Legend for the Team Action Plan Process

Values

The first step in the team action planning process is the clarification of core values (what is really important that will endure over time). Core values answer the question, “How do we want to act, consistent with our mission, along the path toward achieving our vision?” (Senge, 1990, p. 302).

“Values offer a guide for all actions of the team” (Briggs, 1997, p. 132). Values and guiding principles are best expressed in terms of behavior, i.e. we believe… therefore we act…

Personal values, team values, and organizational values are intrinsically interwoven. “The first milestone on the journey to leadership credibility is clarity of personal values. Values help us determine what to do and what not to do. They’re the deep-seated, pervasive standards that influence every aspect of our lives: our moral judgments, our responses to others, our commitments to personal and organizational goals. Values set the parameters for the hundreds of decisions we make every day” (Kouzes & Posner, 1995, p. 212). 

In their research on the congruence between personal and organizational values, Kouzes and Posner (1995) found an interesting correlation. “Individuals who had a great degree of clarity about the organization’s values but little clarity about their own values had no more commitment to the organization than those who had little understanding of their own and the organizational values.” Perhaps even more surprising was the finding that individuals “with a great degree of clarity about personal values but less clarity about organizational values had almost as much commitment as the group that had high congruence between their own and the organization’s values.” They summarized that “having clarity about personal values may thus be more important, in relation to attitudes about work and ethical practices, than being clear about organizational values alone” (p. 218). Their findings are illustrated in the following chart. 
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Shared values contribute to positive commitment and greater productivity. When teams and organizations share values, there is stronger loyalty, greater consensus about goals, and more clarity of roles and responsibilities. Individuals are less likely to feel stress and tension. Teams perform at higher levels.

Purpose

The next step is to create the purpose (or mission) statement to address personal and organizational reason for being. An individual purpose statement answers the question, “What am I here to do?” while a team purpose statement answers the question, “What are we here to do together?” (Senge, 1994). 

The process that the team goes through to develop their purpose statement is just as important as the product.  The team purpose (or mission) should:

· Identify the team

· Reflect the team’s values, vision, and goals

· Be clear, concise, understandable, simple, and memorable

· Be positive and written in present tense

· Be specific enough to describe the current reality

· Be broad enough to allow for growth and change

· Inspire action

· Challenge team members to take risks and aspire to new goals

· Be realistic enough to be achievable

· Meaningfully include all team members 

· View diversity as a strength

· Strengthen loyalty and commitment to the team and team goals (Briggs, 1997).

Personal Vision

Individuals must first clarity their personal vision before building a shared vision. A vision is “an ideal and unique image of the future” (Kouzes and Posner, 1995, p. 95). A vision “is a picture of the future you want to create, described in the present tense, as if it were happening now” (Senge, 1994, p. 302).

As with values, having clarity about one’s personal visions supersedes creating a shared vision with a team. “A personal vision statement helps to ensure a balance between the direction of life goals with that on one’s professional identity” (Briggs, 1997, p. 136). A personal vision statement should focus on ideals, desires, and dreams, not on expertise and skills. The “how, the skills, can be mastered once the what is clearly defined” (Briggs, 1997, p. 137). 

Shared vision

A shared vision “binds people together around a common identify and sense of destiny” (Senge, 1990, p.5). Peter Senge (1994) defines shared vision as “building a sense of commitment in a group, by developing shared images of the future we seek to create, and the principles and guiding practices by which we hope to get there” (p. 6). “When people truly share a vision, they are connected, bound together by a common aspiration” (Senge, 1994, p. 206).

“Leaders inspire a shared vision. To enlist people in a vision, leaders must know their constituents and speak their language. People must believe that leaders understand their needs and have their interests at heart. Only through an intimate knowledge of their dreams, their hopes, their aspirations, their visions, their values, is the leader able to enlist support. Leadership is a dialogue, not a monologue” (Kouzes and Posner, 1995, p. 11).

“A strong vision statement, clearly and powerfully communicated, should motivate others to action. To enroll others in moving forward, a vision must stretch one’s imagination while seeming to be possible to attain” (Briggs, 1997, p. 137). To inspire others to share the vision, leaders will:

· Appeal to a common purpose.

· Communicate using strong, compelling visual images.

· Speak sincerely from a strong conviction (Kouzes and Posner, 1995).

A shared vision is created through a process of dialogue, reflection, and collaboration. To build a shared vision, individuals must first be encouraged to develop and express their personal visions. Without the creation, connection, and merging of personal visions, team visions, and organizational vision statements will not have the power to inspire and the underlying passion to generate true commitment (Briggs 1997, Senge 1994).

Review and prepare

The process for team action planning mirrors the process for individual professional development planning. It is a good idea to review your own plan and process prior to initiating the process with your team. Review your current plan based on the following and revise as needed, then use this same checklist to develop your team plan:

· Do your core values provide a guide for your actions?

· Does your purpose statement specifically answer the question, “What am I here to do?” Is it clear, concise, positive, specific, and realistic? Does it inspire and challenge you?

· Does your vision statement reflect a picture of the ideal future you want to create? Is it written in positive terms and present tense? 

· Do your goals and action steps align with your values, purpose, and vision?

· Do your action steps meet the following SMART criteria?

· Specific 

· Measurable

· Agreement with your values, vision, and purpose

· Realistic and relevant

· Time framework for regular review, evaluation, and revision (Wildblood, 1995).

· Have you outlined and prioritized your action steps?

· Have you noted barriers to accomplishments? Do you have specific plans to overcome these barriers and sustain momentum?

· Do your evaluation steps provide concrete and specific feedback to guide your progress?

If you answered yes to all of the above, you are ready to facilitate your team to develop their action plan. For team action planning to be successful, there needs to be congruence between individual aspirations and team goals. Therefore, it is recommended that all team members develop a PDP prior to or in conjunction with the team action plan. 

Process

Make this process fun, use principles to support adult learning, be creative, visualize your ideal team, and take the time to enjoy the journey! Create collective goals and action steps using dialogue and consensus to provide a meaningful team development opportunity. All team members should be involved to ensure greater commitment. The team development process, like the leadership development process, is a journey that requires practice, patience, and perseverance. 

“Team members must always be able to answer the WIIFM question – what’s in it for me?  If each member does not truly believe that there will be a benefit from completing the team goals, lack of compliance and cooperation are sure to occur. More dialogue and consensus building may have to take place before the team can proceed in the action plan process” (Briggs, 1997, pp. 158-159). 

Recommended strategies to facilitate the plan include:

· Brainstorming steps to take to reduce the space between the current reality and the team’s vision. 

· Backward planning. Creating small steps to take from the goal back to the current reality.

· Translating these small steps into daily lists of activities that are shared among the team members.

· Prioritizing using an ABC technique, A as essential, B as important, and C as useful but not critical. 

As with your own personal professional development planning, it is important to acknowledge barriers and design activities, strategies, and a support network to move past these barriers on your path to success. Build in time during team meetings to review, revise and update your plan, discuss challenges, and celebrate accomplishments.
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