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Groups: two or more people with a common relationship, ex. Class 
Teams: small group of people working together towards a shared goal and that are accountable to one another, ex. Sports team
· Groups become teams when they meet the following conditions:
· Team members share leadership
· Share accountability for the work of the team
· Develops its own purpose or mission
· Works on problem-solving continuously rather than just at scheduled meeting times
· Measure of effectiveness is the teams outcomes and goals, not individual outcomes and goals

Teams are popular because they are:
	- Flexible, responsive to change
	- Can quickly assemble, deploy, refocus, and disband
	- Generate greater outputs with no increase in inputs
	- Allow for greater task identity

Classification of teams: classified based on their objective:
a) Problem solving teams: group of 5-12 employees (optimal is 5) from the same department who meet for a few hours each week to discuss ways of improving quality, efficiency, and the work environment; solve a specific problem facing the organization
 	b) Self-managed teams: a group of 10-15 employees who take on many of the responsibilities of their former managers; no formal leader; performs better than teams with formal leaders
		- Men more likely to be part of these teams
		- Higher levels of job satisfaction; higher absenteeism and turnover rates
		- Effectiveness depends on the strength and makeup of team norms, the type of tasks, and the reward structure
c) Cross-functional teams: a group of employees at about the same hierarchical level, but from different work areas, who come together to accomplish a task
	- Allowing people from diverse areas within organizations to exchange information, develop new ideas, solve problems, and coordinate complex projects; BUT not easy to manage
	- Task force: temporary cross-functional team
	- Committee: members from different departments
	- Skunkworks: cross-functional teams that develop spontaneously to create new products or work on complex problems; usually in high-tech sector and generally isolated from other organizational members; avoid bureaucratic delays; good when speed is an important factor
d) Virtual teams: uses computer technology to tie together physically dispersed members in order to achieve a common goal; less social rapport and less direct interaction; must be able to build the kind of trust that face-to-face interactions build
	- To be an effective virtual team: trust is established; team progress is monitored closely; efforts and products of team are publicized throughout the organization so team doesn’t become invisible
 	e) Top management teams: ex. Board of Directors 
 	f) Change management teams: implement changes and deal with reactions 
 	g) Action teams: ex. Firefighters; sports teams; swat team, etc. 

 Team effectiveness:
	a) Role theory:
· Team Role: a set of expected behaviours of a person in a given position in a social unit
· Belbin (1993): list of roles to be filled for certain tasks: 
· Implementer         
· Coordinator
· Shaper: confrontational   
· Plant: new ideas
· Resource Investigator
· Monitor Evaluator
· Team Worker
· Completer/Finisher
· Specialist
· Role expectations: how others believe a person should act in a given situation
· Role conflict: a situation in which an individual finds that complying with one role requirement may make it more difficult to comply with another; increase internal tension and frustration
· Role ambiguity: a person is not clear about their role; can result in confusion, stress and bad feelings
· Role overload: too much is expected of someone
· Role underload: too little is expected of someone, and that person feels they aren’t contributing to the group 

Team Norms: acceptable standards of behaviour within a team that are shared by the group’s members; most team norms are informal 
· How do norms develop?
1. Explicit statement or directives made by group members
2. Critical event in the group’s history
3. Primacy: the first thing that happens
4. Carry over behaviours from past situations
· Types of Norms
1. Performance: how hard to work, quality; tardiness
2. Appearance: personal dress; when to look busy; how to show loyalty
3. Social: interactions
4. Resources: pay; assignments; allocation of tools and equipment
    
Making norms work:
- Conformity: adjusting one’s behaviour to align with the norms of the team
	- Solomon Asch experiment: results suggest group norms can pressure us toward conformity because we desire to avoid being visibly different
- Norms are important: a norm is more likely to be enforced if it:
· Facilitates the group’s survival
· Increases predictability of group behaviour
· Reduces embarrassing interpersonal problems for group members 
· Allows group members to express the central values they share and clarify what is distinctive about the group’s identity 

Stages of group development: two models:   
1) 5-stage model:
i. Forming: uncertainty stage; stage is done when members think of themselves as part of a group
· Individual issues: “how do I fit in?”
· Group issues: why are we here?
ii. Storming: intragroup conflict who will control the team, when this stage is done, there is clear hierarchy of leadership within the team; some teams remain forever planted in this stage
· Individual issues: what’s my role here?
· Group issues: who is in charge and who does what?
iii. Norming: close relationships and cohesiveness; stage is done when team structure solidifies and common set of expectations is established
· Individual issues: what do the other members expect of me?
· Group issues: can we agree on roles and work as a team?
iv. Performing: group is fully functional; perform the required task; this is the final stage for permanent groups
· Individual issues: how do I best perform?
· Group issues: can we do the job properly?
v. Adjourning: final stage for temporary groups group prepares for its disbandment
· Individual issues: what's next?
· Group issues: how do we disband?
· Critiquing the five stage model:
· Groups do not necessarily progress clearly through the stages one at a time.
· Groups can sometimes go back to an earlier stage.
· Conflict can sometimes be helpful to the group.
· Ignores context

2) Punctuated equilibrium model: temporary groups with deadlines have their own unique sequence of action or inaction    
	i) Phase 1: first meeting sets the group’s direction; phase 1 is characterized by inertia: team stands still or is locked into fixed course of action; low performance  
	ii) Phase 2: transition takes place at end of first phase, which is when group has used up half of its allotted time like an alarm clock, heightening members awareness that their time is limited and they need to get moving  
		 Second phase of inertia follows the transition
		 Group’s last meeting characterized by markedly accelerated activity
*5-stage model considers interpersonal process of the group VS. Punctuated equilibrium model, which considers time challenges that the group faces 

Characteristics of effective teams:
	- Clear purpose; Informality; Participation; Listening; Civilized disagreement; Consensus decisions; Open communication; Clear rules and work assignments; Shared leadership (even with formal leader); External relations; Style diversity; Self-assessment

Model of team effectiveness: (CWCP)
	i) Context:  
a) Adequate resources  
b) Leadership and structure: 
· Role of team leader involves: clear and meaningful direction for team’s work; making sure team structure will support working effectively; supportive organizational context; expert coaching
· Leadership especially important in multi-team systems: systems in which different teams need to coordinate their efforts to produce a desired outcome
c) Climate of trust
d) Performance evaluation and rewards: group-based appraisals; profit sharing; gainsharing; small group incentives
· If there is a large discrepancy in wages among members, collaboration is lowered 
	ii) Work design: autonomy; skill variety; task identity; task significance
	iii) Composition:
a) Skills: team requires 3 different skill types:
	i) Technical expertise
	ii) Problem-solving and decision-making skills
	iii) Interpersonal skills
b) Personality: conscientiousness and openness to experience; don’t want any disagreeable members 
c) Roles: 
	- Roles that build task accomplishment: initiating; seeking & providing information and opinions; clarifying; elaborating; summarizing; consensus testing
	- Roles that build and maintain a team: harmonizing; compromising; gatekeeping; encouraging
d) Diversity: presence of a heterogeneous mix of individuals within a group teams must have common values and need to be willing to share information about themselves early on
	- Advantages: multiple perspectives & interpretations; openness to new ideas; creativity; flexibility; problem-solving skills; best case for diverse teams is when the team is engaged in problem-solving and decision-making tasks
	- Disadvantages: ambiguity; complexity; confusion; miscommunication; difficulty in reaching a single agreement & in agreeing on specific actions 
 e) Size: most effective teams have fewer than 10 members
	- Social loafing: tendency for individuals to expend less effort when working collectively than when working individually; causes: may view others as lazy and thus reduce your effort to establish equity; dispersion of responsibility: reduction in efficiency because individual contribution cannot be measured 
e) Members’ flexibility: want members that value flexibility
f) Members’ preference for teamwork
	iv) Process: 
a) Common purposes: have a vision, which is broader than specific goals
	- Reflexivity: characteristic of reflecting on and adjusting the master plan when necessary
 b) Specific goals: specific, measurable, realistic goals; difficult goals have been found to raise performance; team should also be encouraged to develop milestones (tangible steps toward completion of project)
c) Team efficacy: believing they can succeed
	- Cohesiveness helps build efficacy: is the degree to which members are attracted to each other and are motivated to stay on the team  
	- Cohesiveness and productivity depends on performance related norms: 
	
	
	Cohesiveness:

	
	
	High
	Low

	Performance Norms:
	High
	High productivity
	Moderate productivity

	
	Low
	Low productivity
	Moderate to low productivity


- Need a Balance of two types of cohesiveness:
		i) Socio-emotional cohesiveness: emotional satisfaction
		ii) Instrumental cohesiveness: develops when group members believe they cannot do the task without the group
	 To improve team efficacy: help team achieve small successes and skill training; consider providing training to improve members’ technical and interpersonal skills to develop confidence within the team 
d) Mental models: knowledge and beliefs about how the work gets done
e) Managed level of conflict: relationship conflicts result in problems; some conflict is necessary though, because without conflict, the alternative is apathy and disengagement and lower performance levels; effective teams need appropriate levels of conflict
 f) Accountability 

Consolidated model of team effectiveness:
- IPO model: inputs processoutputs
a) Inputs: size, leadership, knowledge and skills; experience
			 Processes: boundary management; team effort; performance strategies; interpersonal interactions; communication; team roles
				 Emergent states: resiliency; trust; team conflict; team efficacy; team cohesions; task commitment					
b) Outputs:
· Team Performance (objective organizational evaluation)
· Team Satisfaction (team member rating)
· Team Viability (manager evaluation)

Are teams always the answer?
	- Teamwork takes more time and more resources
	- Manufacturing companies experience higher turnover when they introduced teamwork
- Three tests to be applied to see if a team fit the situation:
	i) Can the work be done better by more than one person?
	ii) Does the work create a common purpose or set of goals?
	iii) Are members of the group interdependent? 
- Teams useful when: work processes cut across functional lines; speed is important; organization mirrors a complex, differentiated and rapidly changing market environment; innovation and learning have priority; tasks require online integration of highly interdependent performers  
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