
Team Effectiveness Toolkit

TEP Tools for Managers/Supervisors

Team Effectiveness Tool #1
Establish Clear Expectations and Work Priorities
Ensure that your employees know what you expect of them and the key priorities to focus on to 
achieve organizational/business objectives. Use the Importance/Urgency Matrix (below) to determine 
your organizational/business priorities as a manager/supervisor.  

You may use this tool in 3 ways: 1) as a manager focusing on your own workload, 2) as a leader of a 
workgroup focusing on your team’s workload and/or 3) as a team tool that team members can use to 
examine and prioritize work as team/workgroup. 

In this model, tasks are divided into those that are urgent and those that are not, and into those that 
are important and those that are not. For example:

The Importance/Urgency Matrix

URGENT NOT URGENT

Important

I
 � Project planning
 � Responding to pressing  
business issues

 � Deadline driven deliverables 

II
 � Some emails and meetings
 � Non-essential tasks such as progress 
reports

 � Requests that are lower priority for 
organization as a whole 

Not Important 

III
 � Interruptions
 � Some phone calls, emails  
and meetings

 � Some reports

IV
 � Non-essential requests
 � “Busy work” 
 � Some emails and phone calls

 
Because we react to urgency, most of us spend our time in quadrants I and III. We deal with urgent 
matters reflexively, without considering how important they really are. Real accomplishment, however, 
comes from spending time on the important tasks in quadrants I and II.



How do we get the time to deal with important goals and long-range plans that 
are not urgent? 

STEP 1:  Look critically at the urgent tasks facing you. They may seem urgent, but are they really 
important? What would happen if we put them off until tomorrow or even next week? What would 
happen if we never got to them at all? 

STEP 2:  Once you have thought about what is important, refine your list of choices to a prioritized list 
– a ‘to-do list’ that focuses on the most important tasks.   

STEP 3:  To improve your chances for successfully accomplishing important tasks, reduce time 
wasters that can keep you from reaching your goals. Avoid distraction by interruptions and requests 
that are not urgent priorities. 

NOTE:  If you are using this with your team, have your team share what they put in quadrants I, II, III, 
IV and discuss how to address them as a team.
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Team Effectiveness Tool #2
Guide Employees in Maximizing High-Value Work and Minimizing/Eliminating  
Time Wasters

Use these questions to help you identify critical tasks. 

1. Why do we do this task? Is it necessary? Can we accomplish the same result without this task? 

Use these questions to identify opportunities for streamlining a process. 

1. Can we streamline the process? 

2. Can we change the sequence of the process? 

3. How do we actually complete the process? 

4. Is it possible to do it better? 

5. Can we use a different method or process? 

6.  Is there better material, equipment or additional information that we could use to improve  
the process? 

7. Can we improve the task by changing who completes it?  

8. Do we need to complete the process according to specific rules? 

9. Is there training available in all steps of the process? 

10. Are some employees better than others at the process? 

11. What skills and knowledge are required? 

12.  Are there other employees that currently do the same process that could share information  
with you on it? 
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Team Effectiveness Tool #3
Develop Team Email and Meeting Guidelines

Email Guidelines 

Information overload and keeping up with email is a common source of frustration and overwork. The 
following tips for managing email more effectively should help, especially if agreed to and followed by 
a workgroup, department or entire organization.

 � Send emails to only those necessary or who need to know. 

 � Use the email subject line to accurately describe the content of an email.

 — Create single subject messages whenever possible. This allows team members to file, retrieve 
and forward each message separately by its subject line and prevents potentially missing issues 
in a response. 

 — Use a clear subject line that identifies the message content.

 � Be aware that many email recipients will be opening the email on their smartphone or tablet and 
reading it on a very small screen. Therefore, keep the message as short as possible and realize they 
may not be able to open attachment(s).

 � Limit the use of “cc,” “reply to all” and “respond with history.”

 � Indicate urgency. For example: 

 — URG – Urgent – need a reply ASAP

 — RR – Reply requested – need your input or feedback but not urgently

 — FYI – For your information – read when you have time, no reply required

 — NNTR – no reply expected

 � When attaching documents, indicate in the text of the message what the attachment is, so the 
recipient knows what he/she is opening. 

 � Limit the number of fonts used. Too many fonts make messages confusing.

 � Always be aware that others may share your emails broadly.

 � Keep the list of recipients to the absolute minimum.  

 � Always read what you have just typed before clicking the send button.

 � Avoid “flaming” – expressing extreme emotion or opinions in an email message. It is best  
to communicate emotions in person or at least on the phone. 

 � Do not write in all capital letters. It’s the equivalent of yelling at someone. 
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Meeting Management Guidelines 

Use this tool as a quick reminder for how to plan and lead an effective meeting to ensure that it meets 
your objective and is a valuable use of time for everyone involved.

PREPARE CONDUCT FOLLOW UP

 � Be clear about the purpose  
of the meeting

 � Identify desired outcomes. 
When the meeting is over, 
what will be completed?

 � Utilize virtual meeting 
technology to engage  
virtual participants 

 � Create an agenda that 
will achieve the desired 
outcomes with each 
agreement or item that  
needs action - who will take 
the lead on it, and how long 
they will have

 � Send desired outcomes and 
meeting agenda to meeting 
participants prior to the 
meeting

 � If there are employees who 
will be participating virtually, 
arrange for teleconference 
number, send any handouts 
prior to the meeting, and 
consider using virtual meeting 
technology.

 � Be clear about who will make 
decisions. Consensus? Vote? 
Leader decides?

 � Determine roles – facilitator, 
note taker/documenter

 � Establish ground rules for 
how members will behave in 
meetings

 � Confirm purpose, desired 
outcomes, agenda, decision-
making method, roles, and 
ground rules at the start of the 
meeting

 � Ensure that team leader and 
members practice facilitative 
behaviors like active listening, 
reserving judgment, respecting 
others views and asking open-
ended questions. Be sure to 
include virtual team members in 
discussion and seek their input

 � Make agreements by asking 
if there is anyone who cannot 
support it

 � Identify action items, including 
what the action is, who has 
responsibility, and when it will 
be completed

 � Confirm agreements and  
action items

 � Evaluate the meeting. What 
improved?

 � Make sure meetings you chair 
start and finish on time, allowing 
people to plan the rest of their 
day effectively

 � Respond to the 
meeting evaluation 
and feedback if 
necessary

 � Distribute 
documentation, 
including minutes 
and agreed upon 
action items with 
the responsible 
individual and  
due date 

 � Consider if meeting 
minutes are required 
for every meeting, 
perhaps just action 
items are more 
appropriate
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Team Effectiveness Tool #4
Encourage Flexible Ways of Working to Meet Organizational/Business  
and Personal Priorities

As a manager/supervisor, you play a central role in creating and sustaining a supportive, effective, 
and flexible work environment while meeting the goals and objectives of the business. In today’s 
demanding work environment, you are most likely managing people who are working in different 
locations and on different schedules. Excellent performance management, communication, and team 
building skills are essential to ensuring success. While there may be some challenges, the potential 
benefits of a culture supportive of life-work integration and flexible ways of working are increased 
productivity, innovation, engagement, retention, and job satisfaction.

The following strategies for success are based on best practices and success factors from 
organizations that are effectively utilizing flexibility as a management and business tool.

Providing employees with some control over where, when, and how they work is very critical to 
helping employees manage their work requirements and personal priorities. 

 � Offer informal day-to-day flexibility on an as-needed basis to allow an employee to address 
personal needs while meeting job requirements.

 � Utilize flexibility as a tool to achieve organizational/business results, rather than “one off” 
personal accommodation, entitlement or “perk.”  

 — Utilize more formal and ongoing flexible work options such as flextime or telework if the job and 
business requirements allow. 

 — Keep an open mind and proactively collaborate with employees to find flexible and innovative 
ways of working to achieve business goals. Employee commitment, engagement, and 
effectiveness will likely rise as a result. 

 — Make decisions about requests for ongoing formal flexible work options based on how business 
needs and job requirements can be met rather than on personal reasons. 

 — Break jobs down into components/tasks to determine whether flexibility is feasible and consider 
combining different kinds of flexible work options to ensure coverage and meeting work 
requirements.

 � Ensure consistency and fairness when utilizing flexible work arrangements. 

 — Make sure everyone is clear about the work requirements, expectations and flexible work 
policies, procedures and guidelines. 

 — Emphasize that successful flexibility a shared responsibility and requires mutual flexibility and 
reciprocity.  

 — If previously approved flexible work arrangement is not working, it will need to be recalibrated.
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 � Build flexibility into staffing models to respond to changing business needs, maintain 
productivity and avoid costs of unscheduled absences. 

 — Analyze the work flow, coverage needs, peaks and valleys of business requirements.

 — Cross-train staff to serve as “floaters” and fill gaps and provide coverage for employees  
who are working flexible schedules or have requested time off.

 � Engage employees in developing team-based flexibility solutions that meet business  
and personal needs.

 — Enlist the experience and thinking of employees as you try to find flexible work strategies.  

 — Solicit team ideas, build consensus and support and gain commitment to meeting business goals 
and ownership of the flexible work solutions.

 � Build a climate of trust, empowerment and accountability. 

 — Encourage and expect employees to develop viable work solutions to meet business requirements, 
resolve issues and draw on managers as resources and for final approval.

 — Provide employees with clear expectations and the information and tools to do their job, then 
empower and trust employees to deliver the required results.

 � Measure performance by results rather the presence in the office, and hold employees 
accountable for meeting job and business requirements. 

 — Set mutually agreed upon concrete performance objectives with all your employees, whether or not 
they use some type of flexibility.  

 � Utilize effective communication skills and methods to foster high performance.

 — Post weekly and daily schedules, coverage requirements, team goals and deadlines using on-line 
tools or in strategic locations to ensure all staff is informed about expectations and staff availability.

 — Ask employees to keep one another and the manager informed through available and appropriate 
methods including e-mail, instant messaging and phone messages to convey updates on deadlines, 
resolve customer issues, etc.

 � Schedule meetings and trainings at times when everyone can attend and plan for effectiveness.

 — Consider the establishment of core working hours during which all team members are accessible 
for meetings and designated days during which no meetings will take place. 

 — When convening meetings whether scheduled or last-minute, be mindful of including by telephone 
those employees who are working off-site and consider the following:

•  Does this meeting really need to take place immediately or could it wait until tomorrow/some  
other day? 
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 — What am I hoping to accomplish?  Is there another way to achieve the goal (individual 
conversations, cascading communications, email, etc.)?

• Are all the employees I’m inviting to attend really required?  

• Is the agenda well planned with clear desired outcomes?

• Have I disseminated all the required materials?

 � Assess the need for your team members to routinely check voicemail and e-mail during work 
hours and times that they are not scheduled to work, if appropriate.  

 — Establish team guidelines for what’s appropriate and how to connect should an emergency arise. 

 — Set ground rules for maintaining coverage, accessibility, responsiveness and connections 
established with the team.  

 — Develop a team backup plan for unexpected requests, assuring coverage during normal  
business hours.  

 � Manage flexibility in ways that provide developmental opportunities so careers continue  
to advance.

 — When considering employees for assignments and developmental opportunities, remember those 
people on flexible work arrangements—out of sight should not mean out of mind. 

 — Interact with employees at key decision points in the employment cycle and as part of performance 
discussions to explore how flexible work options can help employees achieve their long term career 
and personal goals.
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