Managing Teams
Individuals seldom work in isolation from others. Teams are a characteristic of all social situations and almost everyone in an organisation will be a member of one or more teams. Work is a team-based activity and if the organisation is to function effectively, it requires good teamwork.

‘A team is more than just a group with a common aim. It is a group in which the contributions of individuals are seen as complementary. Collaboration, working together is the keynote of a team activity.’ (Adair, 1986)
Informal groups will inevitably be present in any organisation. They include workplace ‘cliques’, groups of mates who socialise outside work and so on. They have a constantly fluctuating membership and structure, and leaders usually emerge through personal, rather than positional, power. The purposes of informal groups usually relate to group and individual member satisfaction, rather than to a task.

Formal groups will have a formal structure; they will be consciously organised for a function allotted to them by the organisation, and for which they are held responsible – they are task oriented, and become teams. Leaders may be chosen within the team, but are typically given ‘legal’ authority by the organisation.

Team Membership

In the work environment, as opposed to the home or social environment, three distinctive features exist:

1. Generally, you are working with people because you have to, not because you choose to.

2. The tasks the team is required to carry out are frequently not set by the team.

3. The team needs to change its performance to meet the changing needs of the business, the organisation and other teams.
Organisations need workers to be more flexible, to cooperate with other workers, supervisors and managers throughout the organisation, to operate sophisticated technology and to be more adaptable. In addition, the sheer complexity of operations in industry, commerce and the services place them beyond the expertise and control of any one individual. In these circumstances, some form of teamwork becomes not just desirable, but essential. (ACAS 1996)
If teams are to be successful and perform effectively, there must be a spirit of unity and cooperation. Following years of research and empirical study, Belbin concludes that teams composed entirely of clever people, or of people with similar personalities, display a number of negative results and lack creativity. The most consistently successful teams comprise a range of roles undertaken by various members. The constitution of the team itself is an important variable in its success.

For a fully effective team, there are eight useful types of contribution – or team-roles. Belbin describes ‘team-role’ as a pattern of behaviour, characteristic of the way in which one team member interacts with another, where performance serves to facilitate the progress of the team as a whole.

· The Coordinator: presides and coordinates; balanced, disciplined, good at working through others.
· The Shaper: highly strung, dominant, extrovert, passionate about the task itself, a spur to action. 

· The Plant: introverted, but intellectually dominant and imaginative, source of ideas and proposals but with disadvantages of introversion.

· The Monitor-Evaluator: analytically (rather than creatively) intelligent, dissects ideas, spots flaws, possibly aloof, tactless – but necessary.

· The Resource-Investigator: popular, sociable, extrovert, relaxed, source of new contacts but not an originator, needs to be made use of.

· The Implementer: practical organiser, turning ideas into tasks, scheduling, planning, trustworthy and efficient, but not excited, not a leader but an administrator.

· The Team Worker: more concerned with team maintenance, supportive, understanding, diplomatic, popular, uncompetitive, contribution noticed only in absence.
· The Finisher: chivvies the team to meet deadline, attends to details, follow through important, not always popular.

These are the key team-roles and the primary characters for successful teams. Creative teams require a balance of all these roles and comprise members who have characteristics complementary to one another. Belbin claims that good examples of the eight types would prove adequate for any challenge, although not all eight types are necessarily needed.
Team Cohesiveness and Performance
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Members of a cohesive team are more likely to work together effectively. Strong and cohesive teams can have beneficial effects for the individual (by satisfying social and affiliation needs) and the organisation (through high level performance of task needs).

The benefits of cohesive teams can be summarised as:

· Greater interaction between members

· Mutual help 

· Social satisfaction

· Lower turnover and absenteeism

· Higher productivity

· Higher levels of morale

· Creativity and energy enhanced

Factors affecting team cohesiveness

Many factors affect team cohesiveness and performance.

Membership

Size of the team
As a team increases in size, problems arise with communications and coordination. Large teams are more difficult to handle and require a higher level of supervision. Absenteeism also tends to be higher in larger teams. When a team becomes too large it may split into smaller units and friction may develop between the sub-groups.

It is difficult to put a precise figure on the ideal size of a work team and there are many conflicting studies and reports. Much will depend upon other variables, but it seems to be generally accepted that cohesiveness becomes more difficult to achieve when a team exceeds 10 – 12 members. Beyond this size, the group tends to split into sub-groups. A figure of between five and seven is often quoted as an apparent optimum size for full participation within the team.

Compatibility of members
The more homogenous the team in terms of such features as shared backgrounds, interests, attitudes and values of its members, the easier it is usually to promote cohesiveness. Variations in other individual differences, such as the personality or skills of members, may serve to complement each other and help make for a cohesive team. On the other hand, such differences may be the cause of disruption and conflict. Conflict can also arise in a homogenous team whose members are in competition with each other. 
Permanence of members

Team spirit and relationships take time to develop. Cohesiveness is more likely when members of a team are together for a reasonable length of time, and changes occur only slowly. A frequent turnover of members is likely to have an adverse effect on morale, and on the cohesiveness of the team.

Work Environment

The Nature of the Task

Where workers are involved in similar work, share a common task, or face the same problems, this may assist cohesiveness. The nature of the task may serve to bring people together when it is necessary for them to communicate and interact regularly with each other in the performance of their duties.
Physical Setting

Where members of a team work in the same location or in close proximity to each other, this will generally help cohesiveness. The size of the office and the number of staff in it are, of course, important considerations.

Communications

The more easily members can communicate freely with each other, the greater the likelihood of team cohesiveness. Communications are affected by the work environment, by the nature of the task, and by technology. 

Technology

The nature of technology and the manner in which work is carried out has an important effect on cohesiveness, and relates closely to the nature of the task, physical setting and communications. Where the nature of the work process involves a craft or skill-based ‘technology’ there is a higher likelihood of group cohesiveness.

Organisational 
Management and Leadership

The activities of teams cannot be separated from management and the process of leadership. The form of management and style of leadership adopted will influence the relationship between the team and the organisation, and is a major determinant of team cohesiveness. In general, terms, cohesiveness will be affected by such things as the manner in which the manager gives guidance and encouragement to the team, offers help and support, provides opportunities for participation, attempts to resolve conflicts, and gives attention to both employee relations and task problems.
Personnel Policies and Procedures

Harmony and cohesiveness within the team are more likely to be achieved if personnel policies and procedures are well developed, and perceived to be equitable with fair treatment for all members. Attention should be given to the effects that appraisal systems, discipline, promotion and rewards, and opportunities for personal development have on members of the team

Success

The more successful the team, the more cohesive it is likely to be; and cohesive teams are more likely to be successful. Success is usually a strong motivational influence on the level of work performance. 
External Threat

Cohesiveness may be enhanced by members cooperating with one another when faced with a common external threat, such as a change in work processes or the appointment of a new manager.

Team Development and Maturity

The degree of cohesiveness in a team is also affected by the manner in which the team progress through the various stages of development and maturity. There are a number of studies into group development. However, the more popular model is that proposed by Tuckman (1965) who identified four main successive stages: forming, storming, norming and performing.

Forming
The team is just coming together and may still be seen as a collection of individuals, each wishing to impress his or her personality on the team. They will be trying to find out about the task and will also be ‘feeling out’ each other’s attitudes and abilities; no one will want to appear less informed or skilled that the others.
Storming
As members of the team get to know about each other better, they will put forward their views more openly and forcefully regarding courses of action to achieve the task. This often leads to disagreement and open conflict between team members. If successful, there will be discussions about how the team will operate, new working procedures, etc.

Norming
The team settles down and comes to agreement about work sharing, individual requirements and expectations of output; the team cooperates to develop their own norms of acceptable behaviour and standards.

Performing
After progressing through the previous three stages, the team is at its most effective to set to work to achieve the task.

It is often the case that after a team has been performing for a while it becomes complacent and stale, working as they always have, even when the task has changed. This may be called ‘dorming’.

Team Effectiveness

The criteria for team effectiveness are based on:

1. The fulfilment of task and organisational goals; and

2. The satisfaction of team members.

Clearly, the official organisation view of effectiveness is more concerned with high output, efficiency and other benefits, than with satisfying the needs of individuals. By comparison, the individual’s view of effectiveness is more concerned with personal success in his or her role and the personal satisfaction from being a member of a team. Team effectiveness may be achieved if work is arranged so that satisfaction of individuals’ needs coincides with high output.

If a manager is trying to improve the effectiveness of a work team, he/she must be able to identify the different characteristics of an effective team and an ineffective team. Some pointers to team effectiveness are quantifiable measures while others are more qualitative factors and are therefore difficult to measure.

	Quantifiable Factors

	Effective Team
	Ineffective Team

	Low rate of labour turnover
	High rate of labour turnover

	Low accident rate
	High accident rate

	Low absenteeism
	High absenteeism

	High output and productivity
	Low output and productivity

	High quality of output
	Poor quality of output

	Individual targets are achieved
	Individual targets are not achieved

	There are few stoppages and interruptions to work
	Time is wasted owing to disruption of work flow and disagreements between superior and subordinates



	Qualitative Factors

	Effective Team
	Ineffective Team

	There is a clear understanding of the team’s work
	No clear common objective

	There is a high commitment to the achievement of the team’s tasks and targets
	There is low commitment to targets

	There is a clear understanding of the role of each person within the team
	There is confusion and uncertainty about the role of each person within the team

	There is trust between members and free and open communication
	There is mistrust between team members and suspicion of the team’s leaders

	Conflict is not avoided, but brought into the open and dealt with constructively
	Conflict is either avoided or is allowed to develop into open warfare

	The team is good at generating new ideas and sharing them
	The team generate few good new ideas, with little idea sharing

	Team members try to help each other out
	Team members make negative and hostile criticisms about each other’s work

	There is team problem-solving which gets to the root causes of the work problem
	Work problems are dealt with superficially, with attention paid to the symptoms but not the cause

	There is an active interest in work decisions, much relevant discussion and a high degree of participation
	Decisions about work are accepted passively, with discussion dominated by one or two people, and often irrelevant

	Team members seek a united consensus of opinion with a minimum of formal voting
	Team members hold strongly opposed views. Simple majorities are seen as a basis for decision-making

	The members of the team want to develop their abilities in their work
	Team members find work boring and do it reluctantly

	The team is sufficiently motivated to be able to carry on working in the absence of its leader
	The team needs its leader there to get work done


Building Blocks for Effective Teamwork (M Woodcock)

1. Clear objectives and agreed goals

· Democratic involvement

· Emphasis on results to be achieved

· Agreement on results

· Agreed method of measurement of success

· Objectives should be SMART

2. Openness and confrontation

· Team members need to feel free to openly express their views, even when they conflict with other team members

3. Support and trust

· No ‘defending territory’

· Feel free to talk about fears and problems

· Accept each others’ strengths and weaknesses

· Trust takes a long time to be achieved but can be destroyed in seconds

4. Cooperation and conflict

· Examining what causes the trouble

· Bringing the parties together to discuss and analyse

· Clarifying expectations and roles

· Learning how to use feedback and value openness

· Learning how and when third arties can be helpful

· Reaching agreement and compromise about future action

5. Sound procedures

· Decision-making by consensus
· Fair and consistent personnel polices

6. Appropriate leadership

7. Regular review

8. Individual development

· Individuals have a great capacity for learning and therefore opportunities should be sought to allow individuals to develop

9. Sound inter-group relations

10. Balanced roles (Belbin)

· Analysing existing groups

· Good team building begins with good selection

· Achieving a balance of skills and attributes

· Role recognition

11. Good communications
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