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Do you need teams in the first place? 

Certainly there are highly productive organizations that have functioned very 

successfully for years without a team-based management system. In some cases, 

adopting a team-based approach might simply mean unnecessary and time wasting 

meetings that keep individuals from doing their jobs. One of the first questions that 

should be asked is this: “Is the team approach the most effective way to improve work 

and productivity”?  

 

Theresa Kline (1) has suggested that we need to be able to answer yes to at least one 

of the following questions before we begin to implement a team based management 

system: 

 Is the task complex enough to need different types of skills as input for its 

completion? 

 Is the task so large that more than one pair of hands is needed to accomplish 

the work? 

 Is there a high degree of interdependency among employees such that a team 

would facilitate communication and work flow?  

 

What are some of the other factors that you should consider before implementing a 

team-based management system? 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________
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______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

____________________________________________________________________ 

 

Types of Teams 

When teams are appropriate, there are a number of different types of teams that we can 

choose from. Kline (2), in “Remaking Teams” writes about crews, task forces, work 

groups, and standing or functional teams. In her analysis, these types of teams vary in 

their task structure, team member role definition (loose or prescribed), use of 

communication links, the degree of information exchange, and the types of goals set by 

the team. Deborah Mackin (3) adds to the possible types of teams when she writes 

about multifunctional teams, task force or cross functional teams, improvement teams, 

and self-directed work teams.  
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Joseph Straub (4) describes the types of teams in another fashion. He identifies the five 

major types of teams as: 

 

1. Trouble-shooting, advisory, or problem-solving team:  

 Investigate and analyze problems or opportunities and recommend 

appropriate action to higher management. 

 Often temporary and limited in autonomy. 

 Good for generating ideas and soliciting broad base participation. 

 “Check out this situation and suggest what might be done.” 

2. Policy-making team: 

 Typically exist at senior level and its decisions govern work of entire facility 

or perhaps all workers in the organization. 

 Lower level policy-making teams might make “informal” policies that control 

their members conduct, output, goals, and other issues. 

 Can cut through red tape and coordinate work across departmental lines. 

3. Action team or task force: 

 Implement solutions to problems or launch new programs 

 Pronouncements often govern the work of an entire department or 

organization. 

 Have the “blessing” of higher management and their authority is 

considerably higher than a trouble-shooting team.  

 This sort of team might be used, for example, when revamping the 

organizations retirement policies, setting up a bench-marking program to 

compare current customer service policies with competitors, or suggest 

how merchandise might be displayed more effectively in a retail operation 
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4. Cross–functional team 

 Used to create an entirely new product or model of a product or to redesign a 

process. 

 May “redesign” the organization or some segment of it. 

 Assignments are complex, demanding input and involvement from various 

functional areas. 

 May have little formal supervision, members account for their performance to 

their respective department or a product manager who heads up their group. 

 Cross-functional teams can offer a number of benefits including: 

Innovation – members have unique blends of backgrounds, experience, and 

viewpoints. 

Streamline communications – the team has a single point of contact 

responsible for providing information.  

Customer orientation – team members tend to focus on the goal of keeping 

their customer satisfied. 

Rapid response – can cut across organizational barriers, tend to get things 

done much more quickly than traditional work groups. 

5. Self-directed work team 

 Teams have extreme authority and autonomy. 

 Cross-trained in multiple skills and has full responsibility to plan and 

organize a product or service from start to finish. 

 Members do extensive internal monitoring and supervision 

 Self-directed team leaders must play the role of facilitator, scrounger, 

supporter, and liaison with management and other teams, one thing the 

team leader is not is director or supervisor  

 Self-directed teams form the basis of management practices such as TQM, 

JIT, empowerment, and continuous improvement  

 If management fails to get out of the way they may easily hinder the team 
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Types of Teams and Autonomy 

Another interesting way to define teams is in terms of the degree of “autonomy” or the 

authority that the team has to make decisions and implement changes without the 

approval of a supervising authority. Figure 2-1 shows the varying levels of autonomy of 

Straubs teams.   

 

 

Figure 2-1 

 

As a team and its members become more knowledgeable and experienced, 

management’s role increasingly shifts from providing direct supervision to providing 

guiding and coaching. In the same way, employees experienced in teamwork and 

activities will obviously require less supervisory involvement when a new team is 

created.  
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Choosing the Types of Teams to Use 

The categorizing of teams is useful for the purpose of introduction and discussion of 

teams, however, there are many different types of teams and the option exists to even 

combine team types if it seems appropriate. The activities, functions, and structures of 

teams often evolve and change over time and we should remember we have the 

latitude to design teams that are appropriate to their purpose.  

 

Team Design Exercise: 

In groups decide upon three different types of teams using those discussed in this 

module or teams of your own design. Be prepared to describe the teams and in what 

situations you feel they would be effective and why? Feel free to use your own 

organization as an example.   

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Establishing a Team: Choosing Teams Members  

One of the most critical aspects of team development is selecting individuals that will 

work well in a team environment. Team leaders should be out to choose the best talent 

available. There are a number of things that should be kept in mind during the selection 

process: 

 Where applicable, job specifications should be revised to list the skills, 

disposition, work habits and previous experience that are typical of team-

oriented people as opposed to lone wolves, in the same sense; the job 

descriptions should be rewritten. 

 Keep in mind workplace activities, experience, and past job responsibilities 

that would bring a positive addition to the team, For example, team sport 

activity, active involvement with club or association membership or workplace 

responsibilities that required coordination and integration of effort with others. 

It is important that this sort of information be gathered according to the H.R. 

policies of the organization.  

 When checking personal references inquire about the applicant’s ability to 

work as a part of a team.  

 Ensure that the applicant is aware that the work to be done will be 

accomplished in teams and that they are comfortable with the unique aspects 

and demands of team work. 

 An assessment of the candidate’s attitude toward teamwork can be done by 

asking questions such as: 

 “How do you feel about sharing the recognition for work that you do 

with coworkers as opposed to getting individual credit?”  

 “How would you respond to criticism from coworkers who were not 

pleased with your performance?” 

 “How would you deal with a serious disagreement or a personality 

conflict with a co-worker?”  
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 Include the team in the interview process. This will give the applicant and 

current team members an opportunity to evaluate each other for “fit” and to 

clarify the requirements, expectations, and feelings about working together  

 

What other factors do you think should be considered when selecting team 

members? 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Establishing a Team – The Team Charter 

Once team members have been chosen, the next step is to create a Team Charter. This 

is a written document drafted by the founding person(s) of the team and the process 

begins with the consideration of the team’s goal, purpose, or the problem or opportunity 

that is to be addressed. The charter describes the mission, anticipated outcomes, time 

requirements, and authority level to be given to the team. Initially, management or 

supervisory personnel will be mostly involved with this process, but to allow for an 

appropriate degree of autonomy and empowerment for the team, it is usual that the 

“what” and “why” metrics of the team are a part of the charter but the “how” is left for the 

team to determine. After the team is established members may ask for clarification and 

will quite possibly be directly involved along with management in creating or modifying 

the charter. In the case of self-directed teams the charter may eventually become a 

team responsibility with very little managerial input. No matter what role management is 

to play, it is important to resist detailing every step to be followed and to leave plenty of 

latitude in which the team might use its own creativity in determining its direction. 

 

The Team Charter 

Here are some things that the team will want to consider when creating a Team Charter: 

    The team mission – the team’s purpose in a line or two 

 What does the team require in terms of information, supplies, time?  

 Time required of individual team members.  

 Create SMART goals for the team: Specific, Measureable, Achievable, Results-

orientated and Time bound. 

 What are the expected outcomes and/or deliverables once the team’s work is 

concluded?   

 How and when will the team report its progress? 

 What are the major activities that have to be undertaken? 

 Is there a requirement for expert advice or for research outside of the area in 

which the team operates? 
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 Do team members require training to acquire new skills or knowledge to be able 

to complete their work? 

 What is the level of authority and degree of autonomy of the team? 

 List the key measures to be used to track progress (success or failure)   

 

Other Things to Consider When Establishing a Team Exercise: 

What other things do you feel would be important to consider as a team is initially 

designed and created? 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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The First Team Meeting 

 

“Gettin' good players is easy. Gettin' 'em to play together is the hard part”.  

                                                           Casey Stengel - Major League Baseball Manager 

 

After a team is formed one of the usual first steps is to meet. Most teams use meetings 

for activities such as planning, problem solving, and decision making. It is suggested 

that the process of information gathering and sharing be done outside of meeting time 

whenever possible. With technologies such as email and voice mail members can be 

expected to come to meetings with their pre-reading and preparation done; ready to 

participate. 

 

Problems can be encountered by new and unorganized team meetings and here are 

some suggestions to avoid them: 

 Prepare an agenda in advance and ask team members to review it and make 

suggestions for additions prior to the meeting to ensure that the agenda is well 

thought out 

 To prevent the team from jumping into discussion of topics before agreeing on a 

goal of the discussion, work from the agenda and make the identification of the 

goal one of the first times on the agenda  

 Encourage all team members to contribute and do not assume that their silence 

means agreement since it often means something else 

 The team leader should ask for suggestions from the team and patiently wait for 

answers so team members do not begin to rely on the leader to generate ideas   

 Start and end meetings on time so meeting times are not disregarded   

 Ensure that an outcome and “next step” are determined for all items discussed to 

ensure that topics are not “left hanging”  

 Actively facilitate the discussion so not just a few members dominate 

 Keeping “action notes” will help drive decisions, and commit team members to 

follow through on commitments or assignments in a timely fashion 
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A very good way to start is to have a discussion among all team members at the 

beginning of the first meeting concerning the behaviours that will make team meetings 

effective and productive. The team can develop a Help/Hinder list that will identify 

appropriate and in appropriate behaviours. This list might include some of the following:  

 

 

One advantage of a list that is developed by all team members is that inappropriate 

behaviour can be addressed or appropriate behaviour encouraged by referring to the 

Help/Hinder list rather than through personal criticism.   

  

Behaviours that help 

• Listen to understand and speak to 
be understood 

• Engage in open and honest 
communication 

• Be on time and prepared 

• Support each other inside and 
outside meetings 

• Leave titles behind 

• Ask questions and value others' 
opinions 

Behaviours that hinder 

• Negative body language 

• Lack of enthusiasm for the work 
of the team 

• Reluctance to discuss new ideas 

• Unsupported opinions not facts 

• Avoiding making a decision 

• Dominating the discussion 

• Side conversations 

• Using cell phones 
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Exercise:  

Discuss the Help/Hinder list. What other Help/Hinder behaviours would you add to this 

list? 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 
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Development Stages of a Team  

As a team matures, members gradually learn to cope with the emotional and group 

pressures. It is generally accepted that a team will progress through five development 

stages and these are the stages and how they can be recognized: 

 

STAGE ONE: FORMING 

In the forming stage, members cautiously explore the boundaries of what is acceptable 

group behaviour. This is a stage of transition from individual to member status and of 

testing the leader’s guidance both formally and informally. Members feel excited and 

optimistic and have a tentative attachment to the team. They may experience pride in 

being chosen for the project but may have some fear about the job ahead. Team 

members in this stage will attempt to define the task and how it will be accomplished 

and will also attempt to determine acceptable group behavior and how to deal with 

group problems. Decisions will be made on what information needs to be gathered and 

often lofty, abstract discussions of concepts and issues will be held. There may be 

difficulty in identifying the relevant issues and a good deal of time spent on problems not 

relevant to the task. Because there is so much going on, the members’ attention is 

distracted and as a result, little is accomplished that concerns the project’s goals. This is 

normal. 

 

STAGE TWO: STORMING 

This stage is probably the most difficult stage for the team as they begin to realize that 

the task is different and more difficult than they imagined. They may become testy and 

blameful. Some members will resist the suggestions of others and there will be strong 

fluctuations in attitude about the team and its chance for success. Members may fear 

exposure or failure and will desire clarification about responsibility, rules, behaviour, and 

expectations. There may be differences of opinion and in some cases this might even 

lead to arguing among members, defensiveness and competition, power struggles, and 

increased tension. This too is normal, but members must attempt to move on. Much 

energy will have been spent on the process with little accomplished, but at least they 
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are beginning to understand one another. To move to the next stage will require good 

listening skills. 

 

STAGE THREE: NORMING 

During the norming stage, community building begins and group issues are resolved. 

They accept the team, the team ground rules (or norms), their roles in the team, and the 

individuality of fellow members. They begin to start helping each other and become 

more cooperative. They learn how to give constructive feedback and experience a 

sense of relief as they realize that things are going to work out. There is more 

friendliness and sharing of personal problems and discussion of the team’s dynamics. 

Ground rules and boundaries (the norms) are established and at last they are able to 

start making progress toward their goal. 

 

STAGE FOUR: PERFORMING 

At this stage the team is task oriented and highly productive. Team members have a 

good understanding of each other’s strengths and weaknesses and are satisfied with 

the teams’ progress. They are able to take risks and experiment with new ideas and are 

an efficient and cohesive unit. They have an ability to prevent or work through team 

problems and feel a close attachment to the team. Everyone is working together.  

 

STAGE FIVE: ADJOURNING 

Depending upon its purpose and type, a team may exist for a number of years or for 

only a short period of time. In this final stage, as the team is disbanded, there can be 

apprehension and it is helpful to have closure and debriefing; this can be achieved by 

helping the members recognize and celebrate their personal and collective 

accomplishments. Allowing members to have a chance to say goodbye and to 

recognize individuals for their participation and achievement are also crucial at this 

stage. 
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Evaluating a Team   

It is useful to be able to be able to evaluate a team at different stages in its development 

and to work toward improving upon areas that require improvement. The following is a 

checklist of factors that might be used to evaluate team performance and to identify how 

far it has progressed through the development stages.   
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Team Performance Checklist 

 

Goals 

 There is an agreed upon vision of what the team wishes to be 

 The goals are clear, specific , measurable and written 

 The goals support the vision of the team 

 Work assignments are clear, with time frames for their completion 

 There is an evaluation process to ensure that goals are being met 

 Accomplishments nets and achievements are celebrated 

 

Roles 

 The roles of all team members are clear 

 Job descriptions exist for all staff 

 There is  a process of identifying/clarifying role overlap 

 

Communication 

 Team members are polite, courteous and friendly to each other 

 Communication is effective 

 Issues are confronted and problems resolved as they arise 

 Meetings remain task focused 

 There is an environment of openness and trust 

 Leader(s) are available and willing to listen 

 Confidentiality is respected 

 

Processes for Team Tasks  

 There is an effective decision-making method 

 There is an effective conflict-resolution mechanism in place   

 There are recruitment criteria when selecting new team members 

 Performance Evaluation is provided regularly 
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 Training and skill enhancement is available 

 The effectiveness of team activities is reviewed regularly 

 There is a long term planning process in place 

 

Working Together 

 Personal and professional differences among team members are valued 

 Members demonstrate sensitivity to other’s feelings, problems, and needs 

 All team members have the skills to function effectively 

 New team members are made to feel welcome 

 Team members have a sense of trust and willingness to share 

 The contributions of all team members are acknowledged 

 

Leadership 

 The leader(s) roles are understood by the team  

 The leader(s) roles are visible and available 

 The leader(s) communicate regularly and clearly 

 The leader(s) are committed to high quality 

 The participation of all team members is encouraged 

 The leader(s) invites feedback on their performance 

 The leader(s) provides specific feedback on team members work 

 

Organizational Structures/Meetings 

 Meetings have a clear agenda which is completed during the meeting 

 Meetings start and finish on time 

 All team members attend meetings on a regular basis  

 All team members have an opportunity to participate in discussions 

 Decisions made are documented 
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Creating Teams for This Course Exercise  

This exercise will include all members of the class in one large team. The purpose of 

this large team is to determine how you will form smaller teams that will prepare and 

facilitate a team building exercise.   

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Summary 

Organizations should first consider if a team-based approach to work is appropriate to 

their situation. If it is determined that teams are to be used, it is important to determine 

the type of team or teams that will be established. Teams must have a “charter” which 

will guide them with a purpose and meaningful goals. Management and team members 

should be aware that all newly organized teams are bound to encounter some initial 

problems which can be dealt with through team created guidelines to appropriate 

behaviour. It should also be anticipated that a team will progress through developmental 

stages.    
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