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Assignment 8 – Team Management



Team Management

Assignment 8

1. Give short answers to the following questions:


i. What is the difference between a group and a team? 



A ‘group’ is a collection of two or more people who have been brought together to undertake a task but are not expected to form a unit or achieve significant performance outcomes. The outcome of a group consists of the sum of all the work produced by its members individually and no more. A group may consist of a much larger number of people than a team and is therefore a more inclusive term although its results are less coordinated.



A ‘team’, however, consists of individual members who have been brought together for their varying skills and complementary attributes, using shared resources, in order to work together towards a common performance goal. The size of a team is generally smaller than that of a group. Team members interact with each other to demonstrate trust and coordinate activities, and are accountable for their actions. Effective team members learn from each other, give and receive constructive feedback and continuously strive to improve methods of working. An effective team will achieve synergy, outputs equal to greater than the sum of all individual member outputs. Members of self-managing work teams (SMWTs) evaluate each other’s performance in addition, as a valid indicator of the team performance.



Different types of groups and teams may be formed. Classifications such as ‘formal’ or ‘informal’ apply to both groups and teams’, however other distinctions exist between the two. A group may also be classified, for example, as ‘primary’, ‘secondary’ or ‘reference’ whereas a team is commonly classified under separate headings such as ‘work teams’, ‘management teams’ and ‘virtual teams’ etc.



There are a number of other key differences between a ‘group’ and a ‘team’. In business, a ‘working group’ will have a strong single leader whereas a team shares the leadership roles. Group members work on individual tasks and are individually assessed and accountable, whereas teams work collaboratively on tasks and are both individually and jointly accountable for their work. Teams may celebrate individual and team successes whereas working groups are recognised for their achievements on an individual basis only. Meetings between groups last for a limited time whereas team meetings are often open-ended, to be followed up outside of the meeting.



ii. What is meant by the term “Team Management”?



“Team Management” is the ability to oversee the activities of a team as a whole and the individuals within that team, involving the coordination of both tasks and people. Various leadership methods and styles are used to manage team performance in order to achieve organisational goals. These will vary from one situation to another and so an awareness of the changing environment (whether internal and/or external) and flexibility in approach is necessary. Regular effective communications (within teams and the wider organisation) are essential, along with objective setting and performance monitoring via appraisals and feedback sessions. Team management also involves problem solving and conflict resolution between team members.



iii. Describe the role of a team manager.

On creation of a team, a successful team manager will take into consideration member personalities and their compatibility, whether recruiting new staff members or selecting existing members for a new project team etc. He/she is responsible for ensuring a balanced team of personal characteristics and members with differing skills sets, strengths and weaknesses. Belbin’s team roles theory, categorising eight different team roles (as listed below), is often used to assist with this process:

1. Co-ordinator (CO)

2. Shaper (SH)

3. Plant (PL)

4. Monitor-Evaluator (ME)

5. Resource Investigator (RI)

6. Completer Finisher (CF)

7. Teamworker (TW)

8. Implementer (IM) 

Some personalities have a clear role type that can easily be identified and maybe a secondary type also but to a lesser extent. Other people will find that their personality is a good fit for a couple of role types. This exercise encourages an optimal mix of team characteristics, leading to valuable team discussions, creativity and the formation of new ideas, thereby motivating team members at the same time.

It is important to note that most new teams develop in five stages, as defined by Bruce Tuckman and detailed later in this document. It takes a while for a team to form and for members to settle into their new roles before they are actually performing well together as a team. A team manager may assist the team development by speeding up the ‘forming’ and ‘storming’ stages by dealing with any interpersonal issues as they arise. He/she is responsible for creating a harmonious environment. An effective team manager will demonstrate behaviours that encourage good team relationships (both the creation of and maintenance of) and he/she will motivate and influence the other team members to actively do the same, creating a positive working environment.

One of the vital roles of a team manager, and an ongoing task, is to clearly define team roles and responsibilities in the form of line manager guidance. He/she is responsible for assigning (and providing clarity on) tasks that feed into the overall team and organisational strategy, making best use of the individual member skills and attributes. Best practice objective setting involves joint discussion between the team manager and the individual employee concerned as part of an appraisal process. It is important that the employee ‘buys-into’ the objective in order for him/her to be motivated to achieve. A manager must also ensure that the team as a whole take ownership of tasks.

Individual and team progress is monitored by the team manager. He/she is responsible for chairing team meetings effectively to keep activities moving in the right direction, keeping team attention focussed on the original goals. The chair clarifies meeting etiquette and individual roles, sets agenda (allowing for team input), guides discussion and keeps the team on track to meet their objectives. This includes a summary at the end of the actions to be taken.

A team manager will encourage all team members to fully participate, to share their knowledge and ideas, to allow for team acceptance and commitment. Due to the nature of effective teams, differences of opinions will often occur. It is important that a manager and his/her team members are not afraid of disputes as these help a team develop. Collectively, it is the sum of all team member knowledge that achieves team synergy.

A team manager must work to control negative team behaviours. He must ensure that individual members do not take control and overshadow others, potential stifling creativity and great ideas. A manager must ensure that politics do not exist within the team and also avoid ‘group think’ where a poor decision results from the desire for team harmony.

Some team management experts believe that a good manager will focus on the strategy – he/she will focus on the process not the people by encouraging team members to self-manage. The manager will set their strategy, oversee their work, support and look out for them but will allow them to self-manage as much as possible. Taking greater responsibility develops an employee and helps to motivate them to achieve goals.

A team manager is responsible for ensuring efficient operations, reducing costs and increasing productivity, whilst also driving innovation and new products for future market requirements. This involves working with colleagues/customers/suppliers to move the business forward achieving organisational goals. Problem-solving and conflict resolution skills are necessary for a team manager. The support and development of team members, along with the creation of a positive working culture is also a vitally important part of the team manager role. It is the team manager’s responsibility to increase personnel productivity by providing his team with the necessary guidance and training to flourish in their roles, whilst also facilitating good interpersonal relationships between members to build an effective team. A manager will provide professional and procedural guidance and empathy to individual team members to support them in their roles. In leading the team, he/she will inspire, motivate and challenge members to complete their work to the highest standards in pursuit of team goals.



iv. What are the five stages of team development according to Bruce Tuckman? 

The five stages of team development according to Bruce Tuckman are:

1. Forming

2. Storming 

3. Norming 

4. Performing

5. Disbanding (or Adjourning)

As the team progress through the above stages, their productivity level increases and the overall level of morale improves. The role of the leader also changes significantly as team members develop their roles – from directing the team early on (‘Forming’), to coaching development (‘Storming’), participating (‘Norming’) and delegating to the established and performing team (‘Performing’).

The first stage ‘Forming’ refers to the setting up of a team. The leader brings new team members together as a group and directs meetings to introduce them to the team vision and goals to be achieved. It is important for the team leader to create a comfortable environment for the members to start to build new relationships. Distrust and uncertainty will be present at this stage although most members will be polite and friendly. The team productivity level is naturally low, as roles and responsibilities are being clarified and discussions held around specific queries or concerns. Team member’s feelings will vary; some will be excited, others anxious at this new challenge. 

‘Storming’ is the second stage. This is the period when morale is low and a high level of team support is required, as interpersonal relationship issues occur, often due to differences in natural working styles, competition between members and an absence of strong team relations. Conflicts and debates are common as differing opinions and ideas are shared in team planning and operation of the day-to-day business activities.

These conflicts negatively impact on productivity and a commitment to team goals. Training courses such as ‘Managing Conflicts’ and ‘Effective Listening’ may be offered to team members to assist in resolving issues. 

‘Norming’ is the third stage. By this time, the team are performing relatively well and morale is improving. The members now view themselves as a team, have accepted their differences and show mutual respect for each other. Mutually acceptable working rules, codes of conduct and procedures have been established. The team are now working on implementation plans, strategies and programmes that will achieve their shared goals.

‘Performing’ is the fourth stage. Bruce Tuckman classified ‘Performing’ as the most productive stage of team development. Team synergy exists, largely contributing to the team’s successes. Members are highly engaged in their work, they are very creative, working both collaboratively and independently. With a high level of team morale also, members take great strength and pride from the team, where great trust and friendships have now been established.  A team achieving this stage will also demonstrate shared leadership, allowing all members the opportunity to lead in a particular subject area, promoting inclusion. They aim to continue working in a positive and harmonious environment.

The final stage, ‘Disbanding’ (also referred to as ‘Adjourning’) refers to the break-up of the team. Either set up as a temporary ‘project’ team or disbanded due to, for example, a company restructure, the team is no longer required. It may be reformed in the future, when new project needs arise.



v. Outline the factors contributing to the successful development and performance of a team. 



A team should consist of the smallest number of members required to complete the task well, in order to maintain cost efficiency, assisting performance. Stability is also vitally important to the performance of a team, as a high staff turnover results in disruption and extensive settling-in periods where team members re-adjust. The initial stages of the Tuckman team development model are necessary before a new team is performing well once more.

Team characteristics have been identified as an important factor contributing to the successful development and performance of a team. It is very important that a team has a clear purpose and direction, and is committed to achieving shared goals. Each team member must also be given the opportunity to offer their opinions and contribute to team discussions, in order to arrive at a group consensus decision. Effective team meeting participation will include open and candid discussions and active listening to the ideas and view of others.

Successful teams will also demonstrate a number of other characteristics. They will self-assess, on an ongoing basis, to ensure that both the team as a whole and the individual members remain on track and can adapt as necessary in changing environments. Self-assessment, and self-management, motivates team members who are, as a result, more likely to successfully develop and perform.

Team performance is enhanced in environments where the manager offers employees the freedom to innovate and stretch their skills, developing and motivating them and providing greater job satisfaction. Effective team management is essential to the successful development and performance of a team. Research has also shown that teams that seek and discuss feedback together, discuss errors, reflect on their work and experiment with ideas, are likely to perform to a higher level.

Shared leadership exists within effective teams and promotes inclusivity with all members directly involved in the decisions and actions of the team. The lead role rotates as individual team members contribute according to their specialisms. Style diversity improves team development and performance, as individual members look to identify and understand different styles and behaviours in order to develop their own skills and team relations. The outputs of a diverse team are likely to be higher too. A broad range of activities should be undertaken along with participation in networking, both offering good opportunities for active engagement in new areas promoting learning and fresh thinking.





vi. Explain the nature and importance of team work for an organisation.



Good teamwork is essential for an organisation. It involves the collaboration of team members through open and honest communications in a trusted environment in order to work together for the pursuit of common goals. Teamwork involves the coordination of tasks, effective participation in team meetings, and the sharing of ideas and feedback to assist individual and team development. Team members learn from and motivate each other. They also create a safe, family-type feel within the team, supporting each other and enjoying social activities in addition.



Team members have responsibility for individual tasks which feed into the team objectives, also contributing to the wider organisation strategy. Within a team, smaller sub-groups may be formed to take forward certain tasks before feeding results back to the main team at a later date. Team synergy, the collective energies of individual team members, results in achievements far greater than of individuals working alone. This is hugely important to an organisation as it improves delivery efficiencies reducing costs and creates successful teams who are engaged and motivated towards continuous improvement in the future interests of the business.



The most successful organisations are those which demonstrate efficient operations as cross-functional teams.  Individual and team performance is vitality important too, but the ability to extend this across different functions within the organisation (and researching and networking beyond) enables a business to achieve and maintain a competitive advantage within the marketplace. Customers wish to work with successful teams who collaborate well together and provide an efficient, high quality service. This also portrays a much more professional image too.



A trend has been noted amongst researchers that in self-managing teams, who have control over their own decisions and tasks, ‘the higher the interpersonal expertise of team members, the greater the employee satisfaction with the team and social relationships’. This is further evidence to support the importance of the team management role in developing teamwork skills. Employee turnover is costly to an organisation and is directly related to employee satisfaction. As a general point, employees working in teams have been found to report a higher level of job satisfaction.



Productivity increases as employees receive constructive feedback concerning their individual and team performance, enabling them to monitor and self-correct their efforts, to the benefit of themselves and the organisation. As an example, this may involve team engagement in a problem-solving activity to determine the improvements required to resolve quality concerns. Team-level thinking mobilises collective knowledge and intelligence within an organisation.

Organisations today recognise the importance of positive team member interactions and many companies undertake team building activities from time to time. Research has found that despite this, most team building activities are led by external consultants, at off-site venues and do not involve interaction with the team manager. These are reported as key reasons why such positive team activities are difficult to transfer into the workplace. The team manager is considered a critical team-building resource. He/she has knowledge and experience of the team profile along with the relevant situational information required in order to build an effective team. 



2. “A good environment within the team can help the team members to achieve their set goals.” Discuss

It is very important for a team leader to create a good environment for his/her team, to enable them to build and maintain strong relationships, positively interact and focus on the assigned tasks to be completed. Self-management is also required by all members in order to achieve a good environment (which supports the purpose of team activities) and ensure that they remain accountable for their actions. The achievement of individual member goals feeds into the overall team performance. In a good team environment, members are used to each other and are working well together towards a common goal (eg. the ‘Performing’ stage of Tuckman’s theory).

	An environment where members can discuss what they are feeling is very important. This builds team relations, develops positive working practices and contributes to a successful team outcome. A good environment also facilitates ‘collective thinking’ within a team. This creative and positive team process is only effective when the atmosphere within the team feels safe enough for members to freely express their views and ideas. Sub-groups may also be formed providing useful thinking spaces.

Conversely, a fear of conflict or lack of confidence around other team members restricts team discussions and the opportunity to generate new ideas or improved methods of working. A poor team environment may result in a lack of trust between members, preventing the effective collaboration necessary to trigger a flow of ideas, creative thinking and innovative problem-solving. Team member concentration in meetings, and therefore their output and contribution, is also severely affected by a negative team atmosphere. In more severe cases, a poor team environment may lead to withdrawal behaviours such as absenteeism and a high staff turnover. 

Member expectations of team relationships, and behavioural observations, influence how open and helpful interactions are at the start of a meeting. If an individual feels safe and secure, they are much more likely to contribute effectively in the team meeting. Employee participation has been found to have a positive effect on satisfaction (and may also increase productivity). If colleagues are open and cooperative, members feel more comfortable. Conversely, closed and defensive behaviours (such as withholding information or a blaming individuals) results in a reduced level of trust within the team. Unwelcoming gestures or body language also have a negative effect on the team.

Great organisational value can be obtained from individuals with very different skills, knowledge and attributes collectively pooling their thoughts and ideas in pursuit of the achievement of shared goals; high levels of success are common here. On the other hand, a negative atmosphere created by one or more team members severely restricts collective thinking wasting that potential opportunity. By the same token, collective thinking is also ineffective where the meeting participants are disengaged. This results in a reduced level of morale amongst other team members, as the level of positive energy reduces and impacts on the wider teams’ performance.

Other factors contributing to a good environment, further motivating members to achieve their set objectives and performance goals are constructive feedback (positive or negative), individual and team recognition and rewards. If a good team spirit is also achieved, this is hugely beneficial in reducing and managing team stress levels at work.



Case Study

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 8.00am, 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 approach did he use to keep their 
motivation up?

Yes, Byron’s team is motivated. This is evidenced by their success in working together to problem solve and their willingness to split their break times to maintain productivity. 

In deciding to offer his team the opportunity to get involved with a problem solving activity, rather than purely commanding certain actions, Byron offered team members a fresh new task, giving them the additional responsibility of developing a solution. He explained the problem that he had, asked them to collectively gather their thoughts to try and overcome the issue. He made them feel valued, challenged them to come up with an effective solution for the business and motivated them to collaborate and do their best. He encouraged cooperation, good communications and the sharing of ideas, in addition offering the opportunity to engage in positive interpersonal relations.  All of these help build effective teams that maintain a good level of team motivation. 

In the given example, Byron’s goal was to increase productivity to ensure that an increased volume of product was available on the store shelves by 8am. Had he enforced new rules or procedures to allow for this, without any staff consultation, it is likely that team morale would have dropped. Instead, a successful outcome has been achieved with wider teamwork gains in addition.



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

In my view, Byron is a successful team leader as he manages his team in an inclusive way, trusting, respecting and assisting them to learn and develop together in the pursuit of organisational goals. 

Byron’s leadership style may be classified as ‘Individualistic’ as he motivates others to problem solve in order to achieve the desired results. Leaders sharing this style type see teams as being there to meet individual ‘people’ needs (as opposed to ‘machines’ to deliver products for example). Of theorist Daniel Goleman’s six leadership styles, I would classify Byron’s leadership preference as a ‘democratic leader’, one who ‘builds consensus through participation’. In situations such as this case study, where team ‘buy-in’ was required in order to stimulate fresh thinking, the democratic style is considered the most effective. Many other leadership theories and styles exist. It is important, however, to note that a successful leader is one who is able to flex between styles as necessary according to the changing situation.

Trust is a specialist leadership quality that Byron possesses, aiding him in his role. He trusts his team and encourages trust within the team also. Trust is an essential quality for a successful team, allowing members to openly share their thoughts and feelings without any negative implications. 

Byron is not afraid to delegate, another special leadership quality. By delegating tasks, he can manage the workload effectively and ensure that a fair balance of tasks is assigned to those staff members with the desired skills necessary for the specific task concerned. If employees feel they are using their skills effectively, they are more motivated to perform to the best of their ability for the benefit of the team and organisation as a whole. Delegating to a team facilitates new ideas and also encourages team building and team synergy. In allowing the team to take responsibility, they develop new skills, facilitating improvements in future practice whilst also ensuring a sustained positive level of employee and team motivation.

Byron is an excellent communicator, listening to his team and implementing their ideas wherever possible. This shows that he values a collaborate approach to problem-solving which also contributes to a positive team culture. Team members feel valued and are therefore motivated to perform their ongoing tasks. 

With reference to the case study, the organisation’s leadership framework indicates a good level of motivation amongst employees as it requires leaders to demonstrate and regularly review and reflect upon their personal characteristics and behaviours. Through assessing their strengths and building on these in their day-to-day working environment, other employees will be inspired to do the same. The long-term effect will be a raise in the organisational standards.

Byron’s overall leadership skills will have earned him respect from his team colleagues, peers and wider customers also, contributing to his overall leadership effectiveness.
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Additional Resources

http://www.learnmanagement2.com/typesofgroups.htm?_sm_au_=iVVH07rj5SnTDVv6

http://www.businessballs.com/tuckmanformingstormingnormingperforming.htm

https://www.mindtools.com/pages/article/newLDR_86.htm

https://www.google.co.uk/search?q=leadership+styles+goleman&biw=1366&bih=662&source=lnms&tbm=isch&sa=X&ved=0ahUKEwi2iqnJ1ofSAhXEO5oKHft_CK4Q_AUICCgB#imgrc=OuZN3VTyjumsIM:

https://www.fastcompany.com/1838481/6-leadership-styles-and-when-you-should-use-them

http://interpersonalskillsonline.com/leadership-styles-and-qualities

https://en.wikipedia.org/wiki/Team_management
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