Unit 4 – Facilitating Digital Collaboration
Introduction to Unit 4
Teamworking skills are high on the list of employers' lists of desirable skills. Your ability to work well with others is crucial to the performance of the entire team. However, the future of work is changing. More and more we are called upon to work as part of virtual teams, which requires a different skill set. ​
​According to the CIPD (2020): "To those who have worked as part of a virtual team, it may come as no surprise that research shows virtual teams face more challenges to stay effective than face-to-face teams. Not all virtual teams are equal: challenges grow as team members spend more time working apart, as more of them work virtually, and as the degree of separation (in both working hours and physical distance) increases".  ​
Reflection on Group Task – (Unit 2)
​During the course of this unit, you will be asked to reflect on the stages of development of the team during the group task you were set at the start of Unit 2, Section 4: Life is a Team Sport.​
You should also consider the development of the five behaviours covered in Life is a Team Sport and in the coming unit. ​
Introduction – Virtual Team Dynamics
According to Norman (2013) ‘Virtual Team Dynamics is the term used to describe how the personal characteristics and interpersonal behaviours of members of a virtual team impact the ways in which they interact, how they communicate and how they share the tasks required to successfully undertake their assigned work. Whether the virtual team is a continual, ongoing business arrangement whereby offices interact without a finite time frame, or a virtual project team where the team is formed for a fixed period to undertake a specific task, after which they disband, establishing an environment of positive virtual team dynamics can help you be more successful.’​
The degree of cohesiveness of the virtual team will be affected by the manner in which it progresses through the various stages of team development and maturity before getting down to the real tasks in hand. This process can take time and is often challenging for the members​.
Tuckman’s Stages of Team Development model
Did you notice when discussing virtual team dynamics, Norman includes ‘where the team is formed for a fixed period to undertake a specific task, after which they disband’? ​
This is similar to Tuckman’s Stages of Team Development model. Tuckman’s model originally comprised four stages. Later, the fifth stage: adjourning, was added to mark the end of the team’s journey (Tuckman and Jensen, 1977).​
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(Tuckman and Jenson (1977) revised model of small group development)
During the course of this unit, you will be focusing on the original four stages: ‘Forming, Storming, Norming, and Performing’.​
The fifth stage: adjourning, will be included at the end of the topic ‘Performing’ as a way of marking the end of your team’s journey.​
First, watch the video ’Bruce Tuckman's Team Stages Model Explained’ and then take part in the following activity:
 https://www.youtube.com/watch?v=nFE8IaoInQU ​
	Forming
	During this period, people make an effort to get to know each other​


	Storming
	There is often conflict around personalities and different working styles as people become frustrated with one another’s differences in approach​

	Norming
	This is when people start to resolve their differences, build on one another’s strengths and respect you as a leader​

	Performing
	Your team members reach this stage when they are able to achieve the group’s goal without friction​



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
During the following sessions, you will be focusing on the first dysfunction of Lencioni’s five behaviours: 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
During the last section: Life is a Team Sport, you looked at ways to help you recognise the importance of trust in developing a successful team and how to identify techniques to build trust.​
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:​
· Distrust in members due to lack of face-to-face interaction​
· Members may find it difficult to motivate themselves without direct interaction.​
(Mullins, 2019)​

In the last session of unit 2, you were asked to watch the video Five Dysfunctions of a Team by Lencioni (2018). Here's a reminder https://www.youtube.com/watch?v=GCxct4CR-To ​

	Stop and Think
Remembering and recalling key learning – Recall the five dysfunctions of a team.

Application – Take some time to reflect on this framework. Have you ever experienced any of these five dysfunctions at work or in your personal life?

Developing depth – What could you have done differently if the situation/s rose again?




	Further Reading
Here is the title of Lencioni’s book if you want to learn more about five dysfunctions of a team. There are also journal articles discussing this framework available via the UWTSD library.

Lencioni, P. M. (2002) The five dysfunctions of a team: A leadership fable. San Francisco: Josey Bass.













‘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 to update your unit blog.
Absence of Trust (12m)​
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





Trust and virtual relationships
Trust creates trust. At least that was thought to be the case before the pandemic caused a significant increase in remote working. This has affected workplace culture due to an absence of trust among remote employees and their managers. It is thought that the main cause is a lack of face-to-face interactions as this bolster’s negative assumptions. Trust is about spending time together and forming social bonds. "Distance breeds distrust" (Hickok, 2021).

Yet why is it that we find it hard to form virtual relationships at work, when we are so willing to form virtual relationships with strangers via social media platforms. Sharing our vulnerabilities with the world. Voicing our opinions, agreeing, disagreeing. Posting selfies and videos. Letting all our ‘friends’ know when we are about to go on holiday, inadvertently advertising an empty house to a host of people we don’t really know. Why do we do this?

This is an open question with no clear answer. 

	Further Reading
Here are some useful resources if you want to learn more about psychological safety and vulnerability:

Brown, B. (2012) Daring greatly. New York: Penguin Random House.

Hayes, K. (2019) The power of being vulnerable in the workplace. Available at: https://opensource.com/open-organization/19/3/introduction-psychological-safety#:~:text=%22Psychological%20safety%22%20refers%20to%20a,curiosity%2C%20and%20diversity%20of%20ideas (Accessed: 23 March 2021).








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 often 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.

· Jealousy – they envy individuals who they perceive to be in a better situation to them e.g. people with more money, better clothes etc
· Shame – they may be ashamed or embarrassed at 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
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. 

	Stop and Think
Group Task
Remembering and recalling key learning
Think back to sub-section 1 and ‘Fake friends’. How easy it is to fake a social media profile? 

Application 
Produce a profile document that is reflective of the person you want to portray when working in a team. Share it with group members to include a picture that best represents you.

Developing Depth
Does your profile come across as authentic? When your team members meet you, will they see the version of you that appears in your profile?​




	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:
1. . 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 slide shows an example of the four core principles that underpin the FAST framework​.

Introductory activity

Have a go at coming up with your own definition for the words ‘goal’ and 'objective'.

FAST Goals[image: Table
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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 difficult but not impossible to achieve

Benefits of this include: 
· Boost’s performance of individuals and teams
· Minimises the risk of coercive behaviour
· Forces border search for 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: 
· Makes use of peer pressure to perform on goals
· Shows individuals how their activities support team goals
· Understands the team’s agendas

	Further Reading

Click on the following link to find out more about FAST goals:

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).




	Let’s Summarise:
1. What are the four core principles that underpin the FAST framework?
2. List two benefits of setting an Ambitious goal.
3. In your own words, explain how FAST goals can help to drive team engagement. 




Results


Accountability


Trust


Conflict


Commitment
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