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Start Guide

About Us
The Oregon Healthy Workforce Center (OHWC), a NIOSH Center of Excellence in Total Worker Health®, is
a collaboration of Oregon Health & Science University’s (OHSU) Oregon Institute of Occupational Health
Sciences (OIOHS), Portland State University’s (PSU) Occupational Health Psychology (OHP) program, the
Center for Health Research at Kaiser Permanente (CHR) and the University of Oregon’s Labor Education
Research Center (LERC). Our theme at the OHWC is Intervention Effectiveness, with a focus on teambased and technology-based interventions for occupational safety and well-being, translating research to
practice, and social support and job stress, organizational enhancement, healthier lifestyle choices, safer
work practices, and better psychological and physical health. To learn more, visit our center website at:
www.ohsu.edu/ohwc. For additional Total Worker Health® tools and toolkits from OHWC, visit:
www.YourWorkpath.com

SHIP Principal Investigator (PI): Leslie Hammer, Ph.D
Professor Industrial/Organizational Psychology PSU OHP Program
Co-Director of OHWC and Professor at
Oregon Institute of Occupational Health Sciences

SHIP Co-PI: Donald Truxillo, Ph.D

Professor Industrial/Organizational Psychology at PSU

SHIP Co-I: Todd Bodner, Ph.D

Professor at the Kemmy Business School at University of Limerick, Ireland
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Start Guide

Welcome to the Safety & Health
Improvement Program (SHIP) Toolkit
Overview of SHIP
SHIP is an evidence-based workplace training program for supervisors and their teams. The training
is designed to promote employee health, safety, work-life balance, and team effectiveness. It was
implemented and tested in the construction industry and then systematically adapted for use in
a variety of industries. The National Institute for Occupational Safety and Health (NIOSH) provided
funding to develop this program (Grant: NIOSH U19OH0101).
Organizations implementing SHIP should expect the following positive impacts for their organization
and employees:
 Reduced stress and work-life conflict for employees
 Improved employee health and safety
 Increased job performance and team effectiveness
By downloading these materials, you’ve taken the first step to implementing positive change in
your organization! SHIP includes online supervisor training, supervisor behavior tracking activity
and a structured team discussion template. This Start Guide will provide an overview of the steps
recommended to conduct SHIP, including the different options available for implementing it.
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SHIP Implementation Checklist
Whether you have a small business or a large organization, everyone can participate. The SHIP
toolkit requires three specific roles - the champion, the supervisor and the employee. Once you
organization decides to move forward with implementing SHIP, this checklist will be helpful in your SHIP
implementation process:
Champion: This person is the facilitator of the program. They are the keeper of the information and a
source who understands how the program works. These are some of the things the Champion manages:
□ Explains the SHIP toolkit to supervisors/managers with the “SHIP Leadership Briefing Slides”
□ Obtains online supervisor training license from Oregon Healthy Workforce Center and set-up user accounts
for online supervisor training
□ Schedules online training for supervisors either in-person or through email
□ Prints and distributes the behavior tracking cards for supervisors (select lanyard size or index card size) and
the “Manager/Supervisor Training and Behavior Tracking Guide”. Explain how these materials are used
□ Prints, distributes and explains how to use the “Managers/Supervisor Team Effectiveness Process (TEP)
Guide and Manager/Supervisor Follow-up Guide” PDFs to each supervisor, manager or team lead that will
help facilitate TEP sessions
□ Schedule TEP monthly or bi-monthly meetings for employee teams with supervisor input and agreement
□ Check in and follow-up on TEP with each employee team and their manager, supervisor or team lead 30days after first TEP meeting, and once per month, for the next 6-months
□ Distribute incentives (if offered) and collect feedback (if applicable)
□ Check in on team meetings to answer questions and gather feedback from supervisiors/managers and
employees on their SHIP experience

Supervisors/Managers/Team Leads: Each supervisor, manager or team lead participating in SHIP will
engage in each of the toolkit components, they include:
□ Complete a 60-minute online supervisor training
□ Participate and complete 2-weeks of behavior tracking activity to increase contact with team to reinforce
safety, health and well-being practices
□ Work with the Champion to prepare materials and schedule meetings for their work teams to participate in
the the Team Effectivess Process (TEP)™ activities
□ Conducts, facilitate and engages team in TEP sessions
□ Give feedback to Champion on their experience participating in SHIP

Employees: Employees will participate in Team Effectivess Process (TEP)™ with their supervisor, manager
or team lead. This is what to expect of employees:
□ Participate and brainstorm with their work team during TEP meetings
□ Give feedback to Champion on their experience participating in SHIP TEP meetings
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Getting organized

The Role of the SHIP Champion/HR
Maximizing Success

*

In SHIP, we refer to a “Champion” or “HR” as any person that are assisting with
the implementation of SHIP. Look for the champion throughout this guide.

Introduction
The success of the Safety and Health Improvement Program (SHIP) in improving both employee
and organizational outcomes depends on the commitment of senior leaders, supervisors/
managers, and employees. Encouraging active participation across the organization will result in
the greatest impact and success.
As part of the implementation team, you will be in a position to champion SHIP by establishing
organizational support and providing support for those going through the training. This
document provides a framework for establishing this support and was created to help guide
you both prior to, and during the SHIP training.
The SHIP Champion should
 Review the SHIP Implementation Checklist and SHIP materials (Start Guide, Behavior Tracking
Guide, and Team Effectiveness Process Guide) to know all the steps of SHIP.
 Engage the interest and support of organizational leaders.
 Determine what SHIP will look like in your organization.
 Introduce, promote, and explain the amount of time needed to complete SHIP for each
supervisor and employee participating.
 Provide resources and support supervisors and employees throughout SHIP implementation.
Determine what SHIP will look like in your organization with key stakeholders.
 Who should be trained?
— The training should be provided to those who are in direct contact with employees and
have the ability to influence the way employees conduct their work.
 Who is considered a supervisor/manager?
— We define a supervisor as one that plans, directs, oversees, and evaluates the work of
individual employees and/or a team or workgroup. The title of this position may differ
in your organization; for example you may call this position a team lead, a crew lead, a
manager, or a supervisor.
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Getting organized

The Role of the SHIP Champion/HR
Maximizing Success
 How will supervisors and employees get support during the SHIP implementation?
 Will SHIP be implemented in a certain department or division prior to implementation to the
full organization?
— This can be helpful because roll-out in one department may identify potential barriers to
success prior to full implementation.
— It is also recommended that those in the leadership team go through the training early on
to gain key insights into SHIP and its expected outcomes.
Engage the interest, support, and accountability
of organizational leaders.
 Utilize the SHIP Briefing Slides to inform leadership and
ensure commitment.
 Senior leadership should fully participate in SHIP, including
completing the Supervisor Training, Behavior Tracking, and
Team Effectiveness Process with Follow-up.
Promote SHIP with supervisors and employees.
 Utilize the SHIP Briefing Slides to inform teams about the
benefits of the program and the process, and to encourage
their participation and commitment.
Make preparations to ensure supervisors and teams will be
able to complete the SHIP components.
Ensure supervisors have the needed resources (time and materials) to go through
the SHIP training without feeling burdened.
Think strategically prior to the implementation of SHIP. For example, consider other
trainings that have occurred in your organization and what made them successful, and
if there are certain key stakeholders who should be involved in the introduction of SHIP.
Encourage a positive organizational climate of problem solving and change.
Remember, SHIP was developed to improve employee and organizational outcomes
Improvements can only be made if everyone sees the value of SHIP and if everyone
participates in the change process.
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Getting organized

Introduction to SHIP Components and
Implementation
1. Administer the 1-Hour Manager/Supervisor Training
The one-hour online training describes the key role of supervisors in influencing employees’
well-being, stress, turnover, engagement, productivity, and safety. The online training includes
5 modules:





Improving work-like balance and safety
Family Supportive Supervisor Behaviors (FSSB)
Safety Supportive Supervisor Behaviors (SSSB)
Tracking your Supportive Supervisor Behaviors

 Using the Team Effectiveness Process (TEP)
The online training teaches supervisors strategies to support employee work-life balance,
workplace safety from the supervisor perspective, organizational climate for safety and wellbeing, team building and goal setting.

2. Implement Supervisor Behavior Tracking
Building on lessons learned in the online training, supervisors set goals and track their own
behaviors for two weeks.
 Behavior tracking is an evidence-based strategy for improving the transfer of skills learned
in training to the workplace.
 Different printable templates are available for download at no cost with the SHIP
implementation materials. There are also a number of mobile apps (not provided in this
start guide) that can be downloaded through an app store onto a mobile device.

CHAMPION

 Be familiar with the behavior tracking options and how to use each.
Provide supervisors with different tracking options and help them
choose the option that will work best for them. Behavior tracking can be
completed with the user’s choice of a notecard or lanyard.
 There are a number of mobile apps that can be downloaded on a
smartphone to track behaviors and monitor goals over time. These are
not provided with this SHIP toolkit but are available through any mobile
app store (i.e., Google Play, iTunes Store).
 Check-in with supervisors on their goals and their progress. Supervisors
will set goals based on the training topics and will track learned
behaviors over the course of two weeks.
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Getting organized

Introduction to SHIP Components and
Implementation
3. Conduct the Team Effectiveness Process (TEP)™
The Team Effectiveness Process (TEP), developed by WFD Consulting, is a structured
discussion with supervisors and their teams across 2 to 4 meetings. Supervisors and teams
will develop strategies to improve work practices and processes to address inefficiencies,
sources of stress, and work-life conflict; improve teamwork, morale, communication, and
effectiveness in day-to-day work; and foster a work environment of safety, wellbeing,
collaboration and support. The needed time to participate in TEP will depend on the TEP
option selected. An initial TEP team discussion should take an hour and follow-up discussion
can be worked into regular staff meetings. There are 3 ways to deliver TEP:
 Option A: Recommended option to maximize time, effectiveness and ensure continuity.
A 30-minute Kick-Off Meeting followed by one 60 minute TEP Session and a second 90
minute TEP Session.
 Option B: Recommended option for teams that can’t take more than one hour per session.
A 30-minute Kick-Off Meeting followed by two 60 minute TEP Sessions and a final 30
minute TEP Session.
 Option C: Recommended option for teams that have less time available and want to
conduct one longer session or between two meetings. A 30-minute Kick-Off Meeting
followed by a 120 minute/2-hours TEP Session.
Some issues may arise that are outside of the team’s control and thus organizational
leaders should recognize TEP as a strategic management tool that can impact the individual,
group, and organizational levels. We encourage supervisors to utilize the process with the
understanding that senior leadership will be informed of issues, trends, creative solutions,
best practices and results. Senior leadership is expected to respond to this information in
order to truly leverage TEP for success.

CHAMPION

 Lead the TEP process with leadership. Ensuring the buy-in and
commitment of senior leadership is critical to the success of TEP and to
addressing systemic issues and organizational barriers.
 Work with supervsiors and managers to set up TEP within their teams.
Determine which TEP option that works best and time commitments
requrired. Ensure teams know the process before beginning.
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Getting organized

Introduction to SHIP Components and
Implementation
4. Regular Follow-up
Regular follow-up is a critical component for long-term effectiveness. Use the Manager/
Supervisor Facilitation Guide for TEP that includes a Follow-up Guide (available to download
at no cost) during regularly scheduled team meetings 30, 60, 90 days after, and beyond.

CHAMPION

The role of SHIP Champion/HR in Follow-up is to:
Periodically check-in with supervisors/managers and their teams.
 Remind supervisors to review Definitions of Support and Examples of Supportive
Behaviors Guide and to conduct follow-up meetings and discussions with their
team/work group.
Encourage accountability of senior leadership. Senior leadership should:
 Track trends and actions.
 Address organizational issues that are out of the control of individual teams/work
groups.
 Promote a positive organizational climate of problem solving and change.
Increase communication and feedback across the organization about the issues and
best practices identified by teams/work groups participating in TEP.
 Identify teams that would be receptive to TEP and use these teams to champion
TEP.
 Share the positive results of TEP discussions across the organization.
— Teams should utilize TEP Impacts Template found in the SHIP Follow-up Guide to
track key issues, best practices, and business impact.

SHIP Start Guide Page 10
2020 © Copyright OHSU. All Rights Reserved

FOLLOW-UP RESOURCES

SHIP Definitions
Definitions of Two Types of Support and Behavioral Examples

Family and Personal Support
Family and personal support behaviors are the things you do for your employees and/or team
members that help them meet their family and personal demands and that enable them to have
a fulfilling life both at work and outside of work. There are four types of family and personal
support that you can provide to your employees.

Creative management
Definition: How you organize work so that employees can meet both work and non-work
demands.
Examples: Implementing cross-training in a work group to enable employees to meet demands
both on and off the job, and to help create back-up systems to cover when workers miss work.
Reallocating job duties to help the team work together better which enables more time to
focus on important work and non-work responsibilities and away from less important tasks.

Emotional support
Definition: What you do to let employees know that you understand their family and
personal demands.
Examples: Expressing empathy, understanding, or offering help when an employee shares
a family or personal challenge. Taking the time to listen to an employee’s challenges at
home. Listening to an employee’s concerns and expressing your support and understanding.
Increasing face-to-face contact with employees. Asking how employees are doing.
Communicating genuine concern about employees’ work/life challenges.
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Daily job and personal problem solving
Definition: How you help your employees make practical arrangements to meet their family and
personal demands, for ongoing and/or unexpected emergency events.
Examples: Adjusting or facilitating work assignments to support employees’ family or personal
needs. Helping solve daily schedule and work-life conflicts.

Model healthy work-life behaviors
Definition: What you do to show your employees that you care about your own family and
personal priorities.
Examples: Sharing a family or personal priority of your own with an employee. Making efforts to
arrange your own work/life so you can meet family and personal priorities. Discussing taking time
out to attend child school activities. Talking about your own family. Leaving work at reasonable
hours; showing that you, too, have a non-work life.

Safety Support
Safety supportive behaviors are the things you do that help your employees focus
on safety in their work. There are four types of safety support that you can provide
to your employees.

Safety communication
Definition: How you communicate the importance of safety over productivity with employees.
Increasing discussions to ensure employees know how to engage in safe work behaviors.
Examples: Encouraging employees to maintain a safe work environment and discussing safety
practices with them. Start off meetings discussing safety and encouraging your employees
to use proper equipment. Maintaining open and honest dialog about safety with employees.
Encouraging employees to discuss safety issues with you. Stress the importance of being safe
over the importance of productivity goals.

Providing resources
Definition: What you do to make sure employees have the safety equipment or materials they
need to complete their work safely.
Examples: Asking your employees about the adequacy of their safety equipment, tools or
resources. Providing additional help with work tasks when needed. Asking an employee if he/she
needs to replace any safety equipment that is no longer working well.
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Safety Support continued
Feedback/reinforcement and coaching
Definition: Pointing out and recognizing when an employee is behaving safely or redirecting an
employee when he/she is not acting in a safe manner.
Examples: Providing feedback and recognition when an employee is behaving safely. Recognizing
when one uses his/her safety equipment correctly. Demonstrating genuine concern for
employees’ safety and health.

Safety role modeling
Definition: What you do that shows your employees that you care about safety priorities. You
make efforts to put safety first. Be a safety role model for your employees.
Examples: Talking with your employees about safety as being a priority of your own. Wearing
appropriate equipment when visiting a jobsite. Discussing with your team why safety is important
to you.
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Supportive Supervisor Behaviors: Quick Reference Guide
Types of support that you can provide to your employees

Work-Family & Work-Life Support

Safety Support

Creative Management

Safety Communication

 Creatively problem solve how to simultaneously meet
organizational needs and employee work-life conflicts

 Encourage maintaining safe work environments

 Ask employees for input about how work can be carried
out in a manner that doesn’t conflict with personal needs

 Begin meetings discussing safety and encouraging
employees to use proper equipment

 Implement employees’ suggestions (enhance
engagement)

 Encourage employees to discuss safety issues with you

 Ask employees for input on areas where work
can be carried out differently: more safely,remotely,
flexibly, etc.

 Discuss safety practices with employees often

 Demonstrate how to provide warnings about events that
could change/ disrupt/ injure employees
 Set realistic safety goals and provide clear and
measurable expectations of safety behaviors

Emotional Support

Provide Resources

 Show employees that they are cared for

 Ask employees about equipment, tools, training or
resource needs. For example:

 Consider their feelings
 Help them feel comfortable communicating with you
 Express support for employee success
 Talk with employees about their personal needs

— Are they adequate and up-to-date?
— Are they malfunctioning?
— Do parts need to be replaced?

 Follow up with employees on important
personal events

 Provide training, equipment, time, software, etc. that
helps employees get their work done safely

 Show concern and interest for your employees

Feedback/Reinforcement and Coaching

Daily Job and Personal Problem Solving

 Provide immediate praise for a good idea, work results,
safe behavior

 Respond to employees’ work-life needs on
a daily basis
 Adjust work to accommodate employees’
(personal) needs
 Ask what you can do to help employees with challenges
 Be receptive to employees’ suggestions of how to
schedule work around their (personal) needs

 Correct unsafe actions and behaviors
 Observe how individuals or teams are performing and
provide guidance on how to be more efficient
 Inspect or review an employee’s results and provide
feedback
 Ask for feedback from your employees about your own
strategies for supporting safe practices

Model Healthy Work-Life Behaviors

 Teach an employee a technical skill or safe work strategy

 Demonstrate good ways to cope with work-life conflicts

Safety Role Modeling

 Share a story about how you juggled a work-life conflict
 Share your own experiences with new ways of organizing
work tasks and priorities around family
or personal needs

 Make safety a #1 value in your work group
 Talk about safety being a priority of your own
 Discuss why safety is important to you
 Let your employees see you engaging in safe practices
 Wear appropriate equipment when visiting a jobsite
 Share what safe practices should look like
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QUICK TOOLS
Additional tools and strategies for managers/supervisors to refer to during their time
engaging with their employees/work teams throughout SHIP.
•

Supplemental Tool 1: Examining Your Team’s Workload

•

Supplemental Tool 2: Establish Clear Expectations and Work Priorities

•

Supplemental Tool 3: Develop Team Email and Meeting Guidelines

•

Supplemental Tool 4: Meeting Management Guidelines

•

Supplemental Tool 5: Encourage Flexible Ways of Working to Meet Organizational/Business
and Personal Priorities
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Supplemental Tool 1: Examining Your Team’s Workload
In today’s work environment, unrelenting workload is a reality that organizations must
manage effectively. Utilize this questionnaire, along with the other manager/supervisor
assessments included here, to increase team effectiveness and sustain employee
engagement. Refer to Team Effectiveness Tools for further information on how to conduct
this assessment of your team’s work practices.

Consider these questions as you examine your team’s workload to determine challenges and
opportunities for improvement:


Is staffing adequate? Before requesting additional headcount, focus on streamlining
processes and reducing workload where possible, and ensure that your team
understands and focuses on priorities. If after evaluating your team’s productivity,
you still feel the need to request additional headcount, evaluate the work the new
headcount will do to ensure it is value-added and that you are not trying to use
headcount to solve a deeper problem (e.g. lack of cooperation or teamwork).



Are employees thoroughly trained? Thoroughly trained employees are best equipped
to accomplish tasks quickly and efficiently, contributing to better overall workflow and
productivity.



Are employees cross-trained to back each other up? Train employees in the key
areas of their colleagues’ jobs to ensure coverage and business continuity, as well as
to expand the knowledge and skills of employees.



Are people required to do a lot of “busy work” or “time wasters”? Objectively
evaluate your employees’ workload and encourage an open dialogue to evaluate
requests and tasks that do not seem like priorities. Determine if the work is truly
necessary and assigned to the appropriate person, and then decide how to handle
and delegate such tasks.
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Supplemental Tool 1: Examining Your Team’s Workload Cont.


Are employees encouraged to suggest different practices and solutions to eliminate
inefficient work processes that might be driving excessive workload? Encourage your
employees to offer suggestions for more effective work practices. Acknowledge good
ideas and be open and receptive to employees’ thoughts and suggestions. Insight
and solutions to improve performance come from every level of the organization.



Is planning adequate so that problems and last minute crises can be avoided?
Planning, but still adapting as we go, is critical in today’s work environment. Mistakes
may be made. However, they are a means to finding better solutions. Lead by
example by planning, being decisive, taking risks, and then recalibrating to keep
moving forward.



Do team members clearly communicate work priorities and expectations?
Establishing clear priorities and expectations for results contributes to our business
success and enables employees to focus on what is most important – a win/win for
the organization/business, customers and our employees.



Is there optimal collaboration among different groups and departments?
Collaboration and relationship building with peers cross-departmentally ensures
that we are working together to accomplish our departmental, functional and
organizational objectives.



Are communication practices efficient and effective? Having open, honest and
candid dialogue with a free exchange of information helps to achieve success for the
organization, employees and customers and clients.



Do you have email and meeting guidelines to enhance effectiveness? Teams that
discuss and agree on guidelines and protocols for accessibility, responsiveness and
practices to ensure effective email and meeting management not only increase
team effectiveness and engagement but also reduce time spent on ineffective work
practices that contribute to heavy workload and stress.
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Supplemental Tool 2:
Establish Clear Expectation 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

Important

URGENT

NOT URGENT

I

II

 Project planning
 Responding to pressing
business issues
 Deadline driven deliverables

III
Not Important

 Interruptions
 Some phone calls, emails
and meetings
 Some reports

 Some emails and meetings
 Non-essential tasks such as
progress reports
 Requests that are lower priority
for organization as a whole

IV
 Non-essential requests
 “Busy work”
 Some emails and phone calls
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Supplemental Tool 2:
Establish Clear Expectation and Work Priorities Continued
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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Supplemental Tool 3:
Develop Team Email and Meeting Guidlines
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
— NRE – 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.

SHIP Start Guide Page 20
2020 © Copyright OHSU. All Rights Reserved

Supplemental Tool 4:
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

 Establish ground rules for
members to follow during the
meeting

 Respond to the
meeting evaluation
and feedback if
necessary

 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

 Confirm purpose, desired
outcomes, agenda, decisionmaking 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 openended 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

 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

 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

SHIP Start Guide Page 21
2020 © Copyright OHSU. All Rights Reserved

Supplemental Tool 5:
Encourage Flexible Ways of Working to Meeting 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.
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Supplemental Tool 5: Encourage Flexible Ways of Working to
Meeting Organizational/Business and Personal Priorities Continued


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
revisited.



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.
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Supplemental Tool 5: Encourage Flexible Ways of Working to
Meeting Organizational/Business and Personal Priorities Continued


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 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 supervisor/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 where no meetings 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:
• Does this meeting really need to take place immediately or could it wait until
tomorrow/some other day?
— 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?
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Supplemental Tool 5: Encourage Flexible Ways of Working to
Meeting Organizational/Business and Personal Priorities Continued


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 if an
emergency arises.
— 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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Supervisor & Managers

Online Training and
Behavior Tracking Guide
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Purpose of SHIP Online Training
The SHIP online training will outline the supervisor’s role as a leader in influencing
employee safety and health, and how this in turn impacts organizational outcomes
such as productivity.
 The training will outline supportive behaviors that are essential to affecting employee
outcomes.
 The training will provide an overview of the other components of SHIP and how they
work together.

Instructions
We define a supervisor as one that plans, directs, oversees and evaluates the work of
individual employees and/or a team or workgroup. The title of this position may differ
in your organization; you may call this person a team lead, a crew lead, a manager, or a
supervisor.
 No matter your title, the training can be provided to you if you are in direct contact
with employees and have the ability to influence the way employees conduct their
work.
 The online training will take about 1 hour and integrates short quizzes that will test
your knowledge as you proceed.
Upon completion of the 1 hour training, you will set goals based on the training topics
and will track learned behaviors over the course of two weeks.

The online training includes 5 modules:






Improving work-like balance and safety
Family Supportive Supervisor Behaviors (FSSB)
Safety Supportive Supervisor Behaviors (SSSB)
Tracking your Supportive Supervisor Behaviors
Using the Team Effectiveness Process (TEP)
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Purpose of Two-Week Behavior Tracking
After you have completed the online training, you will begin tracking your behaviors for
two weeks. Research on behavior change has proven that behavior tracking is key to
the success of implementing new learned behaviors.

Instructions for Tracking your Behaviors
The behavior tracking activity is designed to improve the transfer of trained supervisor
behaviors following the online training. In the training, you will learn about four types of
family personal support, as well as safety support. You should begin the tracking process
by reviewing these behaviors.
4 Types of Work-Family/Work-Life Support

4 Types of Safety Support

1. Creative management

1. Safety communication

2. Emotional support

2. Providing resources

3. Daily job and personal problem solving

3. Feedback/reinforcement & coaching

4. Model healthy work-life behaviors

4. Safety role modeling

This activity involves using a notecard or lanyard to set goals and track your supportive
behaviors for two weeks.

We have provided two options for tracking your behaviors:
Printed options
A template for each method is provided along with corresponding directions.
 The 3x5 notecard may be useful if you tend to move locations throughout the day but
carry a folder or have pockets to carry the behavior tracking card.
 The lanyard size card could be used if you carry or wear a lanyard in your occupation.
Mobile apps
 There are also a number of mobile apps (not provided) for behavior tracking that can
be downloaded through app stores (e.g., Google Play or Apple App Store).
 The benefit of using these mobile applications is that you can track behaviors without
printed materials and many have the option of including personalized reminders.
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Getting Started With Behavior Tracking
 Print off your tracking notecards or lanyard. Be sure you are comfortable and know how
to use your chosen behavior tracking method.
 Print off a weekly tracking card.
— You will want to track your behaviors over the course of the week.
— The weekly tracking card was developed to allow you to compare your first week with
your second week as well as to give you a snapshot of your goal attainment.
 Start your tracking at the beginning of your next work day.
 Check-in and record your behaviors at least two times per day, although tracking your
behaviors as they occur is recommended.
 Set reminders on your personal devices to remind you to track your behaviors throughout
your day.
 Check in with your SHIP Champion after the first week, set new goals, and look for areas for
improvement.
 Routine follow-up with yourself will be needed after the first two weeks until these
behaviors become a part of your everyday work practices.
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Behavior Tracking Card Template (3x5 Index Card)
 Print 2 cards (1 per week)
 Printable cards are on the next page of this document
 Indicate your goal on the front of the card
 Track your behaviors on back of card
 Use the Weekly Tracking Card Template to track how you did across weeks

Example of a completed Behavior Tracking Card
FRONT

fold here

BACK

• Indicate the number of times per day you would like
to use each of the supportive strategies.
• Keep track on the other side of the card.
• See how well you did at the end of each day.
• Modify your goals if necessary.

Goal for
each day

WORK-FAMILY/WORK-LIFE SUPPORT
Creatively manage employees’ work-life needs
Provide emotional support for work-life stressors
Help solve daily schedule & work-life conflicts
Be a work-life role model to your employees
SAFETY SUPPORT
Provide job direction & communicate the priority of safety
Provide resources to help meet safety needs
Provide feedback/coaching on good & bad behaviors
Safety role modeling
Indicate with a tally mark any time you
provide a support.
WORK-FAMILY/WORK-LIFE SUPPORT
Creatively manage employees’
work-life needs
Provide emotional support for
work-life stressors
Help solve daily schedule & work-life conflicts
Be a work-life role model to your employees
SAFETY SUPPORT
Provide job direction & communicate
the priority of safety
Provide resources to help meet safety needs
Provide feedback/coaching on good
& bad behaviors
Safety role modeling

M

T

1 per employee

1 per employee

fold here

W

II

Th
II

I

F

S

Su

I
I

II
II

I

I

II

I

II

II
II

I

I

I

II
II

II
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Printable: Behavior Tracking Template (3x5 Index Card)
FRONT

fold here

BACK

• Indicate the number of times per day you would like to
use each of the supportive strategies.
• Keep track on the other side of the card.
• See how well you did at the end of each day.
• Modify your goals if necessary.

Goal for
each day

WORK-FAMILY/WORK-LIFE SUPPORT
Creatively manage employees’ work-life needs
Provide emotional support for work-life stressors
Help solve daily schedule & work-life conflicts
Be a work-life role model to your employees
SAFETY SUPPORT
Provide job direction & communicate the priority of safety
Provide resources to help meet safety needs
Provide feedback/coaching on good & bad behaviors
Safety role modeling
Indicate with a tally mark any time you
provide a support.

M

T

W

Th

fold here

F

S

Su

WORK-FAMILY/WORK-LIFE SUPPORT
Creatively manage employees’
work-life needs
Provide emotional support for
work-life stressors
Help solve daily schedule &
work-life conflicts
Be a work-life role model to
your employees
SAFETY SUPPORT
Provide job direction & communicate
the priority of safety
Provide resources to help
meet safety needs
Provide feedback/coaching on good
& bad behaviors
Safety role modeling
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Behavior Tracking Card Template (Lanyard Size)
 Print 10 cards (5 for each working day for each of the 2 weeks)
 Printable cards are on the next page of this document
 Note your daily goal and the day on each side of the card
 Track your behaviors by putting tally mark for each time you showed that behavior
 Place your total for the day in the total box
 Use the Weekly Tracking Card Template so to track how you did across weeks

Example of a completed Lanyard Size Card
WORK-FAMILY/WORK-LIFE

Day:

SUPPORT BEHAVIORS

M

Creative Work-Life Management

II

Emotional Support

II

Daily Job & Personal Problem Solving

I

Work-Life Role Modeling

I

6

DAILY TOTAL
SAFETY SUPPORT
BEHAVIORS

Day:

M

Safety Communication

II

Providing Resources

I

Feedback and Coaching

III

Safety Role Modeling

II

DAILY TOTAL

8
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Printable: Behavior Tracking Template (Lanyard Size)
WORK-FAMILY/WORK-LIFE
SUPPORT BEHAVIORS

Day:

WORK-FAMILY/WORK-LIFE
SUPPORT BEHAVIORS

Creative Work-Life Management

Creative Work-Life Management

Emotional Support

Emotional Support

Daily Job & Personal Problem Solving

Daily Job & Personal Problem Solving

Work-Life Role Modeling

Work-Life Role Modeling

DAILY TOTAL
SAFETY SUPPORT
BEHAVIORS

DAILY TOTAL
Day:

SAFETY SUPPORT
BEHAVIORS

Day:

Safety Communication

Safety Communication

Providing Resources

Providing Resources

Feedback and Coaching

Feedback and Coaching

Safety Role Modeling

Safety Role Modeling
DAILY TOTAL

Day:

DAILY TOTAL
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Behavior Tracking: Weekly Tracking Card
 It is important to track how well you are doing over the course of each week
 The printable card is on the next page
 Print one card
 Track how often you exhibit certain behaviors and how you are meeting your goals
 Keep and track behaviors for two weeks
 Compare your goals weekly and make any adjustments

Example of a completed Weekly Tracking Card (Lanyard Size)
WORK-FAMILY/ WORK-LIFE SUPPORT
Place daily totals in this card.
Compare across weeks.
Day
M
T
W
Th
F
S
Su
TOTAL:

Week 1
3
1
1
2
1

Week 2
2
1
3
4
3

8

13

SAFETY SUPPORT
Place daily totals in this card.
Compare across weeks.
Day
M
T
W
Th
F
S
Su
TOTAL:

Week 1
1
1
3
2
3

Week 2
1
1
3
3
3

10

11
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Printable Weekly Tracking Card
WORK-FAMILY/WORK-LIFE SUPPORT
Place daily totals in this card.
Compare across weeks.
Day
M
T
W
Th
F
S
Su

Week 1

Week 2

TOTAL:
SAFETY SUPPORT
Place daily totals in this card.
Compare across weeks.
Day
M
T
W
Th
F
S
Su

Week 1

Week 2

TOTAL:
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Supervisor & Managers Facilitation Guide

Team Effectiveness Process (TEP)

Enhancing Team Effectiveness, Safety, and Quality of Work-Life
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Welcome to the Team Effectiveness Process™ (TEP)
The Team Effectiveness Process (TEP) was created for the Safety, Health and Improvement
Program (SHIP) toolkit as a facilitation guide for structured group discussions focused on
working together to increase team effectiveness, commitment to safety, and quality of work-life.

Focus groups and team discussions can be very effective in reducing workload pressures, stress,
and work-life conflicts for employees while also increasing team performance. TEP was developed
by WFD Consulting in collaboration with the Oregon Healthy Workforce Center. WFD Consulting
provides a unique, solution-focused perspective on the people issues that impact business. For
more information, visit WFD Consulting at www.wfd.com. Our SHIP TEP collaborators included
Diane Burrus, Senior Consultant and Amy Richman, Ph.D, Senior Consultant at WFD Consulting
TEP includes important strategies that managers and supervisors can use to effectively address
some of the negative impacts of heavy workload while increasing effectiveness and well-being of
employees. TEP involves structured group discussions focused on working together to increase
team effectiveness, commitment to safety and quality of work-life can be very effective in
reducing workload pressures, stress and work-life conflicts for
employees and for increasing team performance.
The TEP Facilitation Guide is designed to:
•
•
•

Identify and discuss causes of work inefficiencies, stress,
and work-life conflict.
Think through root causes and develop solutions that are
within the team’s control.
Agree on and implement team work practices to improve
teamwork, morale, communication and effectiveness in day-to-day work.

Visit YourWorkpath.com/SHIP for more information on the full toolkit and additional
Total Worker Health® resources, tools, and toolkits.
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Why is Team Effectiveness Important?
As a manager/supervisor, you play a critical role in creating a supportive, safe work environment and
leading a highly effective team that delivers results for the organization.
In studies across many organizations, these common themes have been shown to reduce
employee engagement, resilience, and performance:
•

Time wasters. Employees around the world consistently report spending about 20 percent
of their time, essentially one day per week, on work that is redundant, is not a priority for
the business, and that feels like a waste of time.

•

Information overload. This can include too much email and internal communication.

•

Ineffective business processes and systems. This may include bureaucratic processes that
slow down decision-making and action.

•

Last minute and urgent requests from clients, customers, and coworkers. These requests
may all seem urgent and contribute to the confusion and stress of conflicting priorities,
distracting employees from focusing on what is really important for the business.

•

Lack of adequate planning to avoid crises and emergencies. Not taking the time
(individually and with others involved) to plan a project or work process often leads to
inefficiencies that impact performance and results.

•

Too many unproductive meetings. Spending too much time in meetings that are
inefficiently run and irrelevant hinders us from focusing on priorities and contributes to work
overload.
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Organizational Success Factors
In order for TEP to be effective in improving individual, team and business performance,
the following success factors must be considered when implementing the process on a
functional or organizational level.
•

The commitment of senior leadership to the success of TEP and to addressing critical
systemic issues and organizational barriers that are identified

•

The accountability of senior leadership for tracking issues, trends, actions, best
practices and business results and addressing organizational issues that are out of
control of individual work groups

•

Communication and feedback across the organization about the issues and best
practices identified by teams participating in TEP

•

The collaboration of HR management and organizational leadership to ensure success
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Overview: SHIP Champion
The role of the Champion in TEP is to provide guidance and support managers and
supervisors within teams and work groups throughout the process. Here are some areas
the Champion could support during the TEP process:
•

Assess interest, support and accountability of organizational leaders for
implementing TEP widely. Agree to provide them with key issues, actions, results and
best practices that come out of the process.

•

Identify managers/supervisors interested in utilizing TEP materials and tools.

•

Promote and train team and line managers/supervisors using this guide. Print,
distribute, and provide guidance and training on how each supervisor, manager or
team lead will help facilitate and run TEP sessions. Brief managers/supervisors on the
purpose and benefits of using TEP with their team/work group.

•

Conduct meetings or prep calls with managers/supervisors to ensure that they
understand the purpose of TEP; the TEP Facilitation Guide and tools; the roles and
expectations of HR and managers/supervisors; and to establish desired outcomes for
the team. This can be done through monthly or bi-monthly meetings of the employee
teams for TEP with supervisor input and agreement.

•

Check in on team meetings to answer questions, and follow-up on TEP with each
team and their manager, supervisor or team lead 30 days after first TEP meeting, and
once per month, for the next 6 months.

•

Remind manager/supervisor to conduct follow-up meetings and discussions with the
team by utilizing the TEP Follow-Up Process Discussion Guide.

•

Loop back to organizational leadership once TEP sessions have been completed.
Share and report employee experience, lessons learned, common themes and issues,
potential solutions, action plans and best practices.

•

Distribute incentives to participants (if offered) and collect feedback through surveys
and focus groups (if applicable)

CHAMPION

 Lead the TEP process with leadership. Ensuring buy-in and commitment
of senior leadership is critical to the success of TEP and to address
systemic issues and organizational barriers.
 Work with supervisors and managers to set up TEP with their teams.
Determine which TEP option works best and the time commitments
required. Ensure teams know the process before beginning.
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Overview for Managers and Supervisors
The role of the manager/supervisor is to review the TEP facilitation materials (found in
the following pages) and facilitate up to three TEP meetings with your team. During these
meetings, you will work with your employees to identify inefficient work practices and build
new action plans to improve the team’s effectiveness. Specifically, you will review and discuss
the biggest time wasters, inefficiencies, and causes of work-life conflict for the team using the
TEP delivery options, tools, and supplemental resources.
The concept of TEP Operating Principles, a roadmap to team success:
•

Operating Principles are agreements and ground rules between team members regarding
how they will work together to enhance team effectiveness, morale, communication,
safety and work-life support.

•

They should be broad behavioral statements that will serve as a reminder of what
the team is striving for and provide guidance on how to reach their desired work
environment.

•

The TEP Operating Principles Template identifies potential categories to consider:
Trust and Respect; Support for Personal Goals and Life Priorities; Communication and
Collaboration; Safety to Your Employees.

After the TEP Discussions: Follow-Up
Conduct follow-up TEP discussions monthly or bi-monthly basis with your team as part of
team/workgroup meetings to reinforce TEP Operating Principles, discuss progress on the
action plan, and address any new issues or inefficiencies. The goal is to embed effective
ways of working into the team’s day-to-day work practices. Refer to the TEP Follow-Up
Discussion Guide.
•

Communicate TEP results, success stories and best practices to organizational leadership
and other team managers/supervisors to encourage their future participation in TEP.
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TEP Sessions: Three Ways to Deliver TEP
Option A – 3 hours
Recommended option to maximize time, effectiveness and ensure continuity. A 30-minute Kick-Off
Meeting followed by one 60-minute TEP Session and a second 90-minute TEP Session.
TEP Kickoff Meeting - 30 mins
Session I - 60 mins
Session II, III - 90 mins (combine two sessions)
							

Total Time - 3 hours

Option B – 3 hours
Recommended option for teams that can’t take more than one hour per session. A 30-minute KickOff Meeting followed by two 60-minute TEP Sessions and a final 30-minute TEP Session.
TEP Kickoff Meeting - 30 mins
Session I - 60 mins
Session II - 60 mins
Session III - 30 mins
							

Total Time - 3 hours

Option C – 2.5 hours
Recommended option for teams that have less time available and want to conduct one longer
session or between two meetings. A 30-minute Kick-Off Meeting followed by a 120-minute/2-hours
TEP Session.
TEP Kickoff Meeting - 30 mins
Session I, II, III - 120 mins (combine all sessions into 2 hours)		
				
							

Total Time - 2.5 hours
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TEP Tools Overview: Refer to the tools during your TEP Session A, B, C
SESSION I
Use Tool #1: TEP Operating Principles and Action Plan Template
•

Use this tool to help your team generate the operating principles for your TEP team
discussions and to record top priority issues/time wasters and solutions/action items
developed by the team as part of the TEP process

SESSION II
Use Tool #2: Develop Solutions: Examine Your Team’s Workload and Causes of Inefficiencies and
Develop Solutions with Your Team
•

Use this tool for Ideas on discussions and solutions for TEP team discussions

SESSION III
Use Tool #3: Guide Employees in Maximizing High-Value Work
•

Use this tool to start a discussion to help employees maximize high-valye work and minimize
time wasters

TEP Follow-up Materials
Follow-up Guide: Check-ins are an essential part of the Safety & Health Improvement Program (SHIP)
•

Supportive Supervisor Behaviors: Quick Reference Guide to continue to check-in on your
supportive supervisory behaviors

•

Continue to conduct TEP follow-up monthly discussion guide to use with team/workgroups
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PRIOR TO TEP SESSIONS
Schedule time for the TEP Sessions, no more than 1 week apart, depending on the TEP
implementation option that works best for your work teams.
•

Option A – A 30-minute Kick-Off Meeting, followed by one 60-minute TEP Session and
second 90-minute TEP Session

•

Option B – A 30-minute Kick-Off Meeting followed by two 1-hour TEP Sessions and a
final 30-minute session

•

Option C – A 30-minute Kick-Off Meeting followed by one 2-hour TEP session

Arrange for an appropriate meeting room that is conducive to
open, confidential, safe discussion with a large group as well as
small group breakouts.
Confirm equipment needed:
•

Two flipcharts, markers, and masking tape or pins

•

LCD projector and laptop

Invite your team members to attend the 30 minute TEP Kick-Off Meeting via email or team
meeting. Describe the purpose of TEP, the process (TEP Kick-Off meeting, TEP Assessment, TEP
sessions) and provide the date, time and location of the meeting.
•

You may choose to conduct the TEP Kick-Off Meeting as part of a regularly
scheduled staff/team meeting.

Conduct TEP Kick-Off Meeting with your team and agree upon the schedule for completing the
TEP sessions.
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TEP KICK-OFF SESSION (Options A, B, C ) - 30 MINUTES
Welcome team members to the meeting. Review the purpose and desired outcomes of
the Team Effectiveness Process (TEP) and provide an overview and schedule of TEP sessions.
[TEP Briefing Slides #1 – What is TEP?]
•

Identify and discuss causes of work inefficiencies, stress and work-life conflict.

•

Think through root causes and develop practical solutions that are within the team’s
control.

•

Agree on and implement team work practices to improve teamwork, morale,
communication and effectiveness in day-to-day work.

•

Foster a work environment of safety, wellbeing, collaboration and support for work-life
integration.

Describe the SHIP Components and the purpose of TEP as a process designed for managers/
supervisors to use to conduct structured discussions with their team/workgroup [TEP Briefing
Slides #2 – SHIP Components]
Explain that a work environment that promotes employee health, safety, work-life integration
and team effectiveness results in positive outcomes for individuals, teams and the organization.
Reducing low-value, inefficient work practices and increasing team effectiveness, are key factors
in reducing stress and work-life conflicts for employees and for increasing individual and team
performance. [TEP Briefing Slides #3 – TEP Overview]
• Explain that TEP has been successfully piloted in industries with different types of
jobs. It has been piloted and implemented at the City of Portland, Oregon Bureau of
Transportation and Portland Water Bureau.
•

Describe in your own words why you think it is important for your team to engage in
this process.
Ask team members to actively participate in the discussion, honestly share their ideas about
how they can work more effectively together to enhance the quality of day-to-day work and life.
Their active involvement and input is critical to success!
Provide an overview of each step and the schedule for your team in the TEP process. [TEP
Briefing Slides #4 - TEP Sessions Agenda]
•

TEP Kick Off Session, which we are having today to discuss the purpose and overview of
TEP and establish our team’s desired outcomes and “vision of success”.
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TEP KICK-OFF SESSION (Options A, B, C) - 30 MINS CONTINUED
Participate in TEP Sessions. Describe the TEP options (A, B or C) that you have selected for your
team [TEP Briefing Slides #4 - TEP Sessions Agenda]
In the TEP session/s we will:
•

Establish Team Effectiveness Operating Principles.

•

Identify the biggest time wasters, inefficiencies and causes of work-life conflicts for the
team, focusing on things we can influence or control.

•

Explore the root causes for the key issues and develop potential solutions the team has
some control over.

•

Establish an action plan and “quick wins”.

•

Agree on a follow-up plan to discuss and evaluate progress.

Discuss the team’s “vision of success” – characteristics of their desired work environment
and what they hope to achieve through TEP. [TEP Briefing Slides #5 - Vision of Success]
•

Reiterate the overall purpose of TEP and desired outcomes – increased work efficiencies,
teamwork, collaboration, commitment to safety and quality of work-life, our desired state.

Facilitate a discussion with team about the characteristics of their desired work environment.
•

If you could create an ideal team work environment what would it be like, feel like?

•

If this TEP process is successful, how would things be better?

•

If this process works well for us and we came back together in a few months, how would
we be working together as a team?

•

For example: Better communication and coordination between team members;
Respecting team members and treating each other as we want to be treated; More focus
on safety practices; Support and understanding from team members and manager for
meeting personal responsibilities as well as business requirements.

Record characteristics of desired team work environment generated by participants on a
flipchart. (Save these flipcharts to post and refer to in subsequent meetings).
Summarize the discussion and how it relates to the sessions that follow.
•

To achieve success through this process and reach our vision of success, we need to take
a look at our current work environment, build on our strengths and identify areas for
improvement – especially those things we can influence or control.

•

In the TEP sessions we determine what actions we can take as a team to enhance
effectiveness and quality of work and life for each of us.

Confirm the dates, times and location for the follow-up TEP Sessions.
Thank team members for their participation and close the meeting.
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TEP SESSION 1 - 60 MINUTES
Use this TEP Session I guide for TEP Options A, B, and as the first half of C.
Review the purpose of TEP and the team’s vision of success – characteristics of a desired work
environment. (5 minutes)
•

Reiterate the purpose and desired outcomes of TEP as described in the Kick-Off
Session: increased work efficiencies, teamwork, collaboration, commitment to safety and
quality of work-life.

•

Review the characteristics of the team’s desired work environment that they identified,
referring to what was recorded on a flipchart during the Kick-Off Meeting. (Post
flipcharts for reference)

List Major Time Wasters on a Flipchart (20 minutes)
On a flipchart, list team practices that are strengths or areas for improvement that will
help foster an environment of good morale, communication, teamwork, safety and work-life
effectiveness.
•

Briefly review and acknowledge the practices the team is already using that are
strengths and best practices to continue and build upon.

•

Ask the team if there are additional practices that the team may be doing to foster an
environment of safety, well-being, teamwork and work-life effectiveness.

•

Briefly review the practices that are areas for improvement. These are issues the team
will want to address when establishing TEP Operating Principles.

Review and discuss the biggest time wasters, inefficiencies and causes of work-life conflict for
the team.
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TEP SESSION 1 - 60 MINUTES CONTINUED
Quickly gain consensus from the team on the top two to four issues – biggest time wasters,
inefficiencies and causes of work-life conflict that the team has some control over or can
influence. [TEP Briefing Slides #6 - Biggest Time Wasters for our Team]
Note: The number of issues that the team works on will depend on the amount of time you
have for TEP and the number of employees in your team. If you have fewer than 8, select
two issues and plan to problem solve in one large group. If you have more than 15 people,
plan to select four issues and divide into 4 small groups for problem solving. Leave extra
time for the small groups to report out. If you have less time, select fewer issues and plan to
problem solve in one large group.
•

The group may decide to combine or eliminate issues while agreeing upon the ones
they will work on in this meeting.

•

The priority issues selected should be things the team can control or influence, and
that solutions can be developed and implemented fairly quickly and have an impact.

•

The discussion should be brief – clarifying issues/getting examples. Don’t move to
a detailed discussion of an issue at this point – this will be addressed in the next
session/section on root cause analysis.

Ask individual team members to vote by a show of hands on the two issues that they think
the group should work on, i.e., “If you had to pick two issues for us to work on today, which
issues would you choose?”
Record the top two to four issues that have emerged on a flipchart. These are the priority
issues for action in the next TEP session/section.
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TEP SESSION 1 - 60 MINUTES
Tool 1: Establish TEP Operating Principles
Safety, Work-Life, and Team Effectiveness Operating Principles
Introduce the concept of TEP Operating Principles. The TEP Operating Principles are
agreements and ground rules between team members regarding how they will work together
to achieve their desired work environment, including enhancing teamwork, communication,
and commitment to safety and work-life effectiveness. They should be broad behavioral
statements that will serve as a reminder of what the team is striving for and a roadmap for
success. The operating principles should be revisited by the team throughout the year. [TEP
Briefing Slides #7 - Establish TEP Operating Principles]
NOTE: If time is short, provide instructions for establishing TEP Operating Principles for the
team and give as homework: Ask each team member to write down a potential operating
principle in each category using the TEP Operating Principles Template and bring to the next
TEP Session.
Establish TEP Operating Principles.
•

Refer to the flipchart list of Characteristics of the Desired Work Environment that the team
identified at the beginning of this session to determine areas to address.

•

On a new sheet on the flipchart, put up the 5 categories (see next page) to consider:
Trust and Respect; Support for Personal Goals and Life Priorities; Communication and
Collaboration; Safety.

•

Discuss briefly and define the two to three categories the team should focus on to
develop operating principles and ground rules for improving group teamwork, morale,
communication, safety and support for work-life effectiveness

•

Suggest making statements/principles that begin with “We will …”
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TEP SESSION 1 - 60 MINUTES
Tool 1: Establish TEP Operating Principles Continued
Use this tool to develop team agreements and ground rules between team members
regarding how they will work together to increase team effectiveness. (30 minutes)
•

Choose 2-3 categories from the 5 categories listed in the table below that will most
help the team improve group teamwork, morale, communication, safety, and support for
work-life effectiveness.

•

Create statements/principles that begin with “We will” …

Operating principles might include commitments such as the following:
•

We will listen to and respect each other’s ideas and concerns.

•

We will each take responsibility to ensure safety procedures are followed at all times.

•

We will support each other in meeting personal goals and priorities by covering work
and backing each other up when necessary.

Trust and Respect

Support for Personal Goals
and Life Priorities
Communication and
Collaboration
Safety

Other
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TEP SESSION 1 - 60 MINUTES CONTINUED
Tool 1: Establish TEP Operating Principles Continued
Examples:
◊ Category: Trust and Respect - We will listen to and respect each other’s ideas and
concerns without interruption or judgment
◊ Category: Communication and Collaboration - We will clearly communicate project
timelines and deliverables to the team at the beginning of a project.
◊ Category: Safety - We will each take responsibility to ensure safety procedures are
followed at all times and be willing to call out infractions if they occur.
◊ Category: Support for Personal Goals and Life Priorities - We will support each other
in meeting personal goals and priorities by stepping up to help cover work and backing
each other up when necessary.
Next, lead a large group discussion or divide into smaller groups assigning each group a
category to develop some preliminary Operating Principles around.
For a small group discussion:
•

Divide team into two to three small groups and assign each group one topic to
discuss; begin developing potential operating principles. Ask each group to record
ideas on flipchart. After 10-15 minutes, ask each group to report out their ideas to
the large group.

•

Have groups report out on their ideas and facilitate large group discussion asking
other participants to comment on the proposed Operating Principles encourage
them to add their ideas.

For large group discussion:
•

Lead large group discussion about ideas for Operating Principles in selected
categories and capture on a flipchart.

•

Explain that the issues addressed by the TEP Operating Principles may overlap
with the action planning items that will be identified in the last part of the
meeting.

•

A subgroup will be assigned to refine these operating principles as part of the
action plan, and the team will build on these in subsequent meetings.
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TEP SESSION 1 - 60 MINUTES CONTINUED
Tool 1: Establish TEP Operating Principles Continued
Team Effectiveness Process™ Action Plan Template
Use this template at the end of TEP Session 1 to record the top priority issues/time wasters and
solutions/action items developed by the team as part of the process.
This template is also provided in the SHIP Follow-up Guide so you can document the progress
that has been made on the action items your group identified.
TOP ISSUES/TIME WASTERS

SOLUTIONS/ACTIONS

1

2

3

4

5

Close the session and confirm the time and location of the next meeting. The next TEP session
should be conducted within a week to maintain momentum. (5 minutes)
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TEP SESSION II - 60 to 90 MINUTES
Use this TEP Session II guide for Options A – 90 minutes, B – 60 minutes, or the second part of
C – 60 minutes.
Review the purpose of TEP, the team’s vision of success and what was accomplished in
previous session. (10 minutes)
•

Reiterate the purpose and desired outcomes of TEP as described in the Kick-Off
Session: increased work efficiencies, teamwork, collaboration, commitment to safety
and quality of work-life.

•

Review the characteristics of the team’s desired work environment that they identified,
referring to what was recorded on a flipchart during the Kick-Off Meeting. (post the
flipcharts for reference)

•

Refer to the team TEP Operating Principles that were generated in the last meeting
(post the flip charts for reference). Explain that you will address these as part of the
action planning process at the end of this session.

•

Review the top two to four issues on your Action Plan Template that the team
identified as the biggest time wasters or inefficiencies that the team can influence or
control. (Write them on a flip chart for reference)
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TEP SESSION II - 60 to 90 MINUTES
Determine root causes for and potential solutions to the biggest time wasters and
inefficiencies for the team. (40 minutes) [TEP Briefing Slides # 9– Determining Root Causes for
Time Wasters]
Divide the team into two to four small groups and assign each group one issue to work on.
They will quickly brainstorm root causes, record these on a flipchart, and report out to larger
group, inviting additions to the list.
Note: If the group is small (under 6 people) and/or time is short, you may develop root
causes and potential solutions for each issue as a large group discussion. If the group
is larger than 15, consider dividing into 4 groups so that everyone has a chance to
contribute. With more small groups, you may need to build in additional time for the
groups to report out.
•

Explain that effective problem-solving requires that we first spend some time thinking
about the underlying causes of the problem in order to develop good, viable solutions.
Often the time wasters and inefficiencies are symptoms of underlying issues that need
to be addressed.

•

Ask the following questions to stimulate thinking:
Why does this happen? What causes the problem? Why is it a problem? What are
some examples?

•

Provide some examples of root causes taken from other teams who have gone through
this process, to stimulate ideas.
ISSUES
Poor communication
practicies

ROOT CAUSES
Lack of reguarlar meetings or
discussions as a team to plan
work priorities and responsbilities
Information passes down from
management through email - not
everyone has access to email during
the day
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TEP SESSION II - 60 to 90 MINUTES CONTINUED
Provide each group with a flipchart and ask them to write their assigned issue on the top of the
page.
Ask the small groups to discuss their ideas about root causes and record them on the flipcharts.
• Encourage groups to stay focused on root causes and avoid moving on to solutions – they will
have the opportunity to develop solutions shortly. After about 10 minutes, ask each group to
share the root causes they have identified. Invite other team members to add to the list.
• Lead discussion of root causes. Do not try to evaluate or discuss each idea. There does not
need to be full agreement on the root causes, only enough discussion that the group can
understand the issue more thoroughly. Remember these key facilitation tips:
* Ask clarifying questions
* Respect everyone’s ideas
* Refrain from making comments that would minimize a team member’s input
Develop potential solutions to assigned issue based on root causes. (20 minutes)
•

Divide the team back into their small groups and ask team members to quickly consider the
root causes identified for their assigned issue on the flip charts and quickly discuss and identify
some potential solutions. [TEP Briefing Slides # 9– Determine the Most Practical Solutions]

•

Ask team members to record potential solutions on the flip charts as they are identified.

•

Provide the team with examples of potential solutions. Refer to the examples in the “Issues,
Root Causes and Solutions” chart below.
ISSUES
Poor
communication
practicies,
breakdowns in
communication

ROOT CAUSES

SOLUTIONS

Lack of reguarlar meetings
or discussions as a team
to plan work priorities and
responsbilities

Meet briefly at beginning of
each day to discuss work
priorities and clarify team
responsibilities

Information passes down from
management through email
- not everyone has access to
email during the day

Make sure team members
are encouraged to give input
Management needs to
reach out personally to
communicate important
information
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TEP SESSION II - 60 to 90 MINUTES CONTINUED
•

Check in with groups periodically to make sure they are making progress and provide
time checks to ensure maximum use of the allotted time.

•

Ask one person from each group to report out on their group’s ideas for possible
solution and ask if there are other additional recommendations from the rest of the
team.

Determine the most viable solutions to develop actions around. (10 minutes)
•

Place solution flipcharts side by side on the wall.

•

Quickly review the recommended solutions that have been identified, combining or
clustering similar issues. [TEP Briefing Slides # 9– Determine the Most Practical
Solutions]
*

Indicate the ideas/solutions that would be appropriate to address as part of the
TEP Operating Principles by noting “OP”.

*

Indicate the ideas/solutions that can be dealt with easily and quickly as a Quick
Win – “QW”

•

Select the top three (could be two to four) recommended solutions for the team to
address and take action on.

•

Ask the team to vote on their top three preferred solutions by a show of hands. Remind
them that the solutions should be actions that can be implemented quickly and have a
big impact.

•

Indicate the number of votes next to each recommended solution.

•

Count the votes and determine the top three (could be two to four) solutions to take
action on.

Note: If conducting a 90-minute session (Option A) or a two-hour session (Option C), take a
5-minute BREAK here to allow the facilitator time to write the top solutions identified on a
new flip chart page to use for developing the action plan.
If conducting a final 30-minute session (Option B). Close this session and agree on a time to
come back together for TEP Session III to develop an Action Plan within a week.
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TEP SESSION II - 60 to 90 MINS CONTINUED
Tool 2: Identify Causes of Inefficiencies and Develop Solutions
with Your Team
Having guided conversations and planning discussions as a team can be very effective in helping
to reduce workload pressures and stress and in enhancing work-life integration. This is a real
opportunity to focus on reducing time-wasters that are within your workgroup’s control.
Managers and supervisors who invest time in having these types of discussions with their
employees find that it increases engagement and empowerment, morale and overall team
effectiveness, and reduces wasted time. Refer to Team Effectiveness Tools for further
information on how to conduct these discussions.

Use this tool to refer to the following topics you might discuss at different times as part of
these guided conversations and planning discussions as well as part of informal regular team
meetings:


Identify the characteristics of team members’ desired work environment. This is an
opportunity for the team to create their vision of success. What would a work environment
that enables better work-life integration and team effectiveness look like? For example,
less time spent in meetings; ability to take vacations and paid time off; ability to go home
at night and on weekends without worrying about work; feeling appreciated, valued
and supported; having the ability to say “no” without fearing retribution. Utilize the TEP
Operating Principles Template.



Establish work priorities and focus on the critical few. When priorities are unclear, people
waste a lot of time spinning their wheels working and reworking things that are not of
high value. As a manager/supervisor it is up to you to clarify work priorities for your team,
be available to help employees manage multiple priorities and recalibrate as needed.



Identify key causes of workload, busy work, or time wasters. Ask team members to think
about some of the inefficient work practices or work processes that the team has control
over or can impact. For example: too many meetings, lack of planning, unclear roles and
responsibilities, too many requests for status reports, etc.
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TEP SESSION II - 60 to 90 MINS CONTINUED
Tool 2: Identify Causes of Inefficiencies and Develop Solutions
with Your Team


Brainstorm possible solutions and develop an action plan to address them. Identify simple
actions your team can take quickly and easily to increase effectiveness. These actions
might include eliminating some meetings and developing meeting guidelines to ensure
effectiveness; streamlining paperwork; establishing email protocol; redesigning work
processes; and improving communication between departments.



Develop a plan for handling unexpected last minute requests and emergencies. Plan for
the unexpected so that you are not caught off guard. Agree upon how to work together to
cover last minute requests that might require the effort of many or all team members.



Discuss what work-life integration means to team members. There will likely be a
wide variety of life situations and individual priorities within the team, and having an
opportunity to share those things with each other brings the team closer together.



Encourage a sense of ownership and control. Even though there are many business and
organizational realities that will not change, help people focus on things they can control
and change, and encourage them to take ownership of those things.



Discuss how to build consideration of personal priorities and responsibilities into team
and project planning. When planning a project, ask team members to identify days they
are not available due to personal or other commitments. Take into consideration flexible
work options and make sure team members are aware of each other’s schedules and
availability.



Agree about how to avoid interruptions of personal time. Discuss and agree upon how
everyone can be reached, and agree to respect people’s time off. For example, some
teams agree that it is not necessary to respond to an email after a certain time in the
evening or on the weekend unless it is extremely urgent.



Remember to offer flexible solutions in an equitable way. Avoid the perception that you
have favorites or that only some reasons are acceptable to offer flexibility.
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TEP SESSION III - 30 MINUTES
Use this TEP Session III guide for the last 30 minutes of Option A and Option C and the last
session of Option B. Establish an Action Plan that includes addressing the top priority issues
and recommended solutions. (25 minutes)
•

Develop an action plan for addressing each of the three (could be two to four) top issues/
recommended solutions as well as the TEP Operating Principles. [TEP Briefing Slides #10 –
Establishing an Action Plan]
*

Draw an action plan on a flipchart using the following template

*

Review the solutions that were voted to be priorities.

*

Determine activities, responsibility and timeline. If time allows, consider assigning
responsibility and timelines for “quick wins” (things that could be implemented quickly
and have an impact) that may not be in the top solutions. For solutions that need
more thought and discussion, assign someone to take responsibility for exploring
them further and agree on a timeline.

Refer back to the team’s Team Effectiveness Operating Principles and any ideas/solutions
to major time wasters that were labeled “OP”. Are the Operating Principles complete? If not,
assign responsibility for refining and finalizing.
Summarize action plan and agree upon a follow up process and next check in meeting. (5
minutes)
*

Agree on a process to monitor progress and results, including assessing progress on
the action plan, providing opportunities to address any new issues or inefficiencies,
and discussing TEP Operating Principles on a regular basis as part of team/staff
meetings.

*

Thank the team for their contributions to this process and confirm your commitment
to sharing success stories and best practices with leadership and other team leaders/
supervisors.
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TEP SESSION III - 30 MINS CONTINUED
Tool 3: Guide Employees in Maximizing High-Value Work and
Minimizing/Eliminating Time Wasters
Use these questions to identify opportunities for streamlining a process.


Can we streamline the process?



Can we change the sequence of the process?



How do we actually complete the process?



Is it possible to do it better?



Can we use a different method or process?



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



Can we improve the task by changing who completes it?



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



Is there training available in all steps of the process?



Are some employees better than others at the process?



What skills and knowledge are required?



Are there other employees that currently do the same process that could share information
with you on it?

Use these questions to help you identify critical tasks.


Why do we do this task? Is it necessary?



Can we accomplish the same result without this task?
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AFTER THE TEP SESSIONS
Conduct follow-up TEP discussions monthly or on a regular basis with your team as part of
team/workgroup meetings to reinforce TEP Operating Principles, discuss progress on the action
plan and address any new issues or inefficiencies. The goal is to embed and sustain effective
ways of working into the team’s day-to-day work practices. Refer to the TEP Follow-Up
Discussion Guide for instructions to facilitate follow-up sessions.
Communicate TEP results, success stories, and best practices to organizational leadership and
other team managers/supervisors and encourage their future participation in TEP
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Manager/Supervisor Follow-up Guide
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Overview: Purpose of Follow-up
Congratulations you have completed the SHIP training!
As part of the training you have learned the essential behaviors needed to help ease
the stress of work and non-work life conflict among employees and strategies for
improving safety. You have set goals based on the training topics and tracked your
learned behaviors over the course of two weeks. You have completed the Team
Effectiveness Process™ and created action plans to improve teamwork, morale, and
communication within your team.
Follow-up and check-ins are an essential part of SHIP and help ensure that all you have
learned becomes embedded into your everyday work practices.
Continue to check in on your supportive supervisory behaviors
 Is the team meeting or exceeding your goals?
 Until the supportive behaviors become routine and a part of your everyday practices
we recommend a minimum goal of providing one supportive behavior in each area per
direct report, per week.
— Use the Supportive Supervisor Behaviors Quick Reference Guide (at the end of this
section) that follows as a reminder of the supports you can provide your employees.
Conduct regular discussions 30, 60 and 90 days after TEP sessions take place.
Ongoing TEP follow-up discussions with your team are critical for effectiveness
 Schedule the first TEP Follow-up Discussion with your team or workgroup about 30
days after your initial TEP discussion.
 Conduct TEP follow-up discussions monthly or on a regular basis as part of team/
workgroup meetings (30, 60 and 90 days after) to embed effective ways of working
into the team’s day-to-day work practices.
— Use this TEP Follow-Up Guide to assist you in planning and leading TEP follow-up
discussions with your employees and evaluating success of the process.
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Team Effectiveness Process™ Follow-up Discussion Guide
— Conduct TEP follow-up discussions monthly or on a regular basis as part of team/workgroup
meetings to reinforce TEP Operating Principles, discuss progress on the action plan, and
to address any new issues or inefficiencies. Ensuring the implementation of work solutions
and action plans generated by the team/workgroup and the effective ways of working are
embedded into the team’s day-to-day work practices.
— Record the top priority issues/time wasters identified by the team and solutions/actions in
the TEP Action Plan Follow-up Template and add progress to date based on your team’s
discussion as documentation for future reference in TEP follow-up discussions.
— Record improvement in team practices using the TEP Impacts Follow-up Template.
 Refer to Tool #2 from TEP Session II: Team Practices – Identify Causes of Inefficiencies and
Develop Solutions with Your Team (page 21 to 22) for additional ideas of important topics for
follow-up.
 Prior to the meeting, please review:
— TEP Operating Principles from TEP Session 1
— TEP Action Plan from TEP Session 1
Use the following outline as a guide for discussion in the TEP Follow-Up Sessions.
1. Refer to and revisit the TEP Operating Principles
 Discuss if and how the team is utilizing these operating principles to achieve the desired
work environment.
 Solicit positive examples and identify areas for improvement. Expand upon the operating
principles as needed.
*

Note: If the team did not have time to develop operating principles in the TEP
discussions, devote time in the first follow-up discussion to develop TEP Operating
Principles using the TEP Session 1 & Tool 1 in TEP Operating Principles as a guide.
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Team Effectiveness Process™ Follow-up Discussion Guide
2. Review the team’s action plan
 Discuss activities that are underway or completed and progress to date.
 Add other activities to improve team effectiveness that emerge from the discussion.
 Record issues, actions, and progress to date on the TEP Action Plan Follow-up Template
(on page 67) as documentation to refer to in subsequent follow-up discussions with your
team.
3. Get thoughts and input from the team about impacts of TEP and if there has been
improvement in team practices to reach the team’s desired work environment. This information
will be important for you to share with your manager or leadership to demonstrate the positive
impacts of TEP within your team.
 Lead a discussion about the areas listed on the TEP Impacts Follow-Up Template (on page
68) to get the team’s input on potential improvements. You might want to list the areas of
potential improvement on a flip chart and gain some consensus of improvement levels.
 Identify success stories and examples of best practices.
 Update the template in subsequent TEP follow-up discussions.
4. Agree on time for the next TEP follow-up discussion. Consider making TEP follow-up
discussions part of team/work group meetings monthly or bi-monthly for 30, 60 and 90 days,
as well as 6 months after the initial TEP discussions to maintain momentum and improvements
in team effectiveness.
NOTE: In the first TEP follow-up discussion, teams may not have made much progress on TEP
Action Plans; that is to be expected. The first follow-up discussion is important as a time to
check-in on team member’s experience of the process, to complete TEP Operating Principles, and
to keep momentum on the action plan and modify if necessary.
If you can only devote 15 to 30 minutes to TEP follow-up within your staff meeting, plan:
 Meeting #1 – Discuss TEP Operating Principles and progress on TEP Action Plan
 Meeting #2 – Discuss continued progress on action plan and impacts of TEP
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Team Effectiveness Process™ Action Plan Follow-up Template
Use this template to record the top priority issues/time wasters and solutions/action items
developed by the team as part of the process. What progress has been made to date on the
action items your group identified?
TOP ISSUES/TIME WASTERS

SOLUTIONS/ACTIONS

1

2

3

4

5
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Team Effectiveness Process™ Impacts Follow-up Template
Use this template to record the top priority issues/time wasters and solutions/action items
developed by the team as part of the process. What progress has been made to date on the
action items your group identified?
NO
IMPROVEMENT

SOME
IMPROVEMENT

GREAT
IMPROVEMENT

Improved morale and
work climate

More efficient use of time
and resources

Increased support for
family and personal life

Increased focus on safety
practices within the team

Enhanced communication
within the team

Other

What are the success stories that have resulted from the process thus far?
As a result of this process, what “best practices” has your team/workgroup adopted from which
other teams/workgroups in your organization could benefit?
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Supportive Supervisor Behaviors: Quick Reference Guide
There are 2 types of support that you can provide your employees

Family & Personal Support Examples

Safety Support Examples

Creative Management

Safety Communication

 Creatively problem solve how to simultaneously meet
organizational needs and employee work-life conflicts

 Encourage maintaining safe work environments

 Ask employees for input about how work can be carried
out in a manner that doesn’t conflict with personal needs

 Begin meetings discussing safety and encouraging
employees to use proper equipment

 Implement employees’ suggestions (enhance
engagement)

 Encourage employees to discuss safety issues with you

 Ask employees for input on areas where work
can be carried out differently: more safely,remotely,
flexibly, etc.

 Discuss safety practices with employees often

 Demonstrate how to provide warnings about events that
could change/ disrupt/ injure employees
 Set realistic safety goals and provide clear and
measurable expectations of safety behaviors

Emotional Support

Provide Resources

 Show employees that they are cared for

 Ask employees about equipment, tools, training or
resource needs. For example:

 Consider their feelings
 Help them feel comfortable communicating with you
 Express support for employee success
 Talk with employees about their personal needs

— Are they adequate and up-to-date?
— Are they malfunctioning?
— Do parts need to be replaced?

 Follow up with employees on important
personal events

 Provide training, equipment, time, software, etc. that
helps employees get their work done safely

 Show concern and interest for your employees

Feedback/Reinforcement and Coaching

Daily Job and Personal Problem Solving

 Provide immediate praise for a good idea, work results,
safe behavior

 Respond to employees’ work-life needs on
a daily basis
 Adjust work to accommodate employees’
(personal) needs
 Ask what you can do to help employees with challenges
 Be receptive to employees’ suggestions of how to
schedule work around their (personal) needs

 Correct unsafe actions and behaviors
 Observe how individuals or teams are performing and
provide guidance on how to be more efficient
 Inspect or review an employee’s results and provide
feedback
 Ask for feedback from your employees about your own
strategies for supporting safe practices

Model Healthy Work-Life Behaviors

 Teach an employee a technical skill or safe work strategy

 Demonstrate good ways to cope with work-life conflicts

Safety Role Modeling

 Share a story about how you juggled a work-life conflict
 Share your own experiences with new ways of organizing
work tasks and priorities around family
or personal needs

 Make safety a #1 value in your work group
 Talk about safety being a priority of your own
 Discuss why safety is important to you
 Let your employees see you engaging in safe practices
 Wear appropriate equipment when visiting a jobsite
 Share what safe practices should look like
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The following section include slides to brief leadership and
supervisors/managers about the Safety, Health and
Improvement Program
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What is SHIP?
An evidence-based workplace training program for
supervisors/managers and their employees/teams
Goal: To promote employee health, safety, work-life balance, and
team effectiveness

Positive impacts for the organization and individual include:
• Reduced stress and work-life conflict for employees
• Improved employee health and safety practices
• Increased job performance and team effectiveness

Safety & Health Improvement Program
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Background
§ The National Institute for Occupational Safety and Health (NIOSH)
recommends a Total Worker Health® approach for integrating
prevention of worker injury and illness with promotion of health and
well-being1
§ SHIP, an evidence-based program2 funded by NIOSH and developed by
Oregon Healthy Workforce Center, has been adapted for use across
industries.
§ Workplace interventions that focus on increasing supervisor support for
work-life balance and safety communication have proven effective for
improving the health and safety of workers3,4

Safety & Health Improvement Program
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Organizational Impact of Work-Life Conflict
Research5 has found that employees who experience conflict
between their work and family/personal lives may experience:
Increased
§ Work stress & burnout
§ Physical & mental health problems
§ Intentions to quit
Decreased
§ Family, marital, job, and life satisfaction
§ Commitment to the organization
§ Job performance

Safety & Health Improvement Program
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Organizational Impact of Unsafe Practices
Over 3 million workplace injuries/illnesses occur annually6
Cost to employers:
$1 billion per week in workers compensation
Plus:
§
§
§
§
§
§
§

Medical expenses
Legal services
Training replacement employees
Accident investigation
Lost productivity
Implementation of corrective measures
Other costs associated with fatal accidents and
injuries/illnesses not filed through workers
compensation

Safety & Health Improvement Program
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Supervisors Need to be Supportive of
Work-Life Balance
Demonstrating Work-Life Support
§ Recognize the pressures and demands that
personal/family responsibilities can have
§ Communicate genuine concern and
understanding about employees' work-life
conflicts
§ Be knowledgeable about work-life programs,
resources and policies in your organization
§ Share how you, the supervisor/manager,
balance your own work-life responsibilities

Safety & Health Improvement Program
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Supervisors Need to be Committed to Safety
Demonstrating Commitment to Safety
§ Understand and communicate your organization's safety
expectations
§ Train workers in safe practices and behaviors
§ Encourage workers to speak up
§ Ask for suggestions and encourage creative solutions
§ Assign duties so they can be completed safely and
demonstrate concern for the welfare of team members
§ Instruct team members on how to recognize risk
§ Teach, model, and reinforce safe and effective work
procedures and practices
§ Take action when unsafe behaviors or conditions occur

Safety & Health Improvement Program
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SHIP Components

1. Brief online training (1-hour)
2. Supportive behavior tracking
3. Team Effectiveness Process (TEP)™
4. Regular staff check-ins & follow-up

Safety & Health Improvement Program
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1. Manager/Supervisor Online Training
The 1-hour online training (4 modules) describes the key role of
supervisors in influencing employees’ well-being, work-life balance,
stress, turnover, engagement, productivity, safety, team building and
goal setting. Short quizzes are incorporated before and after each
module.
The online training includes 5 modules:
§ Improving work-like balance and safety
§ Family Supportive Supervisor Behaviors (FSSB)
§ Safety Supportive Supervisor Behaviors (SSSB)
§ Tracking your Supportive Supervisor Behaviors
§ Using the Team Effectiveness Process (TEP)

Safety & Health Improvement Program
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2. Supervisor Behavior Tracking
Supervisors track their use of the supportive
behaviors learned in the training (2 weeks):
—3 x 5 notecard and lanyard tracking
templates are provided
§ Evidence-based strategy for improving the
transfer of skills in the workplace
—Builds on lessons learned in the online
training
—Supervisors are motivated to achieve selfset goals

Safety & Health Improvement Program
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3. Team Effectiveness Process (TEP)™
Supervisors conduct structured team
discussions across 2 to 4 meetings:
§ Improve work practices and processes to
address inefficiencies, sources of stress, and
work-life conflict
§ Improve teamwork, communication, morale
and efficiency in day-to-day work
§ Foster a work environment of safety, wellbeing, collaboration and support for worklife effectiveness

Safety & Health Improvement Program
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4. Regular Check-ins & Follow-up
It is essential to follow-up with staff 30, 60,
90 days and beyond after TEP to ensure
lasting success
§ Supervisors continue to monitor their behaviors
— The Definitions of Support and Examples of
Supportive Behaviors will help supervisors
remember the behaviors that should be practiced

§ TEP follow-up discussions occur as part of
regular team meetings
— TEP Manager/Supervisor Follow-up Guide assists
supervisors in planning and leading TEP follow-up
discussions
— Includes a TEP Action Plan Template and a TEP
Impacts Template to help track the success of the
program within teams and the organization

Safety & Health Improvement Program
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Expected Results
Evidence-based results following SHIP implementation:
Greater
§ Physical health
— Including lowered blood pressure & BMI (body mass index)

§
§
§
§
§

Quantity and quality of sleep
Physical activity
Commitment to the organization
Use of family/non-work supportive behaviors
Team effectiveness

Decreased
§ Interruptions at work
§ Time spent on low value tasks
§ Desire to find new employment

Safety & Health Improvement Program
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Ensuring Success
These essential elements are key to the success of SHIP in improving
both employee and organizational outcomes.
The SHIP training takes commitment
§ Organization should identify a SHIP Champion to coordinate/facilitate the program
§ Champion and senior leaders should promote SHIP with teams, managers,
supervisors, and employees

The SHIP training is based on communication and feedback
§ Senior leaders and supervisors should follow through on the feedback received as
part of the training on systematic issues and barriers

The SHIP training takes time
§ Staff must be provided the time and materials to complete each program component

Safety & Health Improvement Program
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The following section include slides for supervisors/managers
to display for employees during TEP Sessions I, II, and III to help
facilitate the meetings
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What is the Team Effectiveness Process (TEP)?
A facilitation guide for structured group discussions focused on working
together to increase team effectiveness and work-life balance
§ Identify and discuss causes of work inefficiencies,
stress and work-life conflict
§ Think through root causes and develop solutions
that are within the team’s control
§ Agree on and implement team work practices to
improve teamwork, morale, communication and
effectiveness in day-to-day work
§ Foster a work environment of safety, well-being,
collaboration and support

Safety & Health Improvement Program
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SHIP Components

1. One hour Supervisor/Manager
online training
2. Two week Supervisor/Manager
behavior tracking
3. Team Effectiveness Process
(TEP)™
4. Regularly scheduled check-ins &
follow-up

Safety & Health Improvement Program
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TEP Overview
TEP includes important strategies for
managers/supervisors to:
§ Address some of the negative impacts of
heavy workload
§ Improve employee well-being
Team discussion helps to:
§ Improve employee health, safety and job
performance
§ Reduce workload pressures, stress, and
work-life conflicts for employees and
supervisors
Safety & Health Improvement Program
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TEP Sessions Agenda
• Option A - 3 Hours
§ TEP Kickoff Meeting – 30 mins
§ Session I – 60 mins
§ Session II, III – 90 mins

• Option B - 3 Hours
§
§
§
§

TEP Kickoff Meeting – 30 mins
Session I – 60 mins
Session II – 60 mins
Session III – 30 mins

• Option C – 2.5 Hours
§ TEP Kickoff Meeting – 30 mins
§ Combination of Session I, II, III – 120 mins
Safety & Health Improvement Program
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Visions of Success
Overall purposes of TEP: increased work efficiencies, teamwork,
collaboration and commitment to safety and quality of work-life

Evidence-based results from implementation of SHIP has seen:
Improved
§ Physical health
— Including lowered blood pressure & BMI (body mass index)
§ Quantity and quality of sleep
§ Time spent exercising and energy
§ Commitment to the organization
§ Family/non-work supportive behaviors from supervisors
§ Team effectiveness
Decreased
§ Interruptions at work
§ Time spent on low value tasks
§ Intentions to quit their jobs
Safety & Health Improvement Program
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Session I: Identify the Team’s Biggest Time Wasters
During TEP Session I the team will review and discuss the biggest time
wasters, inefficiencies, and causes of work-life conflict

We will list strengths or areas for improvement that will help
foster an environment of good morale, communication,
teamwork, safety and work-life effectiveness.
§ Do you see any strengths or best practices we are already
using as a team?
§ Are there any additional practices that the team may already
be doing to foster an environment of safety, health, and wellbeing and team work?

Safety & Health Improvement Program
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Session I: Establish TEP Operating Principles
This tool will help our team develop agreements and ground rules on how we
will work together to increase team effectiveness

§ Refer to the list of “Characteristics of Desired Work Environment”
that the team identified at the beginning of the session
§ Choose 2 to 3 categories out of 5 categories
§ Create statements/principles that begin with “We will…”
§ See example table of categories below:

Safety & Health Improvement Program
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Session II: Determine Root Cause for Time Wasters
During TEP Session II, identify root causes of the biggest time wasters and
inefficiencies for the team
§ We will divide into 2-4 small groups and assign each group one issue to work
on from the “Biggest Time Waster” flipchart
§ Problem solve in your small groups to develop root causes to record on the
flipchart. Discussion questions: Why does this happen? What causes the
problem? Why is it a problem? What are some examples?
§ Nominate a representative from your team to share some examples of root
causes for your assigned issue. For example:

Safety & Health Improvement Program
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Session II: Develop Potential Solutions
During TEP Session II, identify potential solutions to the biggest time wasters
and inefficiencies for the team
§ We will divide back into our 2-4 small groups from our “Biggest Time Waster”
root cause discussion to brainstorm potential solutions and record them on
the flipchart
§ Nominate a representative from your team to share some examples of
solutions to root causes for your assigned issue. For example:

Safety & Health Improvement Program
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Session II: Determine the Most Practical Solutions
During TEP Session II, one person from each group will report out their
group’s idea for possible solutions and other groups will respond with
additional recommendations
§ Place solution flipcharts side by side on the wall
§ Review recommended solutions and combine similar issues
—Note with “OP” on ideas/solutions to address as part of the
Operating Principles
—Indicate the idea/solutions that can be dealt with easily with a
“QW” for quick win
§ Select the top three (could be two to four) recommended solutions
for the team to address and work on

Safety & Health Improvement Program
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Session III: Establishing an Action Plan
During TEP Session III, develop an action plan for addressing each of the
top issues/recommended solutions
§ Use the action plan template on a flipchart

§ We will review the solutions together as a team
§ Determine activities, responsibility, and timeline
—Refer back to the team’s Operating Principles as needed

§ As a team, we will summarize an Action Plan and agree upon a followup process and coordinate a check-in meeting for follow-up discussion

Safety & Health Improvement Program
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