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Stages of team development

Every business it is projected and planned, or it should be, to reach to its highest potential. Depending on the business plan and a good management, this should become a reality.
A business is many things, from planning to money, people and many more, but people, the team, are the soul of it and the critic ‘tool’ that can or must deliver a high performance to achieve the businesses objectives.
Defining the team in a simple manner, I could say that it is a group of people who are working through collective endeavour toward a common goal.
It is important to keep in mind that each member of the team is valuable to the common goal in their own way, using a unique set of skills to fulfil the team role. And yet, everyone on the team shares the same orientation and attitude. Though this may sound easy on paper, balancing individual and common goals within the team is quite difficult, especially during periods of stress, failure, or discord.
Also, in the idea of this pandemic economical environment, it is also important to take into consideration the remote aspect of the team that it is actually a challenge for every manager or entrepreneur.
So, if we need a good and effective team, after hiring, me as a manager should look also on the development of the team. Managers that value and understand the importance of a team and its development can for sure accomplish more than one person can, no matter how educated, experienced, or trained he might be. At the same time, team development ensures that the team thrive in the long therm. Engaging team development benefits the team in a number of ways. Individual members of a team learn more about their personal potential, duties and work dynamically within the team. Conversely, team development acquaints each member with the talents and roles of other members.
So, whilst team development needs to be flexible and tailored to the needs of specific teams where ever they are and at whatever level they are operating, the broader frame of what we seek to achieve needs to set the tone, and shape team development interventions.
Team development or the process of learning to work together effectively is one of the most important parts in working with a team. When people trust one another, they are more likely to share ideas, collaborate effectively and make the right decisions for everyone and the business.
One of the several models but the most known of group development is the four-stage model of Tuckman, on which later his doctoral student Jensen added the fifth one, so it turned into five- stage model of team/ group development, including:
Forming
Storming
Norming
Performing
Adjourning
In our business, the international online store, I will implement these stages to form and develop my team. I will explain them one by one mentioning also my input or the way on how I must handle the team to implement these stages.
Taking them one by one:
At forming, team members meet for the first time. They don’t know each other, they can be positive, excited, anxious, polite etc. They are and act like individual entities, no bond with each other.
At this point I have my team complete, one manager, one handyman for goods warehouse and one online specialist for handling the site, the orders, the stock etc. As per stage one, they meet for the first time. I will let them mingle.

At storming stage is the point where decisions don’t come easily. Team members vie for position as they attempt to establish themselves in relation to other team members and the manager, who might receive challenges from team members.
As manager of this small business, at this stage I should discuss in meetings about each member’s skills, background, interests and set some ground rules to make the workflow and path more easily. Also, to be understood correctly and completely I should set some boundaries, like this everyone will know exactly the limit between formal and informal stages, I will explain clearly the workload of each as there is a risk here that each member of the team can feel like he/ she is working the most, also, I need to observe the work style of each team member as we all have different working styles and this can lead to unforeseen issues and may frustrate the other members of the team.

At norming stage, it starts the level in which agreement and consensus begins to emerge. Roles and responsibilities are clear and accepted. Big decisions are made by group agreement. Smaller decisions may be delegated to individuals or small teams within group. Commitment and unity are strong. The team may engage in fun and social activities.
At this point, or starting from this point, the behaviour of my team should completely be changed from storming stage, they should appreciate each other’s strengths, socialize together and asking each other for help, provide each other constructive feedback, overall developing a more substantial commitment to the business objectives and scope.

At this stage there might be an overlap between storming and norming stages as new tasks came up and the team might go back to storming stage. To overcome this, I should talk with the team and let them take responsibility for the goal.

Performing is the stage in which the team knows clearly why it is doing what it is doing. It has a shared vision, and it is able to stand on its own feet with no interference or participation from the leader.
At this stage I should see the maximum possible effect of my team. All the issues should have been solved and the team should be fully involved in the project goals and business objectives. This is the point where there should not be any obstacles in or between the team, no resistance from the members, all the members should be easily feel as a part of the team and also it should be easy for me as a manager to accommodate new people and also it should not make any difference if someone leaves at this stage (as bonding or performance, though as my team is small, one leaving will affect the work flow and should be replaced as soon as possible).

The adjourning stage doesn’t apply to the business mentioned and planned here, but I will summarily talk about it as it is a part of the five-stages of team development. 
This stage is rarely included in the process of team development as it is the part where the life of the project/ business ends. This stage refers to where the team developed was only for a fixed period. It can also be said that it is the emotional part as a bond is going to be broken. The working relationship one has developed is going to end. Hard times friends are gone, and the future is uncertain.
So, as our plan is for a business that it is set to continue and perform to its maximum potential, the fifth stage does not apply to us.
Starting with just three people in the team, the development should not be a hard process but to have an effective team it should also be determined the team’s developmental readiness. To be able to determine if the team is ready to perform at top levels all the members should have all the information clean and clear at any stage of the business, about approaches, about how things are done and why they are done in the manner proposed by the manager, what is the purpose, the goal that all the team is struggling for. Also, the manager should keep a close eye to progress since the business started, if all the deliverables were completed and how long it took for them to be completed, have the team meet the deadlines or they were finished earlier.
Another important element for the manager is to keep an eye on the positive or negative feedback of the clients, the business reputation, what type of complaints came towards the business in comparison with earlier stages in the business growth.
As per the team grows together, the manager should also look into conflicts between the team members and how fast they solve them. Listen to the team how they express themselves about their performance on different tasks. A positive attitude and expression mean that the team is still growing.
A good manager should also have a good and clear image about him/ herself and understand how he/ she reacts in relations to other. If he/ she gets better with specific individuals while others, make he/she miserable and why. The manager should also know that the members of the team are different and that they need different amount of training and support, some this goes great with a small team like ours that is the subject of this project.
Also, one of the most important things is to identify what motivates the team, if they enjoy coming to work, if they want to succeed, if they are happy at work and if they are not to identify why, there might be small underlying issues that can affect their morale and performance at work
As important as all the other mentioned above is also the ability of the manager to analyse a new entering member in the team. To understand at what level or stage he/ she is. Having a new member at a performing level in a team at a storming level might, for example, affect the overall team, also, it is the same if someone leaves at top stage. The manager needs to make sure to establish processes and structure, earn trust and build relationships, and also, resolve conflicts.

At a global level, to be able to develop a team and ensure a team’s development, all the aspects mentioned above, and for sure not just these, are important factors to be considered.
Our team in this actual project is a small one, but each member of the team, well selected, has an important role so his/ her morale and performance are crucial to the wellbeing of the business. It is vital, that even though the team is small, each member to feel like a part of a team, a community, a business, understanding it’s scope, targets, interests and acting and working accordingly.
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