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Teams 

1.1 TEAM DEVELOPMENT PROGRAM PREPERATION – ISSUES TO ADDRESS

	Should the program start with a team building course for employees?


	No. Before they start anything, organisations have a great deal of thinking to do. The time for team building courses is later. And even then, they should be carefully selected and never haphazardly chosen from off-the shelf courses that happen to be conveniently available.

	What is a team?
	The answer to this question is not as obvious as it might seem. Unfortunately it means nothing until organisations attach a specific meaning to it.

Any organisation committed to team development should agree on the meaning of “team” that will be the initial focus of its activities. Of course, this may not be the final meaning, because fine tuning is likely to occur as a result of experience, changed aspirations, team growth and new business opportunities. However an organisation must be able to make an unequivocal preliminary statement starting with “in our organisation, the word team means…”



	Why is the organisation keen on teams and team development?


	There should be a clear understanding of the reasons for teams and the benefits that teams are expected to bring. Some possibilities are:

· Is it simply that the word team is fashionable?

· Is it that people are not “nice enough” to one another, or not co-operating enough, or not “getting on” well enough?

· Is it that there are serious interpersonal problems, frequent abrasive incidents, petty squabbles and unsettling conflicts that interfere with the social harmony of the workplace?

· Is it that employees are lethargic, inert and unmotivated? (And if the employee group is like this, might not the problem be poor management rather than employee defects?)

· Is it that the potential creativity of employees is not being exploited?

· Is it that the organisation has a slow response time and cannot react quickly enough to market opportunities?

· Is it that the nature of the work absolutely requires employees to act in a closely co-ordinated way?

· Is that a team based organisation is thought to be more committed, more flexible, more energised , more productive, more goal –orientated than an organisation based on more traditional principles



	What will team empowerment and participation mean?


	In a general sense, empowerment means giving power (that is responsibility and authority) to an individual or group; it also implies that the power given to one group is taken away from another group. Usually the power relates to what and how employees participate in the activities of their organisation. Thus organisations committed to having empowered and participative teams have to face a number of questions:

· When teams become participative, what will change in the way the organisation goes about its tasks?

· What will participative teams actually do? How will this be different from what was done before? Will they merely be invited to make comments and recommendations?

· Will their role include the making of some decisions which they will then implement without interference from their supervisors? If so, what types of decisions will be their responsibility?



	How far along the path to self-managing teams is the organisation prepared to travel?


	Self-managing (or self directing) teams are the most complete expression of empowerment and participation. In their fully-fledged forms, self-managing teams are responsible for complete projects (for example, a small team entirely responsible for the manufacture of a motorbike). Such a multi-skilled team would order components, schedule production, hire new workers, talk to external customers, purchase equipment, devise a budget, redesign facilities and conduct their own performance appraisals. 
Fully fledged self managing teams however are still relatively uncommon. Much more common are teams which have responsibility and authority about a restricted set of functions which gradually expands as teams gain in skill and experience. Such teams are often called semi-autonomous.


	How much effort is the organisation prepared to put into the development of its teams?


	Team development requires organisational effort. The effort is always considerable far more than many managers would expect, in time, training, dollars, availability of specialist help, re-thinking of reward systems, ongoing support and active senior management commitment that the organisation is prepared to provide. 

The effort required for team development varies with the type of team, the state of organisational health of current teams, the urgency of the need, and the scale of team use (for example, scattered teams or teams spanning an entire business unit). If the required organisational effort falls short the team development program will be seriously at risk. 



	How easy will team development be?


	The development of teams that make a difference will require far more than a short on-site team building course. Expectations should not be unrealistic. Short cut approaches may bring a wave – like surge of boosted morale but, like a wave, the surge is predictably short-lived. That phase is often followed by a flat phase of disappointment, disillusion and cynicism when the promise of superior team performance fails to come true.

There are at least five reasons why it is never a pushover to develop teams that deliver real benefits:

1. Effective team development activities always disturb the social balances of a group of people and establish somewhat different balances.

2. Team and individual defects come under open scrutiny and have to be diagnosed and, with time, repaired.

3. Conflicts involving goals, values, interests and methods have to surface and be managed.

4. A number of new interpersonal skills (for example, open communication and conflict management skills) have to be learned, practised and reinforced until they become the natural way that the team conducts its daily life.

5. There are many ups and downs in the process of development; organisations have to cope with the downs in the knowledge that they are a necessary part of the process of change. 

For these five reasons, organisations should have a clear realisation that, even in relatively simple cases, their team development effort may not bear fruit for several months or more. In the much more complex case of self-managing teams, the time required is typically estimated to be in the range of two to five years.



	What should the organisation expect?


	A huge number of organisations have attempted team development programs in one form or another. Some of these have had breathtaking success; many have had moderate but significant success; but a great many others have failed, sometimes with damaging effects.

By and large, the likelihood of success will be heightened if organisations have thoroughly discussed the above issues and reached agreement about them. On the other hand, organisations that have a less thorough approach to the preparation of their team development programs are courting almost predictable failure. 




Summary:


The elements of intrinsic motivation include, very prominently, other people. People like to have contact with other people and they like to have relationships with other people. Structuring working teams offers opportunities for these motivations to be served in a way that can markedly improve organisational performance. Teams share responsibility for tasks or projects, with individuals assuming complementary roles, and members of the team taking collective responsibility for outcomes. 


However, teams that deliver real business benefits are not easy to develop. Enthusiasm, good intentions and a “fabulous team building course” are never enough. The process of developing effective work teams involves thorough preparation, careful ongoing attention to the learning and practice of team skills, and constant alertness to team development opportunities that present themselves in the workforce. 


In the preparation phase, the people driving a team development program must comprehensively address the following issues and clarify where they stand on each.








