identifies work or tasks that require more detailed attention.
e Raises the standards of all the team’s activities.

¢ Maintains a sense of urgency and priority.

Behaviours to avoid

e Unnecessary emphasis on detail at the expense of the overall plan and direction.
¢ Negative thinking or destructive criticism.

e Lowering team morale by excessive worrying.

e Appearing slow moving or lacking in enthusiasm.

A Completer Finisher role can be exercised at different levels within a team and can be easily combined
with another role. As a manager a Completer Finisher needs to pay careful attention to their delegation
skills and to keep unnecessary interference to a minimum. In a junior role a Completer Finisher will need
to develop tact and discretion so as to avoid earning a reputation as a ‘nit picker and worrier’. Completer
Finishers also tend to possess a nervous drive that needs to be controlled and directed if it is to have

positive results.

The following provides a summary of the various characteristics of the Belbin Types.

Belbin team types summary

co-ordinator

confident, controlled,
commands respect

Able to get people
working together. Good
at standing back. A
strong sense of objec-
tives and task
achievements

. - - Allowable
Type Typical features Positive qualities weaknesses
Company worker/ || Solid, dependable, pred- || Organising ability, Lack of flexibility, unre-
implementor icable and reliable practical common sponsiveness to
sense, hard working, unproven ideas.
self discipline Concern to maintain the
status quo on efficiency
Chair/ Steady, patient, self Puts people at ease. Not necessarily the best

at thinking radically or
creatively

Shaper

Energetic, outgoing,
tense, dynamic,
egotistic

Drive and readiness to
make things happen.
Challenges
ineffectiveness,
complacency or self-
deception

Prone to provocation,
irritation and
impatience. Can be
selfish in terms of
satisfying self first
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investigator

enthusiastic, curious,
communicative

contacting people and
exploring anything new.
An ability to respond to
challenges and harness
resources. Able to sell
ideas and excite people

. " i Allowable
Type Typical features Positive qualities weaknesses
Plant Individualistic, serious- || Genius, imagination, Up in the clouds,
minded, unorthodox intellect, knowledge. inclined to disregard
Concerned with the Big || practical details or
Issues protocol. Wrapped up
with own ideas
Resource Extroverted, A capacity for Liable to lose interest

once the initial
fascination has passed.
Needs to be kept
focused

Monitor
evaluator

Unemotional, cautious,
rational and analytical

Judgement, discretion,
hard-headedness. Does
things right

Lacks inspiration or the
ability to activate

others. Over concerned
with getting things right

Team worker

Interpersonally skilled,
sensitive, strong team
player

An ability to respond to
people and to
situations, and to
promote team spirit

Indecisiveness at
moments of crisis. Being
too kind to others or
over anxious about

individuals
Completer Detail oriented, A capacity for follow A tendency to worry
finisher conscientious, anxious || through. Perfectionist. about small things. A
Creates urgency, reluctance to ‘let go’.
provides focus Can annoy by excessive
worrying
Consider:

* Yourrole preferences?
¢ How do they impact on your effectiveness?

e Think of your colleagues and their preferences?

® Review your team’s composition?

e The tasks your team has to perform?
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2. MANAGING YOUR TIME

Managing our time effectively

Most of us like to project an image of being busy and hardworking but too frequently we fail to examine
the results of all our activity. At the same time many of us complain about not having enough time to do
things. This is because we fail to manage the time we have effectively. Frequently we fail to focus on our
priorities and allow less important activities to distract us. As a result the urgent short-term issues drive
out our important, strategic issues. Many of us might respond to these comments by arguing that our
time management problems are often the fault of other people’s behaviour; constant interruptions; lengthy
meetings; overly complex reporting requirements and so on. Whilst there may be some truth in these
factors good managers can overcome them. By simple analysis, planning and self discipline we are all
capable of saving a considerable amount of wasted time each day. This means managing and redirecting
our time to more focused and planned purposes.

In managing our time we should consider two main elements:

1 Our routine time
This is the time we use to manage our day to day activities, eg administration, meeting staff.

2 Our defensible time

This is the time we use for dealing with our real priorities, eg thinking, strategic planning, budgeting, customer
meetings.

Action point

Delegation
Delegate anything that other people can do:
e Better than you. Are you taking advantage of people who have more knowledge and
experience than you in aspects of your role?
e At less cost than you. Are you using your time effectively given what you earn? Are there
other people who could do the work at a lower cost to your organisation?

e Aspartoftheir development and training. If you are having to do something that you think
someone else should be doing, then you may well have identified a training need for that
person. Use the situation to develop their skills and capabilities.

e  As part of their normal work load. Is it possible to pass activities on to other people as
part of their day to day activities? Are you holding on to things that other people could
do?

Remember to delegate authority as well as responsibility and resist the temptation to hang on
to all the interesting jobs yourself.
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Managing your time effectively

Be clear about your objectives

Are you allocating sufficient attention to your current activities, reviewing past performance and
future planning? In particular are you devoting sufficient time to planning for the future?

Areyou allocating yourtime correctly between different aspects of your job? Are there any parts
of your job on which you are spending too much time?

Who are the people you ought to be allocating time to? Are you spending sufficient time with
them?

Consider your work

Do you organise your working day and week according to your priorities? Or do you deal with
problems as and when they occurwithout stopping to think if there is something more important
that you should be focusing on?

Are you able to complete tasks uninterrupted or are you constantly interrupted? Are the interruptions
an essential part of your work or part of your own making?

Are you certain that you are not working on tasks or issues that you could delegate? Remember
many people say they could do more if they were only allowed to by their managers.

Try considering the following as potential targets for managing your time. How possible would it be

foryou to achieve them?

Reduce your working week by 10 hours.

Reduce daily interruptions by 50 per cent.

Reduce the time you spend on phone calls by 50 per cent.

Reduce the time you spend on e-mail and correspondence by 30 per cent.
Double the time you allocate to planning and thinking.

Allocate at least 30 minutes each day for quality thinking.

Tackling ‘time robbers’

Atime robberis something that prevents us from completing more important and productive tasks. Time
robbers are activities that absorb lots of time without producing equivalent benefit for the efforts employed.
Interruptions, lengthy meetings and routine tasks (that could be delegated), are some of the most common
time robbers we have to face. To control time robbers we need to employ techniques such as avoiding
the activity, shortening the time we spend on it, or simply eliminating it altogether. The following is a
list of classic time robbers. Review the list and highlight those you have difficulty with.



