
TEAMWORK MAKES 
THE DREAM WORK
OR… HOW TO CREATE HIGHLY EFFECTIVE TEAMS 

AND… GREAT THINGS LEADERS DO TO BUILD MORE POWERFUL TEAMS



THINK BACK…

• Think back to the last time you felt truly effective on a team. It may be a team you are currently 
serving or a previous team.  Describe that experience, focusing on the team’s purpose and 
outcome.

• Reflect for a moment on a high point experience, a time when you felt most alive, most engaged, 
most proud of your involvement on this team.  What happened?  What were the forces and factors 
that made the experience possible?

• What was it about you that made it a great experience (e.g. your beliefs, practices, skills, vision, 
values, leadership, relationships, and ways of doing things)?

• Who were the significant others and what was it about them that made it a high point?



WHAT IS A TEAM?

• According to Katzenbach and Smith in The Wisdom of Teams, “A team is a 
small number of people with complementary skills who are committed to 
a common purpose, performance goals, and approach for which they hold 
themselves mutually accountable.”  Thinking back to your high point 
experience on a team, how was the above definition of team 
demonstrated? 

• As you think about this experience or others like it, what was the key 
ingredient that made this a memorable team experience?



SMALL NUMBER

• Why is a small number important? Because large numbers of people - by virtue 
of their size - have trouble interacting constructively as a group, much less 
agreeing on actionable specifics. Ten people are far more likely than fifty to 
successfully work through their individual, functional, and hierarchical differences 
toward a common plan and hold themselves jointly accountable for the results.  
One real team in the midst of a large group will influence overall group 
performance more effectively than any number of mission or teamwork 
statements.



COMPLEMENTARY SKILLS

• Teams must develop the right mix of skills, that is, each of the 
complementary skills necessary to do the team’s job. These team skill 
requirements fall into three categories: Technical or functional expertise; 
problem-solving and decision-making skills; interpersonal skills.  While 
common sense tells us that it is a mistake to ignore skills when selecting a 
team - a team cannot get started without a minimum complement of skills 
- most teams don’t have all the needed skills at the outset, hence the 
power of teams as vehicles for personal learning and development.



COMMON PURPOSE  AND GOALS

• A team’s purpose and performance goals go together. Indeed, we have yet to find 
a real team without both.  A common, meaningful purpose sets the tone and 
aspiration of the team. Most teams shape their purpose in response to a demand 
or opportunity put in their path, usually by management.  Specific performance 
goals are an integral part of the purpose, and the combination is essential to 
performance. A team’s purpose and specific performance goals have a symbiotic 
relationship; each depends on the other to stay relevant and vital. The specific 
performance goals help a team track progress and hold itself accountable; the 
broader, even nobler aspirations in a team’s purpose supply both meaning and 
emotional energy.



COMMON APPROACH

• Teams also need to develop a common approach - that is, how they 
will work together to accomplish their purpose. Team members 
must agree on who will do particular jobs, how schedules will be set 
and adhered to, what skills need to be developed, how continuing 
membership is to be earned, and how the group will make and 
modify decisions, including when and how to modify its approach to 
getting the job done.



MUTUAL ACCOUNTABILITY

• No group ever becomes a team until it can hold itself 
accountable as a team. At its core, team accountability is about 
the sincere promises we make to ourselves and others, 
promises that underpin two critical aspects of teams: 
commitment and trust. Whenever people do real work 
together toward a common objective, trust and commitment 
follow.



BECOMING A REAL TEAM

• “Most potential teams can become real teams, but not without taking risks involving conflict, 
trust, interdependence, and hard work. For example, a common team purpose, set of 
performance goals, and approach rarely arise without conflict. Indeed, quite the contrary --
the most successful teams recognize their members' conflicting views and experiences as a 
source of strength. 

• Similarly, mutual accountability requires trust and interdependence, which usually do not 
grow without risk taking. And, finally, most potential teams include members who must 
develop the skills needed by the team after they have joined the team itself. This, too, implies 
risks and hard work for everyone on the team.”

- "The Wisdom Of Teams" by Jon R. Katzenbach  and Douglas K. Smith



BEING A GREAT TEAM LEADER

• Now that we have a great team, how can we be great team leaders? 

• According to Rahim Charania, the founder and Chief Executive Officer of 
American Fueling Systems, there are four critical steps we can take to 
start “relinquishing our control for the betterment of your organization, 
while improving customer satisfaction in the process.”

• Sounds win/win! So how do we do that?



TALK TO YOUR TEAM

• Talking to your employees is a critical first step for this transfer of power. There are many 
ways to go about this process: given the small number of people on our team, we 
scheduled “talking sessions” on everyone’s calendars so they could openly share their 
thoughts. We made sure to provide a no-judgment atmosphere in order for our 
team to truly feel comfortable opening up. After I spent some time talking to my 
employees, I discovered that several front-line team members felt powerless when it 
came to ensuring customer satisfaction, so I created processes that would provide them 
the autonomy to make decisions that truly helped the customer. I learned that if you are 
hiring the best people and giving them the training and resources they need to be 
successful, the first thing you need to do is ask what they need to do their jobs better, 
and how you can help make that happen.



TRAIN YOUR TEAM TO  MAKE BETTER, FASTER 
DECISIONS

• People want to do great work, and they want to be able to correct 
customer issues without having to go through a corporate 
bureaucracy to do so. By giving my team that power and autonomy, our 
customer satisfaction has more than doubled and our customer turnover has 
almost completely disappeared. Bear in mind that this is a learning process that 
will likely evolve throughout the life of your company. If you can train your team 
to make decisions that speed up your time to market, enhance revenues and 
build solid customer relationships, the benefits will be felt company-wide.



TRUST YOUR TEAM TO ACT ON THEIR DECISIONS

• This is the hardest thing to do, yet it is also the most important. Great 
leaders learn to trust that their team will make the kinds of decisions that 
will enhance the company’s well-being, while also ensuring that customers 
and clients continue to receive stellar service and solutions. What finally 
worked for me was the fact that I trusted and had confidence in my newly 
improved hiring practices and training programs. If that confidence exists, 
then trust is easy — you simply have to trust in the systems and 
processes you’ve built.



SHIFT FROM CONTROL TO GUIDANCE/ 
MENTORSHIP MINDSET

• After I gave day-to-day responsibilities to my team, my role as the leader of the organization 
became one of guidance, support and mentoring. This transition from manager to mentor 
can only be developed when we focus on people’s behaviors, not their results. Managers are always 
measuring a person’s tangible deliverables; as a mentor, however the big concerns are not the 
“what,” but rather the “why” and “how.” This change of focus is by no means easy, but it will 
ultimately train your team to behave as leaders and develop their own path for growth.

• When people feel empowered, their pleasure from work grows exponentially, and they feel more in 
control of the biggest part of their daily lives: their careers. See what happens when you relinquish 
some of your power; more often than not, you’ll be surprised by the good outcomes that follow. 



CONCLUSION

• Teams do not spring up by magic, nor does personal chemistry 
matter as much as most people believe. Focusing on performance -
not chemistry or togetherness or good communications or good 
feelings - shapes teams more than anything else.

• Great leaders don’t just happen. They pay attention, and do their 
own work. Great leaders know that an organization built on trust, 
integrity, powerful goals, and accountability will grow and thrive.


