Unit 3.1: Forming a Team

This section has three sub-sections. These are: 
Sub-section 1: Trust in me
Sub-section 2: Getting to know you 
Sub-section 3: We are forming
In this session, you will be learn about the first dysfunction of Lencioni’s five behaviours in Team-working: absence of trust. How do we facilitate trust in a virtual team? How can we deal with challenges when forming a new virtual team? How do we get through Tuckman’s forming stage to enable us to move on to the next stage of virtual team development?​

Sub-section 1: Trust 

Upon completion of this sub-section, you will be able to:
· Demonstrate a deeper understanding of the importance of how trusting relationships can improve the forming stage of a virtual team and its significance in terms of team development. ​

Introduction
In this sub-section, you will be analysing how the absence of trust can affect virtual team dynamics in terms of the forming stage of the team development stages.​
Characteristics of Forming:​
Forming a new team takes time. People need time to get to know each other. During this stage, members will be unsure of the team’s purpose and whether they will work well together. They may have mixed feelings such as anxiety, curiosity and excitement.      
Here are some of the challenges that come in the forming stage of team development:​
· Little sign of structure or involvement​
· Members worried about a task​
· Communication is superficial​
​The following also become challenges in the forming stage for virtual teams:​
· Possible distrust in some members due to lack of face-to-face interaction​
· Some members may find it difficult to motivate themselves without direct interaction.​
(Mullins, 2019)​

Lencioni (2018) identified 5 dysfunctions of a Team.












‘Trust is the foundation of real teamwork and so the first dysfunction is a failure on the part of team members to understand and open up to one another.’ (Lencioni, 2002, p. 43)
​Watch the following video: Absence of Trust and make some notes. You will need these for the following activities and later in the topic.
Absence of Trust: https://www.youtube.com/watch?v=aCPMB2Krh_A ​

Psychological safety and vulnerability
During the video, Lencioni discussed team dynamics in general. However, what Lencioni did not include was how vulnerability can affect virtual team dynamics, and any additional challenges.

Key Quote:
‘Psychological safety’ refers to a state in which team members feel comfortable taking risks and appearing vulnerable in front of each other – necessary ingredients for creativity, curiosity, and diversity of ideas.” Hayes (2019)


Key Quote: 
‘Vulnerability is about showing up and being seen. It’s tough to do that when we’re terrified about what people might see or think.’ Brown (2012)












Sub-section 2: Getting to know your team members

Upon completion of this sub-section, you will: 
· Be aware of the importance of portraying an authentic representation of yourself when working virtually
· Create a profile that is reflective of the person you want to portray when working in a team. 

Introduction
You and I: 
During session 1, you looked at the importance of how trusting relationships can improve the forming stage of a virtual team. In this session, you will be looking at how you can form trusting relationships by introducing yourself and getting to know your team members. ​
	Introductory activity
Think about how you introduce yourself. Does this change depending on:
· The person you are introducing yourself to?
· Whether you are meeting in person or online?




Authenticity - A Social Experiment

Key Quote
‘Authenticity generally reflects the extent to which an individual’s core or true self is operative on a day-to-day basis.’ - Psychology (2021)


‘Authenticity helps us to build deeper connections with others by being honest and transparent. Trust can only be built when we are practicing authenticity.’ (Inham, 2016)

Authentic self
Faking your online presence
Thinking back to the information on ‘virtual relationships’, people sometimes feel that they cannot be their true selves online. However, there may be other reasons for someone not wanting to be their authentic self on an online platform / online meeting.
· Jealousy – they envy individuals who they perceive to be in a better situation to them e.g. people with more intelligent, more experience, more money, better clothes etc
· Shame – they may be ashamed or embarrassed, of themselves or of their authentic self
· Anxiety – they may be nervous to show their true self to the world. 

This could also be why someone is not their authentic self within a team setting. They may wish to come across as being more confident to other members. They may lack knowledge of a certain subject but want members of their team to think they know everything. 

Everyone has their own reasons for doing this. 

Why is your authentic self important?
For a team dynamic, being yourself is very important. It impacts upon many things: 

Trust: if you are your authentic self, this will promote a trusting environment within your team
Morale: authenticity will boost morale within your team
Role & Time Management: being your authentic self will mean that roles can be delegated to the correct people in the team. This means that a project can be completed in a swift manner. 

	Application 
Reflect and document the qualities of your true authentic self?

Reflect and document the type of person you are at work/University when working in a team?

Does your authentic self match your work/Uni self?

How authentic are you with friends, online, at work?




	Further Reading

Here are some useful resources if you want to learn more about authenticity.

Inham, H. (2016) The Importance of being authentic. Available at: https://magazine.wharton.upenn.edu/issues/fall-2016/the-importance-of-being-authentic/ (Accessed: 29 March 2021). 

Psychology (2021) Authenticity. Available at: http://psychology.iresearchnet.com/social-psychology/control/authenticity/  (Accessed: 29 March 2021). 





	Let’s Summarise:
In your own words, explain why it is important to portray an authentic representation of yourself when working in a virtual team?






Sub-section 3: We are forming

Upon completion of this sub-section, you will be able to: 
· Set objectives using the FAST framework.

Introduction

In this session, you will be introduced to the importance of setting clear goals/objectives when working in a team. Objective-setting should take place in the forming stage of team development.​
‘FAST goals help teams improve along multiple dimensions’ (Sull and Sull, 2018). They allow for clear focus and direction and help the team stay on track. To drive team engagement, members should set goals that are FAST: Frequently discussed, Ambitious, Specific and Transparent.​
The following shows an example of the four core principles that underpin the FAST framework​.
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Frequently Discussed
Definition: Goals should be embedded in ongoing discussions to review progress, allocate resources, prioritise initiatives and provide feedback. 

Benefits of this include: 
· Provides guidance for key decisions
· Keeps team members focussed on what matters most
· Evaluates progress
· Keeps team on track

Ambitious
Definition: Objectives should be quite difficult but not impossible to achieve.

Benefits of this include: 
· Boost continued professional and skill development of individuals and teams
· Boost performance of individuals and teams
· Reduces complacency 
· Forces broader search for creative and innovative ways to achieve goals

Specific
Definition: Goals are translated into concrete metrics and milestones that force clarity on how to achieve each goal and measure progress

Benefits of this include: 
· Clarifies what team members are expected to deliver
· Helps to identify what is not working 
· Quickly puts the team back on track
· Boosts performance of individuals and teams.

Transparent
Goals and current performance should be public for all team members to see. 
Benefits of this include: 
· Identify where extra support is needed
· Shows individuals how their activities support team goals
· Understands the team’s agendas

	Further Reading
Sull, D. and Sull, C. (2018) ‘With Goals, FAST beats SMART’, MIT, Sloan Management Review, Research Gate. Available at: https://www.researchgate.net/publication/325651343_With_Goals_FAST_beats_SMART (Accessed: 30 March 2021).
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