
Unit 3 - Study Session 3

Building Teams



Introduction

In many work situations, people work individualistically, often in competition with one another. Essentially people are motivated by achieving benefits for themselves and hopefully also those they serve. Work teams are one of the main ways in which organisational tasks are accomplished.

“… So much of human activity is co-operative. Co-operation is at the heart of all economic systems: members of the same company [or organization] have to work together to achieve their mutual goals.” (Brombacher & Gibbon, c1997: 1) 

The management of teams is thus a key aspect of a manager’s job. In this session we will look at the way in which teams develop and at the manager’s role in guiding this process.

Session contents
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5
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6
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7
Session summary 

Timing of this session

This study session is fairly short but involves reading a book and three tasks. The book is written in dialogue, so it is light to read, but very informative on issues of effective management. Allow about an hour and a half for the session. 

1
LEARNING OUTCOMES OF THIS SESSION


	Intended learning outcomes

By the end of this session, you should be able to:

	Management outcomes:

· Define the terms group and team.

· Identify advantages of working in teams.

· Describe the stages of group/team development.

· Describe the management styles used in the different stages of team development.

· Summarise the manager’s role in team-building.


	Academic outcomes:

· Compare models.

· Identify and select information.

· Summarise information.


2
READINGS AND REFERENCES 


There is only one reading for this session. You are asked to read the whole book and to review specific parts of it section by section. 

	Reading 
	Publication details
	Page numbers


	8
	Blanchard, K. (1994). The One Minute Manager Builds High Performing Teams. London: Harper Collins. 
	pp10-109

	References
	Publication details
	The page numbers are in the text.

	
	Brombacher, A. & Gibbon, J. (c1997). Co-operative Learning: Potential and Implications. Undated paper distributed at a trainers workshop  in Cape Town.
	

	
	Cook, C. & Hunsaker, P. (2001). Management and Organizational Behavior. Boston: Mcgraw-Hill/Irwin.
	

	
	Hope, A. & Trimmel, S. (2001). Training for Transformation, Book 2. London: ITDG Publishing.
	

	
	Management Education Scheme for Open Learning (MESOL), The Open University. (2000). Managing in Health and Social Care. Module 2 Book 2.
	


3
THE VALUE OF TEAM WORK 


Before proceeding to study teams, we will first examine the difference between a group and a team. Think of an example of a group and an example of a team. What do you see as the difference? 

Here is an explanation:

“A group is any collection of people who interact with one another because they perceive themselves to have a similar purpose or similar interests.

A team is something more. It is a group with a sense of a common goal or task, the pursuit of which requires collaboration and the co-ordination of the activities of its members, who have regular and frequent interactions with one another.

However, the distinction is not a clear-cut one. It is a matter of degree - a group becomes a team when a similar purpose becomes a common goal and when interaction becomes collaboration and co-ordination …” (MESOL, 2000: 6)  

When working with teams, the job of the manager or team leader is to guide a group through the process of developing into a productive team. This is the subject of Reading 8, which you are asked to preview and then read as directed in the tasks.
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An effective team is an asset in any work situation, but building teams which are effective is one of the manager’s big challenges. 

Now spend some time reading quickly through the whole of Reading 8. It is important that you do this at this stage because you need to get an idea of the team building process as a whole. Then, as you work through the session, you will be asked to examine specific sections in more detail. As you read, note down the four stages of team development.


4
HOW TEAMS DEVELOP


Have you ever been part of a team and noticed it changing over time? This is the process of development which is common to any team. In this section, we look at two models of this development process. Once again, you are referred to Reading 8. 


Cook and Hunsaker (2001: 344) give different names to these four stages: forming (orientation), storming (dissatisfaction), norming (resolution) and performing (production). They also add a fifth stage: adjourning.  

“…Forming 

In a newly formed team a lot of uncertainties exist about the team’s purpose, structure and leadership. Teams are concerned about exploring friendship and task potentials. They don’t have a strategy for addressing the team’s task. They don’t know yet what behaviors are acceptable as they try to determine how to satisfy needs for acceptance and personal goal satisfaction. As awareness increases, this stage of team development is completed when members accept themselves as a team and commit to team goals.

Storming

The next stage involves intragroup conflict about the clarification of roles and behavioral expectations. Disagreement is inevitable as members attempt to decide on task procedures, role assignments, ways of relating, and power allocations. One objective at this stage is to resolve the conflicts about power and task structure. Another is to work through the accompanying hostility and replace it with a sense of acceptance and belonging that is necessary to progress to the next stage. 

Norming

Co-operation is the theme of the norming stage, which involves the objectives of promoting open communication and increasing cohesion as members establish a common set of behavioral expectations. Members agree on a structure that divides work tasks, provides leadership, and allocates other roles. Desired outcomes for this stage of team development are increased member involvement and mutual support as team harmony emerges. If teams become too contented however, they can get stalled at this stage because they do not want to create conflict or challenge established ways of doing things. 

Performing

In this stage of development, team members are no longer conflicted about acceptance and how to relate to each other. Now members work interdependently to solve problems and are committed to the team’s mission. Productivity is at its peak. Desired outcomes are achievement and pride, and major concerns include preventing loss of enthusiasm and sustaining momentum. For permanent work teams, this is hopefully the final and ongoing stage of development. 

Adjourning

The adjournment or separation phase occurs when temporary teams like task forces and committees disband after they have accomplished their goals. Feelings about disbanding range from sadness and depression at the loss of friendship to happiness and fulfillment due to what has been achieved. The leader can facilitate positive closure at this stage by recognizing and rewarding team performance …”  



Some common behaviours of members of groups  (Hope & Timmel, 2001:  73-74)

5
MATCHING YOUR LEADERSHIP STYLE TO THE TEAM’S STAGE OF DEVELOPMENT



We have seen that all teams go through a series of stages during their time together. Whichever model you choose to use, there are similarities in the stages of team development. How should a team leader respond to these stages? 

Study the leadership styles described on page 86 of The One Minute Manager. Then go back to the leadership session (Session 2) and revise the descriptions of leadership approaches under Contingency Theory. Can you see the links?  You will remember that we talked about leadership style being contingent on the situation. The stage of development of the team is just such a situation (at a micro-level). There is therefore the potential for team leaders to match the leadership style appropriately with the situation of the team.  

The four leadership styles used in the four different stages of team development:

	Team development stage
	Leadership style

	Orientation
	Forming
	Directing
	Telling

	Dissatisfaction
	Storming
	Coaching
	Selling

	Resolution
	Norming
	Supporting
	Encouraging Participation

	Production
	Performing
	Delegating
	Delegating

	
	Adjourning
	
	


We have seen how leadership style is contingent on the stage of development of the team. We will now explore the team leader’s role in relation to the team. 

6
EMPOWERING TEAMS



In this section we will focus on the manager’s role in building an effective team. As you read this section, think back to Unit 1 Study Session 2 on Managing Yourself where delegating was also presented as a critical aspect of effective management.



7
SESSION SUMMARY



“… Maria found that becoming an effective team leader was exciting, challenging, but not simple. It took time, persistence and commitment on her part. Being a good team leader was much harder than being an autocratic leader. She learned that when you want to empower people, it is exhausting to get them ready to share responsibility … It’s not for the faint-hearted, but the results are worth it …”  (Blanchard, 1994: 108)

In this session we looked at the benefits and challenges of working in teams and at the development stages that all teams must go through on the road to effective performance. We also examined the ways in which a leader can help the team to progress by using different leadership styles according to the development stage of the team.

Although working with a team may sometimes be difficult and tiring, it is worth remembering that  “… none of us is as smart as all of us …” (Blanchard, 1994: 25)

At this stage, you should be ready to complete a draft of your assignment. We hope that Units 1-3 have been interesting and encouraged you to reflect on your own practices as a manager. Please complete the Evaluation Form which follows and send it to the Student Administrator of the School of Public Health with your Assignment.

Reading 8: Blanchard, K. (1994). The One Minute Manager Builds High Performing Teams. London: Harper Collins, pp19-24.





TASK 1 – What makes teams work?





a)	Think of an experience of working in a team where you felt comfortable and satisfied. List the reasons why it felt good to be part of this team. 


b)	Think of a team situation where you felt frustrated and unhappy.


List the reasons for your feelings.


c)	Now read pages 19-24 of The One Minute Manager Builds High Performing Teams. Study the characteristics of effective groups listed by Dan on page 20. How do these points compare with your list of what makes a team work? Try rating the team you considered in (a) and (b) according to the rating form in the reading. 


d)	List some advantages of working in a team.








FEEDBACK


Here is an answer from a manager in the field of health education:





(a) & (c) In my experience, the things that make teams work are similar to Dan’s but I would add trust as an important factor, as well as shared commitment to the project goals and ownership of the task. One of the other things I noted when comparing my experience to Dan’s is that he assumes that all team members play similar roles. In my experience, it is important in teams with mixed roles to have absolute clarity about each one’s responsibilities.





(b) The things that I have found hamper teams are: insufficient emphasis on process and too much pressure on the outcome, dominance by one member or passivity by others, and loss of interest and commitment to the goals if a project is implemented over a long period.  





(d) There are many advantages to working in teams: the combination of ideas is often very creative and challenging. Teams are often said to be “more than the sum of their parts”. Working in teams also seems to challenge members and the group produces a dynamic, a life of its own, which encourages flexibility and patterns of change. There are also opportunities for staff members to play different roles, to offer their strengths, and have others do the things that they are less effective in doing. Teams obviously also allow substantial jobs to be done quickly when time is limited. 





On page 17 of the One Minute Manager, these advantages are noted: 


“… [W]hen groups are operating effectively they can solve more complex problems, make better decisions, release more creativity and do more to build individual skills and commitment than individuals working alone ...”  Dan sums up the value of teams by saying: “None of us is as smart as all of us.” Probably you have identified other advantages too.   








Reading 8: Blanchard, K. (1994). The One Minute Manager Builds High Performing Teams. London: Harper Collins, pp10-109.





TASK 2 – Stages in the development of teams





a)	List the four stages of team development.


b)	Review pages 41 - 45. Are elements of this situation of tension in the team and Dan’s feelings familiar to you?





FEEDBACK





a)	The One Minute Manager describes the stages of group development as follows:


	Orientation (stage 1)


	Dissatisfaction (stage 2)


	Resolution (stage 3)


	Production (stage 4)





b)	The team that Dan observes has reached what is called Stage 2 in their development. The One Minute Manager describes the characteristics of this stage on page 46 and regards it as a productive stage although the team members may seem frustrated.








PERFORMING





Productivity:


Achievement


Pride








�





FORMING





Awareness:


Commitment


Acceptance








STORMING





Conflict:


Clarification


Belonging








NORMING





Cooperation:


Involvement


Support








ADOURNING





Separation:


Recognition


Satisfaction





�





TASK 3 - The manager’s role in building empowered teams





Review the section on delegation from The One Minute Manager pp102-105.





a)	What is the key lesson for team managers? 


b)	What is meant by empowering team members?








FEEDBACK





a)	The manager needs to educate and develop the team to the point where team members are able to take responsibility and perform tasks without constant supervision by the manager.





b)	Empowering team members means having “the skills, knowledge and freedom to act” (Blanchard, 1994: 104) and the desire to take responsibility and risks.





The manager’s role in team development is summarised in the diagram on page 107. The key roles of the manager in relation to team-building are:





Diagnosing the stage of team development.


Adapting his/her leadership style to the stage.


Empowering the team to function at its best.
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