                    BUILDING A WINNING TEAM
DOES YOUR ORGANIZATION OPERATE AS A TEAM, OR IS EVERYONE

                JUST HANGING OUT IN MATCHING UNIFORMS?
                                         By Jack Hoffmann
Have you ever listened to an orchestra warm up before they start to play? It’s not the most beautiful sound you’ve ever heard. Each member of the orchestra knows and plays their instrument well but when they collectively are warming up on their own instruments at the same time, the noise is less than enjoyable, perhaps even bordering on irritating. However, when the conductor taps his wand on the podium and the various members start to play as one, the result is beautiful music.
Effective leaders are like symphony conductors. As leaders they have the responsibility to see that the entire organization works together to produce an ongoing harmony; and although the leader may not play each individual instrument with the skill of a disciplined musician, they are directors who, through skill and dedication, have learned to meld the skills of each member to attain a melodious end result. 

Similarly, in the high-profile world of professional stock-car racing the true test of any racing team’s success relys on the ability of its pit crew. Races are often won by fractions of a second, and any delays in the pit can destroy a team’s chance to be a winner. A pit crew usually consists of seven people over the wall working on the car itself, another eight on the other side handing them tools and clearing away equipment. That crew working together can change all four tires, power-pump 21 gallons into the tank, clean the windshield, and give the driver a drink of water, all in under 20 seconds! We are not saying that the skill of the driver is not important, he or she can make the difference of winning or losing as well, but it takes a team effort by everyone to win the race.
We are talking here about teamwork at a rarefied level. Like the members of the orchestra the pit crew is a group of people acting as one. These folks have checked their self-interest and egos at the door and have moved to another state of mind. It’s a state in which team 
members, be they musicians or a pit crew have created a collective ego, one that accomplishes results unattainable by people merely working side by side. 
A unified purpose and spirit now exists for them, requiring humility, purpose and a total attitude adjustment. That may be why it’s a scarce thing in the business world. Attitude can sometimes prove more important than expertise or experience. In the end you’ve got to have people with a winning attitude and a single purpose who won’t let you or the rest of the team down.
It should be the same with any business organization. Each person in the organization can be good at what they do but unless they are all working as a team with the same objectives, i.e. knowing the overall goals and tactics of the organization and maintaining a “can do” attitude, it can be an exercise with less than favorable results. The employees who don’t make the cut are usually those who won’t take the time to understand and master the team’s values and mutual objectives. They bring a self-centered attitude, living in a “me” world.
In any organization that wants to succeed through team efforts there has to be a master plan; and everyone on the team has to be intimately involved in the plan, performing their part of that plan.
 There are six key factors for success in any organization that wants to operate successfully as a team:
1. Does the organization have a clear plan and do all the people in the organization have a complete understanding of that plan? By people I mean everyone from the mailroom to the boardroom.

2. Does everyone in the organization have a thorough understanding of their job and how it fits into the overall objectives of the organization? People need to feel that their contribution is important.
3. Does each person have the tools, knowledge and training they need to do their job, and is there a periodic review of activities and results?

4. Are the people compensated and rewarded for doing their job well and is there a culture of constant improvement embedded in everyone?

5. Are there disciplinary procedures in place for those who do not work as a part of the team and pull their weight?

6. Is there a culture of communication up and down the organization so that the team members know that progress is being made or when the organization is falling short of their goals and objectives?

Like any sports team, orchestra or racing crew, building a successful, synergistic team does not just fall into place because you want it to. The development of a good team occurs in three well thought out phases.

· Phase one is assembling the right people. Do you not only have the right people in the organization, but are they in the right jobs? This step gives each person you chose the opportunity to form their own presence and identity in the group. As any team player, each person has their own performance goals rather than group goals, they do not yet share responsibilities. 
· In the second phase the individuals are formed into a working group. They begin to develop a group identity, each person’s roles are defined and the guide lines are established for working together. At this time a leader of the group is established. The leader will provide direction, assign tasks and review the performance of each member and the group as a whole and the leader becomes the primary focus of communications. Research tells us that people do not want to be managed but they do want to be led. 
· The third and final phase and perhaps the most difficult is that all members share in the same objective or purpose and start to work as a united team. Successful teams are purpose-focused. Each member of the team understands the purpose of why the team exists, and each is committed to its’ success. In addition they are able to respond to changes and opportunities and they are willing and able to share in the successes as well as the failures of the team efforts. 

As the leader you must establish a culture of participative leadership. This involves creating an interdependency by empowering and freeing up each member to serve each other as well as promoting the overall objective. 
Fran Tarkenton, holder of numerous records for his skill as a quarterback 

(Minnesota Vikings and New York Jets), was a player/coach often calling his own plays and motivating his team to work together. He sometimes let linemen and others suggest plays because they were closer to the action than he or the head coach. It was not only his ability to throw the ball well and move quickly that put him into the Football Hall of Fame; it was his ability to coach, listen and lead his team on the field.
In a successful team, the leader is one of the team members and he participates with the rest of the team. This is not to imply that the work unit functions as a democracy or that the leader is not responsible for what does or does not happen. It suggests that better results may be obtained by leading, rather than managing in the traditional sense of the word.
If your objective is to create and manage a successful team, you must be personally committed to this purpose. You may need to change some of your traditional assumptions. Managing as the leader of a group means focusing on empowering and serving the team members. Empowering means that you give responsibility, that you communicate the importance of each team member and allow each participant to become an equal member of the team. You use the talents, ideas, insights and creative/problem-solving abilities of each team member. Serving them means you place yourself in the role of facilitating the growth of each team member as well as the team. Leadership is not so much the exercise of power itself as the empowerment of others. You inspire rather than ordering, you challenge, you set expectations and you reward. You utilize the initiatives and experiences of each person. To build a winning team you will need to take some risks, but taking risks and changing a traditional mindset is what helps to create a winning team.
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