Newsletter of E. C. Davis & Associates Issue 3, September 2009

The following articles appeared in our September 2009 email newsletter. We welcome your comments on any of our articles. Send
an email to info@ecdavis.com.

Team renewal: Gearing up for success
by Tommy Davis

As | began writing this article, | had to think of the similarities between
coaches getting their teams ready for the new football season and team
managers preparing their teams for success. Football coaches spend
lots of time on planning, preparing, communicating, executing, and .'
readjusting for success. Do you also have a similar coaching and
renewal process? How well are you repositioning your team and
yourself for success?
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Think about a few questions: Have you assessed how your team is
doing? What changes are taking place with the team? How do they
look this year as compared to last? Do you have the same competition,
requirements, and playing field as last year? Are you losing some of your senior members, adding new members, or
repositioning the team? What are your team’s goals for success? Is everyone on the team positioned to do his or her best
to achieve the goals?

Let me share some tips for a successful renewal process:

= Hold a team development review to revisit and reestablish the team’s beliefs and operating principles.

The more senior members will benefit from a “refresher,” and newer members may never have heard some of this.
Don't just read them, but also work to ensure that everyone accepts and agrees to follow them. Discuss behaviors
associated with the principles. Here are some examples of team core beliefs and principles:

o Take initiative to make things better.

o When addressing problems, focus on the behavior and not the person.

o Seek out root causes, not quick fixes.

o Maintain the self-confidence and self-esteem of the team members.

o Give your best and a little more. Expect the same from others.

o Maintain and build relationships inside and outside the team. (Grow, improve, and seek out relationships.)

o Be an example to others and model the expected culture for the team. Make sure your actions match your
words.
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= Reuvisit and renew the team goals and measures.
Like all good coaches, you will find a lot you need to consider in this area:

Are your current measures working, or do they need to be renewed? Are they getting you the results you want with
the resources you have? How does the scoreboard look? Where are you and the team missing the mark? Are there
places where you and the team struggle to meet the targets?

Where are your successes? What do you and others see when they walk around your area and attend your
meetings? What are you doing to celebrate and learn from your successes?

How are your “stars” performing? What are you doing to bring the “middle of the road” and “weak links” up to higher
performance? How are development plans and training working — both technically and interpersonally?

What feedback and suggestions are your customers giving (both upstream and downstream)? What specific
feedback are you getting from your boss about your and the team’s performance?

Once you have done your assessment:

o Refresh the measures and how they are posted and discussed. Make sure they are simple and visual. Talk
about them every day with encouragement and clarity.

o Clearly demonstrate to the team that the measures tie back to their team operating principles and core
beliefs.

o Teach the team how to also engage effectively in tracking and problem-solving improvement opportunities to
the measures.

o When the measures are falling short, act on them right away. Waiting will just broaden the gap.

o Celebrate small wins, and do not forget to say “thank you” often.

= Finally, learn from your progress and your mistakes.

Continually evaluate what works; what does not work; what needs to be stopped, started, and modified. Always look
for continuous improvement to the team results, for the team itself — and for you, as the very important team coach.
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Managing “The Little Things”

by Ellen Davis

Everyone wants his or her team to be high performing, but often team leaders are not quite sure what signs to observe to
really know how their team is doing. Are you looking to pinpoint your manufacturing team’s strengths and its
developmental needs? Here is a simple and free way to gauge team effectiveness and identify specific spots for
improvement.

Years ago a plant manager hired me to “take the temperature” of his plant’s teams, and then later he asked me to record
for him what | observed to do it. He wanted to help his team managers (called supervisors way back then!) be able to take
the temperature of their own teams as well. | had a long plane ride home that night, and used the time to list my personal
50 “indicators.” They became the basis of this instrument.

Since then, several client plants have used “The Little Things.” Corning Incorporated in Blacksburg, VA used it as an
annual team developmental review process. Other clients have used it for specific team assessments and to train
managers in team observation skills. Tommy and | frequently use it to encourage teams to stretch their vision for higher
performance.

A few years ago we began making the instrument available on our website at no charge and it has proven to be very
popular. It can readily be used by team leaders and by team members. It covers different categories including Energy at
Work, Goal Awareness, Housekeeping and other “little things.”

Click here to access “Managing the Little Things” on-line.
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Is your leadership team performing as it should?

by Ellen Davis

Yes, it happens more often than we like to think: leadership teams fail, or they certainly don’t perform all that well. Putting
a group of managers together based on the reporting structure alone isn’'t enough. Getting them to like one another and
work harmoniously together isn’t enough either. Strong HR departments might actually prove harmful to the development
of a strong leadership team! And a leader who strives to mirror the most acclaimed leaders of her day can’t always make
things right.

These are among the findings cited in a May 2009 article in Harvard Business Review entitled “Why Teams Don’t Work”
— an interview with famed teams researcher Dr. Richard Hackman. While there is application to all sorts of teams, | think
the article is particularly relevant for leadership teams.

You need to read the article, and | don’t want to steal its thunder. But here are a few quotes that resonated well with my
own observations of leadership teams:

“I have no question that a team can generate magic. But don’t count on it.”

“In truth, putting together a team involves some ruthless decisions about membership; not everyone who wants to
be on the team should be included, and some individuals should be forced off.”

“Small teams whose members stay together for long periods of time perform best.”

“Perversely, organizations with the best human resource departments often do things that are completely at odds
with good team behavior.”

“Don’t try to ape any leadership model or team, because there’s no one right style for leading a team.”

“...being a real and committed team player — whether as a team leader, a deviant, or just a regular member who
speaks the truth — can be dangerous business indeed.”

Dr. Hackman also sets out conditions for success. You'll want to read the article to learn about those. Or better yet,
consider reading his book, Leading Teams.

| had the privilege of working with him briefly when | was employed by Cummins, and find Richard Hackman to be among
the best of the best team scholars. Listen to what he says and take heed!

Note: The article, “Why Teams Don’t Work,” can be purchased at http://hbr.harvardbusiness.orqg/2009/05/why-teams-dont-
work/ar/1.
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Coming in November...

Team Leader Skills Inventory on-line!

We are finalizing the on-line version of our Team
Leader Skills Inventory (TLSI). On-line access will
make it both quick and easy to input data and
receive timely feedback reports from EC Davis.
This popular and useful instrument will be featured
in our next issue of Directions.

Stay tuned —

or check our website now to learn more about it.

AN
TEAM MANAGER DEVELOPMENT CENTER

RECESSION SPECIAL IS STILL AVAILABLE:
save 40% over current TMDC pricing!

For the remainder of 2009, we are rolling back the TMDC fee to our original pricing from
1990 -- only $1200 per participant! If you have training and development plans for your
employees in the coming months, this special offer on a proven program may be just
what you need.

Our next program is scheduled: November 9 — 11, 2009
Charleston, South Carolina

Send an e-mail to admin@ecdavis.com to register or for more information. If you're not
familiar with this program, read about it at http://www.ecdavis.com/TMDC/tmdc.htm.
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Spotlight on our Strategic Partner: SE LEC'—T

INTERNATIONAIL

From Ellen: An important part of our success as a small consulting firm is the collegial relationship we
enjoy with other organizations. As one of our strategic partners, Select International currently assists two
of our clients who are conducting large hiring efforts for new plant start-ups. The vast majority of Select’s
plant start-up clients have team-based systems and one of the key things they assess is
teamwork/collaboration through their very comprehensive and sophisticated on-line approach.

About Select International

Select International is a leading provider of strategic talent acquisition and retention solutions. Select has been helping
organizations design and implement hiring systems for nearly 20 years and provides a truly unique approach that
combines psychology and technology to find and keep top talent. From entry-level to executive level, and from Gen-Y’s to
retirees, organizations find, hire and retain top talent better using Select International's assessment products, talent
acquisition solutions and consulting services.

For nearly 20 years, Select International has been a world leader in computer and web-based assessment for finding and
developing talent at all levels. Building on our core strength of assessment solutions tailored to industry and job specific
criteria, Select has developed talent acquisition solutions that have helped companies worldwide align talent with strategic
goals.

Select’s unique approach combines human capital consulting expertise, technologically advanced assessment tools and
specialized recruitment skills to provide our clients with a strategic talent acquisition solution to meet their needs now and
in the future.

To learn more, contact:
Tom Chase, VP Business Strategy
tchase@selectintl.com
www.selectintl.com
502-228-8658

©2009, E. C. Davis & Associates LLC, Charleston, SC. www.ecdavis.com 6



mailto:tchase@selectintl.com
http://www.selectintl.com/

