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Introduction
The key to understanding teamwork is versatility, employers know how important it is that all employees have the ability to tackle numerous problems and take on multiple roles within an organisation. In order for this to work effective businesses need to promote teamwork amongst its workforce. 


Defining Teams
A team is much like the organisation or business itself, a collection of people have common goals and objections who co-operate together to achieve those goals. In larger organisations the collection of people will be departmental groups with an individual purpose but working towards the same outcome as all the other departments for the benefit of the business. 


The Various Types of Teams
Project or Development Teams:
Usually part of the research & development department of the business. These teams are normally extremely focused and dedicated to a single goal with a single aim or purpose. They often have limited life-spans and can be cross functional, with individuals chosen for their knowledge and expertise in a particular field.
Action or Negotiation Teams:
These types are teams are normally found in the medical or legal sector. Team members will often work together with very clear goals with extremely well developed processes.
Advice or Involvement Teams:
The purpose of these types of teams (generally) is to improve working processes, conditions or quality. Individuals will only contribute a limited amount of time to the task as is necessary, once and action has been implemented the team will be dissolved. 
Production or Service Teams:
Usually found in the construction, manufacturing, medical of sales industries. They provide ongoing products and/or services to its customers and have a long life-span.
Crews:
Members of these teams will rarely have worked with each other but as a result of their training will have a clear understanding of their respective roles and duties, airline crews would be one example. 
Virtual Teams:
Members of these types of teams will often work in separate offices or even separate countries. Virtual teams may fit into another category as mentioned and generally communicate via email, phone, video call, and/or other electronic media as oppose to face to face. These teams can sometimes be difficult to manage due to misunderstandings arising from lack of direct contact. 
Self-managed Teams:
It these types of teams much of the decision making process has been removed from top management and passed to the team members directly. These teams can again fit into any of the previously mentioned categories. 
A workplace survey completed in 1998 found that these style of semi-autonomous teams generally have a higher than average level of both labour productivity with lower levels of resignations and employee dismissals with a better than average employee relations environment.
In general terms any team will consist of employees from the same employer however there are circumstances where groups of people from different organisations will have to work together for a common purpose, such as construction teams combining different trades. 


Advantages Associated with Team Work
An organisation or business may introduce teamwork for the many benefits that can be gained, these include, to:
· Increase the focus on the customer and increase customer satisfaction
· Increase the level of productivity within the business
· Improve the motivation of the employees 
· Enable a greater response to opportunities and threats from the marketplace
· Increase the quality of the service or product offered
· Increase the flow of ideas and creativity amongst the workforce
· Increase the principle of employee flexibility and skills set
There are obvious benefits not only to the employer but also the employee which include a greater sense of self-worth and job satisfaction with an increase in learning. 
In order to ensure any team working initiatives do not fail it requires skilful leadership and in some cases additional resources provided to the team. 



The Different Phases of Developing the Team
When a collective of people come together to form a team with a single goal or objective those members tend to go through a series of phases that culminates into an effective team. 
Theses phases are outlined as:
Forming – They are normally underdeveloped at this phase and will want to work more as individuals instead as one part of the greater team.
Storming – Any group of people placed together have the potential to enter a period of conflict and a team is no different. During this phase the team can become more aggressive and confrontational, both with their internal and external dealings. 
Norming – This is the consolidating phase. The team will begin to start realising their potential and will be applying its resources to the task at hand using a self-generated process.
Performing – During this phase the team will be acting in an open and flexible manner, challenging itself and its members on a continual basis. At this point the team will place a greater priority on the team development of others. 
Mourning – At this phase the team will be broken up or disbanded. 
The above is a useful model in theory but it is not a fixed method that applies in every case. Teams may revert to an earlier phase if a team member is replaced or an event occurs unexpectedly that interrupts the process. 


Effective Team Characteristics
There are a number of characteristics that will be commonplace in all effective teams:
· A clear and defined objective that the whole team understands
· A common purpose with set goals 
· The necessary resources to achieve those objectives
· Trust that is mutual amongst all team members
· Respect amongst team members as individuals and from the contributions each individual makes toward the common goals
· A openness and willingness to share individual knowledge and experience
· Recognising and respecting each other’s strengths and weaknesses
· An ability and a willingness to speak openly 
· A range of styles and skills for the numerous roles required to achieve the goals set
· A collection of people with all the skills necessary to deal with all the tasks set


Team Selection
In order to select the right team members there are two requirements necessary:
1. The team must include a range of people with the necessary skills and technical acumen to perform all the tasks that will be required
2. The team must include a variety of personalities and styles to fill the differing roles that are important for team work to be a success.
Work has been carried out on the various types of team roles by Dr Meredith Belbin and the conclusion was the following nine team roles:
1. Team worker – This person will be mild mannered and diplomatic, someone who can co-operate easily and offer a differing perspective. They have the ability to listen and build relationships whilst averting friction.
2. Co-ordinator – The person who fills this role will be confident and mature in character, someone who can act as a good chairperson. The person will also be suitably able to clarify the goals of the team and promote the decision making process.
3. Plant – This person is creative and imaginative, someone that is able to use unorthodox methods in order to solve difficult or complex problems.
4. Implementer – This person is disciplined, reliable and often conservative. They have the ability to take ideas generated by the team and turn them into practical actions.
5. Shaper – The person has a drive to see through obstacles and overcome them, they are a dynamic and challenging person.
6. Resource Investigator – This person is excellent at exploring opportunities and developing contacts. They are often enthusiastic, extrovert personalities.  
7. Monitor Evaluator – A person that is capable of seeing all options, generally someone who is strategic and discerning with a sober attitude.
It must be noted that no one person fits into any of the above category perfectly, however it is arguably valuable to try and understand a person’s weaknesses and strengths so they can be assigned a task that is a ‘best’ fit. When selecting team members it must be understood that it is not an exact science and an element of instinct can be employed effectively. Importantly a good mix of types will be crucial as is a good mix of skill sets. 


The Size of the Team
The ideal team size, depending on the size of the project, is anywhere between five and eight members. There is a great importance to the size of the teams as they will need to be large enough to contain the necessary range of expertise, skill and interest level without being too oversized that members interest becomes stifled, resulting in a reduced level of interest. 


Team Leadership 
There is no ‘one way fits all’ approach to team leadership. Clearly a good leader is essential for success but each team leader with have their own personal styles as will each member of the team. 
Characters will range from directive - instructing members what to do, with others being more democratic in nature.
Directive – Leaders with these tendencies will need to avoid causing resentment as their approach can sometimes come across as overly harsh described as a ‘know it all’, leaving little room for members to voice their views or ideas and opinions.
Democratic – These leaders will ask many questions and be good at listening in order to gain commitment from the team, they will often do this even if they have their own ideas on how to get things done. These type of people need to remain vigilant as too much debate amongst the team can lead to a lack of solid direction.
Whatever their personal styles and techniques all leaders must:
1. LISTEN to all the members of the team
2. QUESTION team members to fully appreciate their points of view
3. BE RESPONSIVE to all feedback received
Team leaders may be viewed in the same way as coaches or facilitators; they are there to get the very best from each member of the team. Their role might change throughout the project, meaning that they may have to be focussed more on conflict resolution at the early stages, moving to hard line task drivers as the project comes to a close and results will be forthcoming.
Other methods of team leadership involve a rotating style, where each member of the team gets the opportunity to lead the project; additionally team members may also be involved in the appointment of their leaders. 


Training the Team
Team building can often be a useful exercise where team members may not know each other and it can assist in the move from a hierarchical management system to being an integral part of a team. This can be a great tool in spotting individual strengths and weaknesses.
Social events and addition training throughout the project can also be very useful at pushing the team towards a successful conclusion. 



Working Together
Leaders must adopt the principle of working together with the team and not simply acting as an overseer. Managers do not have all the answers and involving people is not only motivational, but their views and ideas can enhance business method, standards, effectiveness and the processes employed. 


The Success of the Team
Teams are brought together to get results, in order to get results four things need to be done on the outset of the formation of the team:
1. The clear setting of the goals so all team members understand what is expected of them to achieve.
Members must know where they are going; no team or business will function well without a clear purpose. The objectives of the team must be S.M.A.R.T:
SPECIFIC 		clearly understood by the team so misunderstandings do not occur
MEASURABLE 	members must know when they have completed a task or function
ACHIEVABLE 	if results cannot be obtained from the course of action suggested then they 			will lose credibility and ultimately be ignored 
REALISTIC		they must fit within the broader picture and be a positive way of proceeding
TIMED		without a definitive time frame they will lose all meaning
2. Provide an understanding of the way the project will be managed.

The majority of tasks within the team will involve complex procedures and a system of coordinating the processes together. If you are leading the process then you will have to make sure the project is:

· Organised and prepped in a considerate and logical manner
· Executed in an effective way
· Monitored carefully and precisely 
· Constructed in such a way that changes and inconsistencies can be accommodated
· The project is to be on budget, on time and on spec

3. Review any ongoing development and discuss any necessary changes.

The development and continued learning of the team members is vital to the success of the team. Ensuring that individuals within the team have the right skills, knowledge and attributes to the job well is key to results driven success. The team will need to be informed that you:

· Recognise the importance of their personal development
· Will assist them to gain the experience needed and to extend their skills
· Create the viable system that allows them to do so

4. Members must understand they will receive an appraisal of their job performance.

In a lot of businesses appraisals are poorly received and considered unhelpful by the leader appraising them, they should be:

· Motivational, helpful and above all constructive
· Looking to the future, not dwelling on past mistakes
· A great opportunity for both parties to discuss how the following period will be a success
· Linked to the action plans put in place for the next operational period


Conclusion
Remember in some businesses that employ senior professionals they are naturally placed at the top of the hierarchical system, however this does not mean they make good leaders - Doctors, Solicitors and Scientist are good examples of this. The trick is to harness each team member’s engagement with the tasks which will ultimately lead to their commitment. 
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