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DEVELOPING YOUR DREAM TEAM

By

Kenda Gatlin

We all have held various roles depending on what team we are part of, whether it is a family unit, sports team, or a project oriented team.  When hiring new staff, we often look for traits that indicate the individual will be a team player.  Why is it important to focus on the team?  This article will explore some of the key reasons why and some steps to building your own dream team!  

What are the benefits of working as a team?  Benefits include:

· Utilizing more resources, ideas and energy than one person could provide.

· Maximizing people’s strengths.

· Providing multiple perspectives on how to meet a need or reach a goal.

· Keeping the group accountable for the established goal(s).

· A team can simply do more work than an individual.

Game Plan to Build a Dream Team

The goal of building your dream team is worth pursuing; to accomplish this you should include the following in your game plan:

1.  Resources.

Start with examining the physical office – is the staff set up in a healthy, ergonomic fashion? Are they using adequate office equipment?  What capital improvements need to be made to the office?  What additional items would help staff or student workers become more efficient?  Check with Human Resources to elicit advice on how to analyze your office’s physical layout.    

2.  Patience and Perseverance.

One must understand that change can take time.  It takes time to build a team of people that function well together.  It can take time, possibly a few budget cycles, to acquire better resources for your office.  Joe Torre, manager of the New York Yankees, in his book “Joe Torre’s Ground Rules for Winners”, states that it took him 4,272 games as a player and a manger to finally get to the World Series.  His patience and perseverance has since paid off!  

3.  Know the Situation.

Is your team young and just getting started, or mature and just requires fine-tuning?  Good team builders know where the team is in its development and what the situation requires.  The goals of the team need to be documented and reviewed often. Share the goals with your direct supervisor to include her in your team’s goals.  As the leader, you need to paint the big picture for your people.  Without the vision they will not find the desire to achieve the goal.  

4.  Know Your Team Players.

When it comes to building a successful team, the players are everything.   Know your staff’s professional skills and abilities, character, personal qualities, and their reliability under pressure.  Utilize the gifts, talents and interests of your staff.    Honoring the person makes them feel a valued member of the team.

5.  Make Time for Each Player

With all that is on a leader’s plate, it is hard to carve out the time for one-on-one dialogue with each staff member that reports to you.  But the payoffs are worth it!   Make time in your week to let employees know what you expect of them, help bolster their confidence, answer questions, respond to concerns, and offer your support or assistance, when needed.  
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When playing professional sports, not everyone gets drafted for a team.  The same should be true in higher education, not all employees are capable of keeping pace with their teammates or helping the group get where it wants to go.  These employees are not very hard to identify – they can’t keep pace with other team members, they won’t work with the rest of the team, or they can’t fulfill expectations for their area.  A coach has two choices: train them or trade them.  If the weak member’s performance doesn’t improve, other team members will end up helping the weaker members and their individual performance will becomes less effective.  As a leader, you could lose the respect of the best when you don’t deal properly with the weaker members.  

Through a redesign in my office a few years back, I was asked to oversee the processing operation for undergraduate recruiting (data entry; mailing).  I acquired a process that was buried in paperwork (boxes of recruiting cards were stacked around the office) and understaffed which resulted in significant delays in data entry turnaround time.  The staff member responsible for this operation was very discouraged.  Co-workers began avoiding interaction with her, because the conversations were always negative or assumed she did not work fast enough to meet the job expectations.  My first task was to sit down with her to understand the processes and to discuss alternatives that would reduce the time delays (e.g. what data could be gathered electronically).  Next I was looked for funding sources to hire temporary staff to help during the busy fall recruiting season.  Together, we came up with a list of 50 recommendations for change – and all were approved and implemented.  Within a few months the operations moved to a 48-hour standard turnaround on all recruiting received, and the employee regained her confidence and her morale soared.   

In sports, championship teams always have great depth – their bench is indispensable!  A strong bench gives the leader more options.  Who are your bench players?  For me, it is our student workers!  I am always honored when I am able to fill a vacant staff position within my office with one of our graduating student workers.  


[image: image2]  Attitudes have the power to lift up or tear down a team.  Each one of us is able to choose what our attitude will be.  An excellent book that addresses the impact attitude can have at work is FISH! A Remarkable Way to Boost Morale and Improve Results, by Stephen C. Lundin, Harry Paul, and John Christensen (Hyperion, 2000).  The Fish Philosophy was developed by the employees of the fish market at Pike Place Market in Seattle, Washington.  The Fish Philosophy stresses four key points:

1. Choose Your Attitude.  Every day you are able to choose what your attitude will be and how you will interact with the public.

2. Play.  The “fish guys” have fun while they work, and fun is energizing!

3. Make Their Day.  The fish guys include the customers in their good time.  They engage their customers in ways which create energy and goodwill.

4. Be Present.  When dealing with another person, give them your undivided attention.  

More can be found on the FISH! Philosophy and the accompanying training materials at http://www.charthouse.com/charthouse/product_film_fp_home.asp.

Dream Teams Are Effective Communicators

As the leader, your communication sets the tone for the interaction among your people.  Teams always reflect their leaders.  The best leaders listen, invite and then encourage participation.  When communicating, remember to: be consistent, clear, courteous and inclusive.  When communicating via e-mail, keep in mind that the message is void of non-verbal cues, so be extra careful about your tone.  

[image: image3.wmf]Take time to find out what is important to your team and what they value.  Compare those values with current practices.  Strive to achieve those values until they are institutionalized.  If you praise and honor the people who epitomize the values of the team, those values will get embraced and upheld by other members.  There is no better reinforcement.  

One year ago, I asked my staff what they value about working in our office, which I have listed below.  I review this list quarterly to determine if these values are being upheld.

	Communication
	Flexibility

	Relationships
	Family is more important than work

	Honesty
	Efficiency

	Consistency within office
	Fun!

	Reliability
	Giving great service

	Grace for each other
	Trust – for each other, trust to get the job done.

	Priorities are on the whole person, 

not just the employee
	Cross-training – willingly help 

co-workers when overwhelmed


[image: image4.wmf]   As a leader, you must make a conscious decision to build and invest in a team.  Gathering the best team possible will help you achieve your goals.  Building your dream team will take time, energy and commitment on your part.  If possible, build community amongst your team, do things together.  Empower team members with responsibility and authority, through this you will be raising up new leaders.  And remember to always give credit for success to the team, this lifts the morale of the team.

Nancy Singer, President and CEO in the Retail Credit Services Division of First of America Bank Corporation in Kalamazoo, Michigan created the following acronym which I believe summarizes the benefits of teamwork:
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Feel free to contact Kenda to obtain a copy of her power point presentation on this topic (2004 AACRAO conference in Las Vegas).





Kenda is the person appearing on the bottom of the staff pyramid.  














