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Building a
Team-Based
Approach to
Leadership

"Teamwork is neither "good" nor "desirable." It is a fact. Wherever people work together
or play together they do so as a team. "

Peter F. Drucker
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Building a Team-based Approach to
Leadership

What is a team-based approach?

The basic concept of Team Based Leadership is built on the understanding that teamwork
produces better results when used effectively in organisations. Enough research has been done
to establish that strong teams of people achieve more and with greater quality than the same
individuals operating independently.

However, the key to successful teamwork is to establish agreements which provide the focus
and guide the behaviour of each of the members of the team. No team can be successful
without having all team members understanding and supporting these agreements. These
agreements cover such things as goals, roles and processes.

These agreements can only be developed successfully through the involvement of all of the
team members in meetings. Therefore the major thrust of the development of teamwork is
through introducing processes and tools that enhance the quality of meetings and enable teams
to create better quality agreements.

How can a team-based approach be introduced?

To successfully introduce Team Based Leadership requires two approaches.

1. Provide effective processes, skills and tools to make meetings more effective
2. Provide a structured way of developing team agreements

The first element is a training program called “Foundations of Working Together” Seminar .
This two day training program provides the participants with a number of core disciplines that
have proven successful in making meetings both more effective and efficient. Through the use
of these core disciplines in meetings agreements are stronger.

The second element is a facilitated workshop called “Team Performance, Planning and
Development” Workshop. This is a process whereby intact teams work through to form the
agreements that will guide their teamwork. The real power of the formation of agreements is
through the cascading effect.

For example the agreements formed at the executive team become the basis of the TPPD
workshop for the teams of each of the members of that team. Their teams form agreements
based on how the team will contribute to the achievement of the overall business success.



matrix vision
learning + change solutions

Team Based Leadership - 2006-2013
Matrix Vision Pty Ltd Page 2
PO Box 7661 Baulkham Hills Business Centre 2153
www.matrixvision.com.au

Foundations of Working Together

Why?

The three core disciplines introduced in Foundations of Working Together—Team Data
Handling, Critique and Shared Leadership—are excellent processes for involving everyone in
the team. They support working effectively together through increased shared participation,
leading to higher levels of quality, service and productivity. When used well they enhance the
quality of the output of meetings and make them more efficient.

Learn how to…

 Use Team Data Handling as a process to capture both quantity and quality data
 Employ Critique as a tool to capture learning for continuous improvement
 Practice shared leadership to increase influence while accepting responsibility
 Ensure that the sometimes dysfunctional psychological needs of participants don’t get

in the way of the team’s progress
 Ensure that the team can deal effectively with minority views
 Minimise the harmful effects of hidden agendas
 Establish the kind of teamwork that builds and enhances self-esteem and strengthens

self-concept

Who should attend?
Team leaders and team members in any organisation that wants teams to work more efficiently
and effectively

Key points about this course
Henry Ford once said “Coming together is a beginning; keeping together is progress; working
together is a success”. This program is about providing the skills and tools for teams to work
together to create success.

Foundations of Working Together is a program designed to develop essential teamwork
capability in people so that when they return to their teams they can achieve more. It is a
training program that works best when the participants come from a number of different teams
and functions.

When people come to the program they are allocated to “learning teams”. These learning
teams apply and practice the skills and concepts through a series of exercises throughout the
program. The program is highly experientially based, with a minimum amount of time spent in
instructor presentation.

At the end of the program participants leave with knowledge, skills and processes which they
can apply immediately in their teams back at work to build the agreements that drive successful
teamwork..
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Foundations of Working Together - Outline

Day One

Session 1: Setting the Context

This session sets the scene and provides the first opportunity for the learning groups to
test its teamwork

 Positioning and Seminar Objectives

 Exercise—Business Challenges
 Discussion—Business Challenges

Session 2: Team Data Handling

This session introduces the powerful Team Data Handling tool and gives the learning
teams the first opportunity to practice.

 Demonstration of Team Data Handling

 Presentation and discussion—The TDH process
 Exercise: Teamwork in Meetings—Part 1

 Exercise: Teamwork in Meetings—Part 2

Session 3: Critique

This session covers critique, a tool for continuous improvement. In addition it reinforces
the human problems which need to be managed to create successful teamwork.

 Presentation and discussion —Critique
 Presentation and discussion —Behaviour in Groups

 Exercise: Critique of Shared Participation

Post Critique of Day

END OF DAY ONE
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Foundations of Working Together - Outline

Day Two

Session 4: Hidden Agendas

This session looks at the destructive nature of hidden agendas and the ways in which
teams can protect themselves

 Hidden Agendas Role Play

 Exercise: Hidden Agendas Evaluation
 Facilitator Reviews and Summarises

Session 5: Shared Leadership

This session covers the concept of shared leadership and provides the learning teams
with the opportunity to combine shared leadership and critique.

 Exercise: Traditional vs. Team Leadership

 Summary of Shared Leadership
 Exercise: Feedback on Shared Leadership Effectiveness

Session 6: Taking it back to Work

This session provides the opportunity to imbed the learning so that it can be practiced
back in the workplace.

 Summary of Concepts

 Exercise: Sharing of Learning

Session 7: Self Esteem and Teamwork

This session shows the link between strong teamwork and the building of self-esteem.

END OF DAY TWO
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Team Performance Planning & Development

What is it?

While the Foundations of Working Together is a training program, the Team Performance,
Planning and Development (TPPD) process is a facilitated workshop to help intact teams reach
strong and powerful agreements to drive their teamwork. The TPPD process helps the team
members understand the role of their team and the role they play in the team. In addition the
process allows the team to set objectives, review progress and improve future performance.

Using the TPPD process, all team members agree on:

 What the team needs to achieve and,
 How they will work together to achieve it.

After going through the TPPD process, the team will have:

 An agreed action plan

 A personal plan that sets out what the team expects of each member and,
 Personal objectives/actions to help each member fulfil these expectations for the

coming year.

The TPPD process consists of an initial two day workshop, which is reinforced and enhanced by
one on one follow-up sessions with the team leader.

The workshop itself enables the team to clarify a few simple but important questions:

 How do we want things to be?
 Who will do what?

 What can we do better?, and
 What do we need from each other?

Who should participate?
All members of any team that is expected to achieve results in an organisation. This includes
functional work teams, project teams, or cross functional teams.
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Team Performance, Planning and Development Workshop -
Outline

Session 1 - How do we want things to be?

This section of the workshop looks at establishing team agreements on:

 What is acceptable and what is unacceptable behaviour in the team (sometimes
referred to as "Team Norms")

 Who are the team’s key stakeholders (i.e. those people outside the team who rely
on the team to provide them with something)

 How the team would like to be seen by it’s key stakeholders
 What is the team’s role (what are they expected to provide, who are they making

it available to and in what area or location)

 How the team can tell when it has fulfilled it’s role successfully (Performance
Standards) including not just output standards but other standards relating to
how the output is achieved

 What objective measures the team will use to tell when it has done well
(Performance Indicators)

Session 2 - Who will do what?

This section of the workshop enables teams to agree on the role of each team member, the
standards of performance to which they fulfil the role and the performance indicators that the
team will use to measure success of the role. As in the previous section the standards of
performance do not just concentrate on output standards but includes other standards relating
to how the output is achieved.

 The team output from this section will enable the team to agree on who is doing
what. In addition the team members will know how well they need to do the job
and what will indicate whether or not they are doing a good job.

 An effective tool used here is the Delegation Matrix which enables the
responsibilities of the team and each of its members to be clearly outlined on one
page.

Session 3 - What can we do better?

This section provides the team with an opportunity to critique its performance to strive for
continuous improvement.

It enables teams to agree on:

 How they have performed against their previous team agreements.

 How well they have worked together as a team
 Any gaps or issues the team considers need fixing

 The establishment of a team action plan including perhaps a team training plan to
enable the team and the individual members of the team to reach the agreed
competencies.
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Session 4 - What do we need from each other?

In this section teams:

 Develop a team meetings agreement to help them agree:
o Why the team should meet
o What should be covered in team meetings
o How the meetings should be conducted
o How often meetings should be held and how long they should last, and
o Who else should be invited (apart from team members)

 Conduct a structured feedback session enabling each member to let other team
members know what they currently do or possibly could do to enhance the
team’s fulfilment of it’s role

Post-Workshop Assignments with Team Leader

To complete the process, following the workshop there is another agreement that needs to be
put in place:

What do I plan to do?

This requires a one on one session between the team leader and each individual team member
to establish a personal performance and development plan with personal objectives/actions for
the next period which are linked back to the team action plan and agreements.

In addition, once the team and individual performance agreements are in place another question
needs to be asked on a regular basis:

How are we doing?

A regular review of progress is essential for the team to ensure its success. The review enables
a team to:

 Agree on whether it is on track

 Develop actions that reflect any change in priorities
 Give feedback the team to share with the team above

However it is not just progress against team plans that is important to review. The TPPD
process requires individuals to sit down with their team leader and monitor individual progress.
This should enable team members to:

 Agree whether they are on track

 Have a personal plan that reflects changes in priorities
 Receive feedback from their team leader

 Receive coaching from their team leader in developing additional competencies.

The TPPD process becomes a cycle where each year the team looks at its agreements, critiques
its performance and develops new agreements and plans. These team plans become the basis
of the ongoing individual performance plans.
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Contact Us

Matrix Vision Pty Limited
Level 5, Nexus Building
Norwest Business Park
Columbia Court
Baulkham Hills NSW 2153
Australia

PO Box 7661 Business Centre
Baulkham Hills NSW 2153
Australia

(+61) 2 8824 9040

0421 099 440

(+61) 2 8824 9247

info@matrixvision.com.au
your email will be answered within 24 hours of receipt

barrym@matrixvision.com.au
email direct to Barry McMaster

Get more information about our Programs and Services


