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Great Leaders Know How to
Manage Teams

Great leaders understand their team leadership
role. They also understand the need to manage
teams if they are going to perform efficiently and
effectively. They know what they have to do to
manage their team well.
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Managing Teams

In this session you are going to understand the
management process and how to use it. You will also be
able to delegate effectively and think creatively to solve
problems.
At the end of the session you will understand how to
manage teams.
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Session Two Road Map

Part 1
Understand and
evaluate management
process

Part 4
Think creatively to
solve the problems

Part 2
Identify steps to
implement
management process

Part 3
Understand how to
delegate effectively

Managing Teams

This session will be divided into four parts which will help you to
manage your team.
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Share Your Opinion
What does the word ‘management’ mean to you?
What words do you associate with management?
What is management all about?
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Team Management Process
As a team leader, you must be able to create willing followers. In order to achieve
the team’s performance requirements, you need to manage your team as well.
Manage your team by using a team management process. The diagram below
shows this five step process.

1. Setting Objective(s)
Setting objectives is important. Objectives are goals of an organisation.
2. Planning The Use of Resources
Resources are tools to achieve objectives. Together with your team you must
develop some ideas to create a plan for achieving organisation’s objectives.
3. Setting Objective(s)
In the team management process you need a control to prepare the future
condition of an organisation. Control provides timely warning of impending
success or disaster.
4. Implementing Plans
As your team has plans, together with your team you need to execute the plans
to achieve your objectives.
5. Assessing Results
As the teamwork has been done, you need to assess their works regularly. By
doing this, you will know what improvement your team need.
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Evaluating Your Use of Team
Management Process
Leaders differ in their abilities to manage each step of team management process.
Evaluate your use of the team management process

Tick one of the boxes against each statement
1. Setting Objectives
 I know my primary objectives and how I am being measured
 I set clear and measurable objectives for my team members
 My staff are actively involved in setting their own additional
objectives
 I include continuous improvement and behavioural
measures in people's objectives
 In addition to work objectives I set objectives for
training/coaching, team building, generating new ideas, etc
 Everyone agrees with their objectives
 Everyone is committed to the culture and values I want my
team to adopt

Yes

No

2. Planning the Use of Resources
 I always consider different options before deciding
on the best plan
 I seek others' advice before planning the more
complex projects
 I involve my team members in the planning stage
of an assignment
 I ensure that I have the right resources to deliver
i.e. people, equipment, external specialists, suppliers,
authority, time and budget
 I have alternative plans if a project hits a problem
 I document my plan and copy it to the individuals
involved
 My plans achieve objectives
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3. Establishing Controls
 I establish `key' controls to warn me of impending
failure
 I clearly brief the team on how I will use control
mechanisms
 I communicate clear performance standards to all involved
with each control
 Everyone knows how to respond to control mechanisms
 I have process and procedures to support each
control mechanism
 Everyone is equipped to analyse and solve problems
at their level

4. Implementing Plans
 I and my team members are excited about the work we do
 I do a lot of praising and encouraging
 I stay close to my team (management by walking about)
 I encourage team members to work out their own solutions
 I am open to change put forward by my team members
 I model appropriate behaviours for my team members to follow
 I keep my manager in touch; I manage upwards
5. Assessing Results
 I periodically review the original objectives of the team
 I regularly assess results with those involved
 All my resources are used efficiently
 I achieve increased productivity
 My communication is adequate with my members
 I regularly analyse what I need to do differently
 We take time out to learn as a team

Total ‘yes’ boxes =__________ boxes
Total ‘no’ boxes

=__________ boxes

What can you do to turn ‘no’ boxes into ‘yes’ boxes?
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Share Your Opinion
Which steps of the team management process
do you find challenging to use? Why is this?
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Implementing Team Management
Process
1. SETTING OBJECTIVE(S)
You need to agree with your team:
• Objectives which are relevant to the team’s work
• Measurable objectives including end results needed, behaviours required and
customer satisfaction measures
• Achievable objectives which are stretching
• Relevant to the team’s work and team’s development
• Time bound outcomes measured by day, week, month, quarter, half-year or
year
2. PLANNING THE USE OF RESOURCES
You need to consider:
• What ideas the team have
• What resources does the team require to achieve its SMART objectives
• How do you need to acquire additional resources
• The best plan to deliver required results
• Plan B if Plan A fails
3. ESTABLISHING CONTROLS
Controls provide timely warning of impending success or disaster. They include:
• Feedback from customers internal/external
• Missed deadlines
• Internal reports
• Review meetings
• Personal observation
4. IMPLEMENTING PLANS
You need to observe the degree to which:
• The team is following plans
• The team is addressing problems
• The team is working as a team
5. ASSESSING RESULTS
You need to carry out regular assessments of team results including:
• Positive (meeting or exceeding results)
• Negative (falling short of results)
• Use of resources (good or poor)
• Use of the Management Process (good or poor)
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Guiding Questions for Improving
Management Process
THE THINKING STEPS
Step one—Setting Objectives
Consider the team you manage
•

Have you defined and agreed SMART Objectives?

•

Have you defined who is responsible for key objectives?

•

Have you agreed a timescale with those responsible?

•

Have you defined and agreed SMART Objectives?

•

Have you defined who is responsible for key objectives?

•

Have you agreed a timescale with those responsible?

•

Have you agreed all the success criteria
i.e. end results observed, behaviours, internal/external customer feedback?

Step two—Planning The Use of Resources
Consider the team you manage
•

What options are available to achieve the team’s objectives?

•

What resources have you—people, time, materials, money, authority?

•

What additional/different resources do you need?

•

What is your plan?

•

What alternatives have you if things don't go to plan?

Step three—Establishing Controls
Consider the team you manage
•

What performance measures need to be agreed?

•

What information do you need to evaluate team’s progress?

•

What information (controls) do you need to warn you of impending failure?

•

What control mechanisms are appropriate (internal reports, review
meetings, personal observation, customer internal/external feedback)?

•

Does the team accept and understand the use of the control mechanisms?

•

Does the team know how to respond?
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THE DOING STEP
Step four—Implementing Plans
Consider the team you manage
•

Are all team members actively involved and being productive?

•

Is the team sticking to the objectives and heeding controls?

•

Is the group atmosphere positive or negative?

•

Are you succeeding or failing?

•

Do you need to make alternative plans to succeed?

•

Is there flexibility and openness to change from the team?

•

Are you leading the team effectively?

THE LEARNING STEP
Step five—Assessing Results
Consider the team you manage
•

Where is the team effective in getting results?

•

Where is the team ineffective in getting results?

•

How effective is the team in using its resources?

•

How well does the team use the management process?

•

What does the team need to do better?

•

How does the team need to improve and develop?
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Analysing Your Improvement for
Team Management Process
Now, take your time to do a reflection. Write down your reflection in form of essay by
filling this analysing chart. Refer to the guiding questions below this chart.
STEP

IMPROVEMENTS I CAN MAKE

1. Setting
objectives

2. Planning the
use of
resources

3. Establishing
controls

4. Implementing
Plans

5. Assessing
results
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Share Your Opinion
What does the word delegation mean to you?
How do you normally delegate work to a team
member? Where do you think you need to
improve your delegation skills?
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Delegation Process
As a team leader you need to be a good delegator. Delegation means giving
responsibility and authority to a team member to undertake a piece of work. There
are some steps in the delegation as explained in this flowchart below.

1. Plan Delegation
Wherever possible, plan your delegation well in advance. It is preferable to have
three weeks warning of a delegation, rather than three days. Set time aside on a
regular basis to plan what, how, and to whom you will delegate.

2. Identify tasks to delegate
Tasks to delegate include:
•

Those tasks you do not need to do yourself

•

Time consuming low value tasks that make you less efficient

•

Tasks which would grow and develop a team member

•

Tasks which a team member has the time to do
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3. Select suitable people
Carefully select those people who have strengths in the activities you want to
delegate and who will succeed in doing them. They must enjoy them and see
them as part of their personal development.

4. Brief chosen people
Meet with those you want to delegate tasks to. Explain the task, why you need to
delegate it and why it is a benefit for them. Gain agreement from them to take
over the task.

5. Train and coach
Remember, this task it new to the person so you will need to train and coach
them to do it well.
Use the following process
•

Think of an example of when you use the knowledge and skills.

•

Spell out the process step by step.

•

Demonstrate what you do at each stage of the process and how you do it.

•

Have the person undertake the process; observe them and provide correction.

•

Have the person demonstrate the knowledge and skill; provide correction.

•

Have the person complete the task again and again, until you are happy they
understand both the process, and knowledge and skills needed.

6. Agree realistic performance measures
It is unlikely that the person will undertake the task to the same level as you do,
at least initially so set realistic development measures:
•

Make the task measureable with specific outcomes and time-frames.

•

Explain the behaviours you would like to see.

•

Describe the feedback you would like to get from others.

•

Agree regular reviews.

•

Coach for performance improvement, if necessary, as part of each review.
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Delegation Exercise
Look at your delegation skill. As you have already learnt how to delegate team
effectively, consider what improvements you can do in delegating your team by
answering questions below.

1. What tasks do you currently do that you personally do not need to do?

2. How much of your time on a daily or weekly basis do you spend on these tasks?

3. Who in your team has the time available to take on these tasks?

4. Which of these team members have strengths in these areas?

5. Who would be most motivated to take on these tasks?
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Share Your Opinion
What steps do you think are involved in good
problem solving? What skills do you need to be a
good problem solver? Where do you think you need
to improve your problem solving skills?
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Thinking Creatively
to Solve Problem
A very powerful way to solve problems is to use creative thinking. This means
thinking outside of the box and changing our usual approach to problem solving.
There are two good ways that you can use to solve the problems. These are creative
problem solving and using the STRIPE problem solving process.

Creative Problem Solving Process
Creative problem solving means using creative and innovative way to solve problem
in order to get the best solution.

Stage 1 - Reframe the problem

Reframing the problem helps you to gain clarity into the key issue(s) you need to
address. It prevents you from making assumptions. It expands your thinking.
By reframing the problem you think more clearly about what you are trying to achieve
– a vital first step in being creative or innovative. It generates a holistic approach –
maybe the key issues are some or all of the above? If so how do they relate to one
another? How might you prioritise them?

For example, you want to create a new shopping cart for shopping at Supermarkets/
Hypermarkets.

You can reframe the problem by identify: What is the key issue you might want to
address? Is it to use the cart to increase sales? Is it to cut the risk of theft? Is it to
make use of the cart safer? Is it to make life easier for the shopper? Is it to improve
internal efficiencies for the store? Is it to build stronger customer relationships to
increase repeat business? Is it something else?

Stage 2 - Generate as many ideas as possible
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Idea is an important part in solving problem. It’s better to gain as many ideas as
possible to decide which idea is the best to solve the problem. Here is strategy to
generate idea:
1. Create a team of six or seven people from different backgrounds and with very
different talents.
People should have varying levels of experience of the issue(s) you are
addressing, should be keen to be involved, and should be team players. They
should also be open-minded and non-evaluative in their thinking processes.

2. Run a creative idea generating session or series of sessions. Follow these tips:
Appoint a facilitator/leader to encourage and praise participation, as well as note
ideas.

3. Use a flipchart or post-it notes to collect ideas.
a. Run each session for 20 minutes. Everyone should contribute.
b. Run at least 2 sessions with a gap in between.
c. Get as many different ideas as possible. Every idea should be noted.
d. Encourage people to think ‘outside of the box’. There should be no limitations
to their thinking.
e. Don’t evaluate or criticise ideas as they are being posted. Any ideas are
acceptable.
f. Keep going even when you think everyone has run out of ideas.

Go for the greatest volume of ideas not quality.

Stage 3 - Collate ideas into suitable clusters
This is a ‘stepping back’ and ‘seeing the picture’ step in which post-it notes are
‘clustered’ and positioned together when they appear to have a common theme.

These themes might relate back to the reframing of the problem e.g. safety,
customer retention, ease of use etc or they may be quite different in which case you
may at this point want to revisit your reframing exercise – is there something you
have missed? Give a title or heading to each cluster. This heading gives focus to the
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key issue behind the cluster of ideas. Aim to establish 5 or 6 clusters of ideas to
bring focus to the creative/innovative thinking.

Stage 4 - Fine tune the ideas

Take the ideas within each cluster and begin to work on them. Identify:
•

What’s good about them?

•

How would they work in practice?

•

Whom would they benefit?

The whole group should be involved in discussing and fine-tuning each idea. This is
a lengthy but worthwhile process as many different angles can be pursued with each
group member bringing a different perspective.
Reduce the ideas down to a workable number and ‘sanity check’ the key issues they
are addressing. Are these still the real key issues? Change cluster headings as
appropriate.

Stage 5 - Shape the best ideas

Now work as a group, or in sub-groups, to shape the best ideas into final ideas. Do
they deliver the required result? Obtain feedback from others who are outside of the
group to finally adjust or improve the final ideas. These should be ‘customers’ who
will be impacted by the implementation of the ideas.

You should now have the confidence to implement the idea(s).

Stage 6 - Implement the best idea

Work as a group in conjunction with others outside of the group, to create a
prototype or ‘pilot’ to check that the idea works. Keep fine-tuning the idea until it
meets the required success criteria.
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STRIPE Problem Solving Process
STRIPE is an abbreviation which stands for situation now, target, restraints,
important issues, plan action, and evidence of success. STRIPE process is a way to
analyse a problem in order to solve it.

SITUATION NOW

Be clear on the situation as it is now, describe it stating
why this is a problem or opportunity.

TARGET

Describe the future, desired situation and what needs to
be achieved i.e. what would it look like if the problem was
solved/opportunity realised.

RESTRAINTS

Examine the obstacles, problems and restraints that
stand in the way of the 'situation now' and the target.

IMPORTANT ISSUES

Identify from all of the above restraints, the important
issues that need addressing to remove them or reduce
them.

PLAN ACTIONS

Set out in a logical sequence the order of events that
need to take place and the specific, concrete actions that
need to happen to deliver the future desired situation.

EVIDENCE OF

Clearly identify the evidence that would been solved

SUCCESS

indicate that the problem has or the opportunity seized.
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Creative Thinking Exercise
Now, let’s practice your knowledge about creative thinking to solve problem.

Creative Problem Solving
Complete each of the five stages below.
Stage 1 - Reframe the problem
A supermarket group has come to you as a creative design agency to create a new
shopping cart for use by its customers which will achieve two objectives:
1. Increase in sales per customer visit
2. A more enjoyable shopping experience for the shopper

Stage 2 - Generate as many ideas as possible
You would normally have your team do this but for now do this yourself. The more
creative the idea the better. Use the space below.
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Stage 3 - Collate ideas into suitable clusters
Now look for some themes in your ideas and give each theme a title, for example:




Use of Technology
Entertainments on cart
Cart design

Below each theme heading insert ideas which relate to that heading. Do this in the
space below.

Stage 4 - Fine tune the ideas
Which if the ideas would be the easiest and most cost effective to achieve over the
next 3 months? Highlight those ideas in the lists above.

Stage 5 - Shape the best ideas
You would then draw a picture of the new cart incorporating your new ideas.
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Using the STRIPE Process
Complete each of the five stages below.

Situation Now
Describe the current situation

Target Situation
Describe the future/preferred situation; what will it look like?

Restraints
List the obstacles preventing movement to the preferred/future situation
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Important Issues
What other important issues will you need to address?

Plan Actions
What is your action plan to address the key issues and deliver the
future/preferred situation?

Evidence of Success
How will you know if you have succeeded in solving the problem and making
the change?
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This is the end of
session two
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