Unit 3.4: Lights, Camera, Action!

This section has three sub-sections. These are: 
Sub-section 1: Overcoming and avoiding
Sub-section 2: Monitoring progress
Sub-section 3: Functional or dysfunctional?

What do you know?
Before you start this section, it is important that you take some time to think about what you already know in relation to the performing stage.
Sub-section 1: Overcoming and avoiding

Upon completion of this sub-section, you will have: 
· Developed a deeper understanding of inattention to results, ‘Groupthink’, and ways to overcome and avoid these concepts.

Introduction

During this session, you will be looking at how to overcome and avoid two key concepts: inattention to results and Groupthink, both of which present many challenges in teamworking. 

Characteristics of Performing​
At this stage, the team should now be performing to its full potential and is therefore likely to achieve its goals. Differences amongst team members are appreciated and recognised as a way of enhancing team performance.​
Examples of the performing stage:
· Members are working towards a goal​
· Communication is open​
· Individuals are more self-assured​
· Increase in skills​
· The group is more productive​.
(Mullins, 2019)​
	Introductory activities

· How do you visualise ‘performing’? If you were asked to describe 'performing' using an image, what would it be?.




During the following sessions, you will be focusing on the fifth dysfunction of Lencioni’s five behaviours: results. You will be looking at ways to overcome inattention to results and eliminate Groupthink before monitoring your progress by revisiting FAST objectives.​












	Activity
Think about an experience where achieving an end goal was very important to you. Write a few sentences on why this goal was so important and what you did to achieve this goal.



Inattention to Results
Click on the link and watch Lencioni's video 'Inattention to results'.
https://www.youtube.com/watch?v=Gjr3IZ1mFf8 

One vision:
In Lencioni's video, the basketball team's 'best player' would not accept a different way of doing something and refused to play. This resulted in the team winning without him. ​
The teams 'best player' showed 'inattention to results'; he was more concerned about his status and ego than the collective goal/mission of the team, while the coach was looking for a way to enhance team performance.​

	Stop and Think!
Remembering and recalling key learning
Based on the theme introduced in the video, make some notes about a time when you experienced something similar. This could have happened at work or in your personal life.

Developing depth
What could you do to overcome inattention to results?​




Overcoming inattention to results
It is important that teams work together to overcome inattention to results in order to function properly and focus on achieving a collective goal or mission. 
Here are some examples of how to overcome inattention to results:
· Get to know your team members​
· Have a shared vision of success​
· Set clearly-defined objectives​
· Celebrate the success of team members​
· Remind team members of their contributions​
· Inattention to results = dysfunction of a team stemmed from status and ego                                                                               
(TTI Success, 2017)​



Groupthink
In the video, Lencioni, described how the 'best player' refused to play, and how the other team members accepted this by continuing without him. However, in very close-knit groups, there is also a danger of Groupthink.​

	Definition:

Bond (2014. P. 5) describes Groupthink as people who are ‘highly susceptible to the winds of social influence’. Any threat to the unity of such groups can lead to conflict.​





In very close-knit groups, Groupthink is always a danger. People like to maintain harmony so often reject different ways of doing something, which can lead to Groupthink. For example:​

· Energy may be directed towards maintaining relationships instead of tasks
· Outsiders are seen as a threat and therefore dismissed
· Close groups may think they are infallible and cannot be wrong
· Views that may rock the boat will be quashed to maintain harmony; therefore, different views are neglected.
(Janis, 1982, Golkar, 2013).
Activity: We do it our way…
You get to the norming stage and then you find out that a new member will be joining the team. However, you can’t start again.​ Team development doesn’t always happen in a linear fashion. What would you do if this was a real-life situation? Make some notes in the space below.


Avoiding Groupthink
Here are some examples of how you can avoid Groupthink:
· Actively seek outside ideas and feedback​
· Welcome self-criticism within the group ​
· Consciously evaluate conflicting evidence and opinions​.
(Janis, 1982)
	Further Research

Click on the following link to watch a short video about Groupthink:
https://www.youtube.com/watch?v=jwHfmlbJX5Q 



	Let’s Summarise:

1. List three examples of what may occur within a team at the performing stage.
2. Complete the following sentence: People like to maintain harmony so often reject different ways of doing something, which can lead to_____.
3. In your own words, explain how a team might overcome inattention to results.




Sub Section 2: Monitoring progress


Upon completion of this sub-section, you will:
· Gain a deeper understanding of the importance of monitoring progress within the team.
· Be able to use a collaborative tool to plan and monitor the work of a team.​
​Introduction
In this session you will be looking at a collaborative technology tool to help you evaluate progress against your objectives. Tracking and monitoring of progress when working together in a team is essential as it helps the team stay focused and meet goals.
	Introductory Activity
Reflect of a time you had a deadline to meet, but you did not achieve it.



Missing deadlines
Often, deadlines are missed because:
· We do not make a clear and realistic plan
· Objectives are not clear and not broken down into milestones, making it difficult to know if we are on track
· We procrastinate and put off work until the end
· We do not ask for help when we fall behind.
Engagement and accountability
Here are some tips to keep team members engaged and ensure they are held accountable for the work allocated. These will also help to ensure effective tracking and monitoring of projects.
Create a project outline: Taking the time to get together and hash out a comprehensive outline including team goals, milestones, and key project indicators (KPIs) is essential when working in teams. Each member of the team can give input for setting up realistic project goals and learn what’s expected of them individually and as part of the team. Involving everyone in the planning helps to create a sense of shared ownership of the plan. 
Establish goals and milestones:  When considering how to track the progress of a project, it’s good to consider a team member’s specific skill set first. Measuring progress can look very different from person-to-person and project-to-project. The more familiar the team is with each other's skills and limitations, the better sense they will have of how to hold members accountable. Setting up tailored goals and milestones with each member of the team also goes a long way toward team satisfaction. It’s important to stress each team member’s role and how it will contribute to the success of the team as a whole. Keeping the big picture in mind is always important, even while implementing smaller goals and points of progress.
Check in regularly: When considering how to track the progress of a project, never underestimate the importance of checking in. Having a quick, informal chat at the beginning of each work session can establish trust between members and help to distinguish a key difference between workers feeling cared about and checked in on versus feeling judged or checked up on. Communication is always key in making sure a project runs smoothly. If team members are having trouble reaching goals or performing time-sensitive tasks, it’s best to check in and try to get to learn the reason why, rather than continuing to implement things that aren’t motivational or helpful. Regular check-ins can also help to overcome procrastination. 
Ask for help: There are many ways we can work together to ensure the team will feel less stressed or overwhelmed by tasks. Remember to reach out to other team members for help when you are struggling and make sure they are aware of any circumstances that might be affecting your performance. 
Establish clear deadlines: Keeping the end goal in sight is always helpful for measuring progress. Being clear about deadlines can help you stay on track and complete tasks without getting overly stressed or overwhelmed. Tracking project progress becomes far easier once everyone knows what the project timeline is. 

	Developing depth
Think of an upcoming deadline you have for a task. Now consider how you can break the task into smaller parts and create milestones for each. You could make a rough plan on a Word or Excel document. 



Technology tools for tracking and measuring progress
There are many freely available technology tools that can help you to achieve the above steps.  These include:
· Gannt Charts
· Trello
· Padlet
· Monday.com
· HubSpot.
You may already be familiar with some of these or other tools that you might prefer using. In this session, we are going to look more closely at Trello. 
Go to the Trello website and explore the ‘How To’ resources: 
https://trello.com/b/NwKEJcQ9/trello-for-project-management 

The following resources are recommended:
Get Started: https://trello.com/c/akUvWAS8/25-get-started 
Get Started – Video 1: https://trello.com/c/6DPTRWtq/18-get-started-video-1 
Get Started – Video 2: https://trello.com/c/9low8fBs/15-get-started-video-2 
Add Members: https://trello.com/c/hERrTEpT/30-add-members 
	​Activity
Create a Trello board and update it with your tasks and objectives.​ Try sharing it with class mates / team members / friends.



	Let’s Summarise
1. List three reasons why deadlines are typically missed.
2. What does KPI stand for?
3. Which of the tips for effective tracking and monitoring can help to overcome procrastination? 








Sub-section 3: Functional or dysfunctional?

Upon completion of this sub-section, you will be able to:
· Reflect on the application of your new knowledge gained throughout this section and the course of this unit.

Introduction
In this session you will be introduced to the adjourning stage of the Tuckman model before analysing whether you consider your team to be functional or dysfunctional.

	Introductory activity
How do you visualise ‘adjourning’? If you were asked to describe 'adjourning' using an image, what would it be? 




The adjourning stage
Here are some examples of what may occur within a team at the adjourning stage:
· Work is complete​
· A job well done​
· Group disbands​
· Sadness as individuals return to independence.​
                                                  (Tuckman and Jenson, 1977; Mullins, 2019)




	Further Reading
Here are some useful resources to learn more about Tuckman’s Stages of Team Development model.

· Tuckman, W. B. (1965) Development sequence in small groups. Psychological Bulletin, 63, pp. 384-99.
· Tuckman, B. W. and M. A. Jensen. (1977) ‘Stages of small-group development revisited’, Group and Organization Studies 2 (4) pp. 419–27. 





	
 
Developing depth 
Consider what you have learnt throughout the unit and conclude with whether you are a functional or dysfunctional team.​ Why do you think this is?







Results


Accountability


Trust


Conflict


Commitment


