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How to Speed Up the Transfer of Best Practices — continued from page 1

Open Conversation 
	 An	 open	 conversation	 involves	 not	 just	

giving	your	point	of	view,	but	also	listening	
and	sharing	with	the	purposeful	 intention	
of	permitting	a	higher	truth	to	emerge.	This	
orientation	 to	 the	 conversation	 requires	
each	 participant	 to	 manage	 his	 or	 her	
ego	need	to	“be	right.”	The	result	is	more	
insight	for	all	parties.



©2007 WBW & Associates, LLC  �	 2007 Newsletter

Effective Front Line Teams
An	 effective	 front	 line	 team	 can	 be	 of	 value	 in	 several	
ways:
•	 It	generates	and	processes	ideas	from	a	variety	of	people	

who	are	directly	involved	in	the	work,	including	those	
who	interface	with	customers	or	with	key	operations.	
Front	 line	 involvement	 in	 decisions	 makes	 for	 better	
decisions,	 says	 Warner	 B.	 Wims,	 Ph.D.	 of	 WBW	 &	
Associates.	

•	 	It	helps	employees	feel	empowered	to	make	a	difference,	
resulting	 in	 increased	 satisfaction	 and	 identification	
with	results.	

•	 It	creates	a	sense	of	mutual	accountability	beyond	what	
a	supervisor	or	manager	alone	can	generate.	

•	 It	provides	avenues	 for	employees	who	
are	 close	 to	 the	 action,	 and	 who	 share	
responsibility	 for	 implementing	 the	
results,	 to	 address	 relevant	 problems,	
issues,	and	opportunities.

How	can	you	increase	the	effectiveness	of	
front	line	teams?

•	 Goals.	A	group	without	clear	goals	will	
drift	 out	 of	 existence.	 Identify	 short	
and	long-term	goals	and	their	measures	
of	 success.	 Which	 goals	 fall	 within	
the	 prerogative	 of	 the	 team?	 Which	
goals	 are	 internally	 generated	 within	
the	 team	 versus	 from	 higher	 levels	 of	
management,	and	how	do	you	integrate	the	two?	Which	
are	team	goals	and	which	are	individual	goals?	Where	
can	the	team	be	most	effective?	How	does	the	work	of	
the	team	link	with	the	overall	performance	needs	of	the	
organization?	

•	 Membership and roles.	 This	 includes	 determining	
who	should	be	on	the	team	and	clarifying	expectations	
for	 each	 member.	 It	 also	 includes	 clarifying	 meeting	
management	 roles	 (e.g.	 facilitators,	 communicators,	
implementers).	 How	 will	 ongoing	 individual	
responsibilities	 and	 team	 meeting	 responsibilities	
coincide?	How	will	input	be	gathered?

•	 Scope.	This	includes	determining	what	falls	within	the	
purview	of	the	team	versus	that	of	other	organizational	
entities.

•	 Working with multiple teams.	This	includes	clarifying	
the	relationships	between	the	particular	front	line	team	
and	other	teams,	including	how	to	combine	the	efforts	
of	more	than	one	team.

•	 Knowledge and skill development.	 This	 entails	
educating	 team	 members	 on	 the	 major	 elements	 of	

effective	 teams,	 including	 the	 purpose	 of	 the	 team,	
ground	rules,	and	working	practices.	Given	the	goals	of	
the	team,	what	additional	skills	are	needed?	How	will	
these	 skills	 be	 acquired?	How	will	 the	 acquisition	of	
these	skills	be	integrated	into	the	ongoing	workload?

•	 Creative joint-problem solving.	 An	 advantage	 of	
a	 team	 is	 the	 ability	 to	 reap	 the	 benefit	 of	 different	
perspectives.	 How	 can	 individual	 perspectives	 within	
the	 team	 be	 brought	 together	 creatively	 to	 solve	
problems?

•	 Establishing trust.	 Teams	 are	 most	 effective	 when	
members	 trust	 that	 they	 will	 be	 heard,	 that	 other	
members	 care	 about	 them,	 and	 that	 there	 are	 no	

negative	 consequences	 for	 their	 ideas	 or	
participation.

•	Conflict resolution.	 Learn	 and	 employ	
the	most	effective	and	constructive	ways	to	
resolve	conflicts.

•	Facilitation.	 This	 includes	 determining	
facilitation	 options	 and	 approaches	 that	
will	best	create	involvement,	commitment,	
and	results.

•	Meeting protocols.	 How	 often	 will	 the	
group	meet?	Who	can	call	a	meeting?	How	
are	meetings	planned?	How	are	decisions	
made?	 How	 is	 communication	 handled	
between	meetings?

•	 Higher management support.	 Higher	 management	
must	 understand	 how	 to	 support	 the	 team	 rather	
than	 impede	 its	 success.	 This	 includes	 updating	 the	
supervisory	culture	from	one	based	on	giving	orders	to	
one	based	primarily	on	helping	managers	learn	how	to	
act	as	guides,	facilitators	and	coaches.

•	 Aligning incentives.	 This	 includes	 determining	 how	
individual	 and	 team	 performance	 will	 be	 recognized,	
and	 ensuring	 that	 both	 individual	 and	 team-based	
rewards	are	aligned.

•	 Gaining results.	The	ultimate	test	of	the	accountability	
and	success	of	teams	is	if	they	can	succeed	in	achieving	
exceptional	results.

Contact Us:
For	Leadership,	Team	and	Organization	Effectiveness	
Consulting.	Also	for	Executive	Coaching,	Project,	
Process	and	Team	Facilitation,	contact	us	at	:
4�5-�87-4040
�449	Lake	Street
San	Francisco,	Ca	94���
inquiry@wbwassociates.com
or	wbwims@cs.com
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Team	 Effectiveness	 Coaching	 (TEC)	 is	 an	 approach	
that	 WBW	 &	 Associates,	 LLC	 uses	 to	 increase	 the	
effectiveness	of	teams	by	providing	relevant,	ongoing,	
and/or	 “just-in-time”	 (i.e.,	 when	 the	 team	 is	 ready)	
coaching	 based	 on	 specific	 goals	 that	 the	 team	 has	
set	 for	 itself,	 e.g.	 quality	 goals,	 service	 goals,	 cost	
reduction	goals,	partnership	goals,	working	relationship	
goals.	TEC	 is	provided	either	directly	 to	 the	 team,	or	
as	 thought	partners	 to	 team	leaders,	human	resources,	
or	other	organizational	entities	such	as	internal	training	
and	organizational	development	resources.

For	 more	 information	 about	 the	WBW	 &	Associates,	
LLC	approach	to	Team	Effectiveness	Coaching,	go	to	
www.teameffectivenesscoaching.com.

Coaching	 skill	 is	 a	 subset	 of	 management	 skill.	 Sound	
management	 involves	 planning,	 organizing,	 providing	
technical	 knowledge,	 and	 giving	 direction.	 Coaching	
is	 that	part	of	management	 that	does	not	 involve	 telling	
people	what	to	do	as	much	as	it	involves	helping	people	to	
see	for	themselves	what	they	need	to	do.	As	a	result,	it	can	
be	a	challenge	to	put	on	the	“coaching	hat.”	

Coaching	is	a	highly	motivating,	encouraging	and	lasting	
approach	since	individuals	being	coached	are	more	aware	
of	their	choices	and,	as	a	result,	take	responsibility	for	their	
own	development	and	are	more	committed	to	change.

Coaching Skills for Managers:
Partnering.	 Partnering	 involves	 conveying	 a	 sense	 of	
mutual	 respect.	 Partnering	 acknowledges	 that	 you,	 as	
coach,	may	not	have	all	of	the	answers,	but	you	provide	an	
opportunity	for	others	to	clarify	their	thinking	and	needs.	

Listening.	 Be	 careful	 about	 your	 selective	 listening	
(“hearing	what	you	want	to	hear”)	and	be	sure	to	convey	
that	 you	 are	 in	 fact	 listening	 (e.g.,	 paraphrasing	 what	
you	heard).	Listening	may	also	require	that	you	not	talk	
nearly	as	much	as	you	normally	would.	Listening	deeply	
involves	hearing–not	just	the	actual	words,	but	hearing	the	
individual’s	interests	and	concerns	behind	the	words.	

Provide Context.	 Explain	 the	 context	 for	 the	 work	 to	
be	 performed	 by	 conveying	 the	 larger	 business	 strategy	
and	 how	 each	 person	 fits	 into	 the	 achievement	 of	 that	
strategy.		

What is Team Effectiveness Coaching?

Facilitate Action.	 Facilitate	 others	 doing	 their	 job	 by	
harnessing	 resources,	 removing	 barriers	 and	 creating	 a		
supportive	environment

Providing Feedback.	Focus	on	behaviors	and	other	facts	
when	providing	feedback.	You	are	acting	as	a	coach,	not	
a	psychologist	delving	 into	 internal	motivation.	Address	
both	strengths	and	needs,	not	just	one	side	of	the	equation.	
Help	individuals	to	zero	in	on	specifics.

Developmental Planning.	 Don’t	 just	 wing-it.	 Help	 to	
identify	developmental	goals	for	individuals	and	the	team,	
and	work	together	to	create	an	action	plan.	

Collaboration Support.		Help	others	to	resolve	conflicts	
and	 increase	 collaboration,	 including	 working	 more	
effectively	 with	 others	 across	 the	 organization	 or	 on	
teams.	

Encouraging/Motivating.	 As	 a	 coach,	 your	 role	 is	 to	
stimulate	 the	desire	 to	 learn	and	achieve	—	not	 just	 tell	
people	they	need	to	learn	and	achieve.	

Challenging. While	 being	 encouraging	 and	 motivating,	
you	 must	 also	 help	 individuals	 and	 teams	 to	 challenge	
themselves.	For	example,	help	them	to	envision	specific,	
measurable	 levels	 of	 achievement	 that	 stretch	 beyond	
what	they	previously	thought	possible.	

Self-Evaluating.	Be	self-aware	of	how	well	you	are	doing	
as	a	coach.	In	fact,	occasionally	ask	those	you	are	coaching	
how	you	are	being	helpful.

Manager as Coach 
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