Understand Team Dynamics
1. Team Insights
Some people define a team as being "the whole is greater than the sum of its' parts". But this isn't the right definition; it is a feature of good teams. 'Whole > sum' shows that they are working well together - but there are some teams whose collective performance falls short of what you might expect given the quality of individuals. Some people define a team as being the people who report to the same boss. This can be misleading. Whilst a team is a group of people, a group is not necessarily a team. Rather, a team is a group of people working together towards a common goal.
Bill Bennot defines a team like this: A team is a small group of people with complimentary skills committed to a common purpose, performance goals and approach for which they hold themselves mutually accountable.

Dave Ferguson speaks about four secrets of team-based Leadership:
A. The Secret About The Cause: We are committed to the cause first and each other second.

The five of us who lead Community Christian Church are willing to die for the cause of "helping people find their way back to God" 
B. The Secret About Community: We don't know when we are working and when we are playing.

What contributes to the chemistry of a great lead team?
* Complimentary gifts help create the chemistry
* A common strategy that all buy into creates chemistry 
* Team members who can't imagine doing anything else create chemistry
C. The Secret About Chaos: We may look crazy or chaotic to you, but there is a method to our madness. Here are some of the paradoxes you would see in our lead team:

* Highly Collaborative AND Very Competitive 
* Very Compassionate AND Comfortable with Conflict 
* Loves Spontaneity AND Wants Accountability 
4. The Secret About Creating Culture: We REALLY are going to change the world. 
Why do people make such tremendous sacrifices over and over and over again? 

* We just might be the church that actually does change the world!
* We are up to something big and something special!
* We will make sure that God gets the glory!

A great leadership team is: clear about the cause and willing to die for it; comfortable with work and play; collaborative and competitive and confident they will change the world!

Jim Collins in his book, How the Mighty Fall, presents his perspective on why teams decline: (1) Lack of honest sharing. (2) Leaders make statements more than ask questions. (3) People do not commit to decisions made. (4) Individuals take credit for success and argue to look good. (5) Leaders conduct autopsies to place blame rather than look for wisdom. (6) The team does not deliver results.

Patrick Lencioni in The 5 Dysfunctions of a Team suggests there are five causes of team breakdown:

Dysfunction 1: Absence of Trust: Team members doubt their peer’s intentions are good and they are protective and careful about group interactions. To create trust we need to: Talk about weaknesses; Talk about skill deficiencies; Talk about interpersonal lacks; Talk about mistakes and needs 

Link to Dysfunction 2: When team members do not trust each other they avoid saying anything that could be interpreted as destructive or critical. 

Dysfunction 2: Fear of Conflict: Team members don’t engage in passionate debate and instead resort to veiled discussion and make guarded comments. To embrace conflict we need to: Believe conflict is not a sin; Accept conflict is beneficial; Seek first to understand; Look for a win-win solution

Link to Dysfunction 3: When team members avoid productive conflict they don’t commit to decisions because they don’t have consensus. 

Dysfunction 3: Fear of Commitment: Team members lack clarity or fear being wrong and this prevents the team from making timely and definitive decisions. To build commitment we need to: Review meeting decisions; Identify who does what by when; Commit to finish work on time. 

Link to Dysfunction 4: When team members do not have a clear sense of what is expected of each other they can’t hold anyone accountable. 

Dysfunction 4: Avoiding Accountability: Team members are not held accountabile for their behavior and no one points to poor performance or behaviour that may harm the team. To create accountability we need to: Clarify responsibilities; Be clear about expectations; Review progress regularly

Link to Dysfunction 5: When team members do not hold each other accountable the team will not achieve the results they have agreed upon.
Dysfunction 5: Inattention to Results: Team members are so worried about individual credit or success that they do not focus on collective success. To recognise results we need to: Make results known; Rewards the team

We can present his five team dysfunctions positively as five practises of an effective team: (1) Trust one another. (2) Engage in open conflict about ideas. (3) Commit to decisions/action plans. (4) Hold one another accountable for delivering against those plans. (5) Focus on the achievement of collective results. 

2. Resolving Conflict

If there are problems between people working in a team, then this can have a negative impact on their individual performance as well as the team. The stress in a relationship between two people is governed by the formula:

(proximity of the two people) x (importance they succeed together)
-------------------------------------------------------------
(compatibility of their personalities)

According to this formula, just by being on team this year, your proximity is VERY HIGH. Secondly, the importance that you succeed as a team is also VERY HIGH. Lastly, invariably you will be on team with people who are different to you, which makes for your compatibility with others probably LOW. Working closely in a team with people you may not necessarily get along with for an entire year, can lend itself to some stressful situations and relationships! All of this translates into the potential for a stressful year!
Notice we said “potential” – it need not be a stressful year filled with conflict at all! That depends largely on YOU!
The question is not “Will I face conflict?” but “How can I respond in the right way when conflict arises?”

In Matt 5:23-24; 18:15-17 Jesus began to address this problem of conflict between people. He dealt with the issue of conflicts brought about either by others offending us or by our offending them. No matter who caused the conflict the solution is the same:

1. Go to the person with whom you are experiencing conflict and address the issues FACE TO FACE. 

(not sms or telephonically if you can avoid that. A cellphone can’t tell the other person your body language, expression on face etc which all help to convey the sincerity of your attempt to dissolve the conflict.) Avoid involving a third party at this stage especially if their knowledge of the situation will worsen the problem for the offending individual.

2. Go to the person QUICKLY!

Jesus made it clear that if someone is worshipping God and remembers that he or she has offended a friend, the appropriate response is to leave immediately and g and make right with that person.
Conflict is a breeding ground for unforgiveness and offense if not dealt with effectively and quickly. As the Apostle Paul urges us,

If it is possible, as far as it depends on you, live at peace with everyone. Romans 12:18 

Here are 9 other principles in handling conflict (adapted from an article by Dan Reiland entitled “Conflict Happens”):
1.   Speak the truth in love
Ephesians 4:15 sets the stage. "Instead, speaking the truth in love, we will in all things grow up into Him who is the Head, that is, Christ." The first question is “instead of what?” Verse 14 speaks of "craftiness" and "deceitful scheming." Conflict. (I know the context was about doctrinal truth, but I'm confident that conflict was involved.) Speaking the truth in love brings about maturity, the principal ingredient of conflict resolution. This truth includes any Biblical principles that are relevant to the issue at hand. Do your homework--search the scriptures to see what God has to say about the issue, but do not club the other person with your Bible. Remember, the verse says "in love."

2.   Seek to understand the other's point of view
Conflict will never be resolved if defenses are running high, and emotional blinders are preventing you from seeing the other person's vantage point. "But they are clearly wrong." I've heard this statement more times than I can count. They may be wrong, but I promise you, the issue is not remotely clear to them. Perception is a live grenade. If you don't handle it correctly, it will explode. You can say, "But he was wrong" all day long, but at the end of the day, everyone is still blown to bits. If you've been married for more than five minutes, you understand this principle. People see things differently. My wife Patti and I have differing perspectives on capital punishment. We really disagree. Early in our marriage, both of us were devoted to convincing the other that we were right. Can you guess how far that got us? Today, we have learned to seek to understand the other's point of view, and while we still disagree, this understanding resolved the conflict. (By the way, you have to guess which one is for and against capital punishment.) The interesting thing is that the more we understand the other's point of view, the less dogmatic we are about our own.

3.   Seek common ground
This is the best way to defuse the situation quickly so you can communicate. Find out what you do agree upon. For example, one group may want to rent a bus for the teens, while another group may want to purchase a bus for the youth activities. It would be easy to mount an argument for either side. However, if that is the focus, it becomes a debate, not a conversation, and can escalate into a battle, if not a full-scale war. Find the common ground. In this case it would be safe, reliable and cost-effective transportation for the kids. Focus on the welfare of the teens and the good of the church and go from there.

4.   Make your desires and expectations clear
We have established from James 4:1-2 that when people don't get what they want, conflict is often the result. None of us will get everything we want, nor should we, but that is quite different than expressing what you want. It is healthy, good and normal to express what you want in a direct manner. Conflict cannot be resolved if either or both parties don't know what the other really wants. Again, mutual satisfaction may not be achievable, but it is impossible if it is not clear. Honesty and clarity are essential. For example, if you are frustrated because a key team member is consistently late, it is important that you express that frustration. Not in a manner that insists you get your way, but in a manner that seeks to understand why. Once you have learned this, pursue a solution. You may find that you are dealing with a sanguine, happy-go-lucky personality that has no clue they are late and wonders why you are so uptight all the time. You might discover that their desire and expectation is for you to relax. From this vantage point, you can make progress.

5.   Stay focused on the issue at hand
This step is perhaps the easiest to understand but the most difficult to follow. We all chase rabbit trails that have nothing to do with the issue at hand from time to time and we all know that if you chase two rabbits, you catch neither one. Take a moment, often, to make sure you are focused on the real issue.

6.   Maintain direct communication, no third parties
Involve only the necessary people to resolve conflict. Don't seek out your loyal friends and supporters to side with you. While that might feel good, it won't help the situation. In fact, it will make things worse.

7.   Listen and don't respond defensively
Listening is difficult when emotionally charged issues are on the table. Try using this approach, and coach others to use it, as well. While you are carefully listening to the person(s), have a notepad with you and jot down comments and questions you wish to make. This allows you to listen without interrupting, to pay better attention, and will prevent you from worrying about forgetting to say the important things you want to say. When it comes to note-taking, don't go overboard. Don't look like a court stenographer. Just jot simple, abbreviated words to remind you of what you'd like to say when it's your turn. Maintain good eye contact and when it's time to respond, don't be defensive. Admit to your mistakes, or whatever you might have done to contribute to the issue. Rarely is conflict 100% someone else's fault. Take responsibility for your own actions, and don't begin sentences with an accusing sounding "you." If you sense yourself getting angry to a point of blowing up, step out of the room for a few minutes; collect your thoughts and return. When you return, offer to pray for the Holy Spirit's presence and guidance in the conversation.

8.   Make a commitment to what is in the team's best interest
I have personally seen this point save the day many times. When the parties in conflict agree up front to ultimately set their personal agendas aside and aim for the good of the team, resolution is already in sight. This does not necessarily mean to sacrifice or completely abandon your big-picture goal. Leaders have vision and goals--that's how things get done and progress is made. The point is to never allow your agenda to rise above the good of the church. This goes for all persons involved. I worked with a church where there was bitter disagreement between the choice of chairs or pews in the new worship auditorium. They were clearly at an impasse when discussing the issue from a personal preference bias. But when they analyzed what was best for the church, it went from a 50-50 split to about 90-10 in favor of chairs. There may be a way of accomplishing the desired results that is different from any of the original desires. A completely new option is often the result of good conflict resolution.

9.   Always reflect to discover and apply what you learned
Conflict can be a wonderful way to learn and grow. When defenses are low and grace is high, receptivity is enhanced. When receptivity is enhanced, there is much greater potential to learn something new. At the end of the process, take some time to reflect upon what you gained, what new insights you gathered, what you might do differently next time, what you learned about yourself, and how you can use this situation to become a better leader in the future. 

Questions for Application: 

1. Your teammate consistently arrives late for team. What will you do?
2. Your team leader gives you a task to do that you really dislike doing. How do you respond?
3. You see that 2 of your team mates are not on speaking terms – what would you do?

