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CHAPTER 17

MANAGING WORK TEAMS

LEARNING OBJECTIVES

1.    Explain the importance of work teams.

2.    Identify four types of work teams.

3.    State the meaning and determinants of team effectiveness. 

4.    Describe the internal team processes that can affect team performance.

5.    Explain how to diagnose and remove barriers to poor team performance.

Learning Objective 1: Explain the Importance of Work Teams.

A. Organizational Groups

1. What is a Group? 
a. two or more individuals who come into personal and meaningful contact on a continuing basis
b. 
c. group and team are not the same

d. teams are a special type of group

B. Work Teams
1. What is a Work Team?
a. a small number of employees with complementary skills who collaborate on a project, are committed to a common purpose, and are jointly accountable for performing tasks that contribute to achieving an organization’s goals
2. Importance of Work Teams
a. many top managers spend 50 percent or more of their time in meetings
b. first-line managers and professionals may spend between 20 and 50 percent of their time 

c. drives physical design of work space in some organizations
C. Informal Groups

1. What are Informal Groups?

a. a small number of individuals 
b. who frequently participate together in activities 
c. and share feelings 
d. for purpose of meeting their mutual needs

e. may support, oppose, or have no interest in organizational goals
f. an 
g. organization may encourage positive informal groups because of the value of friendships formed in these groups
D. 
E. 
F. 
G. 
H. 
I. 
J. 
K. 
L. 
M. 
N. 
O. 
P. Why Organizations Use Work Teams
1. Innovation

a. creative thinking is enhanced 

· people bring a variety of experiences and expertise 

2. Speed

a. teams introduce more ideas and can reduce the time required for product development 

· parallel development allows many tasks to be completed at the same time
· shortens time to market 

3. Cost

a. reduces costs

b. allows a faster response to customers 

4. Quality

a. a primary goal of work teams 

Learning Objective 2: Identify Four Types of Work Teams.

A. Types of Work Teams

1. 
2. Strategic Goals of a Work Team

a. innovation

b. speed

c. cost reduction

d. quality 

2. Differences Among Work Teams

a. duration may vary from 

· short term (e.g., a four-month project team) 

· to permanent (e.g., a staff planning team)

b. membership may be 

· employees in the same department
· employees from various functions
· employees working with suppliers and customers
3. Types of Work Teams 

a. 
b. problem solving

c. functional

d. multidisciplinary

e. self-managing

B. 
C. 
D. 
E. 
F. 
G. 
H. 
I. 
J. 
K. 
L. 
M. Problem-Solving Work Teams
1. What is a Problem-Solving Work Team?

a. consists of employees 
b. from different areas of an organization 
c. whose goal is to consider how something can be done better 

d. quality circle (also called a TQM team) 

· group of employees who meet regularly 
· to identify, analyze, and propose solutions 
· to various types of workplace problems

· 
· do not address just one problem and disband

· look for and propose solutions to quality-related problems continually

e. task force 

· formed to accomplish a specific, highly important goal for the organization
· diversity in backgrounds and expertise of members is typical
· 
· created to 

· help accomplish strategic reorientation

· help gather data about the external environment

· help design approaches for implementing a new strategy

N. Functional Work Teams
1. What is a Functional Work Team?

a. includes members from a single department 
b. who have the common goal of considering issues and solving problems within their area of responsibility and expertise
c. 
d. can be stable and enduring 
e. or brought together as a task force 
f. to look at a specific issue or problem and 
g. disband as soon as assignment is completed

O. Multidisciplinary Work Teams

1. What is a Multidisciplinary Work Team?

a. consists of employees 
b. from various functional areas and organizational levels 
c. who collectively work on specific goals
d. are the primary vehicle for accomplishing the core work of the organization

e. tasks may include 

· designing and introducing process reforms and new technology

· meeting with customers and suppliers to improve quality

· developing new products

P. 
Q. 
R. 
S. 
T. 
U. 
V. 
W. 
X. 
Y. Self-Managing Work Teams

1. What is a Self-Managing Work Team?
a. consists of employees 
b. who work together daily 
c. to make/deliver an entire product/service

d. may be from single functional area, but more often are multidisciplinary

e. the distinctive feature of a self-managing team is the level of responsibility the team itself has for various managerial tasks, such as 
· scheduling members’ work and vacations

· rotating job tasks and assignments among members

· ordering materials

· deciding on team leadership (may rotate among members)
· setting performance goals, and
· monitoring progress toward team goals
f. they decide what they need to do and how to do it

g. each member often learns the multiple skills 
h. required by all the tasks performed by the team

i. truly empowered self-managing teams have a strong commitment to the organization’s mission and can have a significant impact on the organization  
· 
· 



Learning Objective 3:  State the Meaning and Determinants of Team Effectiveness.

A. 
B. 
C. Effectiveness Criteria
1. What are Effectiveness Criteria?

a. effectiveness criteria measure the outcomes achieved by individual team members and the team as a whole

b. positive payoff from teams is not automatic

c. a team may be effective in some respects 
d. and ineffective in others

e. even when their potential is fulfilled, team members and organizations may experience unanticipated negative side effects

· e.g., lingering political fights and turnover
· their own work is slowed 

f. 
g. a team’s overall effectiveness 
h. depends on the relative importance of various effectiveness criteria 

D. Effectiveness Determinants
1. What are Effectiveness Determinants?
a. a team’s effectiveness is determined by three main sets of influences
· 
· the external context in which the team operates

· team design

· internal team processes 

Learning Objective 4:  Describe the Internal Team Processes that can Affect Team Performance.

A. Internal Processes

1. What are Internal Processes?

a. internal team processes include
· the 
· development of the work team over time, 
· personal feelings, and
· behavioral norms

b. coordination and integration 
c. tend to develop over a period of time

B. Developmental Stages 
1. Aspects of Team Development

a. teams develop from immature to mature along a continuum of maturity

b. speed of development reflects the team’s deadlines

c. no particular period of time is needed 
d. for a team to progress from one stage to the next

e. there is possibility of a team ending at each stage 
f. or recycling to a previous stage

g. stages represent general tendencies

· teams may develop by going through repeated cycles rather than linearly

· each stage simply reveals primary issues facing team members

2. Forming
a. work team focuses on 
b. orientation to its goals and procedures

c. amount of information available and manner in which it is presented 
d. are crucial to work team development

e. members may be anxious 
f. about what the team and they, as individual members, 
g. are supposed to do

h. team development may be facilitated by 
i. understanding leadership roles and by team members 
j. getting acquainted with each other 
3. Storming 

a. begins when competitive or strained behaviors emerge

b. may involve resistance and impatience 
c. with the lack of progress

d. a few dominant members 
e. may begin to force an agenda 
f. without regard for needs of other team members

g. members may 
h. challenge the leader or may 
i. isolate themselves from team discussion

j. if conflict spreads

· frustration, anger, and defensive behavior may appear

k. if conflict is suppressed and not permitted to occur

· resentment and bitterness may result, and may lead to apathy or abandonment
l. 
m. conflict resolution is often the goal of work teams during storming stage
· conflict management is a more appropriate goal 
· maintaining conflict at manageable level encourages work team’s growth and development





4. Norming
a. members become increasingly positive about 
b. the team as a whole, 
c. the other members as individuals, and 
d. what the team is doing

e. at first, the dominant view might be: 
f. We are in this together, like it or not, so 
g. let’s make the most of it.
h. members may begin to develop 
i. a sense of belonging and commitment

j. problems are 
k. resolved through 
l. cooperation, open communication, and acceptance of mutual influence

m. rules of behavior develop 
n. that are widely shared 
o. and enforced by the members of the team 

p. 
q. 
r. teams may focus too much 
s. on “we-ness,” harmony, and conformity, resulting in a strong potential for groupthink and thus may 
t. avoid task-related conflicts 
u. needed for optimal performance

5. Performing
a. members usually have come to trust and accept each other and are focused on accomplishing their goals
b. diversity of viewpoints (rather than we-ness) 
c. is supported and encouraged

d. members are willing to risk presenting “wild” ideas 
e. without fear of being put down

f. listening and giving accurate feedback 
g. focus team members on tasks 
h. and reinforce a sense of clear and shared goals

i. leadership is flexible

· may shift among members 
· in terms of who is most capable 
· of solving a particular problem

j. team tries to reach consensus on important issues and to 
k. avoid internal politics

6. Characteristics Leading to High Levels of Team Performance

a. members direct their energies toward 
b. getting things done 
c. (task behaviors) and 
d. building constructive interpersonal ties and processes 
e. (relationship behaviors)
f. members use procedures 
g. for making decisions 

h. members 
i. trust each other and are open among themselves

j. members 
k. receive help from and give help to one another

l. members are free to be themselves 
m. while feeling a sense of belonging with others

n. members 
o. accept and deal with conflicts

p. members 
q. diagnose and improve their own functioning

7. Adjourning 

a. involves 
b. terminating task behaviors and 
c. disengaging from relationships

d. isn’t always planned 
e. and may be rather abrupt

f. a planned team conclusion often involves 

· recognition for participation and achievement 

· an opportunity for members to say personal good-byes

g. adjournment of a team charged with a particular task should
· be set for a specific time 

· have a recognizable ending point

h. many work teams are ongoing

· as members turn over, some recycling through earlier stages 
· rather than adjournment may occur

· staggered terms of appointment 
· can minimize the amount of recycling required

C. 
D. 
E. 
F. 
G. 
H. 
I. 
J. 
K. 
L. 
M. 
N. Feelings

1. What are Feelings?

a. reflect emotional climate of a group

b. trust

· members have confidence in each other

c. openness

· members are really interested in what others have to say

d. freedom

· members do what they do 
· out of a sense of responsibility to the group, 
· not because of pressure from others

e. interdependence 
· members coordinate and work together 
· to achieve common goals

2. Cohesiveness

a. strength of members’ desires to remain on the team 
b. and their commitment to it

c. a reflection of members’ feelings 
d. toward one another and team as a whole

e. can work for or against organizational goals

· a cohesive team with negative feelings toward the organization may 
· promote performance standards that limit productivity and 
· pressure individual members to conform to them

· a cohesive team with positive feelings toward the organization 
· may support and reinforce high quality and increased productivity

O. Behavioral Norms

1. What are Behavioral Norms?

a. the rules of behavior that are 
b. widely shared and enforced by members of a work team

c. 
d. 
e. main function is to 
f. regulate and standardize behaviors 
g. viewed as important by team members

h. norms may specify, among other things 

· how much work to do

· how customers should be treated

· the importance of high quality

· what members should wear

· what kinds of jokes are acceptable

· how members should feel about the organization

· how members should deal with their managers
2. Performance Norms
a. three criteria must be met 

· there is a standard of appropriate behavior for team members

· members must generally agree on the standard

· members must be aware that team supports the particular standard through a system of rewards and punishments

b. free rider
· a team member who isn’t contributing fully to team performance but still shares in team rewards




     3.   


Norms for Managing Conflict
a.    important for teams engaged in a lot of problem solving and decision making

b.    groupthink

· an agreement-at-any-cost mentality that results in ineffective work team decision making and may lead to poor solutions

· can develop when decision making work teams are so cohesive that conflict is stifled

· 
· 
· 
· likelihood increases when
·  
· 
· peer pressure to conform is great
· a highly directive leader 
· presses for a particular interpretation of the problem and course of action

· the need to process 
· a complex and unstructured issue 
· under crisis conditions exists the group is isolated

            c.    
productive controversy

· occurs when team members 
· value different points of view and 
· seek to draw them out 
· to facilitate creative problem solving

· members must 
· establish ground rules to keep them focused on issues 
· rather than people 

· members must defer decisions 
· until various issues and ideas are explored

· allows members 
· to focus on common goal and 
· avoid becoming embroiled in battles of egos

4. Managers Help Establish Norms
a.   effective managers understand that they can shape the norms that develop within work                                                                                                                                               teams

· by helping the team establish its norms

· by establishing norms and getting team members to agree to them

· by continuously reinforcing established norms
Learning Objective 5:  Explain How to Diagnose and Remove Barriers to Poor Team Performance.

A. External System

1. What is the External System?

a. comprises outside organizational conditions and influences 
b. that exist before and after the team is formed

c. features of the external system include

· team design

· culture

· team member selection

· team training

· a reward system

B. Team Design
1. Team Size

a. optimal size 

· twelve or less
· 
· understaffed teams 
· tend to outperform overstaffed teams

b. some problems with larger teams 

· generally have more difficulty 
· communicating directly with each other

· demands on leader time and attention are greater

leader becomes more psychologically distant 
· from other team members

· team’s tolerance of direction from the leader is greater

· decision making becomes more centralized

· team atmosphere is less friendly

· communications are less personal

· more cliques form within team

· team members tend to be less satisfied

· team’s rules and procedures become more formalized

· the likelihood of free riders increases

c. for innovative decision making 

· ideal team size is between five and nine members

· 
· if larger teams are required, 
· use subteams as solution to problem of size

· 
· 
2. Team Location (Team Proximity)
a. refers to location of team’s members

b. two types of proximity are important

· to other work teams and members of the organization

· team members’ proximity to each other

c. when many teams are working together on a single project, 
d. teams benefit from being near others in the organization

· problem solving readily occurs as need arises

e. for some work teams, 
f. performance is improved when the team is removed from daily activities 

· isolated from outside distractions
· intrapreneurs are able to focus on the future without having to battle the status quo  

3. 
4. 
5. 
6. Virtual Work Teams

a. work team that meets and does its tasks 
b. without everyone being physically present 
c. in same place or even at same time

d. can be functional, problem solving, multidisciplinary, or self-managing

e. often essential to network organizations
· 
· 
a. 
7. Information Technology

a. team members’ location and technologies they use are intertwined

· greater geographic separation means more reliance on electronic communications instead of face-to-face communications
b. the Internet, voice mail, and videoconferencing allow virtual work teams to work together over long distances
C. Culture

1. Culture and Teams

a. differences in language and norms for team behavior reflect difference in national culture

· in international work teams, the natural tendency of team members is to behave according to the norms of their countries

· misunderstandings can result if team members aren’t familiar with the cultures represented on the team

b. regardless of national cultures, work teams can function well if supported by the organization’s culture

D. Team Member Selection

1. Characteristics Needed

a. agreeableness and conscientiousness are especially important

· agreeable people try to find areas of common understanding among team members 

· conscientious people stay focused on the task and are good at organizing and coordinating activities

b. the communication and teamwork competencies are essential for members of all types of teams

c. the planning and administration competency is important for self-managed teams

d. the global awareness competency is important when teams coordinate the activities of organizational units spread throughout the world

e. extensive, sophisticated selection procedures must be used in hiring new employees for team-based organizations 

· personality traits are difficult to change

· technical skills and managerial competencies develop slowly over time 

2. Team Training

a. effective teamwork comes from training 

· formal training

· getting to know each other and developing confidence in each other 

b. brief training may include

· learning how to set goals

· learning how to measure results

· deciding what needs to be measured

c. goals of training 

· prepare team members to perform a variety of managerial and leadership activities

· enhance team cohesiveness

· enhance team and organizational effectiveness

3. Management and Leadership Training

a. work teams are being empowered to handle new roles

b. work teams share these key leadership responsibilities 

· managing meetings

· supporting disagreement when it stimulates innovative solutions

· use of decision-making aids, such as brainstorming, nominal group technique, devil’s advocacy, and dialectical inquiry creates productive controversy and can result in better decisions

· committing to a team decision

· using group-based technologies

4. Building Team Cohesiveness

a. many firms use experientially based adventure training

b. should also include more formal training

· such as learning about stages of team development

· organization-specific procedures, e.g. cost accounting, progress reports

E. Reward Systems

1. Characteristics of Reward Systems

a. inform employees about how to direct their energies 

b. reinforce employees for making valuable contributions to the organization 

c. difficult to reward employees who work on multiple teams or only work part of their time on teams 

d. experts agree that different team designs call for different reward systems 

e. employees must understand the system and managers must endorse and support it 
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