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THE SCIENCE OF TEAMWORK

INSIGHTS DISCOVERY

Improving Team Dynamics in
the Joint Warfare Centre
The success of any organization is built upon the
performance of its people.
by Lieutenant Colonel Jonathan Kerr
British Army
Staff Officer, Scenario Branch,
NATO Joint Warfare Centre

Working together ―
Why teams are important

“A highperforming team
refers to a group
of goal-focused
individuals with
specialised
expertise and
complementary
skills.”

A team is a group of people who work together
to accomplish something beyond their individual self-interests. Human beings have always existed within groups, so in many ways
existing in teams suggests that teams have a
distinct advantage over operating as an individual; however, not all groups are teams.
The term "team" can be defined in different ways, but an effective description comes
from Jon R. Katzenbach and Douglas K.
Smith's book,1 saying that a team is "a small
number of people with complementary skills
who are committed in a common purpose,
performance goals, and approach for which
they hold themselves mutually accountable".
Teams are the backbone of contemporary work life and most people, particularly
military, will experience working as part of

a team during their working life. Executive
teams run corporations. Project teams create new products and services. Matrix teams
help develop everything from pharmaceuticals
to the delivery of services. High-performing
teams are essential to the way most organizations carry out their work, resulting in superior performance.
The term "high-performing team" is frequently used but seldom defined. In Joint Warfare Centre (JWC), a high-performing team
refers to a group of goal-focused individuals
with specialised expertise and complementary
skills, who collaborate, innovate, and produce
consistently superior results. The group relentlessly pursues performance excellence through
shared goals, shared leadership, collaboration,
open communication, clear role expectations
and operating rules, early conflict resolution,
and a strong sense of accountability and trust
among its members.
If you don't have self-awareness
and effective relationships, then
no matter how smart you are, you
are not going to get very far.2
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The challenge
Almost every organization today will state
that their staff are their most important and,
therefore, valuable asset. The idea that organizations "compete through people" highlights
the fact that success increasingly depends on
an organization's ability to manage talent, or
human capital. The term human capital refers
to the importance of people in a business or an
organization. This importance is derived from
the actuality that people are the contribution
to the growth and development of an organization. Human capital is an intangible asset and
it cannot be handled the same way as the other
aspects of an organization. This is because
it is the staff that actually owns their human
capital. Any expenditure on staff and training
is not an expense, but rather an investment.
Without people, an organization will not exist
and will never accomplish its function.
The concept of "Human Capital Enhancement" is being led in NATO by Headquarters Supreme Allied Commander Transformation (HQ SACT). For this concept to
progress, it will need to be supported by both
NATO organizations and its Member Nations. Although JWC's mission remains static,
the complexity of our exercises continues to
evolve. As stated in the Human Capital En-

“Human capital
is an intangible
asset and it
cannot be
handled the
same way as the
other aspects in
an organization.
This is because
staff own their
human capital.”

hancement Concept Paper,3 the efforts to
shape and prepare our future forces have been
based on a reactive footing4 and have not been
able to keep pace with the burgeoning requirements. Consequently, JWC's workforce must
be able to react and adapt to these needs, as
they develop, in order to compensate for the
slower development of our feedback process.
NATO defines Human Capital Enhancement as, "the men and women fulfilling roles in
the NATO Command and Force Structures; the
doctrine, organization and leadership that guide
and support them; and the training, technology,
material and information that enables them."5
JWC requires an organizational culture,
which is best placed to meet the challenges
presented by the delivery of complex, full spectrum joint operational level warfare. This must
include non-equipment aspects of the business ― in particular JWC's Professional Development Programme (PDP). If JWC aspires
to carry out Human Capital Enhancement,
then it must see its staff as a valuable asset
with quantifiable value that can be increased
through specific and measurable management techniques and human capital solutions. This requires continuous investment,
both in time and money to train and fortify
JWC staffs' personal and interpersonal skills.

JWC "One Team"
The JWC "One Team" concept introduces its
staff to the importance of effective teamwork
and sets the baseline for individuals' selfawareness. There is a requirement to extend
this in order to develop each team members'
understanding of their own personal style,
how their colleagues prefer to work, what that
means for their team and how to best work together. With a constant churn of staff, this is
a difficult capability to establish and maintain
without the utilisation of supporting tools.
To accomplish this task, the process of
developing human capital requires the necessary environment in which staff can learn better
and apply innovative ideas, acquire new competencies, develop skills, behaviours and attitudes.
Therefore, it is key to interlace the already established "One Team" culture to every one of JWC's
lines of effort. In order to enable this, it is important to provide the right tools and resources
to create the right opportunities. These include
training, facilitation, coaching, and consulting.

It is imperative that JWC staff know
both themselves and each other's
strengths and skills.

Training and development, in the context of
NATO military staff, is predominantly a national responsibility. Nations shape their Officers and Non-Commissioned Officers (NCOs)
into professional military staff; NATO simply
borrows their personnel and broadens their
experiences, whilst the Nations continue to
manage their careers.
The diversity of staff across JWC is also
challenging from a cultural point of view. With
17 Nations, different military services, national
cultures and a mix of military and civilian staff,
there are no two members of staff, which are the
same. In addition to this, the military staff are
continuously rotating. Every year, a considerable percentage of our military rotate often with
three years of accumulated knowledge. Each
new arrival may take a significant period to gain
an understanding of both the organizational
culture and the personal diversity and its effect
on each team's dynamics.
The balance lies in meeting both the
needs of JWC and its staff alike. To enable JWC
staff to operate to their full potential, there is a
requirement to understand and improve the effectiveness of our teams by enabling individuals
to better understand, firstly themselves, then
each other, and then enable them to work together more effectively.

The way forward
The JWC staff are the fuel of the organization,
setting the course, maintaining the structure
and enabling NATO's fighting force. Without its staff, JWC would never accomplish its
function. Therefore, it is imperative that JWC
not only recognises its staff effort but supports
them in the delivery of its goals.
It is important to understand that most
teams have the potential to be high performing, and all teams have the potential to perform better. This potential can be enhanced by
knowing how to optimise team functioning,
which comes through an understanding of
why teams do and do not function well.
It is one thing to get the right team composition. But only when people start working
together does the character of the team itself
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ABOVE: The "Vision 2025" Workshop on February 12 and 13, 2020, saw the highest-ever level of teamwork across the JWC to address future organizational goals.

(Find out more on page 99) Photos by JWC PAO

The use of work teams is widespread
in all types of organizations
throughout the world, with good
reason. High-performance teams
have an advantage over the work
of individuals because each member
can offer new ideas, talent
and viewpoints.
begin to be revealed, shaped by team dynamics
that enable it to achieve either great things or,
more commonly, mediocrity.
What is it that makes the difference between a team of all stars and an all-star team?
The answer sits within three key dimensions of
great teamwork. The first is alignment on direction, where there is a shared belief about what
JWC is striving toward and the role of the team
in getting there. The second is high-quality interaction, characterised by trust, open communication, and a willingness to embrace conflict.
The third is a strong sense of renewal, meaning
an environment in which team members are
energised because they feel they can take risks,
innovate, learn from outside ideas, and achieve
something that matters.

Putting it into practice
The JWC will train an in-house team to deliver
a Team Dynamics Training (TDT) Programme.
There will be a pilot phase, which will establish
the best approach to enabling individuals to

discover how they prefer to think and act. Then
using that knowledge, individuals can build
better relationships, lead more effectively and
work more harmoniously and productively in
teams. This pilot phase is set to enable the TDT
team to shape the main programme through an
iterative approach to best suit JWC's needs.
At the very start of the journey is
"I nsights Discovery". A psychometric tool
based on the psychology of Carl Jung, Insights
Discovery is built to help people understand
themselves, understand others, and make the
most of the relationships that affect them in
the workplace. This methodology uses a simple and memorable four colour model to help
people understand their style, their strengths,
and the value they bring to the team. These are
referred to as the colour energies, which determine how and why people behave the way they
do. As part of this process a personal profile is
developed for each participate, which is used
as the foundation for follow-on workshops.
This allows the facilitators to use discussions,
exercises and breakout sessions to both enable
personal growth and understanding but also to
support each team in learning how their individual and team preferences affect their team
dynamics and performance.
Team effectiveness training, which sits as
a key element of the workshops, aims to provide
each team with the framework it needs to identify the most important issues for it, inspire success, and ultimately increase productivity. The

implications of this are that each of JWC's teams
will perform to their best ability whilst operating in a high-pressure environment. In addition, the organization is better able to understand and enable its individual staff, who have
different personalities and experiences, which
results in each of our teams having different behavioural preferences.
Overall both the JWC and its staff should
all be able to communicate more effectively
with each other through our understanding of
our own and each other's preferences. This will
lead to an improvement in our organizational
effectiveness and lead to an environment where
we are able to coach and develop each other in a
positive atmosphere. 
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