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Abstract

The journey to thrive competitively in the millenium will demand teamwork.
Historically, corporate America has had difficulty implementing teams to drive
performance. In theory building effective teams seems easy but in reality putting this
knowledge into practice that changes behavior and fosters learning is a difficult challenge
for corporations today. Through a series of 13 interviews this study benchmarks both the
service and manufacturing industry to identify the characteristics about what comprises
an effective team in organizations today, how their organizational design impacts team
development and the different ways that people learn, think about and understand teams
in organizations.

Developing a team-based learning organization requires implementing a systems
approach that focuses on its leadership, cultural environment, process management,
change management and knowledge management. Change leaders, continuous learning,
constant communication and total commitment throughout the continuum is required to
sustain the teaming journey. In an environment of constant change, organizations must
have perseverance and courage to stay on course with the evolution of teams. As a result,
they can expect rewards in both their profit margins as well as in creating an

organizational culture that values people.

Key Words: team, teamwork, learning, performance, culture, leadership, benchmark
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Chapter 1

Introduction

As quoted by Peter Senge, “In the long run, the only sustainable source of
competitive advantage is your organization’s ability to learn faster than its
competition” (Senge, 1994, p.11). This commitment to continuous learning by an
organization is crucial to its long-term success. Learning organizations that survive into
the millennium will characteristically be clear in their vision, culturally adaptable and
sensitive to the impact of the global environment. They recognize that their employees
are their key resource to creating an enduring competitive advantage. Technology can be
copied, lucrative markets will draw competitors and profitable products will eventually
lose their appeal but motivating and developing our people can unleash talents and
produce behaviors to drive business strategies and produce desired outcomes. People
have become the lifeblood and human capital of organizations.

The synergistic impact of combining individuals together to create ideas and solve
problems virtually exceeds what one individual can produce alone. This concept is the
basis for organizations to implement teams (Katzenbach & Smith, 1993).

Another crucial element for survival in today’s marketplace is an organizations
ability to adapt to the rapid and constant pace of change in the environment. As
organizations downsize, and are required to produce quality with fewer resources, people
are required to work together more efficiently. Leaders must demonstrate true leadership
as they confront an environment of constant change. Leaders of organizations are

choosing to transform the culture of their organizations from a traditional structure to a



team-based organization to more effectively deal with these changes. Research has
shown that teamwork can increase quality, process techniques, productivity and
employee satisfaction. Teams are a vehicle to continuous improvement efforts as they
learn to compete against their own best performance to drive quality products and
services to meet and exceed the customer’s satisfaction.

What paradigm shifts will be necessary to change to a team-based environment?
Leaders must know how to effectively manage change. Organizational leaders must
envision their future, define the mission, adapt the culture and provide the necessary tools
and skills to make it happen as well as believe in and model the overall capacity of the
organization. Management goals must continually improve processes and drive
behaviors that support their business strategies. An environment that is safe and
conducive to team building and creative learning is essential.

To survive and become an effective team-based organization during the nineties
businesses must recognize the need to shift paradigms as a part of this success equation.
Developing teams alone is not enough. The leader must plan and envision how teams
will impact their organizational design and what systems will need to be aligned to
ultimately attain the needed business outcomes. This includes defining quality and
continuous improvement initiatives to encompass both quantitative and qualitative
measures, timeliness, and use of resources and leadership involvement. A socio-technical
approach combines the development of the human element with technical skills to create
a learning environment for empowered teams. Organizations must recognize that quality

never ensures their future because today’s excellence is only tomorrow’s mediocrity.



In addition, how organizations view their employees will make a difference. With
a teamwork approach, organizations must move from a do as you’re told mentality to
think for yourself. The goal is to have employees act like business owners. We need to
develop and utilize their talents and skills to empower them both individually and as part
of a team to make decisions that are best for the customer and best for business. Tapping
people and using teaming as a resource will require organizational change.

How does an organization determine if teams will work for them? What will a
team-based structure look like and will it be more effective than the traditional model?
What type of leadership is needed to effectively change the culture of an organization to a
team-based environment? How do we define effective teams and measure their
performance? How does management create an environment that supports team building
and creative learning? Will teaming meet the organization's expected business
outcomes? These are questions that businesses approaching the 21% Century should be
asking in an effort to remain competitive in the marketplace. Constant change is a
permanent part of business today and survival will depend on how companies maximize
their present performance and create their future. Once organizations enter this quality
race they must realize that there is no finish line. Critical tools for organizations to
incorporate will include blending team work, quality standards, and continuous
improvement methods into a process that is modeled from the top down and flows from
the bottom up. Participative management will foster this transition into a quality model
of continuous improvement. Commitment to this process at all levels of the organization

is essential to succeed.



Problem

The concept of team-based organizations is not new. If the team approach is
working, why has it taken so long for the team concept to be introduced in organizations
in the American work force? Why do teams work in some organizations and not in
others? The answers to these questions may help organizations survive the challenges of
a rapidly changing marketplace.
Purpose

This qualitative study will investigate the characteristics about what comprises an
effective team in organizations today, how their organizational design impacts team
development and the different ways that people learn, think about and understand teams
in organizations. The goal is to provide its leaders with the knowledge and experience
needed to create a culturally diverse environment that continually supports team building
and creative learning. As the speed of change accelerates and marketplace competition
tightens, organizations must actively seek more efficacious business practices.

The intent is twofold:

1. To determine what employee skill sets and technical processes need to be
developed to create and sustain an effective team.

2. To analyze the design of the organizational model including its leadership,
culture, people, customers, and processes to align a systemic system that
fosters teamwork.

If it is possible to identify these key components the probability of comprising an
effective team-based learning organization will be greatly enhanced and ultimately can

create a competitive advantage. It also may discover conditions that may facilitate the



transition from one way of designing teams to a qualitatively better perception of this
reality.
Significance

Maximizing resources is a key element to remain competitive in the marketplace.
It is a known fact that people are the number one asset to any organization.

“If you want one year of prosperity, grow grain.”

“If you want ten years of prosperity, grow trees.”

“If you want one hundred years of prosperity, grow people.”

Chinese Proverb (Tjosvold & Tjosvold 1991, p.71).
This study may provide organizations with an expanded purpose; to design teams that
will collectively tap employee skills and creativity to service customers, produce quality
products and increase profits. It will also be an incentive for organizations to proceed
with the teaming concept once they recognize that the presence of these core human
elements and technical processes may increase the success of teams in their organization.
The study will benchmark teams and organizations will learn to recognize the obstacles
that may incur and the successes they may prosper from. Lastly, it will hopefully
reinforce to organizations the benefits of adopting a team-based system in their quest for
survival. It is also crucial for their future leaders to recognize that teams are only one of
the many tools needed to create a successful organization. It is the creative blend and
timely use of these tools that produces the quality processes that is unique to remaining

competitive.



Definition of Terms

Learning Organization: An organization that is continually expanding its capacity to
create its future (Senge, 1990, p.14).

Culturally Adaptable: The ability to adjust the shared beliefs and values of an
organization that guide employee decision making and behavior in the firm (Heskett,
Sasser, & Schlesinger, 1997).

Effective Team: A team that is able to achieve quality by studying and constantly
improving processes and systems so that the final product or service delights the
customer (Scholtes, Joiner, & Streibel, 1996, p.1-7).

Team-Based Organization: Uses teams to perform the core work of the organization to
turn knowledge and raw materials into products and services that customers value
(Mohrman & Mohrman, 1997, p.1-2).

Phenomenography: A research approach designed to answer certain questions about
thinking and learning. Phenomenography is a research method for mapping the
qualitatively different ways in which people experience, conceptualize, perceive and
understand various aspects of, and phenomenon, in the world around them (Sherman,
1998, p.141).

Phenomenology: Concerned with the relations that exist between human beings and the
world around them. Its basic tenet is that all knowledge is rooted in our immediate
experience of the world (Sherman, 1998, p.144).

Andragogy: The art and science of helping adults learn (Ingalls, 1976, p.140).
Kaizen: A Japanese word meaning continuous improvement. The Kaizen philosophy
assumes that our way of life-be it our working life, our social life, or our home life-
should focus on constant-improvement efforts (Imai, 1998, p.1).
Summary

A case is being built for why organizations have reason to consider this journey.
To be a proactive leader and a progressive organization it is important to always question

what is being done well today that could be done better tomorrow. The paradigms

presented in leadership and organizational change should elicit the desire to find solutions



to the challenges we will face in the future. It is a natural process to find purpose in
solving a problem once it is recognized. The outcome of problem solving is the potential
for creative solutions to be born. What is discovered and learned will only become
known through the experience itself. The choice to survive and move into the

millennium may depend on whether this journey is pursued.



Chapter 11

As corporate leaders consider introducing teams as a part of their organizational
culture, they will need to gain personal knowledge of the subject matter and learn from
actively listening to the experiences of other organizations using teams. The journey
begins with a study of the evolution of teams and how and why they are continuing to
evolve. This includes defining and building teams as a means to produce performance.
As a structural component of organizational design teams will impact the alignment of all
systemic processes including selection, training, performance measurement and
recognition. Integrating a systems approach and capitalizing on people are discussed as
the key assets to team empowerment. The team approach requires real change leaders
who recognize that they first must change themselves before they can expect to mentor
others. Successful leaders are models who coach, provide support and establish
commitment at all levels of the organization. With the rapid speed of change and time
restraints, benchmarking teams becomes a critical tool to learning and building on others
experiences. Finally, transitioning to a team-based organization involves keeping abreast
of future trends and continuously learning new leadership approaches to motivating
teams and driving performance.

Team Basics

It is important to start by defining the meaning of a team. Individuals each have
their own mental model of what they believe constitutes a team, based on their
experience and use of this term. Many people associate teams with sports and have had

both positive and negative experiences with coaching styles, and team dynamics. Some



associate any group of individuals who work together a team. Others view marriage or a
family unit as a team.

An individuals reference point for teams and past experience conjures thoughts
which may be beneficial, indifferent or nonproductive. Some feel threatened because of
their loss of autonomy and fear of exposure. Others believe teams are dynamic and a
vehicle to generate multiple ideas to solve a problem or develop a program.

Since many semantics for teams exist, a mutual clear definition of our reference
for team may initially be helpful. “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” (Katzenbach & Smith,
1993, p.45). Each phrase highlighted in italic represents a discipline that is essential to
obtaining the extra measure of performance results that real teams can deliver. The depth
of our use of the term” team” will encompass perceiving teams as a discipline that once
applied will produce both teams and performance. We want to focus our energy on what
teams do for organizations as opposed to what they are called. The team is the means and
the end is performance.

A source of confusion for many organizations, is differentiating between working
as a group and working in teams? Often times groups use the language of teams but their
behavior does not demonstrate teamwork. The following Table 1 illustrates these key

differences.



Table 1

Key Difference Between Groups and Teams

GROUPS

TEAMS

Think they are placed together for
administrative purpose only

Have been coached to think of themselves
as an interdependent

Work independently and sometimes at
cross purposes, members attempt personal
gain at expense of team; turf wars not
uncommon

Are held accountable for team moral:
Perceive behaviors which promote
constructive attitudes and team welfare as a
priority

Approach their jobs as hired hands;
Not allowed to help establish goals

Feel ownership for their jobs and team
because they are allowed to establish goals

Are told what to do and how to do it;
Suggestions are not encouraged

Are asked to apply their unique talents and
knowledge to team objectives

Distrust each other’s motives; roles have
never been clarified; disagreements seen as
personal attacks

Work in a climate of trust and open, lively
communication; accept that different roles
enable different perspectives and enhance
problem solving

May play games and set traps to harm
others’ credibility; real understanding not
possible

Are open and honest because leader is open
and honest; information is not hoarded;
explanations are freely given

Find themselves in conflict situations they
don’t know how to resolve; supervisor
puts off intervention until serious damage
1s done

Have been trained to turn conflict into an
opportunity to generate new ideas and
deepen relationships

Do not participate in decisions affecting the
team; conformity, not results is the desired
outcome

Make good decisions on their own because
coach has gradually increased team
authority as their competence and
experience has grown

Note. From handouts of “Principles of Team Building,” presented by R. Briggs, and S.

Nettles-Lechebo, (October 14, 1998), United Way of Greater Rochester 16" Annual

Community Conference.

Are there times when group work is preferable to teamwork? A working group

can get the job done when the performance challenge can be met entirely through the

combination of individual responsibilities and contributions as opposed to a team whose

10



specific performance objective requires collective work and real time integration of
multiple skills and experiences. Working groups are preferable when sharing information
and best practices and in trying to advance individual performance. The model of the
organization of the future will be based on the premise that teams surpass individuals as
the primary performance unit in the company (Katzenbach & Smith, 1993).
Team Development

Theory about teams is easy to discuss and to discover but the practice of forming
and implementing teams is a complicated task. Members must put their personal agendas
aside and be fully committed to contributing to team goals. There needs to be a balance
between the demands of their own jobs and their team involvement. Members must learn
to accept personal differences and be willing to build on each others strengths. A team
that works well together can focus on solving problems, making decisions by consensus,
developing processes and getting the task done. It is important to recognize that team
development is a process that is always evolving. The five stages of team development
and their characteristic themes and behaviors are shown in Table 2. Teams cycle through
these stages and it is important to understand and accept it with an attitude that will
cultivate patience. As teams recognize these stages they can become proactive and learn
when and how to avoid or work through group problems. Members must be willing to
deal with conflict and develop problem solving skills. Teamwork involves learning to
make decisions by consensus whereby all the members find a common ground. Everyone
puts their ideas forth and the result is often better than any one idea that was constructed

at the beginning. Arriving at consensus may not be your first choice but it is a decision

11



everyone can live with and they understand why it is best (Scholtes, Joiner, & Streibel,

1996).

Table 2

Stages of Team Development: Themes and Behaviors

BEHAVIOR
STAGE THEME TASK RELATIONSHIP
FORM Awareness Orientation Dependency
STORM Conflict Resistance Hostility
NORM Cooperation Communication Cohesion
PERFORM Productivity Problem Solving Interdependence
ADJOURN/REFOM Separation Closure Celebration

Note. From handouts of “Principles of Team Building,” presented by R Briggs and S.

Nettles-Lechebo, (October 14, 1998). United Way of Greater Rochester 16" Annual

Community Conference. Courtesy of SkillPath.

Along with the process of developing teams to accomplish tasks comes the

mastery of people skills. Skills are acquired by combining knowledge with experience.

A successful team will have members who are motivated and willing to change, and can

improve their attitude, develop loyalty and trust, communicate clearly, listen carefully,

respect differences, allow equal participation and commit to continually learning and

improving the team dynamics (Scholtes, Joiner, & Streibel, 1996).

Organizational Team Building

How many organizations actually “walk the talk™ in regards to work teams? Do

they say they utilize teams and believe in teamwork yet do little or nothing to ensure that

they are functioning effectively? Is team building important to companies across the

United States? In a survey of about 200 companies, conducted as part of a research

program referred to in the book, Team Building, it was found that a vast majority of U.S.

companies do report that team development is important to the success of their




organizations. However, at the same time it also became apparent that a significant
number of companies tend to neglect team building. In addition, the majority in the
survey felt that top management was not fully committed to developing effective teams.
The result is that many U.S. managers seem to have mixed signals about the importance
of teamwork (Dyer, 1995).

The survey also asked questions to determine what kinds of team building
activities were conducted. The data indicated that most companies in the sample did not
engage in active, ongoing team development and, in fact, 78% indicated that team
building activities were a one time event. The respondents ranked the obstacles to team
building as follows:

1. Don’t know how to do it

2. Don’t understand the rewards.

3. Don’t feel it is being rewarded in our company.

4. Don’t need teams.

5. Don’t have enough time to do it.

6. Don’t have the support of their bosses for this activity.

Team building needs to be approached as an ongoing process and not as a single event.
The team development process involves assessing the current level of functioning and
devising more effective ways to work together and achieve results. A follow-up process
must then be put in place to ensure performance continues to improve. There is not one
way to put a team building program together. It varies depending on the experience,

interests and needs of the team members and the nature of the current situation. Team

13



building is a process involving human feelings, attitudes, actions and mutual commitment
by managers and team members, to try to work together more effectively (Dyer, 1995).
Why Teams?

Effectively implementing teams can be a powerful competitive advantage for
organizations. As a business strategy, teams can be used to improve productivity,
decrease costs, and increase quality of customer services and products. Morale may also
improve as employees realize their opportunities to learn different skills, take on new
responsibilities, assist in making decisions and recognize their value to the organization
as they are held accountable for their actions (Kricher, Development Dimensions
International, Inc.).

The benefits of a team approach include higher performance levels, fewer
mistakes, new ideas that promote creativity, more energy and enthusiasm, a focus on
objectives and ultimately shared success. Team achievements are not necessarily a new
phenomenon but there is more urgency to team performance today because of the link
between teams, individual behavioral change, and high performance. “Few people today
question that a new era has dawned in which such high levels of performance depend on
being “customer driven,” delivering “total quality,” “continuously improving and
innovating,” “empowering the workforce,” and “partnering with suppliers and
customers” (Katzenbach & Smith, 1993, p.16). The same team dynamics that promote
performance also support learning and behavioral change and, consequently, teams will
play an increasingly essential role in first creating and then sustaining high-performance
organizations. Organizations need to recognize that change management today goes

beyond concern for strategic decisions and reorganization and involves learning and

14



institutionalizing a whole new set of values, behaviors and skills necessary to achieve
speed. This involves participation and insights of people across the broad base of the
organization to focus all of their efforts on satisfying customers’ needs.

Teams perform well because they bring together complementary skills and
experiences, have clearly defined goals, overcome barriers that stand in the way of
collective performance and have more fun. Behavioral change also occurs more readily
with teams because members are collectively committed and are not left to fend for
themselves. Teams are flexible and allow room for people to grow. Since teams are
focused on performance, teams are willing to motivate and support individuals who are
trying to change the way they do things. This will lead to a shift from managers to teams
determining individual’s role and performance (Katzenbach & Smith, 1993).
Organizational Support & Processes

Once an organization has decided on a team-based approach they will need to
address some key factors to the successful implementation of teams. Team development
alone is only part of the equation to arrive at a team-based organization. All levels of the
organization must commit to this approach. “A team-based organization uses teams to
perform the core work of the organization—to turn knowledge and raw materials into
products and services that customers value” (Mohrman & Mohrman, 1997, p.1-2).
Senior managers must actively and visibly support the transition to teams and provide the
necessary support systems. Organizations need to incorporate their commitment to teams
into their culture and use teamwork as a part of their selection, compensation and
performance appraisal systems. Management needs to demonstrate that the

organizations philosophy and beliefs state and use teams to accomplish their work.
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Organizations must align their systems to support the environment that they are creating

as illustrated at Table 3.

Table 3

Team Development Model

Organization Team Individual
Members
Purpose Mission Charter Roles and
(why, what) And Goals Responsibilities
Partnership Values & Norms and Interpersonal
(with whom) Beliefs Communication Skills
Channels
Process Management Methods and Problem solving
(how) Systems and Procedures & Planning Skills
Reviews

Note: From The Team Handbook, 2™ ed. ( p.1-11), by P. R. Scholtes, and B. L. Joiner,

and B. J. Streibel, 1996, Madison, WI: Joiner Associates Inc.

The model shows the three dimensions of an organization including: Individual

Members, Team and Organization, and their three primary tasks: Purpose, Partnership,

and Process. The Purpose is the reason behind the work being done. Partnership is how

people relate with one another and the Process is how the people will get the work done.

It is important that everyone in the organization understands how these tasks line up with

one another across each of these dimensions. As an example the purpose is defined at the

organizational level as the mission. Within the team structure the purpose becomes the

team goal and for the individual members the purpose is their personal role and

responsibilities. To maintain alignment the team’s goal must line up with the

organization’s mission and the individual members role needs to line up with both the

team goals and the mission of the organization. These interrelationships among the three

16




dimensions of the organization and the primary tasks must be communicated and
understood throughout the organization (Scholtes, Joiner, & Streibel, 1996).

Another crucial element is that organizations recognize and begin to shift their
paradigm from the logic of traditional organizations to the logic of a team-based
organization as indicated at Table 4. Setting direction across the organization involves
setting goals that create ownership and awareness and clear strategies that provide a
context for decision making. In a team-based organization, everyone shares in setting
these goals as they are continuously aligned, communicated, and updated when
circumstances change. The structure of an organization and its people must be focused
on developing processes that support the core business and focus on the customer.
Throughout these processes it is critical to develop a communication framework that
ensures the availability of accurate and timely information throughout the organization.
This allows people to be knowledgeable about the organization’s performance and their
customer’s concerns and, in turn makes them responsible for making good decisions

(Mohrman & Mohrman, 1997).
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Table 4

Shifting Logics

THE LOGIC OF
TRADITIONAL ORGANIZATIONS

THE LOGIC OF
TEAM-BASED ORGANIZATIONS

Combining people into functional units
with similar tasks and knowledge makes
the organization easier to manage,
maintains functional effectiveness, and
promotes efficiency.

Teams can focus attention on results if
they’re composed of all the skills and
knowledge needed to produce a product,
deliver a service, or carry out a complete
process.

Breaking work down into individual jobs
and assignments promotes individual
accountability and allows the organization
to take advantage of specialized
knowledge.

Ownership, commitment, and motivation
increase if a team 1s given authority and
responsibility for a whole piece of the
business and is held collectively
accountable.

People get trained only in what they need
to do their job.

The cost is lower if tasks previously carried
out by managers can be moved into teams.
Team members need business and
management skills.

Manager’s control, coordinate, and
integrate the work of the people they
manage, and are held accountable for the
work of the unit.

Teams can work more flexibly and
effectively if people have some
understanding of each other’s work and if
they have some cross training.

Strategy formulation is done at the top of
the organization. Control and

implementation functions are in the middle.

Executing of technical tasks is the
responsibility of the nonmanagerial
members of the organization.

Quality is higher and cycle time is lower if
decisions are made, as often as possible, by
teams whose members have the relevant
information and perspectives---as opposed
to decisions being made through the
hierarchy.

Good managers “buffer” the technical core
of the organization from the uncertain
environment of the organization.

Managers create the conditions for teams to
be effective.

Innovation and improvement occur
primarily through functional organizations.

Innovation and improvement occur when
people with diverse perspectives work
together and find better ways to do things.

Career growth is upward movement in the
hierarchy.

Career growth occurs through assignments
that provide opportunities to develop
broader and deeper skills and
responsibility.

Note. From Designing and Leading Team-Based Organizations. (p.11-5), by Mohrman

& Mohrman, 1997, San Francisco, Ca: Jossey-Bass Publishers.
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Leadership

Roles must be clearly defined if teams are to be successful. As a traditional
organization and its people shift to a team-based approach roles will change dramatically.
Clarity begins with every individual, from top management to frontline employees,
understanding clearly how their purpose fits into the overall organizational vision and
objectives. Responsibilities assumed by the team and management must be defined as
well as the specific targets and parameters for meeting the organizational goals identified.
This will set the premise for determining the expectations of the members’ roles as well
as designing new management and leadership roles. Teams often take on responsibilities
previously held by managers and the nature of the managers job changes dramatically.
The managers role changes to that of a peer coach, mentor, special project leader or team
facilitator. This shift in responsibility by middle managers is often seen as a threat and
can impede obtaining their support for a team-based structure.

Transitioning from a traditional organization to a team-based organization is a
change that requires true lea