How to Manage the Team

If you are an IT manager, do you manage each of your staff in the same manner, or do you manage them differently depending on the individual personality?  Or, if you are someone in a non-managerial role, do you notice being managed differently than some of your peers?  The reason I ask is that I notice many IT managers who treat their employees drastically different from one person to the next, and I see the effects not only on the individual, but also on the group.  In all cases it has had a negative impact on the team as a whole.

Staff communication in general is important.  Everyone knows that.  But how you communicate with your group of IT pros is especially important.  IT pros are a different breed than your average office worker.  They are typically more introverted than extroverted (not always, but usually).  Add ego to introversion and you have an especially odd combination that must sometimes be managed with kid gloves.  Techies usually develop a social pecking order within their group; solving complex technical problems or geeking out about the latest technology with peers can bolster their standing.  But more importantly, how they hear or see you, as their manager, communicate to each of them drastically alters the team dynamics.

Let’s say you manage in a cubicle-filled office where conversations are easily overheard.  There are a few employees where most interaction between you and them is tense and your tone is strong.  On the other hand, there are also employees who you stop to chat with in the morning or before leaving for the day.  Your tone with them is casual and laid back and not necessarily even about work.  And finally, there is a small group of staff where communication from you to them is rarely verbal, but instead relayed through email; nothing terse, but direct and to the point. 

Don’t be naïve to the fact that your employees take note of how you communicate to each of them.  They notice which ones you speak positively to and which ones seem to routinely draw your ire.  And while there are occasions to be stern, you must be careful not to single out select people.  Being stern and direct is okay if that is your personality or management style, but be that way with everyone.  Staff observing you being harsh to a peer undeservedly is tucked away for later discussion over the next lunch or smoke break.  Repeated incidents can cause others to rally around the offended and turn against the manager, especially if the perceived victim is well liked.

A bad relationship with your staff is like a virus.  It commonly develops behind the scenes and unknown to the manager, but it is there, spreading and wreaking havoc with your good intentions.  When you finally realize what has happened, it is usually too late to repair the damage.  Many times there are casualties, beginning with staff that feels singled out; some because they feel that they don’t have to take the abuse so leave on their own, and others who get forced out.  But often it ends with a vacant management position and a self-inflicted wound on the resume.  The team implodes and must be built back up by someone else.

It’s easy to get into a pattern of discretionary communication.  You are human, after all, and personal favorites will naturally evolve.  Some employees have better listening skills, and truly appear to absorb what you’re saying, making speaking to them actually seem worth your while.  Some employees may have similar outside interests as you, which can be dangerous if you spend too much time chatting with them but barking orders to everyone else.  Other personalities you just may not click with, especially if they are too much like your own.  

The best advice is to be aware of how you communicate to each individual on your team.  Jot down their names and think about the last few conversations you had with them.  If you can’t remember the last time you spoke to someone on your team outside of a formal meeting, that’s a problem.  I’m not advising to be overbearing or to micromanage your staff, but occasionally stopping by someone’s desk to give feedback or to see how they’re doing can do more for a successful IT team than three consecutive days of morning doughnuts.  Consistently manage.  Consistently communicate.  

Steps to Manage the Team

Step1
Understand the goals and expectations that your managers have for your team. Educate your team about the objectives by communicating clearly about their roles, responsibilities and deadlines. 

Step2
Assess the strength and weakness of each team member by initially assigning simple work. Evaluate their performance and their ability to meet the deadline. Delegate work accordingly based on the skill and interest level of each person. 

Step3
Give clear instructions as to what is expected out of the team member and follow through as required instead of micromanaging. A clear understanding of the requirements encourages the employee to live up to your expectation, feel accountable in executing the tasks and solve issues proactively. 

Step4
Take responsibility for the team and acknowledge their efforts in meetings. A boss that sticks up for his team creates loyalty and motivates the team members to go the extra mile for the team's success. 

Step5
Handle problems and changes effectively. Request feedback from the team and incorporate their suggestions in your decisions. This input encourages them to value their role in the workplace. 

Step6
Treat the team members with respect and remain courteous while correcting their mistakes. Be friendly and approachable to them. Understand and be accommodating of their family commitments and difficulties. 

Tips & Warnings

· Reprimand members in private when there is a need, instead of embarrassing them in front of the team. 

· Motivate the team frequently by acknowledging and appreciating their efforts.

How to Build Successful work Team

Step1
Determine the purpose and goals of the team. You must write a business plan that covers the mission of the team and the expectations upper management has of the team. All team members must have a copy of this document. 

Step2
Choose the members of the team. After describing the team's goals, plug in collaborators that can execute each goal. Team members must not be limited to employees; they can include consultants or freelancers with special expertise. 

Step3
Assign a team leader who is an experienced and ethical role model. She must challenge the team members while providing respect and support. 

Step4
Define each team member's duties. Lay out the roles of each member explicitly in a document for members to sign. Include concrete goals as well as intangibles such as attitude and ethics. 

Step5
Conduct teambuilding exercises to create a cohesive team. Successful teams stem from good relationships, and business teams must create these relationships quickly. 

Step6
Give each team member the resources he needs to perform his job. This might mean assigning temporary powers to normally low ranking staff, such as increased access to files or secured parts of the building. 

Step7
Improve quality throughout the process. Refer to your written goals frequently as you strive to exceed the customer's expectations. 

How to Develop Collaboration Skills

Prepare to compromise. When working with a team, it is impossible for everyone to get their way, so compromise is imperative. Don't consider it a blow to your ego, simply a necessity when you develop collaboration skills and put them to use. 

Step2
Avoid taking it personally. When collaborating with a group, there is always a chance of getting your feelings hurt by insensitive team members or group decisions. Remember that decision-making should not be personal, it is just a natural part of the process. 

Step3
Focus on the well-being of the project. In order to fully develop collaboration skills, it is important to keep your eye on the task at hand. Focusing your efforts on the success of a project removes the urge to get your own way and helps a group stay on task. 

Step4
Communicate effectively. Without communication all sorts of problems are likely to pop up. By communicating in thoughtful ways and remaining mindful of others' feelings and motivations, you will be more likely to collaborate successfully. 

Step5
Identify challenges. If you have trouble developing collaboration skills, take some time to reflect on your difficulties. By pinpointing the hurdles in your way and the causes of your discomfort, you can map out ways to overcome them. 

Step6
Participate in team building activities. There are a number of team building workshops and activities that are easily accessible online or in person. Take the time to participate in team building activities as a way to quickly and efficiently develop collaboration skills. 

How to work effectively in groups
Step1
Get to know each other. If you're going to be working in a group with other people for any extended period of time, spend a few minutes talking at the outset of the first meeting. Introduce yourselves if you do not already know one another. 

Step2
Assign roles if the project requires working together in a group for an extended period of time to reach a specific goal. For instance you might designate one person the group leader or facilitator and another scribe or note taker. 

Step3
Exchange contact information to enable group members to communicate effectively outside of scheduled meetings if the project is long term. 

Step4
Identify the group's goal. For instance, perhaps a professor asked you to accomplish a specific task within your group, or your company asked you to research specific information and report back. Discuss and document the group's goal to make sure you all agree on the primary goal of the group's work. 

Step5
Divide tasks into steps and assign each member a specific task to attack long term projects. Often this will go easier if people volunteer for tasks they like to do. 

Step6
Listen to each other and encourage each other. Make sure everyone in the group is heard and offer encouragement when others contribute a good idea or perform a task effectively. 

Step7
Deal immediately with conflict if it arises. Although difficult to deal with, conflict or discord in a group can undermine the group's objectives. As quickly as possible, address any conflicts to keep the group members focused on the ultimate goal. 

Tips & Warnings

· You may want each member to explain a bit about schedules or other commitments in the first group meeting for long term projects. 

· Even if you're working together just for a short time, make sure everyone in the group introduces themselves if people do not know each other. 

· If the group work is just during a specific class or meeting, follow any instructions given by the professor or meeting facilitator. 

· Depending on the type of conflict, it may be dealt with between members privately or collectively through discussion. Keep personalities out of the picture when dealing with conflict and avoid negative attacks on individuals.

How to Train a New Business Partner
Let your new partner know that he doesn't need to know everything right away. Make sure he feels comfortable asking questions, even if he asks the same question over again until he fully understands. 

Step2
Allow your new partner or team member to observe you run and operate your business. Many people are visual learners and learn by example. 

Step3
Give her a time frame for training. Let her know when you expect her to be able to operate and do business without help. Although everyone learns at different speeds and some may require more time than others, a deadline is crucial in setting goals. 

Step4
Encourage him to do research on his own if this is applicable to the business. Let him feel independent and if he has a different business style, encourage him to use it, as long as it's ethical and effective. 

Step5
Provide training materials. These may vary depending the type of business, but give her something she can refer to if you're unavailable or if she wants to learn on her own time. 

Step6
Be available to help a new partner or team member. Remember that he is ultimately there to help you. 

Step7
Set goals. Set either weekly or monthly goals, depending on the situation. This will help keep your new partner or member on track and hold her accountable. 

Tips & Warnings

· Keep open lines of communication. 

· Have weekly or monthly meetings to discuss any areas that your partner needs help on or any problems that need to be resolved. 

· Always be positive. No one wants to work with someone that has a negative attitude. 

· Never force your new partner to operate independently if both of you don't agree that he is ready to do so. 

· Don't assume anything; ask first. 

How to host a strategy Weekend

Create an agenda. This will become the backbone of your strategy weekend. Make sure your agenda has one to five specific, measurable objectives. Think clearly about what you want to see happen by the end of your retreat and avoid goals whose success you can't measure. 

Step2
Choose a location, using your objectives as a guide. Plan the kinds of meetings and activities that will relate to your strategy weekend's agenda, and pick a facility that best suits your needs. If you can't handle this planning yourself, consider hiring a coordinator for your retreat. 

Step3
Structure meetings efficiently. Manage the time well and even assign nightly homework so that everyone has something to share the next day. Keep the assignments light and manageable. 

Step4
Have someone keep track of what is decided during your weekend retreat. A list of deadlines you agreed on, as well as who is responsible for what, should make its way back to your office where employees can refer to it frequently. 

Step5
Feed your staff. This may seem like a given, but people will appreciate having coffee, water and snacks available to help keep their blood sugar levels up through yet another meeting. Food is also a useful way to keep things on schedule. By planning a strategy meeting directly after a meal time, you're likely to avoid starting late and will have better attendance. 

Step6
Create a follow-up to your retreat when you plan your weekend. Having the date set in advance will help you stick to it and make sure it happens. Use this time to check on those tangible goals you set during the retreat and follow up with your co-workers. Also, checking in and recapping is a great way to revitalize the energy generated during the strategy weekend and work toward future goals. 

Tips & Warnings

· An impartial facilitator is your best bet for hosting smoothly run meetings. Someone from outside the office can see things more clearly and keep everyone on track. This also frees you up to participate in idea generating rather than leading. 

· Consider stocking aspirin, tissues and other essentials in restrooms. 

· Corporate coordinators are easy to find but they require at least two months notice, so plan ahead. 

Resolving Team Conflicts

	Conflict is a fact of life in R&D teams.  Even when a team shares a goal or a vision, its members may have different ideas about how to achieve it.  
We all know two common ways to solve problems: issue a command, or induce a compromise that leaves both sides a bit dissatisfied.  In this article, we'd like to propose a superior technique: a transparent, effective type of Strategic Assumptions Analysis.  But first, let's examine the interaction of disputes and meetings, to see exactly how problems arise in teams.  
When team members meet, they bring an assortment of perspectives, experiences, knowledge, and ideas to the table.  Individuals often clash while working together, whether they are generating ideas, arriving at consensus, making decisions, formulating plans, influencing colleagues, or charting progress.  According to Minneapolis meeting-management consultant John Johnson, the meeting room is where "battles are won or lost, blood is let, alliances are born, and solutions are hammered out." 
A team's style of dealing with conflict will, obviously, affect its productivity.  If teams discourage the expression of conflicting views, believing that one must "go along to get along," members will be reluctant to disrupt the harmony that is supposedly necessary.  But since creativity is essentially an individual act, papering over disputes can hide or suppress good ideas and unique solutions.  At the other extreme, members can find themselves sunk in opposing trenches: if one side confronts or probes a position, the other side reacts defensively, and work grinds to a halt.  
The most productive teams are those that can walk a fine line--while relishing differences, they find a way to work through them.  Team members regard each other as colleagues and are eager to explore each other's thinking.  In these teams, conflicting points of view are hardly a hindrance or a wedge—but rather a spur to superior performance. 
For team leaders, the critical question is how to steer conflict into productive channels: how to get team members to embrace differences, and resolve them effectively, or at least with minimum damage.  To resolve a conflict, group members must reach consensus.  After listening to others' views, they can leave the meeting agreed on a course of action.  Even if some members have misgivings, they know they've had a fair hearing and should be willing to support the majority's proposal.  Consensus cements the team and mobilizes it to carry out the group decision. 
Command and compromise are two of the most commons ways of proceeding in groups that can’t reach a consensus within time constraints, but each method has its obvious limitations. 
The Solution? 
Meeting-techniques and decision-rules offer  an intelligent way to cope with impasse, and they each offer several advantages.  They depersonalize disputes, undermines the "us-versus-them" mentality that can stymie the best-intentioned group, and speed up the decision process.  And agreeing on a decision rule may be half the battle, because agreeing on a decision rule is often easier than agreeing on the final decision.  
The technique we wish to offer R&D teams is an abbreviated form of Strategic Assumptions Analysis, which is fully described by Emshoff and Finel in Sloan Management Review, Spring, 1979. 
The analysis begins when each side states its position.  Let's assume that a pharmaceutical company R&D team is at odds about a strategy for allocating its research budget.  One side wants to pursue promising leads in anti-fungals, while the other side feels that, given the budgetary constraints, anti-bacterials will be more profitable. 
Next, each side lists all assumptions underlying its position.  Then members step back to examine their beliefs--the ideas and information which led to their present positions.   For example, the anti-fungal side might explain: "We have some of the world's best scientists in the field, and the anti-fungals currently on the market are marginally effective because they are hard to administer."  
The other side might say, "Our anti-bacterial research group consistently makes better use of investment dollars, and the market for anti-bacterials is huge, so the company stands to make a substantial profit." 
Once the assumptions are explicit, the leader breaks the team into groups of three to five, making sure that each group has representatives of both sides of the dispute.  This action separates alliances, and members feel less compelled to represent their departments or interests. As members become more invested in the work of the smaller groups, they unload some of their emotional freight, and approach the problem with less passion. 
Each sub-group will analyze the assumptions according to truth and importance.  They will ask, for each assumption:  How certain are we that this is true? and, How important is this assumption to the outcome? 
The ensuing dialog usually gives team members insight into the thoughts of their colleagues, because hearing the underpinnings of the other side's assumptions often allows one to rethink a problem. 
Suppose the anti-fungal side realizes that market size indeed should play a dominant role in the decision, and the market for even a very good anti-fungal would be quite small compared to that of an anti-bacterial.  At the same time, the anti-bacterial side might realize that an innovation in anti-fungals could have greater impact than they thought, because it could lead to breakthroughs in ancillary applications. 
When each group feels it has sufficiently analyzed all relevant  assumptions, the team reconvenes to review findings; frequently, both sides have reassessed their positions and are near agreement. 
How does focusing on the assumptions help the group target the problem?   Instead of examining a thousand reasons that support their opposing positions, members focus on a dozen key sub-issues.  By analyzing the truth and relevance of assumptions, the precise area of disagreement can be identified—and resolution becomes possible. 
Assume that the meeting ends with a decision to pursue anti-fungal research.  While the anti-microbial side might be expected to feel some sense of loss or defeat, the Strategic Assumptions Analysis has given them some sense of distance from their starting position.  They probably won’t feel that they were wrong, but they might agree that they started with an incomplete picture of the situation. 
Get an Outsider 
As with most conflict-resolution techniques, Strategic Assumptions Analysis isn’t magic, and it can be done by the team leader.  Nevertheless, it works best if led by an outside facilitator. 
First, an outside facilitator frees the team leader from having to worry about being fair, so he or she can spend more time listening.  
Second, if the team leader is a high-level manager, members can feel intimidated by being in front of "the boss."  With an outsider, they can speak candidly. 
Third, research shows that meetings are more productive when they are managed by someone who can concentrate on the process while others focus on content.  In contrast, R&D team leaders are often researchers themselves, with deep biases or predispositions that can deter a frank analysis of assumptions.  As John Johnson says, "it's a bit like having one of the prize fighters serve as referee." 
Some teams hire trained outsiders as facilitators, but bringing in a facilitator from another department, so long as he or she is neutral and has no opinion on the content of the discussion, may work as well. 
For relatively simple problems, a team can complete a Strategic Assumptions Analysis and reach a decision in one meeting.   But for complex problems, or when additional information is needed about an assumption, further meetings might be needed. 
Strategic Assumptions Analysis has two more advantages for R&D teams.  First, it's straightforward and transparent, and thus team members don't think something is being done to them.  Second, it fits their intellectual style--scientists, after all, are accustomed to stepping back, questioning assumptions, and rethinking hypotheses, which is just what happens during the analysis. 
A structure helps you think about a problem more effectively.  Just as you use the scientific method to solve problems in the research lab, you can use a meeting methodology to solve a problem in the meeting room. 

	
	


Creative Thinking
	Creativity techniques are deliberate thinking processes designed to help find ideas and solve problems.  They are not mental tricks dreamed up by ivory-tower professors but rather strategies used by many—if not all—productive, creative people.  Although the techniques are not complicated, most people are uncomfortable using someone else's thinking or problem-solving methods.  

Nonetheless, you might be pleasantly surprised after trying some of the following strategies.  They have worked for many others.

Analogical Thinking   

The most common creative process is analogical thinking--the transfer of an idea from one context to a new one.  Perhaps 80 percent of creative ideas are rooted in analogical thinking, and examples abound in every field of human creativity.  

In music, Aaron Copeland's Appalachian Spring was based on the Quaker folk tune, Simple Gifts.  You may know that the U.S. national anthem Star Spangled Banner originated as an English drinking song.  And the Broadway musical Cats was based on T. S. Eliot's Book of Practical Cats.

Political cartoonists and creators of cartoon strips continually borrow ideas from movies, television commercials, the Bible, children's stories, and the headlines.  Remember the caricature of Ronald Reagan, Ronbo?  Did you notice the caption by cartoonist Gary Larson: "Moses as a kid," under a boy who was raising his arms to part the milk in his glass?  Many movies, from Gone with the Wind to The Ten Commandments, derive from historical or Biblical themes. 

We also see analogical thinking in  the mechanical realm.  The irreplaceable fastener Velcro was inspired by the obnoxious cocklebur.  Gutenberg's printing press was a combination of the stamper used for minting coins and a wine press.  Eli Whitney was inspired to invent the cotton gin after watching a cat pluck at a chicken through a fence.  The resulting pawful of feathers apparently reminded him of cotton fibers.  

One technique is asking how nature has solved a similar problem.  Pringles Potato Chips were conceived via the analogy of wet leaves--which stack compactly and do not destroy themselves.  Darwin reversed the situation, using a human solution to explain a natural phenomenon:  His origin of species explanation stemmed from selective cattle breeding practices.

Finally, virtually every architect and designer keeps stacks of books and magazines filled with ideas waiting to be adopted. 

But you need not sit back and wait for analogous connections to appear by themselves.  Analogical thinking can be a conscious technique if you deliberately ask questions like these: 

"What else is like this?"

"What have others done?" 

"Where can I find an idea?" 

"What ideas can I modify to fit my problem?" 

Brainstorming

The granddaddy creative technique, brainstorming, was the brainchild of Alex Osborn, co-founder of a major advertising agency.  The procedure is simple and familiar.  First you devise wild--even preposterous--ideas, and jot down every one.  But the key is this: save the criticism and evaluation until this process is completed.  Osborn tells us, with disarming logic, that we cannot simultaneously be creative and critical.  Furthermore, he adds, wild ideas can often be "tamed" into workable solutions. 

Although most people consider brainstorming a group technique, you can brainstorm by yourself as well as before a large audience.  But the recommended small group, with 10 or 12 members, is usually suitable to a variety of situations.  Brainstorming, I'd say, has survived for half a century because it works. 

Attribute Listing

While brainstorming is a general procedure, attribute listing is a specific idea-finding technique (one that could even be used while brainstorming).  You identify the key characteristics, or attributes, of the product or process in question.   Then you think up ways to change, modify, or improve each attribute (in design engineering this is called the substitution method).  

Almost anyone can "disassemble" a product into its attributes and then think of modifications for most of them.  For example, a can of soda has these attributes: size, shape, color, color pattern, decorative theme, material, possible uses after modification, other audiences for the product if modified.  Can you invent alterations for each of these attributes?  Fran Stryker supplied himself with plots for Lone Ranger radio and television episodes for a couple of decades by modifying these characteristics: characters, goals, obstacles, and outcomes. 

Morphological Synthesis
Morphological synthesis is a simple elaboration of attribute listing.  After completing the list of attributes, list changes in one attribute (such as “products”) along the horizontal axis, and list changes in a second attribute (such as “markets”) along the vertical axis.  Idea combinations, or syntheses, will appear in the intersections, or cells, of the table.  Morphological synthesis will force you to look at many surprising combinations. 

Idea Checklists 

Have you ever consulted a telephone directory or a supplier's catalog as a "checklist" of resources or ideas for solving problems?  You may not know that checklists have been written expressly to solve problems creatively.  The best known is Osborn's "73 Idea Spurring Questions."  Consider how you would invent a better mousetrap as you read these examples from his idea checklist: 


Put to other uses?  New ways to use as is?  Other uses if modified?

Modify?  New twist?  Change meaning, color, motion, sound, form?  Other changes?

Magnify?  What to add?  Greater frequency?  Longer?  Extra value?  Duplicate?  

Multiply?  Exaggerate?

Minify?  What to subtract?  Condensed?  Miniature?  Lighter?  Split up?  
Understate?

Rearrange?  Interchange components?  Other sequence?  Change schedule?

Combine?  How about a blend, an assortment?  Combine units?  Combine 

purposes?  Combine appeals?

Of course, none of these techniques is guaranteed to solve your research problems.  But they can help you find ideas without forcing you to wait for an uncooperative muse. 

	
	


Creative Thinking—Make It a Habit! 
There is something mysterious about creativity.  We can describe it, admire it, strive for it and experience it, but we can never understand just how or why a certain innovative idea springs up at a particular time in the mind of a particular individual.  Indeed, most people never expect to understand or master that process.  Let's hope we do not, for our world would be far more dreary if we ever fully harnessed the creative process and learned to produce results only on schedule or on demand.  
On the other hand, we can imagine a brighter future if we were able to stimulate the creative process and produce more innovations. Can we, indeed, take action to stimulate creativity?  
Some say "no," that due to their mysterious origins, creative acts can only arise without warning to those blessed by fate.  According to this line of thinking, it's inappropriate or even futile to encourage creativity. 
I don't subscribe to such a dismal view; I think investigations in the history of innovation show that we can, indeed, enhance our creativity.  These studies show that creativity is repeatedly associated with certain types of behavior and reasoning.   I do not mean to imply that a simple formula can be derived, or that one technique will work for everybody, or that success is guaranteed.  But based on the historical record, certain steps seem likely to increase your creativity.  
Restless?  
Begin by conditioning yourself to be restless and uneasy about the status quo.  Don't overlook the familiar just because you've seen it so often.  Rather make yourself even more aware of it, then change the pattern slightly.  If you invariably drive to the supermarket along a particular route, try a new one. If your spouse always buys the groceries while you return books to the library, switch jobs.  If you eat a grapefruit like everyone else — one half at a sitting — eat both halves and compare the taste. (This exercise may astonish you!). If you always make a measurement or an evaluation in a fixed manner, change your routine.  Sooner or later — I'd bet quicker than you expect — breaking your routine will help you invent an improved process or idea.  
Force your mind to see things differently — in a new light, from a new angle, from another scale of time or distance, or from the perspective of someone with a different background.  Explore beyond the bounds of your expertise — you may have the exact perspective needed by a colleague in another field.     
If you have the germ of a good idea, preserve it by jotting it down immediately.  Then, when you have time, think the idea through until you discard it as worthless or elevate it to the "significant" category.  Great writers often scribble inspired thoughts when they arise, then subject them to the time-honored writer's formula: "l) revise 2) revise and 3) revise again." Consider your idea a rough draft that needs to be polished by a few cycles through the idea-processor.   
Getting Useful Ideas  
Bare bones ideas are plentiful, but the trick is to identify the good ones.  Ideas derive their importance and durability in relation to data, problems and other ideas.  In other words, ideas must be tested against reality.  Good ideas will have two effects.  They will be useful in their original context and they will create surprising, intriguing connections among things that once seemed to exist in separate contexts.  
Divide your thinking into two distinct styles.  One style should promote carefree, blissful dreaming.  Would these compounds rapidly combine if "A" were true?  What wonderful process could we invent occur if "B"  were correct?  Questions like these help you outline the fragile essence of an idea.  
Then, once the idea is fleshed out, energize your analytical thinking.  Test your idea against the data in the most dispassionate, objective manner.  Most dreams deserve to fail, and it's best that you scuttle them, rather than allowing someone else the chance.   
Do not be constrained by the critical side while you dream, but be sure to use those "reality-checks" once the idea has taken shape. In other words, learn to bounce back and forth from dreamer to critic.   
Adapt an idea from elsewhere if necessary.  (Naturally, be sure to give the originator credit in an ethical manner.)   If you admire a new product in another field, immediately try to apply the underlying idea as a springboard for improving something else.   
Creative-thinking Time  
Schedule regular times for creative thinking. I walk to and from work daily, about 35 minutes each way. After many years of following the same route (sometimes I do vary it!), the journey is routine, but I've dedicated the walk as a scheduled time for free, creative thinking, for dreaming, for envisioning what might happen, for devising imaginative solutions.  I jot down my ideas immediately after reaching my destination.   
I also use sporadic, spontaneous times for creative thinking.  At meetings of scientific societies, for example, I'm often so stimulated by news and unconventional events that I have difficulty sleeping.  Those sleepless nights usually produce lots of ideas, some of them quite usable.    
I think the fundamentals for improving creativity are pretty clear from the literature on history's successful innovators.  If this is true, then why not follow their lead — and improve upon their techniques?  
In its essence, my advice is, "to be creative, think creatively".  Don't muddle around hoping for a great idea to strike like a bolt of lightning.  Train yourself to think in ways that have worked for others.  Everyone knows a habit can be acquired through repetition.  Why not make thinking creatively a habit? 
Building a Winning Team
Teamwork is an unbeatable tool in many endeavors:  the natural sciences, social and behavioral sciences, sports, business and education.  There is little doubt about the impact of high-performing teams, with teamwork, in part, responsible for miracle drugs, breakthrough technologies, Olympic medals, and conquests of space and sea. 
Winning teams synergistically harness their members' talents and energy, so 1 plus 1 equals at least 3 (and often much more).  In short, when a team is working well, the whole is far greater than the sum of its parts. 
Fact or Fiction 
It is in recognition of these realities that scientists and engineers, executives and educators, physicians and politicians, have praised the concept of teamwork and proclaimed it as their personal "style."  But too often the story ends there.  
Despite the fact that real teamwork succeeds, there is abundant evidence that this revered phenomenon is mainly a myth in our everyday lives.  Most employees can quickly recall a dozen negative teamwork stories for every positive one.  And, in almost every corporate setting—whether research and development lab, manufacturing site, sales branch office, or administrative center—it seems the traditional individualistic and hierarchical cultures continue to haunt us and block the teaming process.  In these situations, 1 plus 1 equals 1 (if you are lucky) and the whole is less than the sum of its parts. 
A new challenge complicates the issue:  the marketplace now tells us that only "world-class" organizations can prosper in this new global economy ... that we must continuously improve quality and reduce our cycle times ... that we must, in short, improve in every possible way. 
Now is the time to face the fact that only genuine, world-class teamwork can help us successfully focus on our priorities and effectively navigate our course from here to the future. 
Negative Team Environments 
As we've said, the mere statement that you belong to a group called a project team, program team, task force, committee, quality action team or process improvement team does not prove that you are part of a world-class team (or any team at all).  The truth is that the structure, processes and dynamics of most groups in today's businesses discourage true teamwork.  That's why we've developed the following assessment instrument. 
Negative Team Assessment 
You are probably a member or leader of several permanent or temporary teams.  For each group to which you belong, answer yes or no . 
1.  At meetings, there is plenty of talking but little listening. ____ 
2.  People often feel discouraged or depressed. ____ 
3.  Very little concern is shown for the views or feelings of others. ____ 
4.  There is little or no shared understanding of goals, problems, actions, processes or results. ____ 
5.  Members tend to confine themselves to their own jobs. ____ 
6.  The boss is seen as an issuer of edicts and dispenser of discipline. ____ 
7.  Policies, rules and regulations are used to control people and keep them in line. ____ 
8.  Task assignments are given arbitrarily and without consideration for individual ability or interest. ____ 
9.  People do not support each other with the necessary resources or assistance. ____ 
10.  Little or no personal or team development is provided from inside or outside the group. ____ 
11.  Group leadership is dominated by the boss. ____ 
12.  The group has low cohesiveness and morale. ____ 
If, for any group, you answered yes at least four times on the Negative Team Assessment, it's likely that this group isn’t capable now of achieving world-class results.  But if a group lacks negative team characteristics on this assessment, you have the right to be proud, especially if your perceptions are shared by others within your organization. 
World-Class Team Environments 
Achieving world-class team status is a major accomplishment, and not one that can be wished into existence.  Such an achievement proves that you have committed, as a group, to look at your team structure, processes, attitudes and behaviors, and have systematically identified and removed the obstacles to success.  
Positive Team Assessment 
As before, consider each group on which you serve as member or leader, then mark yes or no: 
1.  Individuals are committed to the success of the team. ____ 
2.  Trust, openness and honesty are important attributes. ____ 
3.  Leadership is shared, with members assuming leadership roles as their expertise indicates. ____ 
4.  Members understand the whole system of the team and many possess several skills needed to accomplish team goals. 
5.  Strong internal support and cooperation exist among team members.  ____ 
6.  The team regularly reviews its practices in pursuit of continual improvement.  ____ 
7.  Flexibility allows the team to meet new challenges. ____ 
8.  Members are informed about team activities, problems and accomplishments. ____ 
9.  Members actively participate in meetings and share meeting leadership roles. ____ 
10.  Differences of opinion are openly discussed and worked through to the team's satisfaction. ____ 
11.  Individuals know the "right things to do" on the team and assume initiative. ____ 
12.  The team has a deep sense of pride in its accomplishments and in membership. ____ 
If you checked yes 10 or more times, congratulations!  Your team is either world-class now or is quickly moving in that direction.  But again, make certain your perceptions are shared by others in your team. 
"Going for the Gold" with Team Building 
If you want to meet the challenges of a global marketplace with successful teamwork, here are five immediate steps to take: 
1.  Establish your team's mission, and get up-front commitment of all team members to this key statement. 
2.  Decide as a team on which 5 to 10 things you all value in working together, such as quality, customer satisfaction, rapid response, technological superiority or full information sharing.  Then agree to encourage each other to observe these values in your daily work. 
3.  Strive for the maximum amount of team decision-making. 
4.  Regularly search for opportunities to improve your teamwork and the products, services or information of your team. 
5.  As a team, reach for your goals by learning the team-building process together.  Then, all members of the team can join in driving this critical effort and helping to assure world-class team results. 
Questions and Answers on Teamwork 
High performing teams are the lifeblood of modern research.  They provide the essential ingredients and support systems for enhancing membership focus, motivation, cooperation, information sharing and synergistic results.  Let's look at some common questions about teamwork in R&D labs: 
Question:  Will I sacrifice my identity and individuality by joining a team? 
Answer:  Quite the contrary!  An effective team provides you with recognition for your contribution and leadership.  It is an exciting forum for sharing your opinions and assuming responsibilities valued by the team. 
Question:  I'm the senior executive charged with implementing total quality in my organization.  After two years of quality training, I still don't see the results promised when we started this venture.  Why not?  We all believe in the principles of quality and the importance of maintaining customer focus, but something is missing. 
Answer:  Something important is missing—and it's probably teamwork.  Our research proves that organizations have repeatedly launched headlong into total quality programs, only to realize years later that they'd skipped the first step.  Before a quality program can have a fair chance of real success, the company must have a team culture with a supporting structure.  Without such a culture, total quality training efforts tend to end up as a series of planned scripts, buzz words and temporary programs. 
Question:  I recently started the team-building process with my group and have already seen some tremendous gains in productivity, quality and cycle times.  The only problem is that we've started to get snide remarks from two other groups within our organization.  What's happening? 
Answer:  You are on the right road with clear improvements.  Stay with it.  In regard to resentment from others in your organization, our research shows that the vast majority of teams that launch successful team-building initiatives are shown great respect and even emulated by other groups.  There are occasions, however, where achievement and excellence in this vital area beget jealousy.  We suggest that your team view these snide remarks as opportunities to approach the two groups and share with them your process and even your accomplishments.  After all, that's what teamwork is about.  You may be surprised at their appreciation. 
Creativity Teams

	What if you could find a guaranteed way to: 
•  build a well-functioning team 
•  teach that team to do consistent creative thinking 
•  lower that team's work stress 
•  improve its productivity 
•  increase its members enjoyment of work 
•  help it fit in with its local and global counterparts 
•  use it to spread these benefits throughout your organization? 
Obviously you would have gained an organizational treasure, a manager's dream.  This goal may seem out of reach, pie-in-the-sky, but my experience says you can realize that kind of treasure by forming and training creativity teams.  
Creativity teams must start with real support from top executives in the organization.  Although many executives give eager lip service to the need for creative thinking by their people, few are willing to back their words (or memos). 
By backing, I mean encouragement, resources, and time: 
Encouragement to stimulate interest in improving creativity; 
Resources to: 
•  collect literature on creativity 
•  furnish a spacious, comfortable, private meeting place for the team 
•  supply necessary audio-visual equipment 
•  supply flip charts, white board space, and walls which can accommodate masking tape, pins or white plastic; 
Time for this training process and for the person who serves as coordinator.  Absolutely essential is regular time set aside in the work week for consistent practice of the skills learned by team members. 
A creativity team is a group of six to twelve people, formed from one or several levels of an organization.  The purpose of a creativity team is this: for each member to learn to use and lead creative thinking skills.  Many authorities in the field say creative thinking is not a rare ability bestowed on the chosen few.  It is, for the most part, a set of definite skills which can be taught, can be learned, and must be consistently practiced.  The formation and instruction of creativity teams furnishes the opportunity for members of an organization to be taught, to learn, and to practice these skills. 
Focus of the Team 
Creativity is a complex subject, and if you want to increase it, obviously your first step will be to gain a better understanding of it.  Thus the team should start by discussing the nature of creativity—who has it; what are its varieties, what encourages and discourages creativity, how it relates to the use of the senses, and so forth.  Other topics that should be considered include how creativity contributes to organizational success; how the use of creative thinking relieves over-stress (or distress); how it provides individual and group stimulation and increases productivity; how it relates to Total Quality Management, continuous improvement and increased customer satisfaction. 
Another objective of the team is to learn and practice ways to get ideas.  These methods can include such things as: 
•  drawing 
•  getting clues from pictures 
•  mental images 
•  analogies 
•  returning to origins 
•  oxymorons 
•  provocations 
•  clustering of disparate thoughts  
Another valuable contribution to the team can be training in "The Five I's of Innovation:"  imagery, intuition, incubation, illumination and implementation.  The team should discuss these ways to encourage innovation. 
•  Imagery - free use of the five senses:  seeing, hearing, tasting, touching, smelling 
•  Intuition - bringing into conscious focus the subconscious mind's combination of logic, memory, experience, and the contributions from other sources which the conscious mind can't explore on its own 
•  Incubation - the "Aha!" time, moments of insight and clarity 
•  Implementation - the essential step of action and accomplishment, of organizational approval and movement 
An additional useful topic is accelerated learning:  proven ways of mastering the vast amount of information which currently pours into every level of every organization.  Effective uses of breathing, relaxation, music, expectation, constructive play, and repetition without boredom increase team members' abilities to learn more quickly, remember longer, and recall more easily. 
A team should get some exposure to training for anticipating the future, combining: 
•  experience - without being limited by the past 
•  expectation - without putting too much faith in surveys and prognostications based on current data 
•  expansion - based on new, more globally-conscious ways of making decisions 
Creativity Throughout the Organization 
Each member of a CREA-Team is taught to use and lead the various creative-thinking skills.  Therefore each member can be the "core" of another team.  New teams form naturally.  After a team has spent adequate time on the learn-and-consistently-practice process, the team can be disbanded and members scattered to other teams.  Then creative abilities increase even further as participants, originally from different teams, relay their experiences with the various methods. 
Moreover, even after passage of considerable time, I've seen teams come back together and work fruitfully again.  They work especially harmoniously and productively because they have been similarly trained. 
Members are individually and collectively empowered.  The skills they learn become an integral part of their abilities.  So their sense of self-worth increases as their value to the R&D effort grows. 
These skills enhance people's abilities to do various jobs.  Inherent in the learning of creative-thinking skills is the acquisition of interpersonal skills.  This, in turn, leads to increased harmony in the team as well as improved relationships throughout the work force. 
There are many permutations of the creativity team process.  You have to find out which best suits your needs.  You can make great inroads by working on the process without external help.  For instance, just by setting aside scheduled times to discuss creativity will begin sensitizing you to the process.  Or you can assign members to read and report on various published methods, or bring in creativity experts to help you determine what knowledge and exercises are best for your situation.  

	
	


How to Grow Dream Teams

Your vice president attended a two-day retreat on team building.  During the flight back he tingled from the good-fellowship and stimulating ideas.  He hummed themes from the rousing musical finale--the 1812 Overture.  Back at work he announced, "We need teams.  We're being left behind."  You are appointed a team leader.  Great things are expected of team leaders.  The retreat promised dream teams. 
A week after the vice president's return, corporate matters were in his face, the tingling had disappeared, and Tchaikovsky was forgotten.  But you still had the assignment to develop a dream team, make the members tingle and inspire them to produce.  
So How Do You Get From Memory to Reality? 
It works this way.  The vice president has to stop long enough to observe his own behavior and save you a lot of heartache.  You can't copy another team's inspiration.  It wasn't you who tingled or heard the inspired music.  In addition,  
     •  Inspiration wears off. 
     •  It's the doing, not the speeches, that matters. 
     •  Flags don't always snap. 
     •  Musicians get tired. 
     •  There's a long time between peak experiences.  
Please don't give up though if you have a team-building assignment.  There are ways to create dream teams, although few know how to do so on command.  It’s possible to accomplish what the vice president assumed could be easily created if you know the pathway to the dream team.  The pathway's always been there, but like all things natural, bountiful and free, it's overlooked. 
The pathway to a dream team will lead you through those grinding, grating, often frightening, sometimes smooth and harmonious, uplifting interfaces of life--the emotions.  Some will say through our souls, others through our hearts.  We prefer “through our relationships,” a more neutral concept.  But most leaders, many of whom are trained in finance, marketing or the applied sciences, are more comfortable with the analogs of relationships--diagrams, charts, topologies--than the real thing with its irregular outlines and messy edges.  
Others will tell you team building is a question of the right process, rules, regulations and the "what-to-look-out- fors."  They present case histories of best and worst examples.  What they don't tell you is that imitation is flattery, not creativity.    
Successful team building rests upon the proper handling and employment of positive emotions--of feelings and relationships.  That's the secret—if it can be called a secret—and here's how we rediscovered it.  
Relearning the Obvious    
During the past 30 years we've observed the evolution and dissolution of teams--dream to pseudo--in many different organizations.  Some dream teams last a few weeks, months or seasons.  Others go on for years running large companies, yet unable to replicate themselves.  A brief look at the life and death process of dream teams in particular can teach us something.  Take note of some of the structural elements we've discovered:  
     •  Random combinations of people with grossly unequal talent seldom become dream teams.  Change the mix. 
     •  Combinations of people with equal modest talent (very significant for organizations to know) can become a dream team under conditions of caring, democratic leadership.  Autocratic, bullying leaders will not work here. 
     •  If the mix of people isn't producing quickly, the chances that they will grow into a dream team is slim.  Change the mix.  
     •  A functioning dream team within the context of one corporate culture may not do as well if the corporate culture changes through events such as a new CEO, drastic downsizing or restructuring, mergers or sales. 
There have always been dream teams, most accidental and some  designed on purpose.  For a time you may even have been part of a dream team.  We'll ask you to recall and hold that experience in mind--paying attention to the emotional and relationship elements--because they will serve as a model along with one other, the creative person who is a dream team unto him or herself.   
To deserve the label dream team, the individual or the group should be able to do one of the following: 
     •  Change the way a project is usually carried out. 
     •  Change the way a problem is usually solved. 
     •  Change the function of a component or product. 
     •  Find a new way to create a process. 
     •  Find a new explanation for an accepted concept or belief. 
     •  Dream an idea that leads to a useful object.  
As you read those words you may be able to associate to things you've done, been part of, read or heard about.  
History tells us one person working alone can do all of the above.  But put a group of specialists together and too often they seem to become dumber than any one of their members.  Part of the reason can be accounted for by the structural elements previously listed.  Let's look at the paradox more closely.  
One person working alone--Thomas Edison is the paradigm example, others are Galileo, Jonas Salk, the Curies, too many to mention--will suddenly find harmony between the right and left brain, between inspiration--a new insight, and application--how to get something to work.  Harmony within a radical freedom to recombine the old is the key concept.  Rules and habits of social and internalized regulation are transcended.  
Some think of such an experience as spiritual--the writer watching phrases appear as if on their own, the hunch being followed against all odds--the mind pulled forward by some kind of out-of-body force.  Others have referred to it as diligent application, perspiration, trying over and over again.  But whether serendipity or a bolt of lightening, teams seldom produce the sort of miracle we associate with the individual artist, inventor or scientist.  
Yet that is what organizations are hoping to see--and need--in all departments.  The new product or marketing idea, be it a drug, software, electronic time and brain-saver, toy, fast food or beverage.  That is the miracle they expect a team to deliver, but few do.  
The approach we recommend is this: try and duplicate for the group what happens to the individual.  Here are some clues on how to make a dream team appear for you.   
If a Dream Team Could Talk 
The "team" inside the brain of the solitary creative person has talked through memoirs.  We hear about trusting one's visions and hunches, determination, of internal conflicts and doubts, of a search for truth, and of course, luck.  We hear about a driven, almost super-human purpose and eventually about personal fulfillment.   
Athletic dream teams have also talked, through their coaches, individual players and sports writers.  But they are not our best examples for the following reasons.  Coaches are too dominant a force, superstars are necessary to perform the function of a spark plug energy center for team members, and high economic rewards are motivators which are seldom duplicated in the workplace.  Nevertheless, when common core qualities are searched for and finally found they turn out to be these simple human expressions--trust in team members, faith in one's self and optimism about the future (the next game). 
These are qualities we've personally observed among dream team members in the workplace:  
     •  leaders come to like the team members as people 
     •  members trust each other's behavior and intentions 
     •  they care about one another 
     •  they identify with a team member's achievement 
     •  they cooperate 
     •  they take pride in belonging 
     •  they have high expectations of one another 
That being said about the creative person, the athletic team and the work team, the question is now squarely before us.  How to make it happen? 
The Dream Team Elements That Must be Jump-started 
By jump-start we mean preparing team members to behave toward one another in ways that facilitate the emergence of dream-team behavior.  Team members will need lessons in learning how to live with and trust one another before they tackle problems that management throws at them.  Most leaders are uncomfortable with what's just been said because relationship factors are seldom given serious recognition as motivators of behavior.  When it's discovered that teams aren't working right, the panic response only confounds the problem.  If teams disappear for lack of the right start, the organization will suffer.  Recent data shows that bureaucracies reemerge when teams don’t produce.  
The topics to master and lessons to learn in advance of undertaking team assignments are these: 
                         ANGER 
                         MISTAKES 
                         AFFECTION 
                         TRUST 
                         CARING 
                         PARTICIPATION 
                         HELPING OTHERS GROW 
                         COOPERATION 
Workshops are useful to induce members to: 
     •  develop game rules to promote dream-team functioning 
     •  rehearse relationship interactions they would want to see occur during actual team meetings 
     •  discuss the benefits and liabilities of each topic   
     •  explore how they feel about each topic 
     •  create scenarios which give practical meaning to each topic 
     •  observe themselves and team members experiment with different ways of handling each topic in work situations   
Ideally you should employ an outside facilitator to conduct such workshops.  Or you can teach yourself through various books and manuals on the market, two of which are ours.  But even without outside catalysts, any group in a pre-team mode can help itself toward dream team status by discussing and arguing about each of the topics listed above.  The very experience of coming to grips with these topics will go a long way toward preparing your group for better-than-average performance.  All you need to do is convince management that the time it takes to rehearse for dream-team excellence is a better alternative than wheel-spinning in the format of a pseudo-team. 
Resolving Conflict in Work Teams

Abstract
As organizations continue to restructure to work teams, the need for training in conflict resolution will grow. Conflict arises from differences, and when individuals come together in teams, their differences in terms of power, values, and attitudes contribute to the creation of conflict. To avoid the negative consequences that can result from disagreements, most methods of resolving conflict stress the importance of dealing with disputes quickly and openly. Conflict is not necessarily destructive, however. When managed properly, conflict can result in benefits for a team.
Resolving Conflict in Work Teams
A major advantage a team has over an individual is its diversity of resources, knowledge, and ideas. However, diversity also produces conflict. As more and more organizations restructure to work teams the need for training in conflict resolution will continue to grow. Varney (1989) reports that conflict remained the number-one problem for most of the teams operating within a large energy company, even after repeated training sessions on how to resolve conflict and how to minimize the negative impact on team members. One reason for this may be that mangers and other leaders within organizations are not giving the issue of resolving conflict enough attention. Varney's research showed that although most managers are aware of disagreements and have received training in conflict resolution, they seldom assign a high priority to solving conflict problems. With this in mind, it is critical that team members possess skills to resolve conflict among themselves.
Conflict arises from differences. When individuals come together in work teams their differences in terms of power, values and attitudes, and social factors all contribute to the creation of conflict. It is often difficult to expose the sources of conflict. Conflict can arise from numerous sources within a team setting and generally falls into three categories: communication factors, structural factors and personal factors (Varney, 1989). Barriers to communication are among the most important factors and can be a major source of misunderstanding. Communication barriers include poor listening skills; insufficient sharing of information; differences in interpretation and perception; and nonverbal cues being ignored or missed. Structural disagreements include the size of the organization, turnover rate, levels of participation, reward systems, and levels of interdependence among employees. Personal factors include things such as an individual's self-esteem, their personal goals, values and needs. In order for conflict to be dealt with successfully, managers and team members must understand its unpredictability and its impact on individuals and the team as a whole.
Conflict in work teams is not necessarily destructive, however. Conflict can lead to new ideas and approaches to organizational processes, and increased interest in dealing with problems. Conflict, in this sense, can be considered positive, as it facilitates the surfacing of important issues and provides opportunities for people to develop their communication and interpersonal skills. Conflict becomes negative when it is left to escalate to the point where people begin to feel defeated, and a combative climate of distrust and suspicion develops (Bowditch & Buono, 1997). Nelson (1995) cautions that negative conflict can destroy a team quickly, and often arises from poor planning. He offers this list of high potential areas from which negative conflict issues commonly arise:
Administrative Procedures: If the team lacks good groundwork for what it's doing, its members will not be able to coordinate their work. 
People Resources: If the team does not have enough resources to do the job, it is inevitable that some will carry too heavy a load. Resentment, often unexpressed, may build, so it is crucial that team leaders ensure adequate resources. 
Cost overruns: Often inevitable, cost overruns become a problem when proper measures are not taken. The whole team should know early on when cost becomes a problem so additional funding can be sought by the team. This way the problem can be resolved before it grows into a problem for management. 
Schedules: The schedule is highly consequential to the team's project and should be highly visible. All members should be willing to work together to help each other meet their deadlines. 
Responsibilities: Each team member must know what areas are assigned and who is accountable for them. 
Wish Lists: Stick to the project at hand and avoid being sidetracked into trying to fit other things into it. Wait and do the other things you would like to do after successful completion of the original project. 
Team members can and should attempt to avoid negative conflict from occurring. Being aware of the potential for negative conflict to occur, and taking the necessary steps to ensure good planning will help.
Handling Negative Conflict
When negative conflict does occur there are five accepted methods for handling it: Direct Approach, Bargaining, Enforcement, Retreat, and De-emphasis (Nelson, 1995). Each can be used effectively in different circumstances.
1. Direct Approach: This may be the best approach of all. It concentrates on the leader confronting the issue head-on. Though conflict is uncomfortable to deal with, it is best to look at issues objectively and to face them as they are. If criticism is used, it must be constructive to the recipients. This approach counts on the techniques of problem-solving and normally leaves everyone with a sense of resolution, because issues are brought to the surface and dealt with.
2. Bargaining: This is an excellent technique when both parties have ideas on a solution yet cannot find common ground. Often a third party, such as a team leader, is needed to help find the compromise. Compromise involves give and take on both sides, however, and usually ends up with both walking away equally dissatisfied.
3. Enforcement of Team Rules: Avoid using this method if possible, it can bring about hard feelings toward the leader and the team. This technique is only used when it is obvious that a member does not want to be a team player and refuses to work with the rest. If enforcement has to be used on an individual, it may be best for that person to find another team.
4. Retreat: Only use this method when the problem isn't real to begin with. By simply avoiding it or working around it, a leader can often delay long enough for the individual to cool off. When used in the right environment by an experienced leader this technique can help to prevent minor incidents that are the result of someone having a bad day from becoming real problems that should never have occurred.
5. De-emphasis: This is a form of bargaining where the emphasis is on the areas of agreement. When parties realize that there are areas where they are in agreement, they can often begin to move in a new direction.
Managing Cooperative Conflict
Though we often view conflict through a negative lens, teams require some conflict to operate effectively. Cooperative conflict can contribute to effective problem solving and decision making by motivating people to examine a problem. Encouraging the expression of many ideas; energizing people to seek a superior solution; and fostering integration of several ideas to create high-quality solutions (Tjosvold, 1988). The key is to understand how to handle it constructively. If members understand how to do it, differences that arise can result in benefits for a team.
While it is true that suppressed differences can reduce the effectiveness of a team, when they are brought to the surface, disagreements can be dealt with and problems can be resolved. The actual process of airing differences can help to increase the cohesiveness and effectiveness of the team through the increased interest and energy that often accompanies it. This in turn fosters creativity and intensity among team members. In addition, bringing differences to the surface can result in better ideas and more innovative solutions. When people share their views and strive toward reaching a consensus, better decisions are reached. Team members also improve their communication skills and become better at understanding and listening to the information they receive when differences are freely aired. Fisher, Belgard, and Rayner (1995) offer these tips on improving listening skills:
Listen for meaning. 
Understanding is not agreeing. 
Seek clarification before responding, if needed. 
Apply listening skills when receiving a message. 
Evaluate yourself for how well you listened at the end of any conversation. 
The tension of well-managed conflict allows teams to confront disagreement through healthy discussion and improve the decisions made (Rayeski & Bryant, 1994). This leads to greater team efficiency and effectiveness. Effectively managing conflict allows teams to stay focused on their goals. Swift and constructive conflict management leads to a broader understanding of the problem, healthy expression of different ideas or alternatives, and creates excitement from the positive interaction and involvement which will help the team through periods of transition and on to greater levels of performance.
As teams become more responsible for managing themselves, it is important for organizations to help them by identifying the knowledge, skills, and abilities (KSAs) required to handle conflict. Then developing plans to transfer these skills and capabilities over to their teams. Because conflict is inevitable in teams, the focus needs to be on how it is managed. Conflict that is poorly handled creates an environment of fear and avoidance of the subject. On the other hand, if properly managed, it can lead to learning, creativity, and growth.
Team Resolution Process
Rayeski and Bryant (1994) recommend using the Team Resolution Process to handle conflict when it occurs in teams. Conflict should first be handled on an informal basis between the individuals involved. This, they say, will allow time for resolution or self-correction by the individuals. If the conflict remains unsettled, a mediator can be brought in to help resolve the situation. If resolution is still not achieved the dispute should be openly discussed in a team meeting. A formal discipline process needs to occur, if resolution is not achieved after being addressed at the team level. The escalating process of Team Resolution is as follows:
1. Collaboration (One-on-one): Handle the new problem person-to-person. Use as many facts as possible and relate the issue to customer, team, or organizational needs. Be open and honest and conduct the session in a private setting. Document the concerns or issues, the dates, and the resolution, if any, and have both parties sign it.
2. Mediation (One-on-one with Mediator): If collaboration did not work or was inappropriate, handle the problem with a mediator. The mediator must be trained in conflict resolution, understand policy and ethics, be trusted by the team, and have the ability to remain neutral. Gather facts and talk over the issue with the people involved. Bring up as many facts as possible and relate the issue to customer, team, or organizational needs. Be open and honest and conduct the mediation session in private. Document it and have all parties sign.
3. Team Counseling: The conflict is now a definite issue to the team. Collaboration and/or Mediation could not be done, were not appropriate, or did not work. Handle the conflict at a team meeting; put the problem on the next agenda and invite the necessary individuals. Again, bring up the facts, relate the issue to customer, team, or organizational needs. Be open and honest, discuss it in a private setting, document it, and have all parties sign it. Anyone on the team can put an issue or problem on the team agenda, however, this step should be used only after Collaboration, and Mediation has been ruled out.
Because every team is different, disputes that arise will be too. However, Stulberg (1987) recognizes patterns common to all controversies. He calls them the Five-P's of Conflict Management:
1. Perceptions: People associate conflict with negative responses such as anger, fear, tension, and anxiety. Rarely do we perceive any benefits from being involved in a dispute. Our negative perceptions impact our approach in resolving conflict as we strive to eliminate the source of these negative feelings.
2. Problems: Anyone can be involved in a conflict, and the amount of time, money, and equipment needed for resolution will vary according to its complexity.
3. Processes: There are different ways to go about resolving disputes: Suppress the conflict, give in, fight, litigate, mediate, etc.
4. Principles: We determine the priorities of all resolution processes on the basis of an analysis of our fundamental values regarding efficiency, participation, fairness, compliance, etc.
5. Practices: Power, self-interest, and unique situations are all factors relating to why people resolve disputes the way they do.
Stulberg proposed these patterns as an aid for formal mediators, but anyone dealing with conflict can benefit from understanding the elements common to disagreements.
Negotiation
Although there are common patterns, there is no one best way to deal with conflict. Disputes arise for different reasons and every team is unique. Varney (1989) proposes that negotiation is the most effective response to conflict when both parties stand to gain something, each has some power, and there is interdependency. Negotiation offers flexibility and viability other responses, such as Avoidance, Confrontation, and Diffusion lack. The process of negotiation involves listening to both sides, seeking out common areas of interest and agreement, and building on them so that individuals can understand each other's points of view. Varney believes there are four essential skills team leaders need to learn and apply to effectively resolve disagreements using the negotiation process:
Diagnosis: Recognizing areas of understanding and areas of differences. 
Initiation: Bringing the disagreements to the surface. 
Listening: Hearing not only what the other person is saying, but the Emotional aspects as well. 
Problem Solving: A process with numerous steps including data gathering, Considering its impact, examining alternatives, identifying solutions, and developing a plan of action. 
In order to resolve their differences, Varney (1989) recommends bringing the parties together and, with the assistance of a third party, asking the following questions:
What is the problem, as you perceive it? 
What does the other person do that contributes to the problem? 
What do you want or need from the other person? 
What do you do that contributes to the problem? 
What first step can you take to resolve the problem? 
Each party should be questioned while the other listens, asking questions only for clarification. Then the parties discuss a mutual definition and understanding of the problem. They should be allowed to express their feelings and get hostility out of their systems at this stage, but both parties must be willing to admit partial responsibility for the problem. This requires good listening, low defensiveness, and an ability to stay in a problem-solving mode. Agreement should be reached on what steps will be taken to resolve the problem, and should be put in writing in order to prevent later misunderstandings.
The key to Varney's negotiation process is exposing the different positions as early as possible. If conflict is left to simmer and then erupt into open warfare, it becomes much more difficult to resolve. Revealing the sources of conflict early on enables people to understand the facts of the dispute, before emotions get the upper hand, which may allow them to more easily see their areas of agreement. When agreement areas are identified, people can then work toward arriving at a consensus and develop a process for resolving problems in the future.
Fisher et al. (1995) offers a similar five-step approach to resolving conflict.
Acknowledge that the conflict exists. 
Gain common ground by putting the conflict in perspective with the goals and purpose of the team. 
Seek to understand all angles of the disagreement, keeping in mind that understanding is different from agreement. 
Attack the issue, not each other. Channel anger and hostility into problem solving and action planning. 
Develop an action plan describing what each person will do to solve the problem. 
This method allows both parties to acknowledge the nature of the conflict, then jointly work toward resolving it. As with Varney's (1989) approach, the key to this process is responding quickly and effectively when conflict presents itself. Teams are cautioned to avoid covering up painful issues. Sooner or later, unresolved issues tend to resurface, often in uglier forms than before. Along the same lines, teams should not automatically defer an issue to management, as this disempowers the team. Instead, they should learn how to handle disputes themselves, requesting help from management only when their own attempts at resolution have failed. Fisher et al. (1995) stress that team members should be encouraged to voice their concerns in team meetings rather than outside the team setting, in an attempt to avoid what they call the AParking Lot Commentary (p. 212). This happens when team members are afraid to voice feelings to the team so they begin to talk about team issues in conversations with individuals. When this occurs it undermines the trust and integrity of the team.
Sources of Conflict Among Project Teams
Though the recognition that conflict can be productive is not new ( for example, Coser, 1956; Deutsh, 1969), some of the conflict issues that organizations are dealing with are. For instance, one study (Kezsbom, 1992) looked at sources of conflict among project teams and found that the number one issue developed from goals and priority issues. Previous literature (Posner, 1986; Thamhain & Wilemon, 1975) presented the number one source of conflict as being disagreements over schedules, which ranked at number seven in Kezsbom's study. It makes sense that goals and priority issues have risen on the list as organizations have evolved into multi-project, streamlined environments. In these new complex, hybrid organizations, employees often find themselves serving on a variety of project teams, being led by a variety of project mangers while reporting directly to functional managers. This sets the stage for Kezsbom's third conflict category: communication and information flow. When reporting relationships are complex it becomes more difficult to share information.
Personality and interpersonal issues, ranked in the number two category by those in high technology environments, presented another dramatic change from previous studies. This change may be related to the increased use of cross-functional, self-directed teams in which individuals with technical backgrounds must rely on the work of others to get their own work done. This specifically illustrates how important it is to provide training in communication and interpersonal skills to cross-functional team members, while emphasizing an appreciation of the value of differences.
Overall, this study provides valuable insights for organizations, project leaders, and project team members. Because goal and priority issues frequently change, communication must be improved. Kezsbom (1992) makes these recommendations:
More frequent and effective upward, downward, and team communications. 
More frequent meetings and status review sessions to increase communication between functions and minimize inconsistent perceptions of project goals and priorities. 
Increase human relations training and facilitate more active team-building efforts. 
Organizations must be aware that conflict grows from differences, but so does innovation. If project teams are properly trained in human relations and team-building skills, production and quality measures will increase.
No matter what kind of team it is, no method of managing conflict will work without mutual respect and a willingness to disagree and resolve disagreements. Donald Weiss, president of Self-Management Communication, Inc., believes each person on the team must be willing to take the following four steps when a team meeting erupts into a storm (Weiss, 1997): listen, acknowledge, respond, and resolve remaining differences.
Listen: To hear what someone else is saying is not the same as listening. To listen effectively means clearing your mind of distractions and concentrating not only on the words but also on nonverbal gestures, which often convey ninety percent of what the person is trying to say. When resolving disagreements, you often have to deal with feelings first. 
Acknowledge: You can acknowledge people's positions without agreeing with them. Show this with statements like, "I understand that you're angry," "If I understand you, you think we should", or "Let's explore your opinion further." You may still disagree with them, but at least they know you've heard them. 
Respond: You've listened and acknowledged what the other person is saying. Now it is your turn to be heard. If you're offering criticism of your teammate's ideas, make sure it's constructive, and if you're disagreeing with them, be ready to offer an alternative. Be willing, also, to be questioned or challenged, while avoiding defensiveness when you answer. 
Resolve remaining differences: Define the real problem by looking for what's causing the disagreement. Then analyze it into its manageable parts. Now you can generate alternative solutions to the problem and select the alternative on which everyone can agree. 
For individuals to work effectively in teams they must be able to clearly communicate their ideas, to listen, and be willing to disagree. Although it is difficult, learning to appreciate each other's differences reflects a team's ability to manage conflict. When conflict occurs we must not turn our backs and hope it will go away. Instead, we must learn to tolerate it, even welcome it, for well-managed conflict can be the source of change and innovation. As more and more organizations attempt to make the difficult transition to teams, they must develop and provide programs for their employees which offer training in conflict management skills and techniques. I hope the ideas in this paper can help organizations and their teams begin, or continue, this challenging task. 
When You’re In Charge: Tips for Leading Teams
Do you remember that trembly feeling you had in the 4th grade when Mrs. Smith warned you about cheating? You know, looking off another’s paper, talking about the answer, or working with someone else outside of class? Isn’t it ironic that in the classroom you competed against your classmates for the best scores, but when the bell rang you were expected to play with the team in a pickup game of soccer, or football or playground baseball?
Author and CEO of Teambuilding, Inc., Peter Grazier comments, "We moved through our school system learning the way to succeed in the classroom (or "the real world") was to do it ourselves in an ongoing competition against others. On the playground, the system favored teaming. So it is my strong belief that many of the problems we see in workplace teams are directly related to our early programming that teaming is for play and not really meant for real work. Workers, including senior managers, subconsciously write it off as some exercise to make everyone feel good. And so we struggle."
Nonetheless, teams are serious business in today’s economy as companies realize the value of teaming in creating greater employee involvement, leveraging human resources, fostering innovation, and shoring up the bottom line. In fact, a survey of U.S. Fortune 1000 companies by the Center for Effective Organizations at the University of Southern California, showed a jump in the number of companies using self-directed work teams from 27% in 1987, to 68% in 1993. "I would predict that percentage to continue its persistent increase from year to year," says Dr. Doug Johnson, Associate Director of the Center for the Study of Work Teams at the University of North Texas in Denton. When you’re in charge of your team, the experts say success lies in understanding your role as a leader, reading the personalities of your team, and leading through the stages of your team’s development.
No matter your title – team leader, manager or facilitator- your goal is to help your team achieve results. The first step toward that end is to understand how to juggle those three roles. Chances are you will be expected to perform all three at one time or another, and your ability to be a "chameleon" will be critical.
Team expert Scott Simmerman of Performance Management Company suggests, "The leader is more of an inspirational person, the one who sets the stage and the vision, while the facilitator is more concerned with generating self-awareness within the team and coercing new ideas and contributions from all." To compare the roles of leader, manager and facilitator, you might consider the following guide from Managers as Facilitators, by Richard G. Weaver and John D. Farrell1.
	Leader
	Manager
	Facilitator

	Concerned with doing the right thing.
	Concerned with doing things right.
	Concerned with helping people do things.

	Takes the long-term view.
	Takes the short-term view.
	Helps people find a view and articulate it.

	Concentrates on what and why.
	Concentrates on how.
	Helps people concentrate and be clear in the here and now.

	Thinks in terms of innovations, development, and the future.
	Thinks in terms of administrations, maintenance, and the present.
	Helps people think, and helps them communicate their thoughts.

	Sets the vision: the tone and direction.
	Sets the plan: the pace.
	Helps people make meaning of tone and direction, and to function well at the required pace.

	Hopes others will respond and follow.
	Hopes others will complete their tasks.
	Hopes others will engage in the process.

	Appeals to hopes and dreams.
	Monitors boundaries and defines limits.
	Helps others make meaning of hopes and dreams; pushes appropriately on boundaries.

	Expects others to help realize a vision.
	Expects others to fulfill their mission or purpose.
	Helps others articulate a shared vision and common mission or purpose.

	Inspires innovation.
	Inspires stability.
	Helps people respond to things that are new and things that remain the same.


1 Managers as Facilitators, by Richard G. Weaver and John D. Farrell, p. 6.
How do you know which role is best in any given situation? Generally speaking, if you lead people, manage tasks, and facilitate decisions, you will be on the right track. Weaver and Farrell suggest looking at the nature of the result for which you are responsible. "If the task is setting direction for a group - helping group members see the bigger picture – then the leader role is best. If the task is setting limits on the work, delegating, or defining deadlines, then the manager role should be the choice. If the task is more complex, requiring the assistance of a number of other people to complete, then the facilitator role is best. As a practical guideline, for a given work session or meeting, one primary role should be used."
Just because you may need to change roles, doesn’t mean you change your personality. "A common misunderstanding about good leaders is they are brash or flamboyant, great on the golf course, or socially advanced." says Gerard M. Blair, management consultant and author of Starting to Manage: The Essential Skills. "This is wrong. In any company you will find all types of personalities who lead and manage teams with great success. If you are subdued, fear not; all you need is to listen intently and talk clearly to people. Great leaders are ones who challenge apathy and lead their teams toward a personal vision."
Understanding yourself is one matter, but understanding your team is equally, if not more, important. Johnson says, "Years ago, companies saw teams as a panacea and implemented them without much forethought as to the process and whether teams were really appropriate. What we’re seeing today is a much more selective approach to team work." In other words, don’t throw people together because the boss says "build a team." Think systematically and selectively as you assemble the group. Look for interpersonal skills as well as technical expertise.
According to Nancy Croft-Baker in Corporate University Review’s "Giving Teams a Winning Edge," many companies today use assessments specifically tailored to the workplace. Team Mangement Systems Inc. founders and researchers Charles Margerison and Dick McCann, for example, have developed a system comprised of several questionnaires that identify individual work preferences and skills, provide feedback on leadership strengths, interpersonal skills and decision-making styles, and analyze jobs based on eight work functions. This system helps companies put individual team members into roles where they can be most effective.
Team assessments will help you understand variances in personalities as well as strengths and weaknesses of your team members. One team interaction model by Russell (1986), indicates common styles often present within teams. You may recognize these traits in your own team.
Team Interaction Styles 2
	Style
	Profile
	Strengths
	Weaknesses

	DRIVER
	Take charge person 
Strongly influential 
Focused on results 
	Determined 
Thorough 
Decisive 
Efficient 
Direct 
	Dominating 
Unsympathetic 
Demanding 
Critical 
Impatient 

	ENTHUSIAST
	Social specialist 
Expressive 
People person 
	Personable 
Stimulating 
Enthusiastic 
Innovative 
	Opinionated 
Undependable 
Reactionary 

	ANALYZER
	Well-organized 
Likes specific projects 
Puts structure to ideas 
	Industrious 
Persistent 
Serious 
Orderly 
Methodical 
	Indecisive 
Uncommunicative 
Critical 

	AFFILIATOR
	Adaptive 
Relationship oriented 
Likes stability 
Wants to be part of bigger picture 
	Cooperative 
Supportive 
Dependable 
Helpful 
	Conforming 
Uncommitted 
Hides true feelings 


2 from Teamwork, a project of the Team Engineering Collaboratory, Dr. Barbara O’Keefe, University of Illinois- Urbana/Champaign.
One winning strategy in good leadership is to recognize individual styles within the team, and then play to the strengths of the individual. Another strategy is to match your leadership tactics with your team’s stage of development.
The most widely utilized model of the stages of team development is sometimes called the ’Orming Model, developed in 1965 by Bruce Tuckman of the Naval Medical Research Institute at Bethesda, Maryland. Tuckman’s model suggests four stages of group development: Forming, Storming, Norming and Performing.
Forming
In the forming stage, group members first come together to lay the foundation for the team. Excitement, anxiety, dependence and uncertainties are the driving motivations. Team expert Peter Everson of The Everson Institute suggests, "The best leaders at this stage are empathetic and know how to draw out other people." In others words, don’t tell them what you know. Instead, ask what they know. "The CEO of a major drug company who really ‘got this’ concept said ‘I learned more from the process of working with individuals in a team setting than I ever learned or understood from Harvard Business School’."
Issues: Testing of your authority and feelings of inclusion and trust.
How to Lead: Add structure to team meetings, for example, assemble a team charter, focus discussions, clarify tasks, and help to define team roles. You also need to encourage learning within the group. Watch for dominant behavior in this stage, and invite all to participate equally.
Storming
When groups enter the storming stage, members begin to realize the amount of complicated work ahead and sometimes panic. They may see disparity between their hopes and the reality of the work ahead of them. "Many teams temporarily de-rail at this stage," says Peter Grazier, "so don’t be discouraged by tidal waves within the group. Instead, focus on clarity and honesty among team members."
Issues: Power, control and conflict. Team members may have feelings of incompetence and confusion – they may second-guess their ability to do a good job. Frustration may pop up because of the amount of time required to get things done, and attitudes toward you or others may turn negative.
How to Lead: Facilitate dialogue – get all the sacred cows out on the table. "Sometimes we make things too complicated," says Everson. "Work on being human with each other – build trust and make contributions. Be a moderator between dissenting voices around the table."
You can also help by guiding decisions and problem-solving efforts. The team is vulnerable at this point because of conflicting opinions and emotions. Consider reaffirming the vision and purpose, running interference with outside groups, making sure there are adequate resources to do the job.
Norming
Norming is the stage where people get used to working with one another. You will see cooperation over competition, more acceptance, and comfort in giving and receiving feedback. Simmerman says, "Nobody ever washes a rental car. The team must feel ownership at this stage of the game or they won’t take care of the team."
Issues: Sharing of responsibility, building confidence in reaching goals, and developing trust and respect among members.
How to Lead: Back off – let the team be independent. Delegate more responsibility and be conscious about doing so. If you have held off on giving your opinion, now is the time to express yourself, and you may also want to challenge your team with a highstake assignment – help them grow in the process.
Performing
In the performing stage, team members are comfortable with each other and everyone is "reading from the same page". Team performance soars and everyone’s highest concern is team success. Grazier says, "At this stage good leaders will blend the task and work at hand with the people side, using personal motivations and clear communication."
Issues: Continuous accomplishment of goals and maintaining the momentum.
How to Lead: Create an environment of connection where members feel valued. At this stage you might also suggest new goals and opportunities, or test assumptions, (i.e. do we need new members or new ground rules), and think about some type of self-evaluation process.
All teams will have ups and downs, regardless of the stage they’re in, or your leadership. "We see teams as a long-march approach," says Johnson of the Center for the Study of Work Teams. "Organizations that implement teams as a bold stroke usually don’t succeed. Developing teams takes time, often requires change in all systems and will not be an overnight remedy for companies."
In short, as a team leader you can be your best when you remember to lead people, manage tasks, and facilitate decisions. Be conscientious about the different personality styles within the group, and match your leadership tactics to the stage of team development. Also consider the following principles of good leadership:
Create a working team vs. a fad team. Fad teams exist because someone thinks it’s the thing to do. Working teams begin with a team charter – a statement of the group’s purpose, goals, roles, and procedures. 
Be adequately resourced. Resources may be money, people, time, etc. Think through the team requirements in this area. 
Recognize team member’s accomplishments. Many successful teams start with something easy and celebrate success early. This creates momentum and a history of success on which to build. 
Know when to bring in an expert. "Most leaders don’t want to let on they are lost," says Grazier, "but my sense is if you let the team decide when they need help, in what way, and, most importantly, whom should be the provider, the outside expertise will pay off." 
Blair concludes, "Anyone can be a great team leader. The first steps to becoming one are simply common sense - but sometimes common sense is not very common." Use yours wisely and you’ll be among the best.
Basic Team Working

What is a team anyway?
-A team is a small number of people with complementary skills who are committed to a common purpose, performance goals, and approach for which they hold themselves mutually accountable
-Small Number
-Complementary Skills
-Common Purpose & Performance Goals
-Common Approach
-Mutual Accountability


Ten common teaming problems 
-Floundering
-Overbearing participants
-Dominating participants
-Reluctant participants
-Unquestioned acceptance of opinions as facts
-Rush to accomplishment
-Attribution
-Discounts and "plops"
-Wanderlust: digression and tangents
-Feuding members


Five issues to be considered in team building 
1. Interdependence
This is the issue of how each member's outcomes are determined, at least in part, by the actions of the other members. The structure of the team task should be such that it requires cooperative interdependence. Functioning independently of other team members, or competing with them should lead to sub optimal outcomes for the entire team. Tasks that require the successful performance of sub tasks by all team members are called divisible, conjunctive tasks. 

2. Goal Specification
It is very important for team members to have common goals for team achievement, as well as to communicate clearly about individual goals they may have. The process of clarifying goals may well engage all of the issues on this list. Indeed, shared goals is one of the definitional properties of the concept "team." A simple, but useful, team building task is to assign a newly formed team the task of producing a mission and goals statement.
3. Cohesiveness
This term refers to the attractiveness of team membership. Teams are cohesive to the extent that membership in them is positively valued; members are drawn toward the team. In task oriented teams the concept can be differentiated into two sub concepts, social cohesiveness and task cohesiveness. Social cohesiveness refers to the bonds of interpersonal attraction that link team members. Although a high level of social cohesiveness may make team life more pleasant, it is not highly related to team performance. Nevertheless, the patterns of interpersonal attraction within a team are a very prominent concern. Team building exercises that have a component of fun or play are useful in allowing attraction bonds to develop. Task cohesiveness refers to the way in which skills and abilities of the team members mesh to allow effective performance.
4. Roles and Norms
All teams develop a set of roles and norms over time. In task oriented teams, it is essential that the role structure enables the team to cope effectively with the requirements of the task. When the task is divisible and conjunctive, as are most of the important team tasks in our society, the assignment of roles to members who can perform them effectively is essential. Active consideration of the role structure can be an important part of a team building exercise. Task roles may be rotated so that all team members experience, and learn from, all roles. Even then, it is important that the norm governing the assignment of roles is understood and accepted by team members.

Norms are the rules governing the behavior of team members, and include the rewards for behaving in accord with normative requirements, as well as the sanctions for norm violations. Norms will develop in a team, whether or not they are actively discussed. 

5. Communication
Effective interpersonal communication is vital to the smooth functioning of any task team. There are many ways of facilitating the learning of effective communication skills. Active listening exercises, practice in giving and receiving feedback, practice in checking for comprehension of verbal messages, are all aimed at developing skills. It is also important for a team to develop an effective communication network; who communicates to whom; is there anybody "out of the loop?" Norms will develop governing communication. Do those norms encourage everyone to participate, or do they allow one or two dominant members to claim all the "air time?"
Team Motivation

Motivation. We hear the term often. Generally we associate the word with human behavior, meaning, a state of mind that moves us to action. And even though few of us have had formal training in it, it’s one of those characteristics of life that seems to fit the old adage, “I know it when I see it.”
For most of my years working in the field of workplace collaboration, this word has held a place of stature and importance, because it has been, perhaps, the most significant outcome of worker involvement. As the collaboration trend, and more specifically, the use of employee teams continues to grow, one question that is taking on greater importance is how to keep the team motivated over the long haul.
What are the ingredients or characteristics of teams that seem to sustain high levels of motivation?
I posed this question to a group of people recently and found that it tapped into some deeply held beliefs about what makes us do what we do. So for those of you working with teams, here are some thoughts that might help:
What Makes Us Do Anything? 
Probably the first question to be answered in a discussion of motivation is “What makes us do anything?” Why am I writing this article? Why are you reading it? Why did you get out of bed today and go to work? Why did you join that volunteer organization last month? Why did you drop out of the other one?
Each day brings with it an endless list of decisions to be made. The process of making those decisions is driven, in large part, by the hope of a benefit or the fear of a consequence.
For example, I truly enjoy coffee and donuts from Dunkin’ Donuts. I pay them money for the benefit of enjoying the taste and filling a void in my stomach. However, I limit my intake of these donuts for fear of the consequences of too much sugar and fat in my diet.
Literally, every decision we make is filtered through this process. The industrial psychologists have taken this further by defining these consequences as needs. Our needs for sustenance, safety, security, belonging, recognition, and a sense of growth and achievement become strong drivers (motivators) of behavior.
The subject of motivation is, at once, simple and complex. Simple, in that it explains much of what we see happening in human behavior, yet complex when it poses contradictions.
For example, the need to nourish ourselves is strong, and hunger will drive us to extreme actions, particularly in the case of extreme hunger. However, how does one explain a hunger strike? How can you explain the actions of someone who has died because they chose not to eat? The psychologists will say that a higher level need took over....perhaps the need to make a point about an issue that, to the person, was larger than life itself.
So as we attempt to understand motivation, we need to appreciate the subtleties that exist in human behavior, and focus our attention on general principles of motivation that have wider application. At least if we can understand some of these principles, we might be better prepared to lead or facilitate a long-term, highly motivating team experience.
Why Be Part Of A Team? 
You’ve been asked to participate on a team to accomplish some task. Immediately your decision-making process begins.
What is the purpose of the team? 
Is it a topic that interests me? 
Who will be on the team with me? 
What kind of authority will we have? 
Is it important to management? 
What is the reward for participating? 
What is the risk (perceived as punishment) for not participating? 
How long will it run? 
Will I be better off as a result of my participation? 
These are some of the questions we ask ourselves when faced with an invitation to participate in some kind of team. Are they typical questions?...of course. Do they relate to our motivation to participate?... certainly.
Sometimes, however, we are not given the opportunity to refuse participation on a team: for example, a work group or an organization that has restructured itself into self-directed work teams. In these cases, by default, we are part of the group or team.
Nevertheless, in either case, motivation can rise or fall depending on a myriad of factors. Let’s look at some of them.
Factors That Influence Team Motivation
I. Purpose 
I have asked people for years to describe the characteristics of their most successful and rewarding team experiences. At the top of almost everyone’s list is a clear purpose, focus, or mission. But further, for long-term motivation, it must be a purpose or mission that they find aligns with their personal wants and needs.
One can be asked to participate on a temporary task force. If the mission is clear, he might be able to sustain motivation for the duration if he feels it is important. However, if it is a topic that is not in line with his wants and needs, his motivation to continue may diminish.
Many years ago on a construction project, I had assembled a group of electricians to streamline the process of making cable terminations. Since they were all electricians, I thought there would be great interest in working on a process that was frustrating people the way it was designed.
About a month into the group’s work, they were having great difficulty maintaining momentum and focus. When I asked them why, they said that some of the electricians were conduit specialists and some were cable tray specialists, and that those not working directly with the cable terminations simply couldn’t get interested in the subject. What a lesson for me! Motivation in this case was lacking because the team’s purpose was not in line with some of the members’ wants and needs.
So one strategy with a lethargic team might be to stop the process, re-visit the team’s purpose or mission, and see if there’s alignment on it. Even with a team that seems well-motivated, it still is a good strategy to recheck once in a while.
II. Challenge 
Another term that I hear frequently when I ask about team motivation is challenge. The human species, as with most animals, has been given a survival mechanism called fight or flight syndrome. When presented with a challenge, our defenses are alerted to move us to action....to run away from danger or address it directly.
Many people will say that their most rewarding team experiences resulted from some sort of challenge. I’ve heard the stories often of mediocre groups that responded to a challenge with heroic success. The challenge itself was the motivator.
In the workplace, these challenges occur infrequently. Teams are not presented with stimulating challenges every day. So the question becomes how to provide challenges to the team at more frequent intervals.
An additional criteria for a challenge is the level of difficulty. If a challenge is too difficult, perhaps perceived as impossible, then team members may give up before they start. However, the same result may occur if the members perceive the challenge as too easy. Little energy is required to accomplish something so easily obtained.
So for ongoing teams, periodic stimulation in the form of a worthy challenge is another method of maintaining motivation.
In 1983, I was managing a work group for a large construction organization. It was a long-term project (10 years), and senior management had discussed conducting an open house for the workforce. Management, however, had always nixed the idea--fearing the difficulty of coordinating an event that would encompass seven thousand workers and their families.
My work group heard about the idea, however, and asked to take on this assignment. There was enormous interest in conducting this event within the workforce, so with much support, my group planned and successfully coordinated an open house that ultimately attracted over 10,000 people.
The challenge for my group was enormous....but achievable. The challenge created high levels of motivation while planning the event; and the sense of accomplishment after the event sustained motivation even longer.
I don’t suggest by this example, that every work group take on such a formidable task, but simply think about the implications of taking on a new challenge periodically.
III. Camaraderie 
Seldom, if ever, in our MBA programs (which purport to be leadership development programs) have we seen courses of study in team development and motivation. That is changing now and will continue to change in the future.
If one studies highly effective groups, one finds that the most successful groups over the long haul tend to address both the technical needs and human needs. These groups are at the same time competent in the work they perform and highly functional in their interpersonal relationships. The group is well balanced in both technical and human skills.
Another factor that emerges from my queries about successful teams is camaraderie, meaning comradeship, fellowship, and loyalty. The people on these teams genuinely like each other and work hard to develop and maintain their relationships.
Although they are probably not aware that research supports this behavior, they just seem to understand that it’s a lot easier to support your team member when you have a good relationship. The fallout from this kind of relationship building is open and direct communication, frequent praising of each others’ contributions, and mutual support. 
So, you will say, that is all well and good for teams whose members like each other, but what if they don’t like each other?
Much of the time we like or dislike someone, it relates more to how well we understand them. And since our formal training has not addressed this, most of us enter adulthood ill-equipped to deal with the myriad of personalities, temperaments, cultures, values, beliefs, ideologies, religions, and idiosyncratic behaviors of those we meet.
One way to break down these barriers is to expand one’s understanding of his own species. Training is available to address most of the topics above, and exercises can be beneficial if they move us to another level of understanding.
But don’t overlook the simple solutions. Designing an off-site activity for the team, sometimes just to play together, is a powerful way of building camaraderie. For more thoughts on this, see our article "Celebrations and Events to Build the Team".
IV. Responsibility 
In general, people and teams are stimulated by being given responsibility. Having ownership of an identifiable block of work is a long-held tenet of motivation in groups.
Responsibility can be tricky, however. Implied in this concept is the understanding that the responsibility comes along with authority to make the necessary changes. Teams that have both the responsibility and authority tend to maintain motivation over longer periods of time.
Responsibility can be demotivating if the consequences of error or failure are too great. If the organization, for example, has a history of punishing mistakes, then the giving of responsibility is viewed more as a negative. The short-term performance may be good (remember fear is a motivator), but long-term motivation will suffer. It is difficult to sustain high performance when energy is being sapped by fear.
V. Growth 
Finally, personal and team growth can provide another basis for sustained motivation. When people feel they are moving forward, learning new concepts, adding to their skill base, and stretching their minds, motivation tends to remain high. Personal growth adds value to the individual, enhancing self-esteem and self-worth.
Accordingly, team members and team leaders should look for opportunities that help add knowledge and skills. A good technique is to simply ask members what they would like to get from their association with the team, then listen for areas of possible growth.
VI. Leadership
A good leader can be a catalyst for motivation in the short term, but the best leaders create the conditions for the team to motivate itself.
We have all seen examples of how leaders inspired teams to accomplish some phenomenal task. History books and Hollywood are full of these stories, and we come to honor these leaders.
But the charismatic leader that can be so effective in the short term, cannot necessarily sustain motivation indefinitely. Motivation is inherently intrinsic, residing within oneself. Therefore, if one depends continually on another for their source of motivation, eventually it ends.
Great leaders have a knack for helping others see the best in themselves, providing the stimulus for self-actualizing behaviors.
But great leaders also understand the importance of team purpose, challenge, camaraderie, responsibility, and growth, and focus much of their time on creating the conditions for these to exist.
Great leaders understand that their team members have needs, and that for motivation to grow and continue, the activities of the team must help in some way to meet these needs.
Summary 
A team whose members are aligned with its purpose, feel a challenge in their task, have a strong sense of camaraderie, feel responsibility for the outcome, and experience growth as a team and in their personal lives, will tend to sustain motivation over the long haul.
This is not to say that they will not have difficulties at times, or that members’ wants and needs won’t change over time. In these cases, sometimes changes will have to be made. A member who no longer feels the team is meeting his or her needs may have to leave the team to continue on their own path.
But, in as much as it is possible to sustain motivation indefinitely, the factors above will tend to create the best possible environment for it.
Teams That Play Together Work Together

What would you put at the top of a list of characteristics that make a good team? Perhaps initiative?, trust?, flexibility?, empathy?, leadership?, or effectiveness?
What becomes clear if you look at these characteristics is that most of them are not the hard skills of industry or management expertise: most are attitudes rather than skills. Successful team players are defined by the way they relate to their colleagues, and the way in which they interact across a broad range of skills bases. In fact 80% of what makes a good team member is determined by these positive attitudes, and only 20% by the specific job skills they possess. 
So why does industry spend around 80% of its training budget on developing often short-lived skills which need updating on a regular basis? For any real value to be gained from team development initiatives, you must be able to get colleagues to recognise a whole range of contributions made by different team members. Only then will they be able to think about how best they can exploit this potential and work effectively together to ensure that everyone plays to their strengths and maximises the team's efforts. 
One of the best ways of bringing about this recognition is to get the team away from the office environment. Putting groups of people together in new, fun or unusual settings, in which they depend on each other's individual strengths and attitudes to work through challenges and problem-solving can have immensely powerful consequences. 
The relationships you see in the office are only the tip of the iceberg. To fully appreciate the qualities your colleagues possess, you really do need to take time out and get rid of the 9-to-5 agenda. Far from wasting time, this enables you to develop new ways of working together based on the powerful experience of shared experience. For example, we have run team-building workshops based on activities such as scuba diving where participants are literally thrust into a totally alien environment. Colleagues have to work together using non-verbal communication, trust each other to share masks as they tackle a range of tasks, and learn to adapt both to the unfamiliar environment and to their colleagues' needs and abilities. Similarly, team challenges based on off-road driving or sailing activities, or some of the more simple team tasks involving problem-solving and competitive, time-limited challenges will highlight these areas of strength and potential for further development.
So get out of the office: think about the added value that a really well-designed team-building event can add to the in-house training you may already have. And have fun!
Evaluating Team Effectiveness

During 1992, researchers at the Eli Broad Graduate School of Management at Michigan State University conducted a study that evaluated the factors affecting cross-functional sourcing team effectiveness. The study, titled the "Cross-Functional Sourcing Team Effectiveness Research Project," collected data from 107 cross-functional sourcing teams at 18 U.S.-based firms over a period of seven months. Responses were received from more than 700 team members, team leaders, and external raters.
The study was undertaken because of the increasing importance of cross-functional sourcing teams within U.S. industry. As defined in the study, a cross-functional sourcing team consists of personnel from at least three functions brought together to achieve a purchasing or material-related task in which the team must consider purchasing/sourcing goals or decisions involving supply base management. The task could be a specified project or consist of a continuous assignment. 
Previous research at Michigan State University has revealed that almost 80 percent of US firms surveyed plan to emphasize the use of cross-functional teams to support procurement and sourcing decisions over the next three years. The primary objective of this research was to expand the knowledge and understanding of sourcing team interaction and effectiveness.
This project examined factors that impact cross-functional sourcing team performance. Factors that critically impact team performance include 
* The availability of certain organizational resources 
* The participation and involvement of suppliers when required 
* Higher levels of internal and external decision-making authority 
* Effective team leadership 
* Greater effort put forth on team assignments. 
The researchers also gained additional information and insight concerning key topics and issues related to the sourcing team process. This executive summary discusses the key findings of the "Cross-Functional Sourcing Team Effectiveness Research Project." Data collected during the project support the findings presented in the executive summary while our experience and data interpretation support the development of an integrated implementation model.
Cross-functional sourcing team benefits and limitations
A number of organizational benefits can result from the successful use of sourcing teams. The highest perceived benefit from cross-functional sourcing team interaction, according to team members and leaders, is the ability to bring greater knowledge and skill together at one time. Creating a team whose members have heterogeneous skills, backgrounds, and experiences increases the probability that each member can contribute the knowledge and skill required to support sourcing team assignments. Unique contributions by individual members, in turn, increase the likelihood that a team will benefit from dynamic cross-functional interaction. 
The lowest-rated benefit from sourcing team interaction is a reduction in the time required to solve a problem or complete an assigned task. This finding revealed that team interaction may not be the most efficient approach to decision making. For the cross-functional sourcing team process to be successful, however, a trade-off must occur between the additional time often required for team decision making (efficiency) and the ability to reach higher quality and executable decisions (effectiveness) through team interaction and consensus decision making. 
Respondents also associated certain limitations with cross-functional sourcing teams at their firms. Almost 4O percent of team members and leaders indicated some level of agreement with the statement the team has no real power or authority to make major decisions. More than a third of the respondents indicated the team has little insight into how it is performing over time, and managers outside the team attempt to control activities or influence team decisions. Finally, more than 30 percent of respondents indicated certain members dominate team meetings or control team activities and the commitment of resources does not meet the team's requirements.
The least cited limitations to sourcing team interaction, detailed in the final project report, relate directly to internal team issues while the most often cited limitations generally relate to external issues. We have concluded that team members in this study are basically satisfied with internal team processes and interaction (which the team controls) but less satisfied with externally related issues (which others external to the team generally control).
Summary of key research findings
Evaluation of study data revealed that a set of factors exist that consistently relate to cross-functional sourcing team effectiveness. An awareness and understanding of these critical factors provide executive management with an opportunity to create an environment that promotes greater cross-functional sourcing team effectiveness. 
Organizational Resource Availability
A team's access to key organizational resources relates directly to team effectiveness. The availability of organizational resources can also play an important role in affecting a team's belief that it can be effective. This research evaluated in detail the presence or absence of 10 organizational resources categories. These resources include (1) job-related information, (2) tools and equipment, (3) materials and supplies, (4) budgetary support, (5) required services and help from others, (6) team member task preparation, (7) time availability, (8) work environment, (9) executive management commitment, and (10) supplier participation. 
This study found that not all resources are available to teams at equal levels. Across the study, team members, leaders, and external raters rated the time to pursue team task assignments, required services and help from others, and budgetary support as the least available organizational resources. These resources are also some of the most critical to sourcing team effectiveness.
Certain organizational resources relate systematically to sourcing team effectiveness. The teams most effective in the area of supply base management performance, for example, indicated that certain resources are clearly more critical to team performance than others. The most critical resources, in order of importance, include (1) supplier participation, (2) the availability of required services and help from others, (3) time availability, (4) budgetary support, and (5) adequate team member task preparation. Sourcing teams with access to these critical resources demonstrated higher levels of team performance. Management commitment of the necessary resources has the potential, therefore, to separate marginally from exceptionally performing sourcing teams.
A lack of time available to pursue team assignments is a serious barrier to team performance. This issue must concern executive management because the availability of time for team activities affects directly a team's effort and effectiveness. The final project report details the steps that executive management can take to minimize the negative impact of time constraints on sourcing team performance potential. 
Supplier Participation and Involvement
Supplier participation, either through formal team membership or through less formal support and involvement, also relates directly to greater team effectiveness. Teams with supplier participation (both formally and informally) also indicated a higher quality of information exchange between the team and key suppliers. Formal supplier membership on teams supports directly a number of positive cross-functional sourcing team outcomes. Teams that included suppliers as formal team members were, on average, more effective compared to teams that did not include suppliers as formal members, particularly in the areas of time reduction performance goals and supply base management performance. Furthermore, teams that included suppliers as formal members (1) reported the highest satisfaction with the quality of information exchange between the team and its key suppliers, (2) relied more on suppliers to provide support for achieving the team's goals and objectives, and (3) received greater supplier contribution in the areas of performance and new product support. 
A number of beneficial outcomes also result when suppliers provide support at team meetings, either as formal members or through informal participation. These performance outcomes include 
* Greater effort put forth by the team
* Overall greater team effectiveness 
* Higher satisfaction concerning the quality of information exchange between the team and key suppliers 
* Fewer problems coordinating work activity between the team and key suppliers
* Particularly higher supplier performance improvement contribution.
Supplier involvement at team meetings is one way to begin to realize the performance benefits sought from closer buyer-supplier interaction.
Cross-functional sourcing teams that rely on and receive supplier involvement and performance contribution are more effective than teams that do not rely on supplier involvement. As a result, organizations should consider suppliers for formal team membership at an appropriate time in the sourcing process when a team's task can benefit from closer supplier-team interaction and greater supplier involvement. Furthermore, including suppliers as formal team members can promote even greater positive interaction and relationships between buyers and sellers leading to unanticipated future performance results. This assumes firms involve suppliers that have demonstrated a willingness and capability to support the team's goals and objectives. It also assumes that the sourcing team is pursuing an assignment that is likely to benefit from supplier participation.
Team Authority
The critical relationship between cross-functional sourcing team authority and increased team effectiveness is an important research finding. Team authority refers to the degree to which a team has the ability to (1) schedule team meetings, (2) select new members as required and/or the team leader, (3) control internal team processes, and (4) make decisions that bind an organization and affect others external to the team.
No significant relationship existed between scheduling authority and team effectiveness. Because each team in this study generally had the authority to control team meeting schedules, this aspect of team authority demonstrated no systematic relationship between formal supplier involvement and enhanced team effectiveness.
Teams granted the authority to control internal processes and operations demonstrated a higher level of performance compared to teams with lower levels of internal authority. Teams with greater internal process authority also realized other performance benefits as a result of team interaction. These include 
* Greater accuracy of within-team communication
* Greater team effort
* Greater satisfaction with the methods of information exchange between team members
* Greater satisfaction with the usefulness of formal team meetings.
These findings suggest that teams granted a higher level of internal process authority are more likely to realize many of the positive team process and performance outcomes sought by firms.
Teams with greater external decision authority received, on average, slightly higher effectiveness ratings for the performance dimensions of time reduction and supply base management performance. This suggests that teams empowered to make external sourcing decisions are able to channel this empowerment into greater results.
The relationship between team authority and sourcing team effectiveness means that executive management should empower teams at higher levels. This requires providing the team with the authority to control internal team processes along with the authority to make external sourcing and apply base decisions. If the reason to use a team is to improve the quality of organizational decision making and goal achievement, then a group of competent professionals should have internal and external decision-making authority.
Team Effort
The finding that team effort relates directly to sourcing team performance is not surprising. The formation of a cross-functional sourcing team, however, does not guarantee that members will exert the effort required to complete team assignments. An understanding of what drives team effort is critical because firms can take action to promote greater effort and member commitment.
Assigning a meaningful task provides a built-in motivation for a team to work hard and perform well. A meaningful task, however, is only a necessary but not sufficient condition for encouraging team effort and commitment Certain factors work against team members putting forth the effort required to complete successfully a cross-functional sourcing team's task. These factors include (1) treating sourcing teams as add-on assignments with minimal or no recognition for individual participation or team performance; (2) limited time available for team participation; and (3) the use of nonpurchasing functional personnel to support tasks traditionally associated with the purchasing function. Additionally, sourcing team assignments are rarely the primary job assignment of team members.
There are additional steps, each supported by data collected during this project, that organizations can take to encourage member effort and commitment:
* Provide the authority to control a team's internal processes. Teams with internal process authority demonstrated greater effort compared to teams without internal process authority.
* Include suppliers on team activities whenever possible. A direct relationship exists between higher team effort and suppliers who met with the team and provided support during team meetings.
* Select, train, and promote effective team leaders. A direct relationship existed between highly rated team leaders and team effort. Indeed, a key role of a leader includes securing the involvement of individual members.
* Use the performance evaluation and reward system to promote greater member effort and commitment. A member whose performance appraisal includes a component for individual participation and/or the team's performance will commit relatively greater time to team assignments as compared to members who do not receive an evaluation.
* Provide key organizational resources. Critical resources relating directly to team effort include (1) adequate time availability, (2) selecting team members with the proper skills and abilities related to the team's task, (3) overall executive management commitment to the cross-functional team process, and (4) budgetary support.
Team Leadership
Cross-functional sourcing team leadership is particularly important to team interaction and success. This study found that a strong relationship exists between effective leadership and sourcing team performance. A critical relationship also exists between effective leadership and (1) team effort and (2) organizational resource availability. Leadership is a critical factor impacting a sourcing team's ability to complete successfully its assignment. Furthermore, there is an important connection between task-oriented leadership behavior and sourcing team effort and performance. This assumes a task-oriented leader also maintains positive relations with team members and external others.
Effective leadership does not appear to be contributing to the achievement of the highest potential level of team performance. Almost 70 percent of the team leaders evaluated by team members received an average score of less than five on a seven-point scale of leadership effectiveness. No leader received a "totally effective" rating. Although leadership is critical to team effort and sourcing team success, the positive impact of team leadership on performance has probably not been as strong as it potentially could be.
An important issue concerns what organizational function(s) should lead a cross-functional sourcing team. While the teams in this study included members from at least 15 separate functions, more than 55 percent of the team leaders were from purchasing. The results of this study indicated, however, that no loss of performance occurred in any effectiveness area when the team leader was from a nonpurchasing function. A key factor separating marginal from highly effective teams is the commitment and effort put forth by individual team members. Motivated team members may be found in functions that do not typically drive sourcing decisions. This suggests that executive management should assign, promote, or rotate team leadership responsibilities among different functions to encourage greater and broader team member effort and commitment to cross-functional sourcing teams throughout the firm.
Team leaders committed a significantly greater amount of time, on average, to team activities compared to team members. The selection of the team leader is critical given that the leadership role often requires an increased time commitment. The time commitment required of the leadership position highlights the importance of selecting a competent individual(s), with executive support, capable of committing the time and effort necessary to support the sourcing team.
The full project report addresses critical issues related to team leadership in greater detail, including the use of shared leadership as well as the use of no formal team leader.
Performance Evaluation and Rewards
No major findings resulted that linked performance evaluation and reward systems to cross-functional sourcing team effectiveness. This resulted from the majority of team members within the study not receiving an evaluation for contributing to the sourcing team, thereby limiting comparisons between teams. This finding is a result of a lack of formal cross-functional sourcing team evaluation and reward systems and does not indicate that such systems are unimportant or ineffective.
The firms participating in this study generally (1) provided no formal performance evaluations or rewards for participating on a sourcing team or (2) relied on a member's immediate manager to evaluate each individual's contribution to a team. Neither of these options will necessarily promote greater team effort and performance. Previous research has found that a continued emphasis on individual performance merit ratings (versus team evaluation ratings) promotes short-term performance, does not support teamwork, and nourishes potentially destructive rivalries between team members and functional groups.
There does exist a positive relationship between performance evaluation and team effort. This occurred between the performance evaluation and reward system and the amount of time a team member committed, on average, to team assignments. The amount of time committed to team activities related directly to (1) the degree to which organizational rewards were dependent upon the member's individual contribution to team activities and/or overall team performance; (2) the percent of the members' total performance appraisal or evaluation based on team participation and/or the team's overall performance; and (3) the degree to which a member's performance actually affected the member's overall performance evaluation. In other words, team members whose performance evaluation includes a larger component for team participation will commit more time, on average, to sourcing team activities. In turn, the amount of time a team commits to team activities relates directly to team effort, which is a major predictor of sourcing team success.
Findings from this study indicated that an employee's formal job evaluation should include a component for team participation. Managers can use an organization's performance evaluation and reward system to motivate team member contribution and collective performance. Put simply, team members will exert effort if they expect it to produce rewards. Furthermore, firms must review their performance appraisal, salary, and promotion policies to make sure they recognize and promote performance and cooperation within and between teams. Executive management must change policies that promote, encourage, or reward noncooperation and nonparticipation by team members. 
Cross-Functional Sourcing Team Implementation Plan
The results of this project support the development of a cross-functional sourcing team implementation plan that incorporates key research findings. We present an implementation plan that involves a sequence of decision activities and issues that revolve around four recognizable phases--Plan, Do, Check, and Act. Figures 10 and 11, presented in the body of the paper, illustrate the phases and issues involved in the implementation of cross-functional sourcing teams. (See the section "Cross-Functional Sourcing Team Effectiveness," subsection "Creating Effective Cross-Functional Sourcing Teams," which discusses sourcing team implementation in detail.)
Phase 1: Plan
Executive management must evaluate sequentially four major activities when planning the use of cross-functional sourcing teams. These included (1) an assessment of an organization's readiness to use cross-functional sourcing teams, (2) the selection of sourcing team tasks, (3) actual team formation and member role clarification, and (4) the establishment of team performance goals.
Organizational Readiness Assessment
Before introducing the use of cross-functional sourcing teams, a firm must assess a number of issues and questions related to its organizational readiness to pursue the cross-functional sourcing team concept.
A critical issue involves evaluating executive management's commitment to the cross-functional sourcing team concept. An organization whose executive management does not demonstrate commitment to the sourcing team process faces significant hurdles if it attempts the broad use of cross-functional sourcing teams. Secondly, a firm must determine if it has a team-oriented culture. The introduction and use of formal sourcing teams should meet less resistance from team members and functional managers if a firm is already accustomed to the use of cross-functional teams. Thirdly, an organization must evaluate its current level of cross-functional orientation. A firm with a higher level of cooperation between functions is in a better position to implement the use of cross-functional sourcing teams than one operating within traditional functional chimneys or rigid silos.
Firms must consider other important issues during this part of the planning process. These include whether to pursue broad or selective use of cross-functional sourcing teams and how many people to commit to the sourcing team process. An organization's readiness or ability to implement the team approach will affect how broadly the use of cross-functional teams will be. 
The end result of an organizational assessment should be a decision about a firm's ability, readiness, and willingness to use cross-functional sourcing teams. In addition, if a firm commits to the use of sourcing teams, executive management must decide how broadly the use of teams will be along with providing the personnel resources required to support the process.
Task Selection
Assuming that a firm is ready to introduce and use cross-functional sourcing teams, the next major planning activity involves selecting team assignments. Sourcing team assignments should satisfy one or more of the following conditions:
* Business unit faces a complex or large scale sourcing decision
* Assignment directly affects a firm's competitive position
* No single function has the resources or expertise to accomplish the assignment adequately
* An organization must make a sourcing decision that requires or can benefit from the "buy-in" of different functional groups
* Cross-functional sourcing team interaction will likely yield a better solution or decision than individual decision making.
Firms should prioritize potential team assignments and select those offering the greatest opportunity for creating performance benefits. 
Team Formation and Member Role Clarification
Team formation involves a number of critical decisions. These include selecting the right team members, identifying the functions required to support a team's assignment, and determining the team's size.
Individuals selected for team membership must have the proper skills and the ability to support a team's assignment. Each member must also bring something unique to the team--this is what helps make the team process powerful. A member's skill, personal chemistry between members, willingness to participate on the sourcing team, and relevant organizational representation should all be factors during the member selection process.
Identifying which functions will participate on a sourcing team is also critical. It is not unusual for sourcing teams to have members from at least four functional areas. A team should include only those functions, however, critical to the continuous support of a team's assignment.
Determining the proper team size is as important as selecting the right functions. Most sourcing teams average between five and seven members. Team size, however, is a function of a team's assignment. Firms must recognize, however, that larger teams are generally more difficult to manage and coordinate and can create role confusion among members. This is true even when the team's assignment warrants a large team. A team should include only those members and functions required to support directly a team's assignment.
Other important team formation issues concern the level and type of authority to grant the team, the use of full versus part-time members, decisions about co-locating team personnel, and linking the organizational compensation system to individual member contribution and team effectiveness. Because these issues are unique to each organization, there is no single recommendation to the questions that they raise.
Before a team begins formal work on its assignment, it is critical that executive management clarify the reason for the team's existence. Furthermore, team members must understand how management expects them to support the team and why they were selected as members.
Management also needs to define the team leadership role. Although members can share or rotate leadership responsibility, the individual(s) assuming formal leadership must understand the requirements of that position. 
An effective leader must maintain a team's focus on its assignment while establishing positive relations with team members.
Firms must also address organizational reporting relationships during this part of the implementation process. It is not uncommon for executive management to form a steering committee responsible for overseeing and supporting team activities prior to the actual use of cross-functional sourcing teams.
Establish Team Performance Goals
Another planning phase activity is the establishment of cross-functional sourcing team performance goals. While it is not unusual for executive management to establish broad goals when forming a cross-functional sourcing teams, we recommend allowing team members to work together to establish performance objectives that support the broader executive performance goals. Working together as a team to establish specific performance objectives helps transform a team from a group of individuals into a committed group. Furthermore, previous research indicates that team members usually develop more aggressive performance objectives compared to those established by external others.
Phase II: Do
The second phase of the implementation process involves the active interaction between team members. It is during this phase that team members develop the communication and interaction patterns that influence how well the team works together. Assessing and planning now give way to team interaction and participation. Within the "do" phase, successful interaction depends largely on an organization's ability to promote member effort and a team's ability to develop appropriate team performance strategies.
Promote Team Member Effort and Commitment
Successful sourcing team performance requires that members exert an adequate effort towards team assignments. The challenge for executive management is to create proactively an environment that promotes continuous member commitment and effort on team assignments. There are actions, supported by the results of this research, that an organization can take to promote a higher level of team effort.
* Make the team responsible for a challenging assignment
* Challenge team leaders to promote individual and team effort
* Allow teams to develop specific performance goals and objectives
* Demonstrate executive commitment and support, particularly when providing critical organizational resources
* Select team members with the right skills and professional preparation
* Promote external supplier team participation
* Use the performance evaluation and reward system to encourage member effort and commitment
* Provide the sourcing team with internal and external decision making authority.
The subsection titled "Team Effort" details fully the relationship between the above actions and team effort. It is not enough to form a team and then expect it to somehow put forth the effort required to support team performance. Taking action to encourage the necessary effort increases the likelihood that a sourcing team will meet its performance objectives. Promoting team effort and commitment requires, however, proactive responses from an organization.
Develop Team Strategies and Processes
It is important for a sourcing team to develop appropriate task performance strategies to accomplish its assignment. The strategies most appropriate for a given team depend largely on the team's specific assignment. While no single best sourcing team performance strategy exists, effective teams will have developed at least an implicit understanding between members about how to proceed on team tasks.
A team that can develop a set of shared beliefs and behaviors about the team process and its assignment has a greater likelihood of developing and executing appropriate performance strategies. A team's ability to internally control individual members will also increase the likelihood that a team can agree upon and execute a strategy.
Phase III: Check
This phase requires the monitoring or "checking" of team results to verify that a sourcing team is achieving its stated objectives.
Measure Performance and Provide Individual and Team Feedback
This activity recognizes that team interaction is a process requiring formal performance measurement and feedback. It is a "check" of the performance results produced by team formation and interaction. Without measuring team performance, neither team members or executive management has a clear understanding of the effectiveness of the team process. Firms must quantify team performance objectives whenever possible and hold teams (and individual members) accountable to those objectives. Firms will need to develop formalized team measurement and evaluation systems beyond those currently in place.
Developing a system that measures team performance against quantified objectives increases the likelihood that a team will meet or exceed its objectives. Firms must establish systems capable of tracking, at the least, overall team performance. Ideally, the system will also have the capability to evaluate objectively individual team member contribution. This helps ensure that each member contributes to the team's performance. 
Phase IV: Act
This phase involves acting upon information to improve team interaction and performance. A key point during this phase is that an organization actively recognizes that team interaction is a dynamic process potentially subject to change. 
Team-Focused Performance Maintenance
The most successful sourcing teams will be those capable of continuous performance effectiveness over extended periods of time. The challenge is to create teams that are able to maintain a high level of intensity and commitment. There are a number of ways teams and organizations can act to promote continued sourcing team performance:
* Use the performance evaluation and reward system to promote continued member commitment and team effectiveness
* Rotate team membership and leadership responsibilities over time
* Shift team goals to match changing assignments
* Migrate upward team goals and objectives to reflect the need for continuous performance improvement
* Take corrective action as required based on team performance results.
Teams usually begin assignments with a high level of intensity and enthusiasm. The best performing teams will be those that can maintain that initial intensity indefinitely. Cross-functional sourcing team interaction is a process requiring continuous support and commitment from members and management. Just as there are ways to create effective teams, there are also ways to sustain member commitment and team performance over time.
Basic Team Working
What is a team anyway?
-A team is a small number of people with complementary skills who are committed to a common purpose, performance goals, and approach for which they hold themselves mutually accountable
-Small Number
-Complementary Skills
-Common Purpose & Performance Goals
-Common Approach
-Mutual Accountability


Ten common teaming problems 
-Floundering
-Overbearing participants
-Dominating participants
-Reluctant participants
-Unquestioned acceptance of opinions as facts
-Rush to accomplishment
-Attribution
-Discounts and "plops"
-Wanderlust: digression and tangents
-Feuding members


Five issues to be considered in team building 
1. Interdependence
This is the issue of how each member's outcomes are determined, at least in part, by the actions of the other members. The structure of the team task should be such that it requires cooperative interdependence. Functioning independently of other team members, or competing with them should lead to sub optimal outcomes for the entire team. Tasks that require the successful performance of sub tasks by all team members are called divisible, conjunctive tasks. 

2. Goal Specification
It is very important for team members to have common goals for team achievement, as well as to communicate clearly about individual goals they may have. The process of clarifying goals may well engage all of the issues on this list. Indeed, shared goals is one of the definitional properties of the concept "team." A simple, but useful, team building task is to assign a newly formed team the task of producing a mission and goals statement.
3. Cohesiveness
This term refers to the attractiveness of team membership. Teams are cohesive to the extent that membership in them is positively valued; members are drawn toward the team. In task oriented teams the concept can be differentiated into two sub concepts, social cohesiveness and task cohesiveness. Social cohesiveness refers to the bonds of interpersonal attraction that link team members. Although a high level of social cohesiveness may make team life more pleasant, it is not highly related to team performance. Nevertheless, the patterns of interpersonal attraction within a team are a very prominent concern. Team building exercises that have a component of fun or play are useful in allowing attraction bonds to develop. Task cohesiveness refers to the way in which skills and abilities of the team members mesh to allow effective performance.
4. Roles and Norms
All teams develop a set of roles and norms over time. In task oriented teams, it is essential that the role structure enables the team to cope effectively with the requirements of the task. When the task is divisible and conjunctive, as are most of the important team tasks in our society, the assignment of roles to members who can perform them effectively is essential. Active consideration of the role structure can be an important part of a team building exercise. Task roles may be rotated so that all team members experience, and learn from, all roles. Even then, it is important that the norm governing the assignment of roles is understood and accepted by team members.

Norms are the rules governing the behavior of team members, and include the rewards for behaving in accord with normative requirements, as well as the sanctions for norm violations. Norms will develop in a team, whether or not they are actively discussed. 

5. Communication
Effective interpersonal communication is vital to the smooth functioning of any task team. There are many ways of facilitating the learning of effective communication skills. Active listening exercises, practice in giving and receiving feedback, practice in checking for comprehension of verbal messages, are all aimed at developing skills. It is also important for a team to develop an effective communication network; who communicates to whom; is there anybody "out of the loop?" Norms will develop governing communication. Do those norms encourage everyone to participate, or do they allow one or two dominant members to claim all the "air time?"
Nine Ways Managers Can Help Resolve Conflicts Between Teams

"It's not uncommon for a company to have two teams which seem to be at odds with each other," says Glenn Parker, co-author with Richard Kropp of Team Workout (AMACOM). "For example, a company's production team may frequently be in conflict with its marketing team about various goals and decisions.

"If some teams in your organizations are having difficulty with each other, consider doing the following exercise to help them resolve their conflict."

1. Get teams to agree to come together to resolve the problem. 

"Recognizing they have a problem and being willing to do something about it is essential," says Parker. "At the beginning of the session, explain that the purpose is to resolve the problem, and make sure to set some positive norms for the session, such as agreeing to listen to each other, not interrupting, and to keep the focus on the issues."

2. Ask one team to move to another room, and then ask each team to prepare an answer to two key questions. 

Give each team a few sheets of flip-chart paper and ask them to prepare a list of answers, in about 20 to 30 minutes, to the following questions:

· What does the other team do that inhibits our ability to get our job done, or, in general, just "bugs" us? 

· What do we do that inhibits the other team's ability to get its job done, or, in general, just "bugs" them? 

"Another way of asking this question is, 'What do we think that the other team will say about us?'" says Parker.

3. Team members reassemble together and post their flip-charts on the wall. 

"Participants walk around and read the lists," says Parker.

4. Team members are encouraged to ask questions for clarification of the items on the list 

"Make sure that the questions are for clarification and not for the purpose of argument," says Parker. "For example, someone may ask for further elaboration on a flip-chart item."

5. Identify key issues standing in the way of effective inter-group teamwork. 

"Team members discuss these and list the most important ones on a flip chart," says Parker. "If there are a lot of issues, make sure to rank them in order of importance.

"Note that there is not likely to be a disagreement on whether something is an issue," says Parker. "Rather, the teams will have different perceptions about the issue.

"For example, team 'A' will explain that they can't get their report in on schedule because team 'B' isn't giving them all the information they need on time. Team 'B,' on the other hand, may say that the information they do supply is quite sufficient."

6. Subgroups composed of members from each team form to develop action plans for each issue. 

Write each issue on a separate sheet of flip-chart paper and post them around the room. "Participants may work on the issue that interests them by moving to the area where the flip-chart paper is posted," says Parker.

"Subgroups are formed on this basis to develop action plans, but make sure that each subgroup contains a reasonably equal number of people from each team, and that the groups are not too large -- perhaps a maximum of six people.

"Now, members from the two basic teams are getting to know each other as they work together in a subgroup to resolve an issue. This, in itself, helps to alleviate tensions."

7. Subgroups are asked to come up with a problem statement. 

"This includes causes of the problem, and an action plan, including responsibilities and a timetable," says Parker. "So, if the problem concerns deal with late delivery of the report to senior management, instead of focusing on who is right or wrong, teams focus on causes and what can be done about it. The solution may involve further training for some people, or getting additional help, or improving communication with another area of the company."

8. Each subgroup prepares a report on its plan. The other subgroups react. 

"This part usually goes pretty smoothly because you are dealing with subgroups made up of members from both teams," says Parker.

9. Conclude with a summary, debriefing and a review of the next steps based on the action plans. 

"One of the keys to success of this whole procedure is the fact that team members work together in new groupings," says Parker. "This helps to break down barriers and increase cooperation."

