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Community Development Unit
Community Development Officers across Alberta provide customized services to
build capacity in organizations and groups on topics including:

Strategic planning,
organizational
planning and
action planning
Partnerships,
collaboration and
leadership

Board development
training
(roles and responsibilities,
effective meetings, bylaws,
recruitment, etc.)

Community
engagement and
public stakeholder
consultations

Fund development
and grant writing
consultation and
assistance
Project
development and
evaluation
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What Attracted You to this
Workshop?

Presentation in a Nutshell
Welcome & Overview
Shared Purpose & Harnessing Talents
Supportive Structures & Principled Practice
Leadership & Self Management
Tips & Tools & Resources
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Gentle Reminders & Things to Keep In Mind
This session encourages honest, open and respectful communication.
To support this we agree to keep our discussions confidential.
Everyone is here to learn and grow. We agree to reserve judgement of
ourselves and others. We will use reflections and insights to help us in
our work.
We will practice concepts to become more comfortable with them.
Cultivating a culture of inquiry and principled practice will help learning
continue beyond today.
Frameworks help us select among various approaches.
Formal/More
Structure

Informal/Less
Structure
STRUCTURES

DISCUSSION

PROCESSES

RELATIONSHIPS

Instructions:
•
•

In pairs, discuss the following questions.
Capture “Top 3” on Post-It Notes and place on wall.

1. What are you currently doing to
support a strong team
environment?

2. What’s working well?

3. What challenges are you
experiencing?
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Imagine a high performing
team…
How do you know they are a strong team?

From
Where are you at now?

To
Where would you like to be
in the future?

4

2018-05-02

Shared Sense of Purpose
A high performing team, as defined by Katzenbach and Smith, is “a group of
people with complementary skills who are equally committed to a common
purpose, performance goals and approach for which they hold themselves
mutually accountable.”
If you think back to your example of a team, are these some of the qualities
they exhibit?
A common, more formalized way boards define their common purpose is
through their organizational “objects” and their foundational statements:
•

Mission – Why do we exist?

•

Vision – What impact do we hope to achieve?

•

Values – What behaviors guide our decision making?

STRUCTURES

Shared Sense of Purpose
Volunteer board members often have a number of reasons for joining
and servicing on a non-profit board. Understanding the motivation of
each person can identify common themes related to shared purpose.
Think back to when you first joined the board:
• Why did you join?
• Do you remember your first meeting? What was it like?
• Did anyone ask why you joined?
• What might you keep the same or change if someone new were to
join today?

Board Exercise & Handout: Board Member Motivations
Source: http://www.governinggood.ca/wp-content/uploads/2017/01/Board-Motivations-Exercise.pdf

RELATIONSHIPS
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Harnessing Talents & Balancing Roles
Everyone wants to feel they are valued
and contributing to the organization.
If we take time to:

Motivation

• Learn what motivates us;
• Understand the skills and talents we
each bring to the team; and,
• Provide opportunities for development
(job rotation, delegation, project work,
rotating chair, leadership)

Gaps &
Growth

Skills &
Talent

We will use the talents we have, increase
engagement and build a sense of team.

Board Evaluation and Skills Inventory Handouts
Sources: See Resource List
PROCESSES

Effective Processes & Good Communication
Processes and structures help us be efficient as a team. Examples boards often
use include:
• Agendas – How we prepare, share and approve agendas
• Minutes – How we record, share and approve minutes
• Terms of Reference – How Committees operate, scope of their work
• Shared understanding on how decisions are made
• Defined Evaluation processes (self, team, organization)
Effective communication includes not only what we say (the message), but
how we say it (delivery) and how we receive the message (listen and respond).
It also includes thinking about the tools we use to support us. Examples of
tools include:
•
•
•
•

Electronic methods – Email, Text, Skype, online meetings, websites
Message books or notice boards
Team meetings
Regular Check-ins

Reflection:
What do you have in place? How are these working for you?
Are they helping or hindering your team?

PROCESSES
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Rules for Meetings
On any team, it is important to know the rule of the game. In organizations,
the rules for meetings often go by the following names:
•
Meeting Norms
•
Guiding Principles
•
Ground Rules
The purpose of establishing these rules is to help provide a framework that
supports participatory decision making. Ideally, the rules you create
encourage:
•
Full participation
•
Mutual understanding
•
Inclusive solutions
•
Shared responsibility
Examples of “Ground Rules” Handout
Sources: https://hbr.org/2016/06/8-ground-rules-for-great-meetings
Recommended Reading: Facilitators Guide to Participatory Decision Making, Kaner, Lind, Toldi, Fisk and Berger
RELATIONSHIPS

STRUCTURES

Code of Conduct
A formalized approach to describing the expected behaviours of board
members, staff and volunteers is to develop a Code of Conduct.
Creating the code itself opens up conversation around topics that
might not normally emerge until a problem or unethical behaviour
appears.
Code of Conducts can include many different topics and it can be
overwhelming. When creating your code, review range of possible
topics and collectively decide what to include based on the context of
your organization.

Code of Conduct Handouts
Sources: HRCouncil.ca http://hrcouncil.ca/hr-toolkit/code-of-conduct.cfm website accessed May 2, 2018
& 20 Questions Directors Should Ask About Codes of Conduct, Second Edition
STRUCTURES
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Code of Conduct
A code of conduct policy should:
• Be designed with consideration for your organization's values, the clients you work with
and the service you provide.
• Be driven by the fact that your organization's reputation and work environment are based
on the actions and behaviours of your employees.
• Provide guidelines for acceptable behavior.
• Emphasize use of good judgment.
• Require compliance with all applicable legislation.
• Provide examples of prohibited actions or behaviour that are regarded as misconduct (and
it may specify the consequences of violations), but state that these are examples only and
not all inclusive.
• Refer to other related policies
Source: HRCouncil of Canada
STRUCTURES

Other Supporting Structures
Role clarity, understanding the organizational culture, values and
ground rules helps everyone know and perform their individual
responsibilities. If everyone performs as hoped, it can go a long way to
building a strong team.
Three structures that further define these individual and collective
responsibilities include the following:
1. Job Descriptions
2. A Team Charter
3. Committee Terms of Reference

Jumpstart Team Success: Create a Team Charter Resource
Source: Claros Group, http://www.clarosgroup.com/jumpstart.pdf website accessed May 1, 2018
STRUCTURES
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DISCUSSION

Instructions:
Reflect on ideas shared so far in the session
(structures, relationships, processes)
Review your “From – To” worksheet

Consider what you have in place already in your
organization. Think about:
• What seems to be working?
• What doesn’t seem to be working? Why do you think
this is the case?
• What might you try differently or add to help build a
stronger team.

Identify 1-2 actions you feel your team could try
that would help it shift to the desired future state.
Discuss your ideas with your neighbour.

What if we have these structures
or processes in place and we still
struggle as a team? Then what?
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Acknowledging our Elephants
Sometimes we think structures
and processes are all we need to
be a better team when the root
causes of our challenges can go
much deeper.
So what are some possible root
causes of dysfunctional teams?
• Lack of trust
• Fear of conflict
• Lack of commitment
• Avoidance of accountability
• Inattention to results
Source: Monash University, (2010), Leadership and
Development, Guide to Managing and Optimizing Team
Performance

Addressing the root causes can
help us build a strong team but we
are often nervous or unsure how
to proceed.

Ways to Show Support & Build Trust
• Allow time to discuss different individual perspectives and find
shared values, commonalities.

• Develop a culture of open communication – what is said publically
should match what is said privately.
• Provide opportunities for join problem solving, sharing work and
learning.
• Act the way you’d like to see others act – share your concerns, listen
well, give constructive feedback.
• Find opportunities for social contact – coffee, meal before or after
meetings.
• Encourage team responses to individual problems.
• Share and celebrate achievements and show appreciation.
Source:
KnowhowNonprofit https://knowhownonprofit.org/people/people-management-skills/teams/effectiveteam/developing
RELATIONSHIPS
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Acknowledging Our Realities
Differences in style, personality, motivation, values, skills & experience
Board member turnover
Frequency and duration of meetings
Other realities?
These realities present challenges for our teams. What can we do to
overcome some of these challenges? Well, it might depend on which
stage your team is in…

Stages of Group Development

Stage

Tips & Activities

1. Forming
• Variety of individuals coming together to
accomplish something.
• Get acquainted, make contact, form bonds
• Define goals

•
•
•
•
•

Welcoming Meeting & Orientation
Motivation Exercise
Harnessing Skills & Talents
Job Descriptions & Team Charter
Co-develop Mission, Vision and Values

2. Storming
• Usually involves idea generation, diverse views
• May be some interpersonal tension – different
styles or values
• Leaders may be challenged, bids for power
• Why are we here?
• Cliques, hidden agendas

•
•
•
•
•
•
•
•
•

Acknowledge this as normal phase for groups
Emphasize active listening and inclusive solutions.
Set and take team time together
Request and accept feedback
Build trust by honoring commitments
Recognize and publicize team wins
Address matters gently and head on
Use a “Parking Lot” ; Take a short break
Use humor appropriately

3. Norming
• Characterized by group cohesion
• Collection of individuals becomes a group
• Compromise, negotiation and consensus bldg.
• Asking each other for ideas
• Individual bids for power

•
•
•
•
•
•
•

Praise and recognition
Self-evaluate
Share leadership role based on who does what best
Share rewards and successes
Communicate frequently
Share responsibility
Be selective of new team members, train to
maintain the team spirit
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Stages of Group Development

Stage
4. Performing
• Sharing of resources and accomplishment of
group tasks
• Group is productive (efficient), motivated, and
creative
• “We” vs. “I” orientation, pride in team
• High trust, openness, support and empathy
• Healthy interpersonal climate
• Group establishes unique identity
5. Transforming
• Characterized by change, regrouping, disbanding
• Where do we go from here?
• Setting up new networks / deciding on tasks/
projects
• Adjourning – Breaking up after task is complete

Tips & Activities
•
•
•

•
•

Evaluate organizational life cycle (prevent
stagnation, ensure ongoing relevance)
Examine learning and growth opportunities to
continue engagement of team members
Practices self reflection and awareness

Acknowledge change, loss, opportunity, celebrate
successes
Appreciate the past (where you’ve come from)
and openness for future (where you are “going”
however your group defines it)

Sources & Reference Material:
5 Stages of Group Development by Bruce Tuckman (1965), and,
https://med.fsu.edu/uploads/files/FacultyDevelopment_GroupDevelopment.pdf

Time to Practice
Sharing Concerns
Listening Well (Active Listening)
Giving Constructive Feedback
Other Challenges You want to Practice
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Activity - Facilitation & Brainstorming
Problem

Ideas & Tips

One person dominates the
conversation

•
•

•

Set ground rules and stick to them. Help the Chair!
Preface how you expect the conversation to flow. For example, let
everyone know they have 1 minute to this individually about their
response. 2-3 minutes to share views. Go around the table.
Restructure how you discuss items. Instead of open discussion or
round table, try pair and share or small groups and report backs.

PROCESSES

Leadership Characteristics
• Proactive vs. Reactive
• Flexible / Adaptable
• A Good Communicator
• Respectful
• Quiet Confidence
• Enthusiastic
• Open-Minded
• Resourceful
• Rewarding

• Open to Change
• Well Educated
• Interested in Feedback
• Evaluative
• Organized
• Consistent
• Delegator
• Initiative
Source: Holden Leadership Center, University of Oregon
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Self Awareness - Individual Evaluation
How am I
helping foster a
sense of team?

What might I
be doing that
isn’t helping?

Characteristics of Effective Teams
• There is a clear unity of purpose.
• The group is self-conscious about its own operations.
• The group has set clear and demanding performance goals
• The atmosphere tends to be informal, comfortable and relaxed.
• There is a lot of discussion in which virtually everyone participates
• People are free in expressing their feelings as well as their ideas.
• There is disagreement and this is viewed as good.
• Most decisions are made at a point where there is general agreement.
• Each individual carries his or her own weight.
• Criticism is frequent, frank and relatively comfortable.

• Leadership of the group shifts from time to time.
Sources: The Human Side of Enterprise, by Douglas MacGregor The Wisdom of Teams, by Kaztenbach and Smith
via website accessed April 30, 2018 https://web.stanford.edu/class/e145/2007_fall/materials/collins_effective_teams.html
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From
Where are you at now?

To
Where would you like to be
in the future?

Action Plan: List the top 1-2 ideas you learned today that you will bring forward to your board for discussion.

Resources & Sources
Governing Good Board Evaluation & Guide (CAD)
• http://www.governinggood.ca/wp-content/uploads/2017/01/Board-MotivationsExercise.pdf
• http://www.governinggood.ca/wp-content/uploads/2018/01/Board-Self-Evaluation-ToolVersion-III.pdf
• http://www.governinggood.ca/wp-content/uploads/2018/01/Board-Self-Evaluation-ToolVersion-III-Guidelines-1.pdf
KnowhowNonProfit (UK)
https://knowhownonprofit.org/people/people-management-skills/teams/effectiveteam
We Have to talk: A step-by-step checklist for difficult conversations by Judy Ringer
https://www.judyringer.com/about/judy/ and
https://www.judyringer.com/resources/articles/we-have-to-talk-a-stepbystep-checklist-fordifficult-conversations.php
Mind Tools - Tuckman’s 5 Stages of Group Development (US)
https://www.mindtools.com/pages/article/newLDR_86.htm
Claros Group – Team Charter (US)
http://www.clarosgroup.com/jumpstart.pdf
Museum Hack (US)
https://museumhack.com/animal-team-building-tips/
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Questions?

Presented by:

www.culture.alberta.ca/communitydevelopment
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