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Scenario: You are a Team Manager and through discussionyeitin own manager, you have
decided that the team needs Team Development themygpe of Team Intervention. However, you
are relatively new in this role, and you aren’ttqusure how to proceed. Or, you may be a very
experienced Team Manager, but have already dotieeaihings with which you had previous
experience. Fortunately, you have been givemagpecehensive set of Guidelines to Plan Effective
Team Development Interventions.

These guidelines will help you think through théirenintervention process, as well as thoroughly
assess the current issues facing your team. llalsd support in choosing what steps you needKke t
PRIOR to implementing a team intervention. While guidelines are designed primarily for the
person designing and implementing a team interganthey will also be useful for other stakeholders
in the situation, including the team members thdwese

The guidelines are written for the Team Managed, assume that the Decision-Maker is person or

persons who requested the team intervention. mMigkt be your boss, or a manager above your boss,
or it might be Human Resources.
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Guidelines to Plan Effective Team Development Intefentions

These guidelines will be used by the person/teasinged with planning the team
intervention but are also useful for all stakehadde

1. Gather Information (Explore the Issues)

Clarify goals of decision maker(s)

Do sufficient exploration of the issues prior toygalanning or commitment to decision
makers

Why is this issue being raised now? What is &estaConsequences for the organization,
or the team, of this issue not being resolved?

While / after meeting with Decision Maker, don’sase you have all the information you
need, or that the information you have been givatches the perception of the team itself
Make sure you ask lots of questions — dig deepaar What is presented as ‘the problem’ or
‘the team need’

What has been done up to now to address the igsudsave been asked to address?
Explore previous team development efforts — what d@ne? What results achieved?
Who conducted them? Timeframe?

Push for assessment (data gathering) to get alltiple perspectives. Options include:

o Formal assessment, conduct one now, or reviewsesssient conducted previously
Interviews or surveys

Observations

Include: Key players or entire team, other stakedrs

Feedback summary & validate with team

Joint decision making (action research model)
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2. Manage Your Relationship with the Decision Maker(s)

Learn to support Decision Makers and influenceucate them (push back) at the same
time
Lay foundation in case Decision Maker is part @& pnoblem
Never take sides (There are no sides!!)
Develop ability to have ‘hard conversations.” Theguires:
0 Willingness / Openness
o Skill
o Confidence
o Stretching Comfort Zone
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Honor the decision maker’s perspective AND honertbam’s perspective

Be very clear about outcomes you believe caraonot be achieved based on the
intervention the decision maker is willing to supgfand—promise only outcomes you
know can be achieved

Plan for follow-up prior to intervention (Get a contment)

3. Trust your Intuition / Trust Yourself / Prepare Yourself

Pay attention to red flags; be ready to explore
Get comfortable asking questions that may makerstinecomfortable
Don’t accept a contract / project you don’t believi# succeed
Listen to your own inner wisdom
Prepare yourself — you are one of your key tools
o Develop strong self-management skills
Model everything you are helping team to learn
Stay out of ‘Fix It' Mode — it igheir team
o For the intervention
Well rested
Psychologically ready
Dress comfortably, in a ‘power outfit’

4. Honor team perspectives

Team members may not all hold same perspective

Know some are more important than others; stilhdrall and decide which to give weight to
Involve team in design of intervention

Explore outcomes the team wants to achieve

Are these outcomes consistent with goal of Decidaker? What to do if not?

Plan for participative activities that allow atlam members to participate
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5. Planning / Preparing for the Intervention

Sufficiently plan — don’t ‘wing it’
Plan well in advance to allow:
o athorough review
o time for adjustments
0 time to gather / prepare resources and props
o time to administer instruments well in advance tdam session
Clear agenda: plan timing of activities, in additio the activities themselves
Plan ahead for follow up activities
Carefully choose the physical setting for the wation (depends on type of intervention)
o Avoid the team’s workplace if at all possible
o Can limit types of activities you can use
o Consider psychological safety of the team
o Consider physical comfort
Give team adequate information beforehand
o How and what they need to prepare
o Clothing / physical comfort
o Psychological safety and preparation
Be flexible

6. Learn to ‘Hold Space’ (Create a Container)

Learn to Be Present / Be Here Now
o First, for yourself—so you can effectively respdodhe developing process
o0 For Team—keep everyorsafe
Hold the space for healing / right outcome
o Beyond client’'s agenda
o Beyond team’s agenda
o Beyond your agenda
o Recognize and welcome the important surprises andtarns

7. Model / Teach (beyond specific context of intgention itself)

Respect for all perspectives

Involvement — involve team as soon as possibleaanaften as possible
Teamwork — partner for all interventions if possibl

Offer alternative frameworks for interpreting teahallenges

Develop Self-Responsibility of all team members
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8. Include Next Steps and Follow Up Activities in eacteam intervention
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Assure specific outcomes are clear to team menamelsiecision makers
Document (flip charts or more advanced technology)

o Critical points of what occurred in session

o Decisions / Action Steps / Who owns

0 Next Steps for Team Development
Use ‘Anchors’ to ground team learning
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SHAUNA RAMPLEY 22 years consulting experience.

M.B.A. Soaring Eagle Institute (SEhelps individuals and organizations

Managing Partner soar to succesSEIls highly skilled staff provides customized
consulting interventions and training programsgsist
organizations in this time of challenge and chaisge.

“ . . consultants collaborate with the client to takeeagle-eye look

My passion Is at the organization, target specific areas fortatyia intervention, and

Coaching leaders and co-design ways to develop the organization thraurgfanizational
design, leadership and team development, coacfaadjtation,

teams to more mediation, and consultation.

effectively fulfill their SEI teaches business-building seminars and proeioi@shing for

e small business owners and self-employed profesisiona
roles within the

Complex SElspecializes in small business coaching, organizatidesign,
. . ” change management, leadership & team developnuritiot
0fganlzatl0na| web. management, and experientially-based team develapsessions.

Call (505) 255-9782or more information.

1208 San Pedro NE, PMB 125, Albuquerque, NM 871{&05) 255-9782 — www.soaringeagleinstitute.com
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