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1. Give short answers to the following questions: (15) 

i. What is the difference between a group and a team?
According to Wengrzyn (2017), the words ‘group’ and ‘team’ are, for the most part use inter-changeable. At least most people use them that way. However, there are distinct differences between groups and teams.

1. A group is a collection of individuals who coordinate their individual efforts. On the other hand, a team is a group of people who share a common team purpose and a number of challenging goals. Members of the team are mutually committed to the goals and to each other.

2. A team’s strength or focus depends on the commonality of their purpose and how the individuals are connected to one another. Whereas, a group can come from having a large number of people or a cohesive willingness to carry out a focused action, for example, political reform. 

3. A group is a number of individuals forming a unit for a reason or cause, and a team is a collection of accomplished people coming together for a common goal that needs completion. The subtleness of these differences are more pronounced when we take these words a step further and look at a work group and work team. 

4. In the business world, there are work groups and work teams. A work team has members who work interdependently on a specific, common goal to produce an end result for their business. A work group is two or more individuals who are interdependent in their accomplishments and may or may not work in the same department (Wengrzyn 2017). 

5. A work team is more formal with a focused goal and objective and also having its members taking a participative role in how the work team function. On the other hand, work groups work more independently of each other and usually have a leader who directs the work flow.
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ii. What is meant by the term “Team Management”? 

Team management is the ability of an individual or an organization to administer and coordinate a group of individuals to perform a task. Team management involves teamwork, communication, objective setting and performance appraisals. Moreover, team management is the capability to identify problems and resolve conflicts within a team. There are various methods and leadership styles a team manager can take to increase personnel productivity and build an effective team.

The Business dictionary online defined team management as the administration of a group of people assembled to work on a particular project or to perform a particular function within an organization. It also stated that team management typically involves setting team priorities and performance objectives, reviewing performance and methods employed, and spearheading the team's decision making process. 
When team members first come together they will all have different ideas, however, the key to a successful team is the alignment of objectives within the team. It is essential that the team leader sets a common goal the entire team is willing to pursue. This way, all the team members will put in effort in order to attain the goal. If there is not a common goal, team members who disagree with the objective in hand will feel reluctant to utilise their full effort, leading to failure to achieve the goal. In other cases, team members might divert themselves to other tasks due to a lack of belief or interest in the goal.
In any functional team, cohesion amongst team leaders and decision makers is vital. Cohesive leadership means that team leaders are acting together as a unit and making decisions as a leadership team instead of each branching off into their own work and operating individually. This will ensure that the team will be steered in one direction instead of multiple due to team leaders not being concise and consistent with their instructions. Cohesive leadership will require team leaders to have strong communication skills. 
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iii. Describe the role of a team manager. 

The team manager is the leader of a group of employees, overseeing the daily operations of one section within a company. These leaders must perform a wide range of duties that correspond to the kind of team they manage. Team managers are responsible for the day-to-day activities and guidance of their team members. A team manager or leader, according to Gigli (2017), is someone who provides direction, instructions and guidance to a group of individuals, who can also be known as a team, for the purpose of achieving a certain goal. He argued that an effective leader will know her team members' strengths, weaknesses and motivations.
Team managers serve various roles in an organization. Their job is to get tasks done by using all of the resources available to them, including other employees or team members. Below is a list of some important roles a team leader must often take on: 

· Develop a strategy the team will use to reach its goal 

· Provide any training that team members need 

· Communicate clear instructions to team members 

· Listen to team members' feedback 

· Monitor team members' participation to ensure the training they are being provided is being put into use, and also to see if any additional training is needed 

· Manage the flow of day-to-day operations

· Create reports to update the company on the team’s progress 

· Distribute reports to the appropriate personnel

Poorly defined roles is often the biggest obstacle to a successful team. If team members of a team are unclear of what their role is, their contributions towards the team will be minimal. Therefore, it is the team leader’s duty to outline the roles and responsibilities of each individual within the team and ensure that the team is working together as an integral unit.

In a successful team, a team leader will first evaluate the mission of the team to understand what is needed to accomplish the task. Then, they will identify the strengths and weaknesses of their team members and assign roles accordingly. Lastly, they must ensure that all team members know what each other’s responsibilities are to avoid confusion and to create an effective channel of communication. 
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iv. What are the five stages of team development according to Bruce Tuckman?
 Forming a team takes time, and members often go through recognizable stages as they change from being a collection of strangers to a united group with common goals. Bruce Tuckman’s Forming, Storming, Norming, and Performing model describes these stages. When you understand it, you can help your new team become effective more quickly.

Psychologist Bruce Tuckman first came up with the memorable phrase “forming, storming, norming, and performing” in his 1965 article, “Developmental Sequence in Small Groups.” He used it to describe the path that most teams follow on their way to high performance. Later, he added a fifth stage, "adjourning", which is sometimes known as “mourning”. This answer will look at each stage in more detail below.
1. Forming: In the forming stage, most team members are positive and polite. Some are anxious, as they have not fully understood what work the team will do. Others are simply excited about the task ahead. The leader plays a dominant role at this stage, because team members’ roles and responsibilities are not clear. Therefore, this stage can last for some time as people start to work together, and as they make an effort to get to know their new colleagues.

2. Storming: Next, the team then moves into the storming phase, where people start to push against the boundaries established in the forming stage. This is the stage where many teams fail. Storming often starts where there is a conflict between team members’ natural working styles. People may work in different ways for all sorts of reasons but, if differing working styles cause unforeseen problems, they may become frustrated.

Storming can also happen in other situations. For example, team members may challenge the leader’s authority, or jockey for position as their roles are clarified. Or, if the leader has not defined clearly how the team will work, people may feel overwhelmed by their workload, or they could be uncomfortable with the approach you are using. Some may question the worth of the team’s goal and may resist taking on tasks. Team members who stick with the task at hand may experience stress, particularly as they do not have the support of established processes or strong relationships with their colleagues.

3. Norming: Gradually, the team moves into the norming stage. This is when people start to resolve their differences, appreciate colleagues’ strengths and respect the leader’s authority. Now that the team members know one another better, they may socialize together and they are able to ask one another for help and provide constructive feedback. People develop a stronger commitment to the team’s goal and will start to see good progress towards it. There is often a prolonged overlap between storming and norming, because, as new tasks come up, the team may lapse back into behaviour from the storming stage.

4. Performing: The team reaches the performing stage, when hard work leads, without friction, to the achievement of the team’s goal. The structures and processes that the leader has set up support this well. The leader can delegate much of his work, and he can concentrate on developing team members.

It feels easy to be part of the team at this stage and people who join or leave will not disrupt performance.

5. Adjourning:

Many teams will reach this stage eventually. For example, project teams exist for only a fixed period of time and even permanent teams may be disbanded through organizational restructuring. Team members who like routine or who have developed close working relationships with their colleagues, may find this stage difficult, particularly if their future now looks uncertain.

The above answer has listed and explained the five stages of team development according to Bruce Tuckman. He used these stages to describe the path that most teams follow on their way to high performance.
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v. Outline the factors contributing to the successful development and performance of a team? 

Understanding interpersonal dynamics in teams can help managers identify the optimal arrangement of individuals to ensure team success and high performance. When individuals gather to achieve a common goal, many interpersonal dynamics play a role in whether or not the team will be successful. Sometimes a team can mesh well together and succeed at anything they attempt. However, other teams, regardless of available resources, seem to flounder in failure. Therefore, how can leaders determine whether a team will demonstrate effective team performance? It can be done according to Plowman (2015) by observing and evaluating the following seven factors that collectively contribute to team success. These sevens factors which will be explained below are cohesion, communication, groupthink, homogeny, role identity, stability, and team size.

1. Cohesiveness:
The first factor to consider is how cohesive members are with one another. Once a team is highly cohesive, a member’s commitment and willingness to strive for excellence thrives. Team cohesion affects the extent to which members like one another, get along with each other, and trust and respect one another’s abilities and opinions. Although these characteristics are difficult to observe, managers can look for signs that team members are well-acquainted past superficial meet-and-greet topics. Managers can also determine whether team members equally participate in group discussions and activities rather than forming cliques or subgroups of cohesive units.

2. Communication:
Efficient communication mechanisms are crucial to develop effective teams. In order to understand the scope of a goal and agree upon a path to reach that goal, teams must develop an effective method of communication. Indicators of effective team communication include: mellow conversation tones, willingness to consider all opinions, desire to enhance communication frequency, effective conflict resolution, and efficient decision-making processes. Furthermore, to foster team cohesion, employee satisfaction, and motivation, organizations should implement a formal conflict resolution process in cases where a team cannot effectively resolve conflict internally

3. Groupthink:
Groupthink is a tendency for decision-making teams to suppress opposing viewpoints in order to preserve group harmony. This phenomenon can occur because individual team members have an overwhelming desire to be accepted and teams want to minimize conflict. When determining the degree to which a team is experiencing groupthink, a manager can evaluate whether the team is exerting an excessive amount of dominating characteristics. Other signs of groupthink include individual conformity, apathy toward team goals and outcomes, peer-pressure exerted by leaders within the team, and discussions that tend to be one-sided.

4. Homogeneity

Homogeneity is the extent to which members are similar or different to one another. The difficulty for most project managers is finding the right balance between overly homogenous and overly heterogeneous teams. When evaluating team homogeneity, a manager can consider similarities and differences in personal characteristics, education, skills, abilities, generational backgrounds, cultural background, and income levels. Teams that are homogenous tend to be highly cohesive and can easily develop effective communication methods that reduce conflict. However, too much homogeneity leads to greater instances of groupthink. Alternatively, teams that are highly heterogeneous have an advantage because members are highly diverse, which leads to more instances of creativity, ingenuity, and resourceful productivity. However, teams that are too diverse may limit the degree to which members can relate to one another and effectively communicate.

5. Role Identity:
Role identity is the extent to which members are capable of assuming different roles throughout the team structure, thus diversifying efforts and developing subject matter experts. The diverse skills and knowledge that members bring to a team provide a large range of capabilities necessary to achieve a goal. Managers can observe the extent to which a team can recognize the individual potential in each member and identify the role best suited for that member. If not, a team cannot be expected to be highly functional and perform well.

6. Stability:
The degree of stability among members and project leaders significantly influences team performance. Teams that have lower turnover rates experience higher levels of group cohesion, better communication methods, and more effective role identity. In addition to simply evaluating turnover rates, managers can evaluate the degree to which members are comfortably interdependent with one another, which comes with stable and trusting relationships.

7. Team Size:
By evaluating a team’s size, managers are able to maximize productivity to ensure high levels of team performance. The greater number of members within a team the more resources available to achieve a goal. However, as team size increases, so does the number of conflicts resulting in decreased levels of cohesion and inefficient productivity. To evaluate whether a team is too large or small, managers must consider how effectively and harmoniously members work together and whether the required tasks are being efficiently accomplished by all members of the team.
In conclusion, this answer identifies seven factors as indicated by Plowman (2015) that influence whether or not a team will demonstrate high performance and ultimately be successful.
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vi. Explain the nature and importance of team work for an organization. 

Teams are formed when individuals with a common taste, preference, liking, and attitude come and work together for a common goal. Teams play a very important role in organizations as well as our personal lives. According to Herny Ford, “Coming together is a beginning. Keeping together is progress. Working together is success.” The above proverb by Henry Ford can very well highlight the importance of working together in teams.
Every employee is dependent on his fellow employees to work together and contribute efficiently to the organization. No employee can work alone. He/she has to take the help of his colleagues to accomplish the tasks efficiently. According to Management study guide (2017), it has been observed that the outcome comes out to be far better when employees work in a team rather than individually as every individual can contribute in his best possible way. This Study guide further argued that in organizations, individuals having a similar interest and specializations come together on a common platform and form a team.

Teamwork in organizational settings is an important aspect of creating a well-oiled machine to get tasks and projects done. A single team often has a team leader, who guides all members to reach the company’s expectations. In addition, each team leader must include all workers to boost motivation and workplace morale. However, the role of teams in organizations also has a practical importance. Mary (2017) listed the following as the importance of team work for an organization.
1. Scope of the Work:
Teamwork is important in an organization because of the scope of the work it performs on a daily basis. A single employee cannot take on all of the responsibilities of an organization, according to Net Team. Each employee hired by the company has a certain skill set, which contributes to a single department. In other words, a single department has a collection of workers who each contribute something to reach the organization’s goals and objectives.

2. Physical Distances:
Some organizations have managers and executives who travel frequently, meaning they are not in the office every day. These individuals communicate via email and telephone to stay updated with tasks, assignments and production. Teamwork is important in these situations, because modern technology allows all employees to stay in touch about tasks and assignments despite being miles or time zones apart. Teamwork in these situations also shows trust and reliability, because employees trust that other workers get the job done in their absence.

3. Departments and Teamwork:
Each organization is made up of various departments. Sometimes these departments must work together in creating a project or task for the organization, such as the production department working closely with the accounting department to create products on a budget. These departments must work together as a team to meet the company’s goals and objectives, despite having very different functions within the organization.

4. Ethnicities and Backgrounds:
Another important reason for teamwork in an organization is the different backgrounds and ethnicities of people working in a single organization. Each employee has a different background or experience, meaning each of them can perform differently on any given tasks. Teamwork is important as these differences get ironed out, so all employees think and perform with the same goal in mind. In addition, all employees understand the methods used to reach these goals.

In concluding, team and team work must be encouraged at workplace as it strengthens the bond among the employees and the targets can be met at a faster pace. Workload is shared and individuals feel motivated to perform better than his team members.
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2. “A good environment within the team can help the team members to achieve their set goals.” Discuss (7) 

“Before you are a leader, success is all about growing yourself. When you become a leader, success is all about growing others.” Jack Welch, former CEO of General Electric. According to Get Lighthouse (2017), one of the most motivating and transformational conversations a manager can have with a team member is about that person’s goals. Not company KPIs, not the next core project and their responsibilities, it’s their goals. When a leader taps into a worker’s core drive and interests, he unleashes their greatest motivations on the job. They will even do much of the work on their own time. According to a study done in 2012, “75% of employees say that they are willing to use their own time to further their careers and take on additional learning that would benefit them at work.” Regardless of age, workers have goals that if they are tap into, workers will be more motivated for all their work and will improve their relationship with you as their manager.
All businesses share a primary goal which is success. Goal settings, aligning and tracking those goals through actions and results are critical to greater business execution and, as a result, greater success. Most organizations see a dramatic increase in employee and business performance when they effectively set individual employee goals and closely tie them to the company's overall strategy. Goal settings, goal aligning and goal tracking will be explained below.

1. Setting Goals: 

The process of setting goals should be a collaborative process between an employee and his or her manager. Whether writing long- or short-term goals, the most widely-used framework is S-M-A-R-T which means that the goals should be:

Specific: Well-defined to inform employees exactly what is expected, when, and how much. With specific goals, managers can easily measure progress toward goal completion.
Measurable: Provide milestones to track progress and motivate employees toward achievement.
Attainable: Success needs to be achievable with effort by an average employee, not too high or too low.
Relevant: You should focus on the greatest impact to the overall company strategy.
Time-bound: Establish enough time to achieve the goal, but not too much time to undermine performance. Goals without deadlines tend to be overtaken by the day-to-day crises.

2. Aligning Goals: 

Goal alignment is critical for business success. It ensures that each person within your organization can see the direction for the business and know how their job fits in with the “Big Picture”. To achieve goal alignment in your organization, leaders must first clearly communicate their strategic business objectives across the entire company. By allowing managers to access and view the goals of other departments, your organisation can greatly reduce redundancy while finding better ways to support each other. With everyone working together toward the same objectives, the company can execute strategy faster, with more flexibility and adaptability. 

Essentially, goal alignment strengthens the leadership and creates organisational agility by allowing managers to:

· Focus employees’ efforts on the company’s most important goals;

· Understand more clearly all responsibilities associated with specific goals; and

· Strengthen accountability by assigning measurable, articulated goals visible company-wide.

3. Tracking Goals:
Once you have established the company-wide and individual goals, the next step is tracking progress on those goals. It is important for employees to track their progress on goals because they need to have the information available during the all-important review process. Additionally, managers need to be aware of progress on goals to step in with assistance or resources when it appears that goal targets will possibly be missed. Having this information handy is also helpful when management is not aware of all of the steps involved in reaching a goal and strong documentation assists in the discussions of past projects and successes when review time rolls around. Tracking organisational goals in a centralised location helps the manager to stay on track in several ways:

· Organize, manage and reassess your goals frequently

· Create action plans with milestones for larger goals

· Track your time to make sure your daily efforts are focused on meaningful tasks

Goals can be cascaded from the top down and made visible to all; everyone within the company is now fully armed with the information necessary when setting goals. They can create individual goals that support company goals and link to others if the success of their goal is dependent upon the actions of a co-worker or manager in another department or location.

The secret to effective goal setting and high performance is to review your goals at least once a week or month to clarify your focus and use this information as a basis for goal performance discussions with your manager. You can use the opportunity to review the progress and adjust timelines or request additional resources if necessary or expand the goal once more information is gathered from other sources.
In conclusion, employees who clearly understand their individual goals and how they relate to the larger goals of the company naturally become more engaged with their work. Successful companies have realised that their achievements are linked to their ability to manage, track and communicate goals, informing their workforce and linking reward systems with individual and team performance to keep them engaged in their work. 
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Case Study (8) 

Byron is a bakery manager and manages a team of 17 in a super store bakery. One of the key challenges of Byron’s job is to ensure his team produces the right products to meet demand at key times. His usual management approach is to allow the team to take responsibility for achieving the desired result. In this way, the team not only buys into the activity, but also develops new skills. For example, when the bakery expanded its product range and Byron needed to ensure that all the products would be on the shelves by 8.00 am, rather than enforce a solution, he turned to the team for ideas. The team solved the problem by agreeing to split break times so that productivity could be maintained. Byron’s approach produced a positive outcome and increased team motivation. 

The super store’ leadership framework sets out not just the skills and competencies but also the personal characteristics and behaviours it expects of its leaders. The store looks for managers who are positive, confident and genuine, with the capacity to inspire and encourage their teams. A key part of stores’ programme for building leaders is encouraging self-review and reflection. This allows staff to assess their strengths and find ways of demonstrating the characteristics that are vital to the long-term development of the business. 

i. Is Byron’s team motivated? If so which approached he used to keep their motivation up? 

ii. Is Byron a successful team leader in your view? If so which types of special leadership qualities he posses? And how do these qualities help him? 

i. Yes Byron team is motivated? If so which approached he used to keep their motivation up?

  characteristics would they have?

(a) The approached that Byron used to keep the team motivated are stated below.
According to Kostanyan (2016), for achieving great results each leader needs to have a motivation strategy to create and maintain the spirit of enthusiasm among employees. Below is a list of the ways Byron used to motivate his team members. 

1. Share the Organizational Vision With Each Member:
Byron ensured that every team member is aware of the collective vision of the company which led to prosperity and success of each team member. Motivation and enthusiasm become the indivisible parts of all activities.

2. Communicate With Your Staff: 
Byron able to communicate freely with his team and therefore was able to learn about their ideas, attitude and concerns. He was able to use each opportunity to interact with his team and was able to discover new ways of organizing his activities more successfully. 

3. Make People Feel Appreciated:
He was able to show his sincere gratitude for the unique contribution of team members makes to the organization.
4. Support New Ideas:
Byron made each team member feel empowered by giving them the opportunity to implement the day to day tasks, and also to suggest new ideas and make them a reality. He gave team members a chance to take initiative and he realised that they had the ability to create brilliant ideas. 

5. Give Challenging Tasks:
he allowed the team to develop new skills by giving them challenging tasks. He also ensured that the tasks are reachable and in the frames of the members’ interests. 

6. Encourage Creativity:
He ensured that all the organizational activities were being implemented at the highest level. He gave members the freedom to find their own unique ways of solving issues. He challenged them to think out of the box.

7. Give Each One Opportunities to Grow:
Byron ensured the team that their devotion and hard work will lead to new personal and professional achievements.
8. Empower Each Individual:
he gave team member the encouragement that they needed to believe in themselves and to realize that they have a greater potential within. He showed his confidence in the unique abilities and potential of his team members. 

(b) The team members displayed the following characteristics:
1.  Care for each other:
Teams showed that they care about each other. They behaviour indicated that they have a genuine interest in each other and their success and fulfilment. They were able to pull the team together in the difficult times to meet their expected and company’s goals.

 

 2.  Open and truthful:
The team members including the leader were open and truthful to each other.  The team was able to step forward, say things that need to be said in the interest of helping the team to get results.

 

3.  High levels of trust:
The teams that that they can trust each other. It appears that the level of trust that they place in each other is extremely high.

 

4. Consensus decisions:
The team makes consensus decision which shows that they look for the best win-win outcome for the team and not for one self.

 

5. Commitment
The team is very effectively committed to getting the results they desire. They know where they are heading, are highly motivated and persistent even when setbacks arise.  They are focus on doing what it takes to get the result that they want.  

 

6. Real listening :
The team focuses their attention on their leader rather than on their own personal agenda.  This helps the team to be much more effective.

 
8. Express feelings
We are often told to keep emotions and feelings out of the work place.  Yet in truth, if teams want to be effective they need to create a safe and courageous space for feelings to be expressed. Think about an investment decision.  Accounting, marketing, operations, production, distribution and human resources will feel differently about the decision.  It is important that these feelings can be expressed without fear or ridicule.

 

ii. Yes in my view Byron is a successful team leader. The types of special leadership qualities that Byron possesses and how these qualities help him will be explained below. 

1. Communication Skills:
Byron was able to clearly and succinctly describe what you want done to the members of his team. He was able to relate his/and company’s vision to his team, and was able to influence them to work towards achieving the same goal.

2. Honesty:
Byron appears to be very ethical in the way he conducted himself and business. As a result, his workers see him as someone that they could trust and was able to buy into his and the company’s vision and goals. Additionally, the workers also displayed a great level of ethical behaviour also.
3. Confidence:
He was able to keep up his confidence level, and also assured members of his team that the important thing is to focus on the larger goal. He was able to stay calm and confident when thing got rough and therefore was able to help keep the team feeling the same way. He was able to keep team members working and they move ahead even when much more was demanded of them.

4. Commitment:
He was able to prove his commitment to the team and his role. As a result, he was able to earn the respect of his team and instilled that same hardworking energy among the team members.  He remained commitment to the work at hand and also to his promises. 

5. Positive Attitude:
His actions indicated that he wanted to keep his team motivated towards the continued success of the company, and also keep the energy levels up. 

6. Inspire:
Byron was able to inspiring his team members by making them see that his/company’s vision of the successes to come is vital. He made his team feel invested in the accomplishments of the company. He was able to make them focusing on the future goals whilst focusing on the issues on hand.

In conclusion, the above answer illustrates the types of special leadership qualities that Byron possesses. It also showed how these qualities help him to successfully perform as a leader.
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