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Engage the Team

Move from average to excellent performance.
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Much has been written about how to develop
and lead groups of people, commonly referred
to as a team. This is not my first article to
appear in this publication about developing
people. I’ve used the word engage in the title
here because its definition is significant.
The understanding I want to convey within
this article is how to engage the team. An
engaged team is a group of people working
together as a unit. Engaged team members are
interested in your success and are involved with
their mind and their heart while at work. There
are two levels of engagement you can strive to
create within your work team: engaged and
actively engaged.
Engaged team members are attached but
doubt that the benefits you speak of are truly
exclusive to your organization. They are intellectually willing to be loyal, but aren’t
emotionally attached to your organization and
the brands you represent. They need to be
connected. They are a reservoir of potential.
They could be called average performers. They
do acceptable work and, with work, could be
developed into actively engaged team members.
Actively engaged team members enjoy being
your employee. They feel important, valuable
and want you to feel that you can always count
on them to deliver. They are responsive, positive, listeners, fair, and sustainable.
It’s possible you’ve never used any terms
that illustrate team concepts in your business. If
I asked your employees, they may not think
they operate as a team in any way. Just because
people work at the same physical location at
common times during a seven-day period, does
not mean they are a team. Further, you may
refer to them as a team in their presence and
when speaking to others, but that won’t make
them perform as a team.
Why should you be concerned whether a
spirit of teamwork exists in your workplace?
What benefits will you accrue if you create a
spirit of teamwork? There are many case studies
that indicate what can happen when you accumulate a group of superstars, assign them a
project and ask for excellent performance, but
don’t create the environment that would cause
them to work as a unit. These studies reveal that
none of them could perform at their highest
level until they were organized to work together.
Don’t misunderstand: you may be successful
without creating an environment that fosters
teamwork. If you want to move from average to
excellent, however, creating an environment that
fosters teamwork could be a solution you
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choose to implement that would take your business performance to the level of excellence. So
how do you get started? Keep reading.

Create and Communicate
Your Goals and Objectives

The first step in creating an environment that
would cause your employees to work together
as a unit (become engaged) is to create and
communicate your most important goals and
objectives. While many business owners are
hesitant to share sales and revenue information
with their employees, I suggest to you it’s very
important to share your sales, gross profit,
expense and net profit goals with the entire
team. In our financial management seminar, we
provide several formats you may use to provide
that information to your team. If you would like
a copy, e-mail us or call the office.
If you haven’t developed a mission statement and a vision for your company, you
certainly should begin the process right away.
Your mission statement defines your purpose
and your reason for being in business. Your
vision declares how you will behave in the
delivery of your products or services, as well as
the future state you seek to create as a result of
your business endeavors. Your employees need
to know the reason you are in business and how
you plan to succeed for a long time. This gives
them a feeling of security and improves the
possibilities that they will engage. But more
importantly, this can be the instrument that
creates unity for the entire work team.

Communicate on a
Regular Basis

An important commitment that you must make
if you want to build a spirit of unity and create
engaged team members is that you will create
opportunities for the team to communicate on a
regular basis. Team members who engage and
work with excellence as a unit do so when there
is a high level of trust within the team. Trust
among team members increases as open, honest
dialogue is allowed. When you draft the
agendas for your regular meetings, be sure you
allow time for team member feedback. Team
members should be encouraged to offer suggestions for team improvement.

Create Scorecards for
Each Position on the Team

Team members who work together well as a
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unit are clear about how to be successful in
their position on the team. Think about it:
when you observe team interaction in a
competitive sports setting, the performance
of every team member is measured based
on observable behaviors or in quantifiable
ways. When there are clear accountability
measurements for each team member,
everyone will know how to win. As a team
member, when I know how to win in my
position, I am more likely to engage than if
I am unsure of how to win in my position.
Stephen Covey reported in his book,
The 8th Habit, that he commissioned the
Harris Polling Group to conduct a landmark
study of employees in an attempt to reveal
why many of them were not performing up
to their potential. One part of the report
demonstrated that, of those surveyed, 51
percent reported that they were unclear or
did not understand the personal actions
required in their job, in order to help the
organization achieve its top priorities and
goals. What would your team members say
if asked? Are they clear about their behaviors?

Review Past Performance
and Provide Coaching

How often do you review past performance
and coach behaviors that would improve
future performance? Are you completely
clear about how to be an effective coach?
Coaching is “training or directing; to order
or instruct with authority.” Dallas Cowboys
couching legend Tom Landry said:
“Coaching is to get someone to do what

they don’t want to do in order that they can
achieve what they always wanted to
achieve.”
Coaches never play a position on the
team, they observe performance and
conduct training sessions by demonstrating
the correct behaviors. Coaches don’t require
perfection: they create continual improvement through their interaction with team
members.
Create employee recognition cards and
catch employees doing something right.
The value of the card can vary based on the
employees’ interests. Some considerations
are a free dinner at a nice restaurant, a halfday off with pay or a one-night stay in a
fine hotel in town.
Set up incentive programs that are
designed to reward the entire team’s
performance, not just the performance of
one individual. Offer various rewards for
different levels of performance. Make
everyone a winner.
Sign up today for our weekly enewsletter,
part of the Fill ‘Er Up with Fewell
Learning Tool Series, providing short tothe-point e-mail messages that can help you
sustain your personal motivation necessary
to create the personal and business results
you desire. �

“Don’t misunderstand:
you may be successful
without creating an
environment that
fosters teamwork. If
you want to move from
average to excellent,
however, creating an
environment that
fosters teamwork could
be a solution you choose
to implement that
would take your
business performance to
the level of excellence.”
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