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Effective Team Leadership? 
Get the Basics right!               

Allan Mackintosh is a freelance Team Coach, Speaker and Facilitator who has over 40 years 
of working in and with sports and business teams.  

LEADERSHIP

Pharmacy teams, whether they are Health Authority,
Secondary Care or Community based provide an
essential service for both Healthcare professionals and
patients. Ensuring that the pharmacy team is focused,
dedicated and capable to provide these essential
services is a leadership challenge and one which must
be embraced and tackled. 

Too often team managers and leaders wonder why the
team they have assembled starts to struggle after an
enthusiastic start. The energy wanes and cliques and
conflicts start to appear with the resultant decline in
overall performance. 

In many cases this is simply due to the fact that the
team leader has not covered the essential basic
‘building blocks’ of team performance and in this
article I aim to give you some tips and advice that can
enable you and your pharmacy team to either get off
to a great start or recover that dip in performance.
Getting the basics right will ensure that the essential
service the pharmacy team provides is that of a high-
performance team which will ultimately benefit those
people the team serves.

In their excellent book, “The Wisdom of Teams”
(Harvard Business School Press), Jon Katzenbach and
Douglas Smith state the following:

"The disciplined application of "team basics" is often
overlooked. Team basics include size, purpose, goals,
skills, approach and accountability. Paying rigorous
attention to these is what creates the conditions
necessary for team performance. A deficiency in any
of these areas will derail the team, yet most potential
teams inadvertently ignore one or more of them"

I have found this to be true in almost forty years of
working in, leading and working with teams both in
the sports and business arenas. There is a huge
tendency for team managers and leaders to
immediately ‘fly into task’ and get down to leading the
team through their tasks in the mistaken belief that
if each individual is capable of doing their own
individual tasks then everything will just ‘fall into
place’. Some of the best managers and leaders I have
worked with have learned some tough lessons when
it comes to creating a team that can truly be classed
as a high-performance team.

Inclusion, Control & Affection  
The first key principle to focus on is that all human
beings will need some essentials in relation to working
in a group or team. They will need to feel included and
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immediately feel that they are an important part of the
team; they will need to have an element of control in
that they will have a say in the team proceedings; and
lastly they will need to feel affection so that they feel
valued, recognised and indeed rewarded in some way. 

The team leader should always have these basic
motivators at the back of their mind when dealing
with people as individuals and groups of people as a
team. It’s important to start to work on these
motivators with team members and the best way to
do this is to get the team together and discuss what
the team has been created for and how best everyone
is going to work together. 

To ensure a productive outcome of the first team
meeting I have developed a framework that will
support team managers and leaders to ensure that
they cover all the basics of team performance. Working
around this framework will ensure that the basic
motivators of ‘inclusion, control and affection’ are
worked on from the very start of the team’s formation. 

This process I have called PARTNERS and by covering
each of the stages you will ensure that the essential
areas of team performance are covered. Covering
and taking ‘notes of agreement’ at each stage in
the PARTNERS process will produce both a team
development plan and also a ‘team contract’ or ‘team
agreement’ which will give the team a focus and a
framework for how they work closely together to
achieve the team purpose and aims.

P is for Purpose:The team’s purpose is their reason for
being; it is why the team has been put together. Many
teams can get bogged down in trying to work out a team
vision and mission. If you have a ‘long term’ team and
you have a vision for it then by all means work on
getting agreement around the vision. 

Visions and missions do not always apply to every team
but every team regardless of seniority or length of
duration has a purpose. 

The team manager or leader should work with the team
to agree what the team’s specific purpose is as once the
team members ‘buy’ into the purpose than they start to
be emotionally attached to the team. 

A is for Aims, Goals, Targets: What are the team’s
specific aims, goals and targets? Most teams are
brought together to deliver outputs and these tend

to be short term (up to a year) in the main, although
larger project teams can have goals and outputs
which are of a greater duration. The key here is to
ensure 100% clarity across all team members as to
what the specific goals for the team are and that
everyone in the team understands what specifically
the team is aiming to achieve.

R is Relationships, Roles & Responsibilities: This
is where the team really starts to get to know each
other and be aware, not only of what the individual
personalities are like, but essentially what each
individual team member is expected to do. 

It is vital that everyone understands their specific roles
and responsibilities and their specific objectives and
duties. 

If there are resources available, then the team leader
or manager should have each team member’s
personality style profiled and raise awareness of the
different styles within the team. This is a great exercise
and loved by all team members! 

In addition, you could perform a ‘strengths profile’
exercise which will detail each person’s strengths and
how they can be used to their full effect within the
team. Both these exercises are extremely useful in
terms of getting the team to ‘bond’.

T is for Training & Resources: A team discussion will
identify and highlight any major training needs and
this may identify a training need for the whole team
but also specific individual training needs that will
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need addressed in order that everyone can achieve
their agreed goals and objectives. This is critical in
pharmacy teams given the high level of responsibility
and service that pharmacy teams provide to both
healthcare professionals and patients.

N is for Needs: This is another crucial aspect of team
development that many team leaders and managers
do not cover. It is vital that the team has an agreement
in place that highlights how best they are going to
work together. This is achieved by establishing
what each team member needs personally to work
productively within the team. What motivates each
individual? What demotivates each individual? 

It is also important that individual values are also
outlined so that awareness of individuals’ preferences
is increased across the team.

E is for Expectations & Empowerment:Misunderstood
expectations are the most common cause of team
conflict and demotivation. It is always best to ensure
that individuals’ expectations are discussed and
managed. What are the expectations of the manager
or team leader of the other team members? What
are the Team’s expectations of the manager or team
leader? Once these are discussed and agreement is
reached then people are clear what is expected. 

It is also important to ensure the team members
know what their levels of empowerment are. What
decisions can be made at individual level? What
needs consultation and what needs full approval
from the team manager? 

R is for Review, Reward & Recognition: Review of
the team’s progress is another important aspect of
effective teamwork whether it is the daily or weekly
pharmacy ‘huddle’ or a monthly or quarterly review.
Whether it is a review of the project or plan progress
or whether it is a review of the team contract it is
important that the team agrees what the review
timetable and process is. 

Reward and recognition are also important and a team
discussion around how the team should be recognised
and rewarded is always an interesting discussion but
one which should always be held. If the company or
organisation that the team works for has its own

reward processes, then everyone should fully
understand these. 

It is also useful to get the team to create their own
internal reward and recognition schemes where
possible.

S is for Stakeholders and Support: The team should
look to ensure it receives as much support for its
activities as it can. A useful exercise is for the team to
create a stakeholder ‘map’ of all the various ‘influencers’
who either have a direct impact of how the team
operates and/or will be affected by the team’s
activities. 

Once this is mapped out and each stakeholder is
discussed, a plan can be agreed as a team, as to how
each influencer can be engaged so that the support for
the team can be increased and maintained.

By covering all the key basics outlined above this will
provide a solid foundation in the form of a team
contract which will enable the team to work closely
and productively together in order that the pharmacy
team hits its overall goals and provides that highly
professional support and service for its healthcare
professionals and patients.

If you would like more information on the PARTNERS
process and the creation of team development plans
and contracts (or if this article has simply prompted
any queries) then please do not hesitate to contact me
via the email address below.

Alan can be contacted via email at
allan@partnersteamdevelopment.com
or pick up the phone and call him on

++ 44 (0) 776 416 8989.
There is more information on teams on his

website at www.partnersteamdevelopment.com
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