
Team Effectiveness Toolkit

Overview and Assessments  
for Managers and Supervisors

Overview – Why is Team Effectiveness Important?
In today’s work environment, unrelenting workload is a reality that organizations must manage effectively 
to sustain employee performance, engagement, quality of life, and well-being and to meet organizational/
business goals. Increasing workloads are commonplace in today’s lean workplaces and are taking a 
toll on employees and the organization. The associated stress of high workloads are increasing while 
employee morale, motivation, and endurance are declining.  

Due to financial pressures, cutbacks, organizational change, and the demands of working globally, 
work pressures continue to increase as employees are expected to work harder and faster, and to do 
more with less. The impact of heavy workload over time affects the well-being of individuals, team 
effectiveness, and productivity. National and Oregon-based research conducted by Portland State 
University (PSU) and Oregon Health and Science University (OHSU) have found that providing a work 
environment that promotes employee health, safety, work-life balance, and team effectiveness results  
in positive outcomes for individuals, teams, and the organization. 

As a manager/supervisor, you play a critical role in creating a supportive, safe work environment and 
leading a highly effective team that delivers results for the organization. Identifying and reducing ”time 
wasters“ and increasing efficiency and effectiveness through input from workers are key factors in 
managing workload...and thereby reducing stress and work-life conflicts for employees. 

In studies across many organizations1, these common themes and drivers of 
extreme workload have been shown to erode employee engagement, resilience,  
and performance:
 � Time wasters. Employees around the world consistently report spending about 20 percent of their 
time, essentially one day per week, on work that is redundant, is not a priority for the business, and 
that feels like a waste of time. For example, spending a lot of time looking for key information, going 
through a high volume of email that is not important or relevant to your work, responding to “urgent” 
requests that may not be a priority. 

 � Information overload. This can include too much email and internal communication. Both make it 
difficult to filter and prioritize key information.

1  WFD Consulting Workload Assessments conducted within global companies across a variety of industries.



 � Ineffective business processes and systems. This may include bureaucratic processes that 
slow down decision-making and action. For example, too many layers of approval required or 
several internal requests for the same information. Employees frequently have ideas on how 
to effectively engage in work processes that are sometimes more efficient than are currently 
done. Soliciting those ideas is important for ensuring the work is being completed in the most 
effective, safe, and efficient way. 

 � Last minute and urgent requests from clients, customers, and co-workers. These 
requests may all seem urgent and contribute to the confusion and stress of conflicting 
priorities, distracting employees from focusing on what is really important for the business. 

 � Lack of adequate planning to avoid crises and emergencies. Not taking the time 
(individually and with others involved) to plan a project or work process often leads to 
inefficiencies that impact performance and achieving results. Effective work practices require 
planning and adapting as we go.

 � Too many unproductive meetings. Spending too much time in meetings that are inefficiently 
run and irrelevant keeps us from focusing on priorities and contributes to work overload.

What can you do?
Time spent on ineffective work processes is often the critical tipping point for people who 
are managing work and personal priorities by sapping energy and focus, thereby impacting 
performance. Fortunately, managers, employees, and teams have control over many of the 
factors driving work pressure and stress. 

The following Team Effectiveness Assessments will guide you through important strategies you 
can use as a manager/supervisor to effectively address some of the impacts of heavy workload 
and increase effectiveness and the well-being of your employees. These manager and supervisor 
assessments and accompanying tools should be used to supplement the more structured Team 
Effectiveness Process provided by WFD Consulting.
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Team Effectiveness Toolkit

Supervisor-Assessment of Team Practices

Examining Your Team’s Workload
 
In today’s work environment, unrelenting workload is a reality that organizations must manage 
effectively. Utilize this questionnaire, along with the other manager/supervisor assessments 
included here, to increase team effectiveness and sustain employee engagement. Refer to  
Team Effectiveness Tools for further information on how to conduct this assessment of your 
team’s work practices.

Consider these questions as you examine your team’s workload to determine 
challenges and opportunities for improvement: 
 � Is staffing adequate? Before requesting additional headcount, focus on streamlining processes and 
reducing workload where possible, and ensure that your team understands and focuses on priorities. 
If after evaluating your team’s productivity, you still feel the need to request additional headcount, 
evaluate the work the new headcount will do to ensure it is value-added and that you are not trying to 
use headcount to solve a deeper problem (e.g. lack of cooperation or teamwork). 

 � Are employees thoroughly trained? Thoroughly trained employees are best equipped to accomplish 
tasks quickly and efficiently, contributing to better overall workflow and productivity.

 � Are employees cross-trained to back each other up? Train employees in the key areas of their 
colleagues’ jobs to ensure coverage and business continuity, as well as to expand the knowledge and 
skills of employees.

 � Are people required to do a lot of “busy work” or “time wasters”? Objectively evaluate your 
employees’ workload and encourage an open dialogue to evaluate requests and tasks that do not 
seem like priorities. Determine if the work is truly necessary and assigned to the appropriate person, 
and then decide how to handle and delegate such tasks. Refer to Team Effectiveness Tool #2.

 � Are employees encouraged to suggest different practices and solutions to eliminate inefficient 
work processes that might be driving excessive workload?  Encourage your employees to offer 
suggestions for more effective work practices. Acknowledge good ideas and be open and receptive to 
employees’ thoughts and suggestions. Insight and solutions to improve performance come from every 
level of the organization. Refer to Team Effectiveness Tool #1.
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 � Is planning adequate so that problems and last minute crises can be avoided? Planning, 
but still adapting as we go, is critical in today’s work environment. Mistakes may be made. 
However, they are a means to finding better solutions. Lead by example by planning,  
being decisive, taking risks, and then recalibrating to keep moving forward. Refer to  
Team Effectiveness Tool #2.

 � Do team members clearly communicate work priorities and expectations? Establishing 
clear priorities and expectations for results contributes to our business success and enables 
employees to focus on what is most important – a win/win for the organization/business, 
customers and our employees. Refer to Team Effectiveness Tool #2 & #4.

 � Is there optimal collaboration among different groups and departments? Collaboration 
and relationship building with peers cross-departmentally ensures that we are working together 
to accomplish our departmental, functional and organizational objectives. 

 � Are communication practices efficient and effective? Having open, honest and candid 
dialogue with a free exchange of information helps to achieve success for the organization, 
employees and customers and clients. Refer to Team Effectiveness Tool #4.

 � Do you have email and meeting guidelines to enhance effectiveness? Teams that discuss 
and agree on guidelines and protocols for accessibility, responsiveness and practices to 
ensure effective email and meeting management not only increase team effectiveness and 
engagement but also reduce time spent on ineffective work practices that contribute to heavy 
workload and stress. Refer to Team Effectiveness Tool #3. 
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Team Effectiveness Toolkit

Team-Assessment of Team Practices

Identify Causes of Inefficiencies and Develop Solutions  
with Your Team

 
Having guided conversations and planning discussions, as a team can be very effective in 
helping to reduce workload pressures and stress and in enhancing work-life integration. 
This is a real opportunity to focus on reducing time-wasters that are within your 
workgroup’s control. 

Managers and supervisors who invest time in having these types of discussions with their employees 
find that it increases engagement and empowerment, morale and overall team effectiveness, and 
reduces wasted time. Refer to Team Effectiveness Tools for further information on how to conduct 
these discussions. 

The following are topics you might discuss at different times as part of these  
guided conversations and planning discussions as well as part of informal regular 
team meetings:
 � Identify the characteristics of team members’ desired work environment. This is an opportunity 
for the team to create their vision of success. What would a work environment that enables better 
work-life integration and team effectiveness look like? For example, less time spent in meetings; 
ability to take vacations and paid time off; ability to go home at night and on weekends without 
worrying about work; feeling appreciated, valued and supported; having the ability to say “no”  
without fearing retribution. Utilize the TEP Operating Principles Template. 

 � Establish work priorities and focus on the critical few. When priorities are unclear, people waste a 
lot of time spinning their wheels working and reworking things that are not of high value. As a manager/
supervisor it is up to you to clarify work priorities for your team, be available to help employees manage 
multiple priorities and recalibrate as needed. Refer to Team Effectiveness Tool #1.

 � Identify key causes of workload, busy work, or time wasters. Ask team members to think  
about some of the inefficient work practices or work processes that the team has control over or  
can impact. For example: too many meetings, lack of planning, unclear roles and responsibilities,  
too many requests for status reports, etc. Refer to Team Effectiveness Tool #2.
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 � Brainstorm possible solutions and develop an action plan to address them. Identify 
simple actions your team can take quickly and easily to increase effectiveness. These  
actions might include eliminating some meetings and developing meeting guidelines  
to ensure effectiveness; streamlining paperwork; establishing email protocol; redesigning  
work processes; and improving communication between departments. Utilize the TEP Action 
Plan Template. 

 � Develop a plan for handling unexpected last minute requests and emergencies. Plan for 
the unexpected so that you are not caught off guard. Agree upon how to work together to 
cover last minute requests that might require the effort of many or all team members. Refer  
to Team Effectiveness Tool #2 for more information. 

 � Discuss what work-life integration means to team members. There will likely be a wide 
variety of life situations and individual priorities within the team, and having an opportunity 
to share those things with each other brings the team closer together. Refer to Team 
Effectiveness Tool #4. 

 � Encourage a sense of ownership and control. Even though there are many business and 
organizational realities that will not change, help people focus on things they can control and 
change, and encourage them to take ownership of those things. Refer to Team Effectiveness 
Tool #4 for more information. 

 � Discuss how to build consideration of personal priorities and responsibilities into team 
and project planning. When planning a project, ask team members to identify days they are 
not available due to personal or other commitments. Take into consideration flexible work 
options and make sure team members are aware of each other’s schedules and availability. 
Refer to Team Effectiveness Tool #4 for more information. 

 � Agree about how to avoid interruptions of personal time. Discuss and agree upon how 
everyone can be reached, and agree to respect people’s time off. For example, some teams 
agree that it is not necessary to respond to an email after a certain time in the evening or on 
the weekend unless it is extremely urgent. Refer to Team Effectiveness Tool #4 for more 
information. 

 � Remember to offer flexible solutions in an equitable way. Avoid the perception that you 
have favorites or that only some reasons are acceptable to offer flexibility. Refer to Team 
Effectiveness Tool #4 for more information. 
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