
Introduction to Groups & Teams

• Group is a number of individuals forming a unit for a reason 
or cause.

• A Group can come from having a large number of people or 
a cohesive willingness to carry out a focused action -
political reform, for example.

• Team is a collection of accomplished people coming 
together for a common goal that needs completion.

• A Team's strength or focus depends on the commonality of 
their purpose and how the individuals are connected to 
one another.

• Teams and groups differ in five key ways: task orientation, 
purpose, interdependence, formal structure, and familiarity 
among members.



Importance of Group

• The group can influence the thinking of its 
members. The members are always influenced by 
the interactions of other members in the group.

• A group with a good leader performs better as 
compared to a group with weak leader.

• The group can give the effect of synergy, that is, if 
the group consists of positive thinkers then its 
output is more than the double every time.

• Group dynamism can give job satisfaction to the 
members.



• The group can also bring team spirit among the 
members.

• Even the attitude, perceptions, and ideas of 
members depend on group dynamism. For 
example, the negative thinkers can be converted 
to positive thinkers with the help of the 
facilitator.

• The cooperation and convergence can result in 
maximization of productivity.

• Lastly, group dynamism can reduce the labour 
unrest and labour turnover due to emotional 
attachment among the group members.



Importance of Team

• Creates synergy – where the sum is greater 
than the parts.

• Supports a more empowered way of working, 
removing constraints which may prevent 
someone doing their job properly.

• Promotes flatter and leaner structures, with 
less hierarchy.

• Encourages multi-disciplinary work where 
teams cut across organizational divides.



• Fosters flexibility and responsiveness, 
especially the ability to respond to change.

• Pleases customers who like working with good 
teams (sometimes the customer may be part 
of the team).

• Promotes the sense of achievement, equity 
and camaraderie, essential for a motivated 
workplace.



Team Composition

Homogeneous composition

All members share almost same attributes

Heterogenous composition

Individual members have widely different 
attributes



Homogenous Team

• Better initial report

• Easiness of 
communication

• Lesser conflicts

• Paucity of Ideas

• Liable to get stuck

Heterogenous Team

• Initial conflicts

• Difficulty in 
communicating

• Different perspectives

• More creativity

• Productive in the long 
run



Ideal Team Composed of

1. Creator who generates new ideas
2. Promoter who takes the ideas forward
3. Analyst who evaluates various option available
4. Organizer who puts together the structure
5. Producer who follows through the plan
6. Controller who sets standards and ensures 

compliance
7. Upholder represents and champions the team outside
8. Advisor who constantly seeks more information and 

gives insights
9. Coordinator who coordinates various activities



5 Stages of Group 

Development

(Tuckman)

• Forming

• Storming

• Norming

• Performing

• Adjourning (Added by Tuckman in 1977).



5 Stages of Group 

Development

(Tuckman)



Forming:

• Group is initially coming together. 

• Period is characterized by shyness, and 
uncertainty among members.

• Extraverted outspoken members may rapidly 
assume some kind of leadership role. 

• Maintenance concerns are predominating.

• Why are we here? What are we doing?

• What is our goal, our purpose?

• Awareness, Inclusion.



Storming:

• Once established - period of vying for positions and 
roles within the group.

• Some seek out and compete for status, control, 
authority and influence.

• Inner conflict. A period of "testing-out" the leaders. 
• Disagreements and arguments arise, are fuelled and 

manufactured.
• In the end, roles are eventually allocated.
• The initial leaders may not survive this period: it is the 

most uncomfortable phase of the group's life - akin to 
adolescence.



Norming:

• Internal group structure now sorted, Group 
Identity takes shape. 

• What kind of behaviors & contributions are 
acceptable and normalized within the group? 
What is frown upon, not tolerated? 

• Formation of - Implicit & Explicit Group Norms.
• Norms create structure What do we stand for?
• Group can readily slip back into Storming stage.
• Cooperation. 
• Cohesion.



Performing:

• Work and progress commences on the basis of a 

relatively stable group structure. 

• Moving in unison, towards goals and completion.

• Action, Results.

• Productivity.

• Team cohesion and identity.



Adjourning:

• Completion and disengagement.

• Separation and ending from tasks and 

members. 

• Pride and accomplishment may be felt. 

• Some describe stage as "Deforming and 
Mourning" - recognizing the sense of loss felt 
by group members.





Team Performance 

Management (TPM)

• Continuous process of evaluating the 

effectiveness of team.

• Varying and adjusting the different factors that 

have a bearing on team performance

• Performance directly related with individual 

performance and how individual contributes



TPM Cycle

The ‘PLAN’ 
Phase

The ‘DO’ 
Phase

The 
‘ADJUST’ 

Phase

The ‘RATE 
& 

REWARD’ 
Phase



TPM Cycle

• The ‘PLAN’ Phase :

o Clarify expected results

o Decide upon evaluation strategy

o Set goals and direction

• The ‘DO’ Phase:

o Put plan into action

o Track or monitor performance

o Provide continuous feedback 



TPM Cycle

• The ‘ADJUST’ Phase:

o Adjust goals, strategy etc. based on feedback.

o Provide training or increasing performance.

• The ‘RATE & REWARD’ Phase:

o Assess completion of objectives/tasks.

o Rate and reward performance.

o Learn from experience



Groupthink

– a cohesive group’s blind unwillingness to consider 
alternatives

Symptoms of Groupthink

• Invulnerability, inherent morality, and 
stereotyping of opposition

• Rationalization and self-censorship
• Illusion of unanimity, peer pressure, and 

mindguards
• Groupthink versus “the wisdom of the crowds”



Groupthink

Results of Groupthink

• Reduction in alternative ideas

• Limiting of other information

Preventing Groupthink

• Allow criticism

• Allow other perspectives



Getting Acquainted

• Relationship between members is the single 
most important factor that determines the 
group dynamics.

• Building enduring bonds and consequent 
team effectiveness.

• The activities that help them members to get 
acquainted/familiarized within a short period 
of time are called “ice breakers.”



Advantages of ice breakers

• Members to know each other better and faster.
• New members integrate into group faster.
• Team spirit generated.
• Members will learn to listen actively.
• Differences are easily forgotten and good rapport 

is built
• Energy and enthusiasm get infused into people
• Each member will register subconsciously how 

himself and others can contribute to the team 
goals



Clarifying Expectations

• Expectation is unspoken idea of what is most likely to be
happen.

• It is a feeling or belief about someone or something turn
out to be.

• Goal of the team.
• Anything which short of an expectation can lead to

disappointment.
• Avoid unpleasant surprises by clarifying expectations

beforehand.
• Each has a slightly different expectation what going to be

happen and how. Therefore clarify the expectation in
beginning its self.

• Leaders must spend time on this.



Group Problem Solving



• The problem-solving process involves thoughts, discussions, actions, and 
decisions that occur from the first consideration of a problematic situation 
to the goal.

• When problem solving, many groups observe a common practice. They 
“think in reverse.” Before identifying the problem or knowing the facts 
about the problem, they propose solutions. If luck is with them, a 
satisfactory solution might result.

• But these short cuts usually do not work. The problem reappears and 
continues to plague the group. A more sensible approach to problem 
solving is to begin by determining what the problem is.



Problems of all sorts have three common components: 

• An undesirable situation. When conditions are desirable, there isn’t a 
problem.

• A desired situation. Even though it may only be a vague idea, there is a 
drive to better the undesirable situation. The vague idea may develop into 
a more precise goal that can be achieved, although solutions are not yet 
generated.

• Obstacles between undesirable and desirable situation. These are things 
that stand in the way between the current situation and the group’s goal 
of addressing it. This component of a problem requires the most work, 
and it is the part where decision making occurs.

These three general elements are present in each problem, the group should 
also address specific characteristics of the problem.



Five common and important characteristics to consider are:

• Task difficulty. Difficult tasks are also typically more complex. Groups 
should be prepared to spend time researching and discussing a difficult 
and complex task in order to develop a shared foundational knowledge. 
This typically requires individual work outside of the group and frequent 
group meetings to share information.

• Number of possible solutions. There are usually multiple ways to solve a 
problem or complete a task, but some problems have more potential 
solutions than others.

• Group member interest in problem. When group members are interested 
in the problem, they will be more engaged with the problem-solving 
process and invested in finding a quality solution. Groups with high 
interest in and knowledge about the problem may want more freedom to 
develop and implement solutions, while groups with low interest may 
prefer a leader who provides structure and direction.



• Group familiarity with problem. Some groups encounter a problem 
regularly, while other problems are more unique or unexpected. When 
group members aren’t familiar with a problem, they will need to do 
background research on what similar groups have done and may also need 
to bring in outside experts.

• Need for solution acceptance. In this step, groups must consider how 
many people the decision will affect and how much “buy-in” from others 
the group needs in order for their solution to be successfully 
implemented. Some small groups have many stakeholders on whom the 
success of a solution depends. Other groups are answerable only to 
themselves.



Group Problem-Solving Process

1. Define the problem

To identify a problem, answers to questions like the following are 
helpful:
• What is the situation in which the problem is occurring? 
• What in general is the difficulty? 
• How did the difficulty arise? 
• What is its importance? 
• What are the meanings of any terms that require clarification?

At the end of this stage, the group should be able to compose a single 
sentence that summarizes the problem called a problem statement. 



2. Analyze the problem

After the group has agreed on what the problem is, then next step is to 
analyse it, particularly its causes and effects. In doing this the group must try 
to avoid letting opinions take priority over facts. 

The question “What are the facts?” must be foremost in the members’ minds. 

Answers to these questions are helpful in locating the facts:
• What effects indicate that a problem exists?
• How serious are the effects?
• What is causing the problem?
• Are the causes inherent in the problem situation?
• Have previous attempts been made to solve the problem?

Most problems have multiple causes that we should identify, so we can 
uncover a workable solution



3. Establish Criteria for Solutions

To ensure that a group’s solution does not cause more serious problems than 
already exist, the proper procedure is to FIRST develop a set of criteria or 
conditions that an acceptable solution must meet. 

One criterion obviously is that the solution must correct the cause of the 
problem. Other general criteria worth considering are:

• Is the proposed solution workable? 
• Is it economical? 
• Is it the best possible way to solve the problem?
• Will it produce more benefits than disadvantages? 
• Are the benefits significant? 
• Will it be harmful in any way?
• Is the proposed solution just?
• Will it get the job done efficiently?



4. Generating potential solutions to the problem

Having determined the criteria, the group can now propose solutions to the 
problem.

Rather than accepting the first one proposed, the members should try to 
think of many ways to solve the problem. 

To create a list of possible solutions, the group might use brainstorming, a 
technique designed to bring forth many ideas. Three rules govern its use: 
• Ideas are to be expressed freely; as an idea comes to mind, it is to be 

expressed without evaluation by anyone
• All ideas, wild or otherwise, are welcome
• As many ideas as possible are voiced; quantity is the goal. 

When the group runs out of ideas, it evaluates those resulting from the 
brainstorming.



5. Select the best solution

In this step the group chooses the solution that seems to meet the criteria 
better than any other. As a means of accomplishing this end, these questions 
are helpful:

• What is the exact nature of each solution?

• How would it correct the problem?

• How well would it remedy the problem?

• How well does it satisfy the criteria?

• Would a combination of solutions be best?

Determining which of the proposed solutions is best is a decision-making 
process. 



6. Implement and Assess the Solution

• Implementing the solution requires some advanced planning, and it 
should not be rushed unless the group is operating under strict time 
restraints or delay may lead to some kind of harm. 

• It may be beneficial for groups to poll those who will be affected by the 
solution as to their opinion of it, or even to do a pilot test to observe the 
effectiveness of the solution and how people react to it. 

• Before implementation, groups should also determine how and when they 
would assess the effectiveness of the solution by asking, “How will we 
know if the solution is working or not?” 

• Since solution assessment will vary based on whether or not the group is 
disbanded, groups should also consider the following questions: If the 
group disbands after implementation, who will be responsible for 
assessing the solution? If the solution fails, will the same group reconvene 
or will a new group be formed?



Disadvantages of Group Problem Solving
The disadvantages of group problem solving can include:-
• Competition. Most people working in a group unconsciously perceive the 

situation as competitive. This generates behaviour which is destructive 
and drains the creative energy of the group. 

• Conformity. There is a strong tendency for individuals in a group to want 
to conform to the consensus. This can be for a variety of reasons, including 
the need to feel liked, valued or respected, and tends to make people 
censor their ideas accordingly. The comparative status of the individuals 
present also has an important influence. 

• Lack of objective direction. Most traditional meetings and group 
discussions convened to solve problems are ineffectively directed. 
Sometimes there is no effective leader to give direction to the discussion, 
with the result that it wanders aimlessly. Even when there is strong 
leadership, the group leader or chairman often exerts undue pressure on 
the direction and content of the discussion. 

• Time constraints. Group problem solving is a relatively slow process 
compared with working alone. It requires individuals to come together at 
an agreed time, usually for about one hour, and this can cause 
organisational problems as well as impatience amongst participants to 'get 
it over with' as quickly as possible.



Advantages of Group Problem Solving

The advantages of group problem solving can include:

• Greater output. Simply because of the number of people involved, each 
with differing experience, knowledge, points of view and values, a larger 
number and variety of ideas for solving a problem can be produced.

• Cross fertilisation. The exchange of ideas can act as a stimulus to the 
imagination, encouraging individuals to explore ideas they would not 
otherwise consider.

• Reduced bias. The shared responsibility of a group in arriving at decisions 
can. encourage individuals to explore seemingly unrealistic ideas and to 
challenge accepted ways of doing things. Group pressure can also 
encourage individuals to accept that change is needed.

• Increased risk taking. Shared responsibility makes individuals more willing 
to take risks. 



• Higher commitment. When goals are agreed it gives a common purpose 
to the group, within which individuals can gain a feeling of self-
determination and recognition through their contribution. Individuals who 
have contributed to finding a solution feel a greater commitment to its 
successful implementation.

• Improved communication. When people who are affected by a problem or 
who will be involved in implementation are involved in finding a solution, 
they will know how and why that particular solution was chosen. Also, 
people with knowledge relevant to the problem can communicate that 
knowledge directly if they participate in solving the problem.

• Better solutions. Groups of individuals can bring a broad range of ideas, 
knowledge and skills to bear on a problem. This creates a stimulating 
interaction of diverse ideas which results in a wider range and better 
quality of solutions.



Achieving Group Consensus



Group Consensus

• Consensus: A process of decision-making that seeks widespread 
agreement among group members.

• Group decisions made by consensus seek resolutions that are 
satisfactory to all group members and meet all of their concerns.

• Group members treat each other equally and solicit the input of 
all participants.

• Developing a consensus can be time consuming, and is thus 
more difficult to achieve when there is urgency, significant time 
constraints, or resource limitations.



How to Achieve ?

• In order to arrive at a group consensus, majority 
opinion holders must overcome any unwillingness of 
group members to accept a given choice.

• There are two formal techniques towards achieving 
group consensus, namely:

» Quaker Model

» Consensus-Oriented Decision-Making (CODM) Model



Quaker Model

• The Quaker model calls for members to refrain from 
speaking twice until after all group members have been 
heard from, the effect of which is to neutralize dominating 
personality types.

• Another key feature of the Quaker model is that it relies on 
a single person to act as the facilitator, or moderator, who 
makes sure the discussion flows according to an empathetic 
process.

• Members can be clear on the decision as it emerges, and, 
since their views have been taken into account, will be 
likely to support it.



Consensus-Oriented Decision-Making 
Model

• Another formal technique for consensus building 
comes from the CODM model.

• The CODM model outlines a process of how proposals 
can be collaboratively built with the full participation of 
all stakeholders.

• This model lets groups be flexible enough to make 
decisions when they need to, while still following a 
format based on the primary values of consensus 
decision making.



CODM (Contd.)

• It has seven key steps:

1. Framing the Topic

2. Open Discussion

3. Identifying underlying constraints

4. Collaborative proposal building

5. Choosing a direction

6. Synthesizing a final proposal

7. Closure



Achieving Consensus

This diagram shows a 
process of steps through 
which consensus can be 
reached, by starting with 
concerns that are raised, 
moving to a discussion, 
then a proposal, and then 
further testing for 
consensus.



GROUP DYNAMICS

• Group dynamics is the complex interplay of various 
interactive forces between members of a group.

• Group dynamics influences the attitude of members 
of a group, group performance and its long term 
survival.



The study of group dynamics can be useful in :

• Understanding decision making behaviour

• Tracking the spread of diseases in society,

• Creating effective therapy techniques

• Following the emergence and popularity of new 
ideas and technologies.



GROUP PROCESSES :

• Group process is the procedures followed by a 
group to perceive, approach, tackle and solve a 
problem.

• Group process techniques are employed by the 
teams to help arriving at a consensus without 
compromising the free flow of ideas, critical 
evaluation and quality of decisions.



BRAINSTORMING

Various steps in brainstorming are:

1. State the topic

2. Review by asking What? Why? How? When?

3. After getting a clear picture regarding the challenge 
or problem, each member of the group thinks for a 
couple of minutes.

4. Each member proposes his idea.

5. Ideas  are noted down (without discussing the 
merits and demerits).



MULTIVOTING

Steps involved are

1. Number each idea.

2. Combine similar items if the group agrees and re-
combine them.

3. Each member comes up his preferred ideas.

4. Lists are collected and consolidated.

5. Ideas with maximum votes are identified.

6. Repeat the procedure after discussion. Stop after 
the group reaches an agreement.



Nominal Group Technique (NGT)

• Moderator states and clarifies the problem.

• Each member thinks independently about the problem 
and writes the ideas.

• Moderator asks for the ideas in turn and records them 
on a flipchart or blackboard.

• Repetitions can be avoided. Proceed until all ideas are 
recorded.

• The group discusses and evaluates the merits of each 
idea.



• Each member selects 5 ideas and note them on card 
according to his/her priority.

• The moderator collects all the cards, record them 
and adds the scores in the tally sheet.

• The ideas that are ranked high by maximum member 
are chosen.



Advantages of NGT :

1. Free flow of ideas.

2. No peer pressure or pressure to confirm.

3. No domination by any person or subgroup.

4. Chances for clarification.

5. Constructive problem solving.

6. A sense of closure at the end.



GROUP v/s TEAM

Group

• Individual contributions

• Random skills

• Work toward common 
goal

• Not much involved in 
planning the goals

• Little scope for creativity

• Conflicts are common

Team

• Synergic contributions

• Complementary skills

• Total commitment toward 
common goal

• Members have helped in 
establishing common goals

• Opportunity for creativity

• Lessened chance of 
conflicts



Group

• More focus on individual 
rewards

• Less interdependence

• Leader controls the 
group

• Lesser coordination, 
lesser task orientation 
and lesser collaboration

• Lesser chances of 
appreciating others’ 
successes

Team

• More focus on shared 
rewards

• High interdependence

• Leader acts as facilitator

• Greater coordination, 
task orientation and 
better collaboration.

• Greater appreciation 
from team members



TEAM DYNAMICS

57

Team dynamics are the unconscious,

psychological forces that influence the direction

of a team’s behavior and performance. Team

dynamics are created by the nature of the team’s

work, the personalities within the team, their

working relationships with other people, and the

environment in which the team works.



TEAMS:
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DEFENITION-

Formal group comprising people interacting very closely

together with a shared commitment to accomplish agreed‐upon objectives.

TYPES OF TEAMS:

1. Problem‐Solving Teams

2. Functional Teams                                                                                                           

3. Cross‐functional Teams

4. Virtual Teams                                                                                                

5. Research and Development (R&D) Teams 

6. Self‐Managed Teams (SMT)                                   

7. Diverse teams



TYPES OF TEAMS
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• Problem‐Solving Teams

 Formed to deal with problems . Usually disbanded once the objective is 

achieved . 

• Functional  Teams 

 People are brought together by similar function. Members will have more 

or less the same skill set and their skills are combined to achieve more 

efficiency.

• Cross‐functional Teams

 A  team consisting of members from different functional departments. 

Using the skills, competencies, and experiences from diverse areas with a 

company can increase understandably, camaraderie, trust, and 

performance.

• Virtual Teams                                                                                                

 Technology has allowed teams to be connected as a team and accomplish 

work even as they are different sites . Management requires leaders being 

coaches, building trust, evaluating performance, and providing feedback.

• Research and Development (R&D) Teams                                                                    

 Used to develop new products. It is used most extensively in high tech 

companies. Skunk Works—R&D teams set up to expedite innovation and

creative new product designs.



• Self‐Managed Teams (SMT)                                   

 Small groups of individuals who are empowered to perform

certain activities based on established procedures and decisions

made within the team, with little to no outside direction. Before

implementing SMTs, organizations must be certain that such

teams are consistent with the organization’s:

i. Business requirements

ii. Values and goals

iii. Competencies

• Diverse teams

 Improve problem solving and increase creativity. It may struggle

in the short term but have strong long‐term performance

potential.
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Advantages/Disadvantages of Teams
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Advantages
1. Make better decisions, products/services
2. Better information sharing
3. Increase employee motivation/engagement

– Fulfills drive to bond
– Closer scrutiny by team members
– Team members are benchmarks of comparison

Disadvantages
1. Individuals better/faster on some tasks
2. Process losses – cost of developing and maintaining teams
3. Social loafing



What is team building?
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Team members and leaders must work hard to achieve 

teamwork. Team building helps in achieving  teamwork. 

Team building is a sequence of planned activities designed 

to gather and analyze data on the functioning of a group and 

to initiate changes designed to improve teamwork and 

increase group effectiveness.

How team building works?

Team building works through a five step process.

1. Problem or opportunity in team effectiveness.

2. Data gathering and analysis.

3. Planning for team improvements.

4. Actions to improve team functioning.

5. Evaluation of results.



Characteristics of Effective Teams
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1. Clear unity of purpose

2. Clear performance goals

3. An informal, comfortable, relaxed atmosphere

4. Participative discussion

5. Freedom of feelings and ideas

6. Positive perceptions of disagreement

7. Frequent, frank and comfortable criticism

8. Shared leadership

9. Increased employee motivation

10. Higher levels of productivity

11. Increased employee satisfaction

12. Common commitment to goals

13. Expanded job skills

14. Organizational flexibility.



Creating Effective Teams
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Key Team Roles

Belbin proposed that effective teams are composed of members that serve

unique functions and roles

• Leadership Function:

leader – responsible for overall performance

shaper – directs the teams effort, imposes shape to team activities

• Work Production Function:

worker‐ devices practical working procedures & carries them out

creator – invents new ideas/strategies, addresses problems in a creative way

completer‐finisher – gets things done quickly, works on urgent issues

• Team Maintenance Function

team facilitator – fosters a sense of team spirit, helps with communication

monitor‐evaluator – analyzes problems, helps team to stay focused on the

task

• Liaison Function

resource investigator – deals with external contacts.
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Roles played by team members  Margerison and Mc Cann (1990)

1. Creator‐ Innovator‐ Initiates creative ideas

2. Explorer‐promoter‐Champions ideas after they have been initiated

3. Assessor‐ developer‐ Offers insightful analysis of options

4. Thruster‐Organizer‐Provides structure

5. Concluder‐producer‐Provides direction and follow through

6. Controller‐Inspector‐Examines details and enforces rules.

7. Upholder‐maintainer‐Fights external battle

8. Reporter‐Adviser‐Encourages search for more information

9. Linker‐ Coordinates and integrates

Creating Effective Teams Contd…..



Teams for Enhancing Productivity
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Team members who work effectively with one another have

the capacity for increased productivity. Successful teams

comprise members who have an understanding of their own

roles in the group and an understanding of the

responsibilities of their teammates as well. Working in a

collaborative fashion, effective teams have the ability to

agree on strategic plans, divide work equitably and work

together to develop new ideas and concepts.

To increase productivity:

1. Forming the Right Team

Work environment where teammates are amicable toward one another has the 

potential for increased productivity.
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2. Providing Appropriate Direction

For a team to be effective and increase its productivity, it must have solid

project direction from its superiors. Depending on the nature of the

assignment, a manager might opt to designate specific tasks to individual team

members, taking into considerations the individual strengths and performance

backgrounds of team members.

3. Accountability

One of the best ways to increase productivity through team effectiveness is for

team members to create a system in which each person is held individually

accountable by the group. Creating an internal system of checks and balances

will ensure that each team member is pulling his weight, contributing

equitably to the workload and meeting all pre-established deadlines.

4. Team Support

Just as team members should be accountable to one another for performance

outcomes, teams that effectively support other members can increase

productivity as well. When team members self-assign tasks that each is best

suited for, it leads to a team dynamic in which each individual is using his

own strengths and talents for the betterment of the group, leading to increased

productivity and quality of product.

Contd….



Virtual Teams
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Teams whose members operate across space, time, and

organizational boundaries and are linked through

information technologies to achieve organizational

tasks

Increasingly possible because of:

– Information technologies

– Knowledge-based work

Increasingly necessary because of:

– Organizational learning

– Globalization



Virtual Team Success Factors
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 Member characteristics

– Technology savvy

– Self-leadership skills

– Emotional intelligence

 Flexible use of communication technologies

 Opportunities to meet face-to-face



MANAGING TEAM 

PERFORMANCE  & 

MANAGING CONFLICTS IN  

TEAMS



TEAM PERFORMANCE MANAGEMENT

• Team Performance Management (TPM)  is the 
continuous process of evaluating the effectiveness of 
the team and varying and adjusting the different 
factors that have a bearing on a team performance.

• Performance of a team is directly related to both 
individual performance and how the individual 
contributes as part of a team.

• There is a distribution between conventional team 
building exercises and team performance 
management (TPM).



• The assumption behind the former is that is 
that the team building activities will somehow 
enhance team effectiveness.

• Team performance management (TPM) refers 
to following an ongoing and well structured 
process specifically targeted to identify, 
quantify and modify the factors that affect 
performance.



TPM CYCLE

• The diagram below shows the different steps 
in a team performance management cycle.

The ‘DO’ Phase

Put plan into action .

Track or monitor 
performance

Provide continuous 
feedback.

The ‘ ADJUST’ Phase

Adjust goals , strategy 
etc. Based on feedback.

Provide training for 
increasing performance.

The ‘RATE & REWARD ‘ 
Phase

Assess completion of 
objectives / tasks.

Rate and reward 
performance.

Learn from experience.

The  ‘PLAN’ Phase

Clarify expected results

Decide upon evaluation 
strategy

Set goals and direction



DECISION MAKING IN TEAMS & GROUPS
• Following are the common methods for a team 

to arrive at a decision or single out a solution 
from among various potential alternatives.

 Group consensus – member coming to a general 
agreement.

 Majority vote – opinion  of the majority of 
members is accepted.

 Expert decision – an expert or expert committee 
takes the decision for all.

 Decision by authority – leader select the best 
solution.



ACHIEVING GROUP CONSENSUS

• Helps the team to see the solution from all 
angles and most importantly there would be 
ownership.

• Consensus is a general agreement or a 
collective opinion.

• The team discuss the subject until each agrees 
to the decision.

• Some may be staunch advocates of the 
particular solution.

• Some may not be so much enthusiastic.



• Everyone will come around to the positive side 
of agreeing.

• An effective method is to ask all the members 
to rank the various solutions available based 
on merit as perceived by each individual 
member.

• After that the group makes a single list by 
discussing the pros and cons.

• When someone vouches for a particular 
decision, he should clarify the reason behind 
that to convince others. Achieving group 
consensus is easier with teams having 
professionals as members.



BUILDING & MANAGING SUCCESSFUL VIRTUAL TEAMS

• A virtual team is constituted by people 
working together, albeit remotely in various 
geographic locations, connected together by 
digital channels of communication.

• The team coordinates its work by interacting 
over phone and internet.

• E-mails, phone calls, teleconferencing, 
software that permits collaborative work etc. 
Are some of the tools used.



Advantages of Virtual Team includes

 Getting the best person for the role , 
irrespective of where they stay

 People working indifferent time zones can 
ensure 24 x 7 customer support.

 Team members have greater flexibility and 
can have better work life balance.4

 Women have more opportunities as they can 
work from home



Key factors in building and managing 
successful virtual teams include

 NEW PERSPECTIVES IN HUMAN RESOURCE MANAGEMENT

oVirtual employees feel less like part of the 
organization than in house employees.

o Management should make sure that this does 
not grow into a lack of sense of belonging. This 
can be done by fostering communication.

o To keep the level of motivation of virtual team 
member, the management can solicit his/her 
opinion frequently and communicate all 
relevant information promptly.         



o The sense of camaraderie among the in- house 
employees usually contribute to greater teamwork 
and coordination.

o But Virtual team , being devoid of face to face 
interaction ,poses certain challenges in this 
regard.

o Also a virtual employee may lack the natural 
advantages of an in- house employee such as 
greater visibility , proximity to higher management 
etc.

o Management should keep this in mind while 
taking career decision (promotions etc.).                   



A STRONG SUPPORT MECHANISM

o As most of the virtual team members are likely to 
work alone, they are at a disadvantage when it 
comes to asking for help or advice from 
colleagues.

o This should be addressed by putting in place a 
reliable support network.

o Also Virtual team members should be provided 
with all the hardware, software and connectivity 
that is available for other regular members, if not 
more.

o A system for maintenance and troubleshooting 
must also ensured.



BETTER INFORMATION MANAGEMENT SYSTEMS

o Details of work assignments , scheduling and 
sequencing of tasks within a project , workload 
tracking etc assume greater significance in a 
virtual context.

o Management must make sure that the 
information flow up and down the organization 
includes the virtual team members also.



COACHING, LEARNING AND DEVELOPMENT

o Initial coaching and training of virtual team 
members before on- boarding is best done in 
person.

o Once they start working as virtual team members, 
remote training programmes can be organized.

o Online seminars , group discussion , classes etc. 
need to be arranged on a regular basis.

o The more learning resources a virtual team has at 
its disposal, the better.



EFFECTIVE LEADERSHIP
o The leadership must be able to handle the 

complexities of managing a virtual matrix of talents, 
tasks and deadlines.

 ACCESS TO ELECTRONIC AND COLLABORATIVE TECHNOLOGIES

o Virtual team members do not have the luxury of 
getting together in a conference room and discussing 
a new plan.

o They cannot physically share files , documents etc. 
And think together .

o Online collaboration tools help in file sharing, 
organizing tasks , assigning duties , adding notes, 
automating actions , screen sharing, managing 
documents and video collaboration.



o Some of the online applications are Squiggle 
(video), Drop box (file sharing), Google Docs 
(document management), Skitch (screenshot 
sharing), Trello (project and task management) 
etc.

CHANGING THE ORGANIZATIONAL CULTURE

o Remote employees, virtual and cross –
functional teams , work from home etc. Are fast 
popular. 

oThis tends to influence the organizational 
psyche .Managers should be able to sense and 
guide the changes it will bring to the 
established organizational culture.



EFFECTIVELY MANAGING TEAM CONFLICT

• Successful managers can effectively manage 
conflict. This ability is considered  a core 
competency and is required of managers who 
want to grow and advance. Unfortunately, it is 
also one of the most difficult skills a manager 
can develop.

• conflict can be defined as a serious 
disagreement over needs or goals . Conflict 
behaviour or symptoms includes ,



• Not completing works on time or to quality goals

• Not returning phone calls or emails

• Not responding to requests for information

• Finger pointing

• Not attending required meetings

• Absenteeism

• Gossip

• Passive/aggressive behaviour

• Hostility

• Complaining

• Verbal abusing



• Each , behaviour by itself , does not 
necessarily indicate conflict. People don’t 
always complete work on time or answer all 
phone calls.

• Sometimes they miss meetings. These 
individual behaviour might be acceptable-
unless a behaviour is taken to an extreme and 
causes severe or irreparable damage.

• An extreme example might be poor 
performance , including not meeting work  
goals over a period of time that has an impact 
on team performance.



HOW TO DEAL WITH CONFLICT QUICKLY & EFFECTIVELY

• Attack the problem , not the person.

• Focus on what can be done , not on what 
can’t be done.

• Encourage different points of view and honest 
dialogue.

• Express feelings in a way that does not blame.

• Accept ownership appropriately for all or part 
of the problem.

• Listen to understand the other person’s point 
of view before giving your own.



• Show respect for the other person’s point of 
view.

• Solve the problem while building the 
relationship.

• When conflict arises during a team meeting , 
it is important to address it as soon as 
possible.

• If the conflict has nothing to do with the topic 
at the hand, defer it to a later time.

• If conflict gets extremely overheated , take a 
break and let everyone cool off.



Working Together in Teams 

&

Team Decision-making



Introduction

• Teams are particularly effective in problem solving as 
they are comprised of people with complementary 
skills. These complementary skills allow team members 
to examine issues from various angles, as well as see 
the implications of their decisions from a variety of 
perspectives.

• In essence, teams make decisions using problem 
solving techniques. Thus, the process largely rests on 
the selection of a course of action following the 
evaluation of two or more alternatives.



Working together in Teams



Stage 1: Forming

This stage is characterized by introductions and 
socializing activities. 

• Attempts to define the mission and decide how it will 
be accomplished 

• Attempts to determine acceptable team behavior and 
how to resolve problems within the team 

• Discussion of symptoms or problems not relevant to 
the task; difficulty in identifying relevant problems 



Stage 2: Storming

This stage is characterized by individual 
assertiveness, hidden agendas, conflict, and 
discomfort. Significant role negotiation is the 
undercurrent. 

• Arguing among members even when they agree 
on the real issue

• Defensiveness and competition; factions and 
“choosing sides” 

• Establishing unrealistic goals 

• Expressing concern about excessive work 



Stage 3: Norming 

The team begins to refocus on their task or objective 
and to develop a team spirit. Leadership may be shared 
among group members. Problems are addressed as 
mutual rather than individual. Real progress toward the 
team’s objective is made. 

• Attempts to achieve harmony by avoiding conflict 

• A sense of team cohesion, a common spirit and goals 

• Establishing and maintain team methods and 
boundaries. 



Stage 4: Performing

Members feel high morale within the team, loyalty 
to the team, and an identity that may be represented 
by a logo or name. Members may participate equally. 

• Ability to prevent or work through team problems 

• Close attachment to the team 

• Constructive disagreement used to resolve 
conflicting issues and ideas 



Steps in Team Decision-making

1)  Recognize the problem.

Teams must see and recognize that a problem exists and 
that a decision needs to be made to move forward. 

2)  Define the problem. 

• State how, when, and where members became aware 
of the problem 

• Explore different ways of viewing the problem –
different ways of viewing the problem can lead to an 
improved understanding of the ‘core’ problem 

• Challenge any assumptions that are made about the 
problem to ensure that the team fully sees the ‘real’ 
issue at hand. 



3) Gather information. 

Once the problem has been defined, teams need to gather 
information relevant to the problem. 

4) Develop Alternative Solutions.

Some ways to generate alternatives include: 

• Brainstorming. During this process teams are encouraged to 
come up with as many ways as possible to solve the problem at 
hand. It can help generate creative solutions to problems.

• Ask Questions. Network with colleagues internal and external 
to the organization to get their ideas and suggestions. 

• Explore. Read journals/books, go to networking functions, and 
attend conferences etc. that cover similar issues. 



5) Select the BEST alternative. 

For this element to be effective, we need to consider both 
rational and human elements:

o Rational Elements:-

1. Analyze the problem 

2. Determine the desired end state. Here teams need to 
clearly define what success looks like. 

3. Evaluate alternatives against the desired state. Here 
teams discuss the merits of each alternative and the extent 
to which each can move the team to the desired state. To 
help on this step, some teams rate each alternative on a 
scale of 1 to 5 where 1 is low and 5 is high. 

4. Discuss potential adverse consequences of each 
alternative. Here teams need to discuss the potential 
downsides of the options 



o Human Elements:-
1. Active listening. 

• Pay attention to the dialogue and anticipate where the 
conversation is going; 

• Objectively weigh out what’s been said; 

• Try to understand what the other person is saying; and 

• Review and summarize what has been said. 

2. Supporting each others’ ideas.

 Assume that others have valid points; 

 Point out the useful aspects of what has been said; 

 Build on these useful points; and 

 Avoid unnecessary criticism. 



3. Are comfortable presenting differing 
views. 

• Clearly state your differing view; 

• Focus on the reasons for the differences; 
and 

• Treat differences as a source of ideas rather 
than a source of interpersonal conflict. 

4. Participate. 

To fully take advantage of the 
complementary skills present in a team, all 
team members must participate.



6) Implement the best alternative. 

Once the alternative has been chosen, the team 
needs to implement its decision. This requires 
effective planning as well as communicating the 

decision to all the stakeholders that may be 
impacted by this decision.

7)  Evaluate the outcome. 

Remember that teams and team building is a 
learning process. It is critical that the team 
examine whether the proposed plans of action 
were achieved in an effective way and resulted in 
positive outcomes. 



Attributes of Effective Teamwork

• Commitment to team success and shared goals - team 
members are committed to the success of the team and their 
shared goals for the project. Successful teams are motivated, 
engaged and aim to achieve at the highest level.

• Interdependence - team members need to create an 
environment where together they can contribute far more 
than as individuals. A positive interdependent team 
environment brings out the best in each person enabling the 
team to achieve their goals at a far superior level. 
Individuals promote and encourage their fellow team 
members to achieve, contribute, and learn.



• Interpersonal Skills - includes the ability to 

discuss issues openly with team members , 

be honest, trustworthy, supportive and show 

respect and commitment to the team and to 

its individuals. Fostering a caring work 

environment is important including the 

ability to work effectively with other team 

members.

• Open Communication and positive 

feedback - actively listening to the concerns 

and needs of team members and valuing their 

contribution and expressing this helps to 

create an effective work environment. Team 



• Commitment to team processes, leadership & 

accountability - team members need to be 

accountable for their contribution to the team 

and the project. They need to be aware of 

team processes, best practice and new ideas. 

Effective leadership is essential for team 

success including shared decision-making 

and problem solving.



Team Culture and Power

Team culture is determined by how everyone in the team interacts 

with each other or culture is the way that an organization “does 

business”.New team members  gradually  absorb the culture 

without  being  taught.

Steps for cultivating strong relationships in the practice

1. Diagnose the current state of your team culture

2.    Discuss the results and brainstorm possible improvements



3.Create a staff compact as a group

4.Create opportunities for team communication throughout the 

day

5.Meet regularly

6. Strengthen the team by focusing on individual development

7.Get to know your team members

8.Teach leaders to be mentors, not managers

9.Create an environment that supports continual learning



Diagnose the current state of your team culture

• Use surveys to gauge the health of your team culture. Make it 
clear that the survey is anonymous and that it will be used to 
improve the practice. These surveys should never be used to 
blame or punish any individual or group. Once the surveys are 
complete, share the results with the whole practice. Some 
practices may post the findings in a common area so team 
members can review and start to think about opportunities for 
improvement.

Discuss the results and brainstorm possible improvements

• This can be as simple as asking people what results they think 
the group should work on and/or what they can do to improve 
in those areas.



Create a staff compact as a group

• A staff compact is a written document that details how 
staff should treat each other. Everyone in the practice 
contributes to the staff compact. The process of creating 
the compact can be more important than the final 
product. The staff will be more invested in and live by the 
compact if they are involved in its creation. The process 
of drafting a staff compact strengthens the team by 
focusing them on values at the core of the practice's 
culture. Annually updating the compact gives the 
opportunity to make appropriate changes and to involve 
new team members in making the compact their own.



Create opportunities for team communication

throughout the day

• Co-location (seating team members near each other), 
morning huddles, warm handoffs, end-of-day debriefs and 
weekly team meetings can all strengthen working 
relationships and build team culture.

Meet regularly

• Regular team meetings that take place weekly or every other 
week will make a huge difference in the culture of your 
practice. It will improve relationships and productivity, and it 
will make the importance of building and improving the team 
more apparent.



• Meetings should be scheduled and an agenda should be 
distributed in advance. Assign one team member to lead the 
meeting, one to act as a timekeeper to keep the meeting 
focused and one to act as a recorder to take notes on the 
discussion. Meeting time is for building relationships as well 
as discussing and solving problems. Be prepared to protect 
your meeting  time from other interests and maintain this 
dedicated time to communicate with your team.

Strengthen the team by focusing on individual 
development

• People thrive in work environments where they can continue 
to learn and grow. Be mindful of creating opportunities for 
staff to take on new responsibilities. Let them know about 



• The goals for advancement for the upcoming years. Knowing 
these goals helps them map out a plan to reach them. 
Individuals who know their team is invested in them will be 
more engaged in their team and their work, leading to better 
performance.

Get to know your team members
It may seem obvious, but getting to know your team members 
is a simple way to strengthen team culture. Simple methods 
to learn more about your colleagues and improve team spirit 
include:

• Celebrate birthdays, work anniversaries, a new team member 
joining and a team member's promotion or retirement

• Celebrate your local sports teams—including letting people 
break the dress code and wear shirts with logos of their 
favorite team

• Celebrate holidays(etc..)



Teach leaders to be mentors, not managers

• Leadership plays a significant role in setting the tone for the 
culture of the practice. Successful team cultures promote 
leadership that emphasizes teaching and mentoring over 

traditional management structures.

Create an environment that supports continual 
learning

• Continuous learning and identification of opportunities for 
improvement in the work will help the team grow and evolve 
together, thereby strengthening the team culture.



Team power

• Trained, diverse, and mature work teams address problems 
better than individuals or other groups. From training and 
experience they dig deep for the root causes. Diversity brings 
logical, emotional, and intuitive intelligences to bear on an 
issue. Solutions are often simple, elegant, and effective. 
Competent work teams make better decisions for the same 
reasons.

• Motivation is superior with teams, especially Self Directed 
Work Teams. Think of your feelings while on a winning sports 
team to appreciate this power. Teams appeal to the higher 
motivators. They satisfy cravings for social interaction, 

esteem, and self-actualization .



• Excellent coordination is also evident in work teams. This is 
especially important where multiple, sequential tasks take 
place. The sports analogy applies here as well.

• The power and effectiveness of work teams can be a strategic 
advantage in business.



Team Leader Development

• Team leadership represents one of the characteristic of 
effective team performance. Most teams contain certain 
individuals who are primarily responsible for defining team 
goals and for developing and structuring the team to 
accomplish these missions.

Effective leaders should:

• Facilitate, encourage and participate in improvement efforts 
alongside team members and patients

• Communicate clearly and keep all team members on the same 
page and moving in the same direction



• Demonstrate humility and show interest in their team 
members. Most members of the team have something to 
share or give, and there is always more to learn

• Teach, guide and coach patiently and with clarity

• Build day-to-day processes loosely to give the team flexibility 
to do their work most effectively, but protect and foster the 
processes that determine your culture

Leaders can teach staff how to give positive, actionable 
feedback.

• In general, feedback that reinforces and encourages positive 
behavior is more effective than negative feedback



• Give positive feedback in public so that other team members 
can learn by example. Shout-outs at team meetings are a 
good forum for giving positive feedback. Use caution with this 
approach, however, because team members who are 
infrequently mentioned could become less engaged.

• Give negative feedback constructively and in private. The goal 
of negative feedback is not to embarrass or shame the person 
receiving it, but to help them improve

• All feedback should be timely

Consider spending time with your team observing their work.

Ask how things are going, how you can help, and use the

feedback to find areas in need of improvement.


