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Team-Building for Success
 Church Renewal ResourceEvangelism Ministries USA/Canada Region
 Church of the Nazarene
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Team Building for Success
 Purpose:Advance the development of team ministries within the church.
 Objectives:• Define “team” and the characteristics of an effective team.• Identify the levels of team development and the elements of successful
 teaming.• Discuss ways to enhance team effectiveness.
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Team Building for Success
 The Four Levels of Team Development
 1. Assemble2. Assert3. Acknowledge and Agree4. Achieve
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Team Building for Success1. ASSEMBLE
 Although basic, this is the first level of team development -- the individuals come together to form the team. As the team forms, the members get to know each other, find out more about each others’ skills and abilities, and identify past experiences that will contribute to the team’s success. Sometimes these discoveries are made through formal introductions; however, team members often gather information from outside the team setting.
 The team also begins to define the roles of the members and the tasks they will accomplish. Defining roles may be done through formal elections or appointments (we’ve all been out of the room when we were assign a responsibility) or by a member simply assuming a role. Tasks are often determined by the purpose of the team or duties as assigned by the guidelines already established (i.e. the Nazarene Manual).

Page 5
                        

Team Building for Success
 2. Assert
 In level two, the journey to effective teaming gets tougher. The excitement of being a part of the team diminishes and the reality of getting down to business takes over. This level may leave the team members feeling like their team’s effectiveness is getting worse rather than better.
 At the “assert” level, team members begin to work toward their goals. However, they may compete for control, hold back information (especially if they feel sharing the information will negatively impact another area where they have high interest), and even oppose working together.
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Team Building for Success
 3. Acknowledge and Agree
 At this level team members begin to acknowledge and value others’ contributions to the team. They also begin to agree on how to accomplish their goals.
 4. Achieve
 At the last level of team development, the team moves quickly toward its goals. The team is not detoured by obstacles or changes; rather they assess how the obstacles or changes will impact the team, make the necessary adjustments, and move forward. Also, the team continually evaluates its effectiveness and uses the information to improve its output.
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Team Building for Success
 The Key Factors in Team Development
 1. Purpose [or Mission]2. Process Orientation3. Communication4. Involvement5. Commitment6. Trust
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Team Building for Success
 1. Purpose [or Mission]
 Do the team members understand their contribution to the church? Just as a church must know its vision, a team must know its mission or purpose. The team may understand the “duties” as defined by the Nazarene Manual or other guidelines, but the team may not know its link to the church’s vision. Without a clear understanding of its contribution to the church, a team will not reach its highest potential. The vision of the church is cast by the leadership; the purpose for the team is cast by its leader. The team leader must first understand its purpose and then communicate the purpose so that it inspires the members to accomplish its mission. A portion of the team’s success will depend on the leader knowing, believing in, and COMMUNICATING its purpose.
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Team Building for Success
 2. Process Orientation
 Do the team members know how things work?
 The team must understand how things work. Clarifying the process includes answering questions such as, “When we want to make a change, who needs to know?” “Do we have the authority to approve the action, or does the church board need to vote?” “Does the pastor need to know before we makes a decision or does he just want to be informed?” Process even includes issues as simple as how meetings will be conducted, who receives a copy of the meeting minutes, how many meetings members must attend, etc.
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Team Building for Success
 3. Communication
 How do the members relate to one another and those outside the team? Wellins, Byham, and Wilson says, “communication refers to the style and EXTENT of interactions both among members and between members and those outside the team.” Communication also refers to the way members handle conflict, decision making, and day-to-day interactions. (p. 189) As teams progress in team effectiveness, not only does communication open up between team members and others, but conflict and decision making is handled directly with those INVOLVED rather than involving a third party.
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Team Building for Success
 4. Involvement
 Does everyone participate? Involvement may be one of the most significant factors in successful teaming within the church, especially for the small church. Involvement takes on two elements: internal and external. Internal involvement refers to the individual team members’ willingness to participant in the team’s activities. Teams can stall in their development and team members become frustrated when one or more team members refuse to participate in the team meetings and activities. External involvement refers to the individual team members’ commitment to other teams and areas outside of the team. If a team member is involved in various activities within the church (choir, children’s ministry, missionary society, etc.), the team member may find it difficult to attend meetings and give time to various functions. The absence of the team member impacts the team.
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Team Building for Success5. Commitment
 How dedicated are the team members? Commitment and involvement go hand-in-hand; however, commitment tells more about the team members’ feelings and involvement tells more about the team members’ actions. A high level of commitment by team members results in members who make DECISIONS for the good of the team, not their own personal goals. High commitment also results in team members supporting activities, events, and decisions although their idea may not have been the one chosen. Illustration: A member of the Sunday School Board was hesitant about the “Back to Sunday School Breakfast” the board had voted to organize as a Sunday School emphasis. For the past few years, the board had sponsored a “Back to Sunday School Lunch” following the morning service. However, the other team members felt the breakfast was a better avenue for accomplishing its goal of emphasizing Sunday School as students and parents prepared for the new school year. Having voiced his objection, the member said he would actively support the breakfast. And he did. He brought several friends and made numerous contacts. In the board meeting following the SUCCESSFUL event, he said he never dreamed that the breakfast would work, but he was glad it did, and was looking forward to next year’s breakfast. HE WAS COMMITTED to the team’s success!
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Team Building for Success6. Trust
 Do the team members believe each other will honor commitments, support each other, and follow through? Trust is a factor which is affected by the other factors and the level of trust affects the other factors. Without trust in its leader and team members, a team will not develop to the “achieve” level. The best you can hope for is “Acknowledge and Agree”, and even then it is difficult to maintain that level without trust. Dr. Stephen Covey, in his book Seven Habits of Highly Effective People (New York, NY: Fireside, 1989), talks of the emotional bank account every person carries. He says there are five ways to make deposits into the emotional bank account, and I believe these five actions also build trust among team members when practiced consistently and frequently. The five deposits are:
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Team Building for Success6. Trust (cont.)
 – Show Small KINDNESSES – Keep COMMITMENTS – CLARIFY and Honor Expectations – Avoid DUPLICITY (Show Personal Integrity) – APOLOGIZE
 These actions cannot be done to manipulate; it will backfire. But when done with sincerity, consistency, and frequency, team members will respect each other and develop a level of trust which fosters success. When teams identify and work toward improving these six factors, their development increases and they have the potential to move to the level of “achieve”. Some of you are saying, “O.K., but . . .” so let’s take a look at one more issue of team development: events that impact the team. Again, I’m going to divide these events into two categories: internal and external.
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Team Building for SuccessEvents Which Impact the Team
 Internal Internal events are those that happen within the team environment and impact the team. External events happen outside the team environment, but have an impact on how the team functions. Internal events include:
 – a new member joins the team – a member leaves the team – excessive absenteeism
 External events include: – a change in the church’s vision which results in new or different tasks for the team – church staff leaves or new staff is added – resources are not available
 Wellins, Byham, and Wilson identify the goal of teams as follows: Highly effective teams are composed of groups of committed individuals who trust each other; have a clear sense of purpose about their work; are effective communicators within and outside the team; make sure everyone in the team is involved in decisions affecting the group; and follow a process that helps them plan, make decisions, and ensure the quality of their work. (p. 188) First and foremost, when working with teams we are working with people. Their personal life and spiritual development influences their behavior in teams. Remember to develop people as you build teams. If you do, you will realize the benefits of successful teaming.
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Team Building for Success
 Small Group Exercise
 Turn to the Small Group Exercise portion of your participant booklet. Let’s take the next 20 minutes to identify the teams in your church by listing the team leaders and members. If time allows identify the purpose of the team.
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