Collaboration Assessment

Do you have the necessary ingredients working for you to create a successful integrated services team collaborative environment? Below is a self-assessment instrument for yourself and your integrated services team to determine what you may want to add to become more successful. Follow the instructions below.

For each statement below, consider if more of this ingredient needs to be added to your integrated services team. If so put a check mark in the “Add” box. If you, as a supervisor, could add more of this for yourself, also put a check mark in the “self” box. If the statement applies to your integrated services team and needs to be added, then put a check mark in the “integrated services team” box. You may have no check marks, or you may have two or three check marks for any given statement. Think carefully how these statements apply to the spirit of collaboration.
	Collaboration Assessment
	Add
	Self
	Integrated Services Team

	Partnership focused at all levels within the team and organization to create an environment in which people are supportive, involved, and committed  to each other in meeting the vision and objectives of the integrated services programs and the integrated services team.

	
	
	

	We practice continuous learning and development of all members.

	
	
	

	We practice quality and effectiveness development with our partnerships for maintaining a spirit of collaboration and support. 

	
	
	

	Everyone in the integrated services team is listened to and heard and contributes to the planning, processes and outcomes for the integrated services and family.

	
	
	

	We effectively create a working balance between what requires control and what enhances individual and group participation and creativity and commitment to their work.

	
	
	

	Our integrated services team initiates ACTION not REACTION.

	
	
	

	We have a “NO FEAR” environment in which people feel they can speak freely and trust others with what they say in the integrated services team.

	
	
	

	We have greater control over decisions that affect the work we do in the integrated services team because we have decision-making authority over it.

	
	
	

	We carefully consider the beginning to end process in meeting the needs of our client families instead of just holding to our own position in our particular role.

	
	
	

	We are devoted to customer service excellence, internally, and externally, and this is demonstrated in our interactions.

	
	
	

	We are results oriented in planning and outcomes for the families we serve.

	
	
	

	We are effective in achieving our objectives. 

	
	
	

	We are willing to expand our thinking and roles in working together to serve our families and collaborate to meet their needs.


	
	
	

	We foster mutual respect by accepting differences and being okay with each other.

	
	
	

	We mutually respect other’s abilities, ideas, and contributions. 

	
	
	

	We focus on interests and concerns, not personalities or positions.

	
	
	

	We recognize and support our mutual objectives. 

	
	
	

	Our integrated services team behaviors and actions promote the foundation for creating long term effective relationships with other integrated services team members.

	
	
	

	We work toward commitment rather than gaining compliance with other integrated services team members and outside agency partners. 

	
	
	

	We give people clear roles, guidelines and expectations of job and role performance in integrated services. 

	
	
	

	We actively listen to people and provide supportive response to their input.
	
	
	

	We give people recognition and credit for the parts they play and their efforts and accomplishments.

	
	
	

	We allow people to develop solutions to problems in their domain.

	
	
	

	We promote integrated services teams in creating effective relationships with all partners within or outside the organization through support, cooperation and development of shared outcomes.

	
	
	

	We help people see the “Big Picture” and hold to the goals and objectives of the integrated services team through clear and frequent methods of effective communication with each other.

	
	
	

	We enable people to share their concerns around policy decisions and new strategies and to offer possible alternatives.

	
	
	

	Our leadership is trustworthy: they “walk their talk” and model positive support and behaviors toward integrated services and integrated services teams.

	
	
	

	As a supervisor, I model the behavior and support I expect from others.

	
	
	

	When mistakes are made in the integrated services team, solutions are sought - not blame.

	
	
	

	People in our integrated services team and partnerships speak freely without fear and share an open and honest dialogue with each other.

	
	
	

	We have a clear understanding of all integrated services team members roles and responsibilities and objectives and are able to view situations from the perspective of another professional.

	
	
	

	We create a relatively equal power environment for collaboration.

	
	
	

	We seek mutual involvement in decision-making and goal-setting.
	
	
	

	We cooperatively generate options and alternatives in situations. 

	
	
	

	We practice appropriate and timely interaction as the relationship dictates with families and other professionals.

	
	
	

	We refrain from “labeling” other people and talking behind their backs.

	
	
	

	We see mistakes as learning tools, not personal failures.


	
	
	

	As a supervisor, I willingly admit to my mistakes with staff and then correct the matter.

	
	
	

	We practice speaking with truthfulness, not half-truths and we hold no “hidden agendas” in the integrated services team.

	
	
	

	We demonstrate our trustworthiness by our positive behaviors and actions with everyone.

	
	
	

	Each person accepts responsibility and accountability for his/her actions in the integrated services team and with client families.

	
	
	

	As an integrated services team we are willing to take reasonable risks and allow others to do so and support them.

	
	
	

	As an individual and a supervisor, I am reliable and dependable to the integrated services team. 

	
	
	

	We treat others fairly and with dignity at all times.

	
	
	

	Our integrated services team members are reliable and dependable.

	
	
	

	We regularly meet our outcomes as a integrated services team.

	
	
	

	We allow for personal responsibility of each of the parties involved in the integrated services team.

	
	
	

	I trust my staff and demonstrate this through my behaviors.

	
	
	

	I act as a “coach” at times to help the integrated services team members develop skills.

	
	
	

	Conflicts between members of the integrated services team are resolved constructively and calmly with win-win outcomes in mind.

	
	
	

	We have few conflicts among out integrated services team members.

	
	
	

	We have frequent situations of conflict and or resentments between staff members in the integrated services team and possibly outside partnerships.

	
	
	

	People demonstrate they feel that their personal contribution counts.

	
	
	

	People demonstrate they can and want to improve work processes and want to solve work-related problems. They are motivated for success.

	
	
	

	My integrated services team clearly knows and holds itself accountable for work outcomes. We evaluate ourselves and our work regularly.

	
	
	

	The integrated services team can and wants to take initiative in improving processes and solving work related problems.

	
	
	

	As an integrated services team, we see that we are a key part of a larger organization. 

	
	
	

	We celebrate achievements, evaluate outcomes and enhance self esteem with each other on a regular basis. 

	
	
	


Personal Communication Skills Assessment
Our words are the propellants to stimulate the minds of our people to face challenges of the present and the future. Therefore, how we use our words is vital to the health of the organization. Our words come from our thoughts. Listen to your thoughts-are they encouraging to yourself and others or discouraging? Is your personal communication style supporting or sabotaging the change efforts?

In this assessment, select a number, as indicated below, for each question that represents your current behaviors in communication. 

5= Almost always  4= Frequently  3=Sometimes  2= Seldom  1= Rarely or never
I…

1.
  create and encouraging environment that allows others the opportunity to relax their minds in quiet thought and seek solutions to their challenges.
2. 
  help others by giving past examples of challenges the organization has overcome and solutions that worked.

3. 
  brainstorm with staff about possible solutions in an atmosphere of acceptance (without negating or immediately criticizing their ideas).

4. 
  respond verbally and enthusiastically to any progress made and give recognition and encouragement to proceed.

5. 
   foster an atmosphere of mutual understanding and respect for each member’s responsibilities and roles by giving verbal recognition of the importance and purpose each job and person serves in meeting the objectives of the unit.

6. 
   recognize individual potential and communicate encouragement and specific things that a person can do to achieve objectives in their new roles and responsibilities. I demonstrate belief in their ability to achieve change by my supportive words and actions towards them.

7. 
   communicate my support of staff in facing challenges head-on, mobilize them to find solutions and provide resources and backup to meet their needs during change.

8. 
  communicate the value of teamwork and facilitate my own teamwork behaviors with members of management and other levels of the organization. 
5= Almost always  4= Frequently  3=Sometimes  2= Seldom  1= Rarely or never
I…

9. 
   communicate the value of creativity and innovation by allowing and encouraging experimentation and viewing the process as a learning experience. When things do not work out, solutions, not personal blame, are sought.

10. 
  Actively listen to others with openness and acceptance of their perspective, even if I do not personally agree- I seek to understand their position and point of view. 

11. 
   communicate clear expectations of job performance in line with the new vision, goals and objectives of the department. I give this in writing to staff as it evolves and is mutually developed.

12. 
  communicate constructive feedback to individuals in a private setting and at an appropriate time, with the focus on enhancing their skills. 

13. 
   communicate and model cooperation and collaboration to build positive solutions. I do this with staff, peers and management. 

14. 
  speak in a positive “we can do it” manner. 

15. 
  do not complain to staff about management decisions or actions.

16. 
  communicate rationally when things go wrong, guide the team back on track and assist others in learning the “lessons” in errors rather than placing blame.

17. 
  give public praise and praise often. I give specific praise for activities carried out well.

18. 
   create a safe environment that allows others to express their concerns and feelings.

19. 
  communicate holistic approach to the vision/mission/values in the organization. We can’t do it alone! Everyone is responsible for the success of change and the new vision.

20. 
   have the ability to laugh at myself and not take myself too seriously.

21
  communicate that is it okay to work hard and play, too. Laughter is contagious and great medicine against stress and pessimism. 
Scoring for Personal Communication Skills Assessment
Total you score from the assessment: 




If you scored between:


88-110 points


Excellent Skills


66-87 points


Good Skills


44-65 points


Room for further skill development


Less than 44 points 

Definite skill development needed!

“Shift from

communication
about events 

(change) to

communication 

about the process

(transition)!” 

William Bridges

Organizational Change Leader

Leadership Techniques In Transition Periods

Below are some techniques for managers, supervisors and the department leadership to focus on during change. People and productivity will always be affected during the transition brought about by the change event. Being proactive and planning for the workplace change is vital to the health of the organization and its people. 

1. Establish the new VISION for the organization. How is it changed from the past and why?

2. Communicate! Communicate! Communicate! Be VISIBLE when doing so!
3. Identify the new PURPOSE and new GOALS to be achieved by others, and repeatedly communicate that to all levels of staff. 

4. What new or different BEHAVIORS do you want from staff as a result of the change? Tell them

5. Communicate HOW the changes should benefit the people and the organizational structure and provide better service (be realistic).

6. MODEL POSITIVE BEHAVIORS. Do not tell others to “be positive.”

7. Help make clear, new or changed roles and responsibilities and accountability to carry out the new plan.

8. Create an environment where people can do their best. Be supportive!

9. Spend more time LISTENING than talking, directing or giving orders.

10. Tolerate mistakes as you give new responsibilities and roles to people at other levels. 

11. Establish a SET OF VALUES for yourselves as leaders, managers, and supervisors that will inspire people and can be passed down through all levels of the organization.

12. Recognize and communicate that no one in the organization is more important than anyone else. The positions we hold are not a matter of importance, but of responsibilities. EVERYONE IS CRITICAL TO THE OUTCOME!

13. Create a new working climate. Take a holistic, integrated approach. It needs to become a way of life, where all the policies, systems, leadership, rewards and measurements support the new operating style.

14. The new operating style should be based on critical principles held by the organization (quality, efficiency, effectiveness, customer service, etc.).
15. Establish new PERFORMANCE MEASUREMENTS SYSTEMS for the new ways of doing things. New measurements systems can help clarify the organization’s mission and strategy.
Supportive Supervisory Techniques for Transition Periods
Below are some techniques for supervisors to focus on during change. People and productivity will always be affected during the transition brought about by the change event. Being proactive and planning for the workplace change is vital to the health of the organization and its people.

1. Communicate and support the new VISION for the organization. How is it changed from the past and why? What are the new GOALS your workgroup is to achieve?

2. Communicate, Communicate, Communicate! Do this verbally; in writing; at meetings; clearly, and specifically as possible. Seek information you need to support your staff.

3. Identify specific activities the new PURPOSE and OBJECTIVES will bring to your workgroup and repeatedly communicate that to all levels of staff. Ask for their imput!

4. What new or different BEHAVIORS do you want from staff as a result of the change? Tell them and ask them what they think is needed and be specific. Put it in writing as a new job performance criteria. 

5. Define the level of AUTHORITY you and the unit have been given in order to meet the new objectives and clearly communicate that to staff.

6. MODEL POSITIVE BEHAVIORS (be honest, inspiring, visionary and competent). Do not tell others to “be positive.”

7. ACKNOWLEDGE their feelings and help alleviate their fears/concerns through shared dialogue and positive behavioral support on your part.

8. CLARIFY the new or changed roles and responsibilities and the authority and ACCOUNTABILITY to carry out the new plan.

9. Create and ENCOURAGING and positive environment where people can do their best. Provide all the resources you can to support them through the change process.

10. During change events people experience confusion. Spend more time LISTENING and RESPONDING.

11. Acknowledge the PROGRESS that has been made and RECOGNIZE their contributions along the way. Do fun things or thoughtful things for them (bring dessert, go out to lunch together, and acknowledge milestones). 

12. TOLERATE MISTAKES in the learning process as you give new responsibilities and roles to people. 
13. Have some clear cut, specific strategies to make further progress (e.g. training, field trips, mentoring, research, problem-solving with the group). Have them INVOLVED IN DEVELOPING these plans and the steps to take to reach your unit objectives.

14. Provide MINI-BREAKS from the constant change (pot luck lunches, off site breakfast meetings, supervisors host a lunch or bring breakfast to staff, write a poem or letter of appreciation, etc.).
15. KEEP CLEAR DOCUMENTATION of the planning and implementation meetings and processes, so you will be able to refer to strategies and tactics in the future, and to acknowledge people for the specific things that they contributed and the roles they played in the change process.

16. create a CLOSING CEREMONY to bring CLOSURE TO THE PAST.

17. CELEBRATE! CELEBRATE! CELEBRATE!

Temporary Supports!
During the Transition period it is imperative that a system of temporary supports be developed to assist the people in the organization through the “wilderness” of change. By providing these supports, you will firm up the foundation of the organization through the transition process and support the core of your organization - your people. Here are a few ideas: they are not all inclusive. Use your imagination, ask people what they need to transition and PLAN for it. 

· Develop a Transition Coaching and Monitoring team (be sure they are people who interact well with other, ask questions, take feedback and LISTEN (do NOT use “controller” type personalities here!).
· Managers need to ask questions - What do you (staff) need to help with the transition process?
· New relationships (temporary regroupings as things move from one form to another).

· New temporary policies to help through the transition period (transfers, career, personnel issues, etc).
· New temporary procedures (work flow, budgets, ordering, service changes)

· New problem-solving process (who decides what during the transition? How will difficult decisions be made if a core or key group of people have been moved?)

· Frequent opportunities to talk with and question the leaders on change/transition issues (this is vital as leaders must be seen and heard regularly!).
· New temporary roles- Transition Team Coordinator, etc.

· Task forces - groups who specialize in problem-solving particular issues or do transition monitoring during the chaos zone.

· Transition newsletters and regular all-hands meetings.

· Top leadership training, e.g., planning for transition, or helping your organization through the wilderness of transition.

· Temporary or interim organizational chart - who does what until the dust is settles. 

· Special events, e.g. Team building retreats, change management retreats, staff days, brunches, training fun, informative talks (off-site), tours of new areas and new processes in the department. Brainstorming sessions to develop creative and innovative ways of looking at the new organization (always have top leaders present, for at least a short time to give updates).

· Interim priorities - areas that help move through the “chaos zone” become a priority. The areas that represent the former path of doing things are a lesser priority and now move down the list. 
· Transition ceremonies that bring closure to an old way of doing things and help people focus on the new path. 

Personal Skills Development For Transition Periods

The skills mentioned below are essential for managers and supervisors to develop and assist themselves and others through the transition process period. These are all “learnable” skills with practice. Check these out and determine which items you need to further enhance in this area.

· Developing the skill of “thoughtful observation” of when and what to let go of during a time of change.

· Developing the skill of sorting through the changes to see what can be salvaged, restored, replaced or adapted and what needs to be redefined.

· Learning the skill to develop temporary processes, procedures, policies, agreements, etc., which one needs to assist the organization and its people through the transition period.
· Developing the skill of “letting go” of something that must be closed with the past chapter of the organizational cycle. Focus on being able to bring “closure” to the past for yourself and helping others to move forward. 
· Practice the necessary skills for planning and implementing that will be needed in order to transition the new concepts generated during the change to new roles and responsibilities.

· Find new ways to help yourself with a sense of control, gaining an understanding of what is going on around you and seeking the personal support you need to develop a sense of purpose and direction that may have been lost during the change process. 

· Recognize that this will be only one of many changes to come and that you are able to gain the skills necessary to deal with “white water” change by thinking in a more flowing manner and remaining flexible with yourself and others. 

Enlisting Support

1. What is the current feeling level of staff regarding the changes?

2. What are their fears and concerns?
3. What can you do to acknowledge their feelings and help alleviate their fears and concerns?

4. How can you acknowledge the progress that has already been made in this project and recognize their contributions?
5. It is important to give them as much information as you can about the present status of the project and where it is going at this time. What do you need to know in order to do this?

6. Help get them into the flow again by having clear cut strategies to make further progress. Be sure you have ways to measure progress and recognition of incremental objectives achieved. Think about what some of these strategies might be. Work as a team in approaching this process. 

7. What can you do to give staff a mini-break from all the constant pressure of change?

· Pot-lucks, luncheons off-site

· Day Retreats over a period of time to include all

· Workshops that include them having fun and relieving stress, tools for stress relief

· Supervisors and managers hosting a pot-luck for staff in different areas or brining in breakfast or snack to them
· Writing a poem of appreciation and reciting it to them. 

Think of creative ways that you can lighten things up a bit. Show them that you are there to support them and it doesn’t have to be difficult all the time. 
