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TABLE 12 IDEO's Secrets for Brainstorming

WHAT T0 DO DESCRIPTION

Have asharpfocus | Begin the brainstorming with a clearly stated problem.

Playlul rules Encourage playfulness, but don't debate or citique ideas.
Number the ideas Make it easier to jump back and forth between ideas.
Build and jump. Build on and explore variants of ideas.

The space remembers | Use space to keep track of the flow of ideas in a visible way.

Stretch your brain Warm up for the session by doing word games.
Get physical Use drawings and props to make the ideas three-dimensional.
WHAT NOT T0 DO DESCRIPTION

The boss speaks first | Boss's ideas limit what people will say afterward.

Give everybody atum | Forcing equal participation reduces spontaneity.

Only include experts | Creative ideas come from unexpected places.

Dot off-site You want creativity at the office too.

Limit the sily stuff Silly stuff might trigger useful ideas.

Write down everything | The writing process can reduce spontaneity.

Source: Kelley, T. and J. Littman. The At of Innosation. New York: Doubleday, 2001,

to clarify the ideas and build on the ideas of others. After this, it's back to an individual environ-
ment; members rank order ideas on a card that they submit o a facilitator. A facilitator then
tabulates the scores to determine the winning idea. From this description, you probably can guess
how the nominal group techni the problems with brai ing. By making people
write down ideas on their own, it decreases social loafing and production blocking. Although
team members might still be hesitant about expressing wild ideas to the group, doing so might
be less threatening than having nothing to contribute to the group. In addition, ranking items as
individuals makes people less apprehensive about going “against the grain” of the group by voicing
support for an unpopular idea.

DECISION MAKING In Chapter 8 on learning and decision making, we described how people
use information and intuition to make specific decisions. In team contexts, however, decisions
result from the interaction among team members. Information that is gathered and shared among
members is synthesized into collective knowledge, which is then used as a basis for different
types of team decisions.2* In some team contexts. members share information regarding a prob-
Tem or task, and they work together to reach a consensus, or general agreement among members
in regards to the final solution. Juries provide a good example of how this type of decision making
works. Members of a jury listen to information provided by attorneys and witnesses, and after
they're given instructions by a judge, they meet privately o discuss the information with the goal
being to reach a consensus regarding the verdict.

‘There has been a great deal of research on consensus decision making in the context of juries;
however, the most important lesson from this research is that the strongest predictor of the final
verdict is the distribution of the positions the individual jury members have in mind going into
deliberations. In fact, the position held by the majority of the jury members prior to deliberation
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turns out to be the final verdict 90 percent of the time.? It's not that jury members with the
‘minority position simply acquiesce to the majority because of pressure, but rather, having more
jury members in the majority increases the information and arguments available that support the
‘majority.2 Interestingly, however, despite all the research on consensus decision making, there is
not a lot of evidence that this research has been very useful t0 attorneys and trial consultants in
composing juries in a way that would lead to favorable decisions for their side.”’

In other team contexts, decision making involves multiple members gathering and considering
information that's relevant to their area of specialization, and then making recommendations to a
team leader who is ultimately responsible for a final decision, which at some point, can be judged
with regard to accuracy o effectiveness.2* Although the degree of member specialization and hier-
archical structure of teams vary a great deal.” you can understand this type of decision-making
process if you consider what happens on project teams with an assigned leader and members
who are responsible for different aspects of the project; design, engineering, marketing, logistics,
sales, and so forth. Throughout the project, members make suggestions and recommendations to
the leader, who's ultimately responsible for making the decisions that determine the success
of the project.

What factors account for a team’s ability to make accurate and effective decisions? At least
three factors appear to be involved.’ The first factor s decision informity, which reflects whether
members possess adequate information about their own task responsibilties. Project teams can
fail,for example, because the team member in charge of marketing doesn't gather information nec-
essary to help the team understand the desires and needs of the client. The second factor is staff
validity, which refers o the degree to which members make good recommendations to the leader.
Team members can possess all the information needed to make a good recommendation but then
fail t0 do 50 because of a lack of ability,insight, or good judgment. The third factor is hierarchical
sensitivity, which reflects the degree to which the leader effectively weighs the recommendations
of the members. Whom does the leader listen to, and whom does the leader ignore? Teams that
make good decisions tend to have leaders that do a good job giving recommendations the weight
they deserve. Together, these three variables play a large role in how effective teams are in terms
of their decision making.”

‘The concepts of decision informity, staff validity, and hi n can be used to
make specific recommendations for improving team decision making. For example, research
shows that more experienced teams tend to make better decisions because they develop an under-
standing of the information that’s needed and how to use it, and have leaders that develop an
understanding of which members provide the best recommendations.” The implication here is
that team decision making may be improved if teams are allowed to work together on an ongo-
ing basis across different projects. As another example, team decision making may be improved
by giving members feedback about the three variables involved in the decision-making process.”
For instance, a team can improve its decision making if the members are told that they have
10 share and consider additional pieces of information before making recommendations to the
leader. Although this recommendation may seem obvious, all 100 often teams receive feedback
only about their final decision. In addition, there may be a benefit to separating the process of
sharing information from the process of making recommendations and final decisions, at least
in terms of how information is communicated among members.** Whereas team members tend
10 share more information when they meet face-to-face, leaders do a better job considering rec-
ommendations and making final decisions when they're away from the members. Leaders who
are separated don't have o deal with pressure from members who may be more assertive or bet-
ter at articulating and defending their positions. Our OB Internationally feature describes add
tional considerations that need to be taken into account to improve decision making in culturally
diverse teams.

BBOUNDARY SPANNING The third type of taskwork process is boundary spanning, which
involves three types of activities with individuals and groups other than those who are consid-
ered part of the team.* Ambassador activities refer to communications that are intended to
protect the team, persuade others to support the team, or obtain important resources for the
team. As you might have guessed from this description, members who engage in ambassador
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l@ Internationally

In today's global economy, organizations have become increasingly reliant on multinational teams,
or teams composed of individuals who do not share the same national identification. One benefit
of multinational teams is economic. Rather than having separate businesses or products in several
different countries, organizations leverage ies of scale by establishing multinational teams
to develop and manage global products. A second benefit s that diversity in terms of national
origin may result in business decisions that are more innovative. Such innovation stems from
the team having a diverse set of experiences and perspectives from which to draw when trying to
accomplish work. However, along with these benefits are potential team process problems. The
most obvious problem is language barriers that prevent team members from communicating effec-
tively with one another. Beyond simple misunderstandings, communication barriers can result in
difficulties in coordinating tasks and may hinder members from receiving or understanding the
information they need to make good recommendations and decisions. So what can multinational
teams do to address some of these problems?
One solution is group decision support systems, which involve the use of computer technology
10 help the team structure its decision-making process. As an example, team members might meet
in a room where each member sits at a networked laptop. At different points during the meet-
ing, members are directed to enter their ideas and recommendations into the computer. These
inputs are then summarized and shared visually with the entire team on their computer screens.
Advantages of this approach are that the system keeps the meeting focused squarely on the task,
and information can be presented in a logical sequence at a pace that makes it easier to digest.
Moreover, no single member can dominate the meeting. As a consequence of these advantages,
team members may participate more uniformly in the meeting and develop a more consistent
ing of the i that was. Another advantage is that the technique
can be modified and used when members are geographically dispersed.

‘Sources:T. Cox.S. Lobel, and P. McLeod, “Effcts of Ethnic Group Cultural Differences on Cooperative and Competiive
Behavior on a Group Task.” Academy of Management Journal 34 (1991). pp. $27-4T: P. Dwyer, P Engardio, S. Schiler,
and S. Reed. “The New Model: Tearing up Today's Organization Chart” BusinessWeek, Noverber 18, 1994, pp. $0-90;
DAR. llgen, J.A. LePine, and J.R. Hollenbeck, “Effctive Decision Making in Multinational Teams.”in New Perspectves
in Intermational Industrial-Organizational Psychology, ¢d. PC. Earle and M. Erez (San Francisco: Jossey Bass, 1997),
Pp. 377-409; E. Manix and M.A. Neal, “What Differences Make a Difference? The Promise and Reality of Diverse
“Teams in Organizations,” Psychological Science in the Publc Intrest 6 (2005), pp. 31-55: J M. Prieto Zamora and R.
Martinez Aria, “Those Things Yonder Are Not Giants, but Decision Makers in International Teams,”in New Prspectves
on International Industrial and Organizational Psychology; ¢d. P.C. Eariey and M. Erez (San Francisco: New Lexington
Press, 1997). pp. 410-45.

activities typically communicate with people who are higher up in the organization. For exam-
ple, a member of a marketing team might meet with senior management to request an increase
in the budget for an expanded television ad ign. Task activities involve com-
munications that are intended to coordinate task-related issues with people or groups in other
functional areas. Continuing with the marketing team example, a member of the team might
meet with someone from manufacturing to work out how a coupon might be integrated into the
product packaging materials. Finally, scout activities refer to things team members do to obtain
information about technology, competitors, or the broader marketplace. The marketing team
member who meets with an engineer to seek information about new materials is engaging in
scout activities.

Taken together, research suggests that these three boundary-spanning activities may be as
important to determining team success as the processes that occur entirely within the team."’
Many teams in organizations are involved with complex work that requires going outside the team
to coordinate, and for support, resources, and information. To the extent that teams do not exist
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in a vacuum, it can be beneficial to have members with the expertise, experiences, and the type of
disposition o engage in the type of boundary spanning a s we discussed here.’*

TEAMWORK PROCESSES

Anoter calgory ofteam processtat hels teams incrase el poces gain whilemininizing @y 4

their process loss is teamwork processes. Teamwork processes refer 1o the interpersonal activities 2

that faclitate the accomplishment of the team’s work, but do not directly involve task accomplish. Wt are teamwork pro-
ment itself-” You can think of teamwork processes as the behaviors that create the setting o Cyeecs, % 04 9 S0
context in which taskwork can be carried out. So what types of behaviors do teamwork processes.

that fallnto this process
involve? Figure 12-2 summarizes the set of teamwork processes that we discuss in this chapter®  category?

TRANSITION PROCESSES Teamwork processes become important as soon as teas first begin
their work. Transition processes are teamwork activities that focus on preparation for future work.
For example, mission analysis involves an analysis of the team’s task, the challenges that face the
team, and the resources available for completing the team’s work. Strategy formulation refers to the
development of courses of action and contingency plans, and then adapting those plans in light of
changes that occur in the team’s environment. Finally, goal specification involves the development
and prioritization of goals related to the team's mission and strategy. Although these examples
focus on the team’s taskwork activities, transition processes could focus on teamwork as well. For
example, a team could develop a plan intended to enhance teamwork among members over the
course of a long project.*! Each of these transition processes is relevant before the team actually
begins o conduct the core aspects of its work. However, these transition processes also may be
important between periods of work activity. For example, think about the halftime adjustments
made by a basketball team that's losing a game badly. The team could consider the strengths of its
opponent and develop a new strategy intended to neutralize them. In this way, teams may switch
from transition processes to taskwork, then back to transition processes. As another example,
debriefing and afteraction reviews, which refer to systematic discussions and reviews of perfor-
mance episodes, have been used by the military for decades. However, because they work so well in
improving the effectiveness of teams, their use is spreading to nonmilitary organizations as well.**

ACTION PROCESSES Whereas transition processes are important before and between periods
of taskwork, action processes are important as the taskwork is being accomplished. One type of
action process involves monitoring progress toward goals. Teams that pay attention to goakrelated
information—perhaps by charting the team’s performance relative to team goals—are typically in a
200d position to realize when they are “offirack” and need to make changes. Systems monitoring
involves keeping track of things that the team needs to accomplish its work. A team that does not
engage in systems monitoring may fail because it runs out of inventory, time, or other necessary
resources. Helping behavior involves members going out of their way to help or back up other team
‘members. Team members can provide indirect help to their teammates in the form of feedback
or coaching. as well as direct help i the form of assistance with members' tasks and responsi-
bilities. Helping behavior tends to be higher in teams with members who share in the belief that

——— e ———
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For task conflict o be-
productive, team members.
must feel free to express
their opinions and know
how to manage conflict
effectively.

it's appropriate to invest effort in benefiting others, and may be most beneficial to teams when
workload is distributed unequally among members.** Coordination refers to synchronizing team
‘members’ activities in a way that makes them mesh effectively and seamlessly. Poor coordination
results in team members constantly having to wait on others for information or other resources
necessary to do their part of the team’s work.* For a vivid illustration of highly effective coordina-
tion and how it might be fostered, see our OB on Screen feature.

INTERPERSONAL PROCESSES The third category of teamwork processes is called interper-
sonal processes. The processes in this category are important before, during, or between periods
of taskwork, and each relates to the manner in which team members manage their relationships.
‘The first type of interpersonal process is motivating and confidence building. which refers to things
team members do or say that affect the degree to which members are motivated to work hard on
the team’s task. Expressions that create a sense of urgency and optimism are examples of com-
‘munications that would fit in this category. Similarly, affect management involves activities that
foster a sense of emotional balance and unity. If you've ever worked in a team in which members
got shorttempered when facing pressure or blamed one another when there were problems, you
have firsthand experience with poor affect management

Another important interpersonal process is conflict management, which involves the activities
that the team uses to manage conflicts that arise in the course of its work. Conflict tends to have
a negative impact on a team, but the nature of this effect depends on the focus of the conflict as
well as the manner in which the conflict is managed.** Relationship conflict refers to disagreements
among team members in terms of interpersonal relationships or incompatibilities with respect to
personal values or preferences. This type of conflict centers on issues that are not directly con-
nected to the team’s task. Relationship conflict is not only dissatisfying to most people, it also
tends to result in reduced team performance. Task conflict, in contrast, refers to disagreements
among members about the team’s task. Logically speaking, this type of conflict can be beneficial
10 teams if it stimulates conversations that resultin the development and expression of new ideas. *
Research findings, however, indicate that task conflict tends to result in reduced team effective-
ness unless several conditions are present.” First, members need to trust one another and be con-
fident that they can express their opinions openly without fear of reprisals. Second, team members
need to engage in effective conflict management practices. In fact, because task conflict tends to
be most beneficial to teams when relationship conflict s low, there are reasons to focus conflict
‘management efforts on trying to reduce this aspect of conflict.** Third, there's some evidence that
task conflict may benefit teams when they're composed in certain ways. For example, task conflict
has been shown to be most beneficial to teams comprised of members who are cither emotion-
ally stable o open to new experiences.* Finally, the benefits of task conflict may be most evident
when the conflict is positively skewed, or in other words, when the majority of the members of
a team are unaware of the conflict that occurs among a few members of the team.** (For more
discussion of conflict management issues, see Chapter 13 on leadership power and negotiation.)

So what does effective conflict management involve? First, when trying to manage conflict,
it's important for members o stay focused on the team’s mission. If members do this, they
can rationally evaluate the relative
merits of each position.’ Second,
any benefits of task conflict disap-
pear if the level of the conflict gets
100 heated, if parties appear to be
acting in selfinterest rather than in
the best interest of the team, or if
there’s high relationship conflict.*2
Third, to effectively manage task
conflict, members need to discuss
their positions openly and be willing
to exchange information in a way
that fosters collaborative problem
solving.* If you've ever had an expe-
Caiaimage/Glow Images rience in an ongoing relationship
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which you tried to avoid uncomfortable conflict by ignoring
that this strategy tends to only make things worse in the end.

[[0B[onsereen |

MISSION: IMPOSSIBLE—FALLOUT

you probably already understand

How close were we?

With those words, Impossible Mission Force (IMF) team member Benji Dunn (Simon Plegg)
asks teammate Ethan Hunt (Tom Cruise) how close they came to disaster, in the movie Mission:
ImpossibleFallout (Dir. Brad Bird, Paramount Pictures and Skydance Media, 2018). Hunt's IMF
team had 15 minutes to find and disarm two nuclear bombs hidden in a medical camp. A remote
detonator needed to be switched off prior to cutting the wires that would neutralize the bombs;
otherwise, the bombs would explode. Team members located the bombs in different locations
in the camp; however, a villain managed to escape in a helicopter with the detonator. Hunt com-
mandeered another helicopter, and after some air-to-air combat, forced the villain to the ground. A
long fight ensued, and at the very last second of the countdown, Hunt grabbed the detonator and
switched it off~just an instant prior to his teammates cutting the wires.

Collcton Chrisophel/Alamy

Hunt's answer to Benji's question in the opening quote was, “The usual,” which provides a
great summary of the movie. In fact, the film s filled with scenes where the IMF team is engaged
in highly synchronized activity and where one false move by a team member—either a second t0o
fast or too slow~would jeopardize the team and its mission. In one scene, for example, Hunt is on
a motorcycle being chased through the streets of Paris. Hunt crashes, and, just before he’s caught,
he dives through an opening in the ground. There's a navigable waterway beneath the opening,
and miraculously, Hunt's teammates are there to catch him in a boat, which they use to escape
the chaos above.

There are clements of the film that provide compelling insight into why the IMF team has
such effective coordination. As an example, team members engage in a great deal of planning
and preparation. Consequently, members know exactly what they need to do and how to react to
various contingencies. As another example, the team has a long history of working together. The
knowledge acquired through this experience helps members anticipate their teammates' reactions
when things don't go as planned. Finally, team members trust each other immensely. In fact, the
reason the team finds itself in such a dire situation is because, early in the film, Hunt chooses to
come to the aid of one of his team members during a shootout rather than securing the suitcase of
plutonium, which was eventually used to make the bombs.
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What factors influence the
communication process in
teams?

COMMUNICATION

So far in this chapter, we've described the focus of the activities and interactions among team
members as they work to accomplish the team’s purpose. For example, taskwork processes involve
members sharing ideas, making recommendations, and acquiring resources from parties outside
the team. As another example, teamwork processes involve members planning how to do the
team’s work, helping other team members with their work, and saying things to lift team members”
spirits. Now we shift gears a bit and focus our attention on communication, the process by which
information and meaning get transferred from a sender to a receiver.* Much of the work that's
done in a team is accomplished interdependently and involves communication among members,
and therefore, the effectiveness of communication plays a crucial role in determining whether
there is process gain or process loss.

One way to understand communication s to consider the model depicted in Figure 12:3.55 On
the left side of the model is the source or sender of information. In a team that manufactures steel
engine parts, for example, the sender might be a team member who wants to share information
‘with another team member. More specifically, the sender might want to let another member know
that the team has to work more quickly to reach a difficult performance goal. Generally speaking,
senders may use verbal and written language, as well as nonverbal language and cues, to encode the
information into a message. Continuing with our example, the sender may choose to quickly wave
an arm up and down to convey the idea that the team needs to work faster. This encoded message
is transmitted to a receiver, who needs 1o interpret or decode the message to form an understand-
ing of the information it contains. In our example, the message s transmitted visually because the
members are working face-to-face, but messages can be transmitted in written form, electronically,
or even indirectly through other individuals. With this basic model of communication in mind, we
can consider factors that may influence the effectiveness of this process.

COMMUNICATOR ISSUES One important factor that influences the communication process
i the communicators themselves. Communicators need to encode and interpret messages, and it
turns out that these activities can be major sources of communication problems. In our exam-
ple, the receiver may interpret the arm waving as a message that something is going wrong and
that the team needs to slow down to cope with the problem. Of course, this interpretation is the
exact opposite of what the sender intended to convey. The communication process may also suf-
fer if the participants lack communication competence, which refers to the skills involved in encod-
ing, transmitting, and receiving messages.” In fact, it may have already occurred to you that
perhaps the sender in our example should have chosen an alternative way to communicate the
idea that the team needs to work more quickly. Along the same lines, a receiver who isn't skilled
inlistening carefully to a sender’s message may misinterpret a message or miss it altogether.

FIGURE 1 The Communication Process

gD
7
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An additional communicator issue relevant to the communication process in teams relates to
the emotions and emotional intelligence of team members,** issues we discussed in Chapter 4 on
job satisfaction and Chapter 10 on ability. Emotions can affect how people express themselves
and can also cloud their interpretation of information they receive from others.*” Therefore, team
members’ ability o regulate their emotions and understand the emotions of others can result in
clearer communications that are less prone to misunderstanding. Although you might think that
emotions are mostly relevant to communications involving face-to-face interactions among team
members, emotions can interfere with electronically mediated communications, and therefore,
they are relevant t0 virtual teams as well.

NOISE A second factor that influences the communication process is the presence of noise that
interferes with the message being transmitted ' Depending on how the message is being trans-
mitted, noise can take on several different forms. In the context of our example, the sender and
receiver may be working several feet from one another, and steam from the manufacturing pro-
cess may make it difficult to see and appreciate the meaning of the gestures members make. As
another example, you've probably had difficulty trying to hold a conversation with someone in a
restaurant or at a party because of blaring music or crowd noise. If so, you can understand that
noise increases the effort that the communicators need to exert to make the communication pro-
cess work. The sender has o talk louder and more clearly and perhaps increase the use of alterna-
tive means of communicating. such as using hand gestures to help clarify messages. In addition,
the receiver has to listen more carefully and think harder to fll in the spaces left by spoken words
that are impossible to hear. If one of the two parties to the communication isn't willing to put
in the extra effort to send and receive messages when there is noise, the conversation likely
not last very long.

INFORMATION RICHNESS A third factor that influences the communication process is
information richness, which is the amount and depth of information that gets transmitted in a
‘message.* Messages that are transmitted through face-to-face channels have the highest level of
information richness®’ because senders convey meaning both through language, and also non-
verbally through body language, facial expressions, and tone of voice.** Face-to-face communt
cation also achieves high information richness because it provides the opportunity for senders
and receivers to receive feedback, which allows them to verify and ensure their messages are
received and interpreted correctly. At the opposite end of the information richness spectrum are
computergenerated reports that consist largely of numbers. Although these types of reports
‘may include a lot of information, they e limited to information that's quantifiable, and there's an
absence of additional cues that could provide context and meaning to the numbers. A personal
written note is a good example of a message with a moderate level of information richness.
Although the information in a note is limited to the words written down on the page, the choice
of words and punctuation can add meaning beyond the words themselves. For example, research
shows that recipients of e-mails try to interpret the emotions of the sender from the content of the
‘message, and unfortunately, they often mistakenly perceive the emotion as negative even when
it’s not.$”

From our description, it may sound as though higher levels of information richness are prefer-
able to lower levels. This assertion is true when the situation or task at hand is complex and diffi-
cult to understand.** In this case, the more cues that
are available o the receiver, the more likely i s that
the message will be understood the way the sender (TS )

intended it 1o be. However, the benefits of informa- d =

— Communicator emotions
= | can play a big role in the
=

communication process.

tion richness may overcomplicate the communi-
cation process when the task at hand is relatively
simple and straightforward.®” The additional infor-
mation that needs to be interpreted by the receiver
increases the chance that some of the cues will seem
contradictory, and when this happens, receivers may

feel like they're being sent “mixed messages.” In sum- —

mary, the appropriate level of information richness  die/Shurersick
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depends on the nature of the team’s situation: The greater the level of complexity in the work
being accomplished by the team, the more likely it is that the benefits of information richness
outweigh its costs.

NETWORK STRUCTURE So far in our discussion of communication, we've kept things simple
by focusing on the flow of information between two people—a sender and a receiver. Of course,
teams typically have more than just two people, so it's important at this point to consider the
implications of this additional complexity. One way to understand communication in teams com-
posed of more than two people is to consider the concept of network structure, which is defined as
the pattern of communication that oceurs regularly among each member of the team.”

As depicted in Figure 124, communication network patterns can be described in terms of cen-
tralization, or the degree 1o which the communication in a network flows through some members
rather than others.” The more communication flows through fewer members of the team, the
higher the degree of centralization. You can think of the circles in the figure as team members,
and the lines between the circles represent the flow of communication back and forth between the
two members. On the left side of the figure is the all channel network structure, which is highly
decentralized. Every member can communicate with every other member. Student teams typically
communicate using this type of structure. On the right side of the figure, at the other extreme,
i the wheel network structure. This network structure is highly centralized because all the com-
munication flows through a single member. Teams that use a wheel structure often consist of an
“official” leader who makes final decisions based on recommendations from members who have
expertise in different fields. Although there are many other configurations you can easily think of,
we also included the circle and ¥ structures to illustrate examples that fall between the extremes in
terms of the level of centralization.

So why are network structures important to learn about? Quite a bit of research on this topic
suggests that network structure has important implications for team effectiveness, though those
implications depend on the nature of the team’s work.” On the one hand, when the work is
simple and straightforward, a centralized structure tends to result in faster solutions with fewer
mistakes. On the other hand, when the work is complex and difficult to understand, a decen-
tralized structure tends to be more efficient. Apparently, when work is complex and difficult to
understand, the team can benefit if members have the ability to communicate with anyone on the
team to get assistance or resolve problems. When the work is simple and easy to understand, the
additional communication channels afforded by a decentralized structure become unnecessary
and divert members' attention from the task. It's important to mention, however, that members

Communication Network Structures

Lower Centralization of Communication

Al Channel
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tend 10 prefer decentralized network structures. That s, they tend to be more satisfied with the
team when they are “in the loop,” even though their position in the loop might not help the team
perform more effectively.

Communication among team members in organizations has become more decentralized over
the past decade or so. One reason for this trend is that social network media have become inex-
pensive and easy to use. User<entered Web 2.0 tools and collaboration software such as Microsoft
SharePoint, Jive, and Google Hangouts allow individuals to share information and collaborate
in real time, and many companies—such as AT&T, General Electric, FedEx, and Atlanta-based
Manheim Auctions Inc.—have developed their own versions of Facebook and LinkedIn for their
employees to use internally.” Individuals working together can use these tools, along with mobile
devices to communicate with each other at a moment’s notice. While such technologies provide
obvious advantages to virtual teams, teams that work together at the same office also benefit from
these tools. A team member who has an inspiration or discovers an important breakthrough over
the weekend no longer has o wait until Monday to share it and get feedback from teammates. It
also might surprise you to learn that the use of mobile devices for communication among team-
‘mates is especially popular in underdeveloped regions such as Africa, where the number of these
devices far exceeds the number of computers. In fact, companies such as Coca-Cola train in the
use of mobile devices so that teams that operate in these regions can communicate and interact
‘more effectively.’*

Before moving on to the next topic, we should note that the use of technology does not neces-
sarily improve the ion process. Some individuals may lack the or con-
fidence to use these newer means of communication, resulting in their reluctance or inal
to participate fully in collaborative efforts that take place using these technologies. As another
example, social media reduce the perceived cost of expressing ideas and opinions. This could
result in an overabundance of information, and the spread of misinformation and rumors that
add noise to communication. The use of Twitter during the Haiti earthquake, for example, led to
rumors that contributed to anxiety and uncertainty of those directly and indirectly involved in
the disaster.”

TEAM STATES

A fourth category of team processesthat helpsteams increas thir process ain while minimiz- @) 45 4

ing their process loss s less visible to the naked eye. Team states refer to specific types of feelings v

and thoughts that coalesce in the minds of team members as a consequence of their experience 1N 1e 1907 S0len 00|
‘working together. For example, as a consequence of supportive leadership and positive member o't o 0 P
interactions, team members may develop feelings of psychological safety or the sense that itis OK  proces category?

to do things that are interpersonally risky, o that expressing opinions and making suggestions

that challenge the status quo won't be met with embarrassment and rejection at the hands of

teammates.’ Ostracism in a team context can be painful and lead to disengagement and other

negative consequences to the individual and to the team.” Although there are many types of

team states that we could review in this chapter, Figure 12-5 summarizes the set of team states

we discuss.

What are team states, and

COHESION For a number of reasons, such as having trusting relationships, members of teams
can develop strong emotional bonds to other members of their team and to the team itself.™ This
emotional attachment, which is called cohesion,” tends to foster high levels of motivation and
commitment to the team, and as a consequence, cohesiveness tends (o promote higher levels of
team performance.** OF course, it might not surprise you to learn that there s a reciprocal rela-
tionship with team performance. That i, the higher team performance that results, in part, from
higher cohesion, may, in turn, further enhance team cohesion.*"

But is a cohesive team necessarily a good team? According to researchers, the answer to this
question is no. In highly cohesive teams, members may try to maintain harmony by striving
toward consensus on issues without ever offering, seeking, or seriously considering alternative

iewpoints and perspectives. This drive toward ity at the expense of other team priori
ties is called groupthink and is thought to be associated with feelings of overconfidence about
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FIGURE 1 Team States

the team’s capabilities.*? Groupthink has been blamed for decision-making fiascos in politics as
Some famous examples include John F. Kennedy's decision to go forward
invasion of Cuba,*’ NASA's decision to launch the space shuttle Challenger

S0 how do you leverage the benefits of cohesion without taking on the potential costs? One
way is to acknowledge that cohesion can potentially have detrimental consequences. A good
first step in this regard would be to assess the team’s cohesion using a scale such as the one in
our OB Assessments feature. A high score on this sort of assessment indicates the team may be
vulnerable to groupthink. A second step in preventing problems associated with cohesion would
be to formally institute the role of devil's advocate. The person filling this role would be respon-
sible for evaluating and challenging prevailing points of view in a constructive manner and also
bringing in fresh perspectives and ideas to the team. Although the devil's advocate role could be
filled by an existing team member, it's also possible that the team could bring in an outsider to
fill that role.

POTENCY The second team state, potency, refers to the degree to which members believe
that the team can be effective across a variety of situations and tasks.* When a team has high
potency, members are confident that their team can perform well, and as a consequence, they
focus more of their energy on team tasks and teamwork in hopes of achieving team goals."’
When a team has low potency, members are not as confident about their team, so they begin to
question the team’s goals and one another. Ultimately, this reaction can result in members focus-
ing their energies on activities that don't benefit the team. In the end, research has shown that
potency has a strong positive impact on team performance.* One obvious caveat here is that a
team’s confidence can be too high.* In fact, a strong sense of confidence very early in a team’s
existence can decrease the amount of beneficial discussions centered on different positions that
are relevant to a team. So how does high potency develop in teams? Team members’ confidence
in their own capabilities, their trust in other members’ capabilities, and feedback about past per-
formance are all likely to play a role.” Specifically, team potency is promoted in teams in which
members are confident in themselves and their teammates and when the team has experienced
success in the past.

MENTAL MODELS Mental models refer to the level of common understanding among team

members with regard to important aspects of the team and its task.” A team may have shared
mental models with respect to the capabilities that members bring to the team as well as the
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I Assessments

COHESION

How cohesive is your team? This assessment is designed to measure cohesion—the strength of
the emotional bonds that develop among members of a team. Think of your current student proj-
ect team or an important team that you belong to in your job. Answer each question using the
response scale provided. Then subtract your answers o the boldfaced questions from 8, with the
difference being your new answers for those questions. For example, if your original answer for
question 6 was “S.” your new answer i *3" (8 - 5). Then sum up your answers for the cight ques-
tions. ( on task conflict, relati conflict, potency, and transactive
memory can be found in the PowerPoints in the Connect Library’s Instructor Resources and in
the Connect assignments for this chapter.)

1 a 3 a 5 6 7
TOAVERY TOASMALL TOSOME TOA  TOAGOOD TOAGREAT TOAVERY
SMALL EXTENT  EXTENT REGULAR  EXTENT EXTENT GREAT
EXTENT EXTENT EXTENT

1. linteract with my teammates, either in person or virtually, to get work done.

2. My teammates make me feel positive, upbeat, and energized. | like them.

3.1trust my teammates. | can depend on them.

4.1 dislike my teammates. They tend to annoy me.

5. 1interact with my teammates socially and can confide in them about
personal matters. | consider them to be friends.

6.1have difficult with my our clash
and there's tension.

7.1 have doubts about my teammates. | feel like | have to monitor them.

8.1 enjoy working with my teammates.

SCORING AND INTERPRETATION

If your scores sum up to 45 or above, you feel  strong bond to your team, suggesting that your
team may be cohesive. If your scores sum up to less than 45, you feel a weaker bond to your team,
suggesting that your team may not be cohesive.

Source: Items adapted from E. R. Crawford, “Team Network Multiplxit, Synergy and Performance.” Doctoral disserta-
tion, University of Florida, 2011

processes the team needs to use to be effective.”” How can these two types of mental models
foster team effectiveness? When team members share in their understanding of one another's
capabilities, they're more likely to know where to go for the help they might need to complete
their work. In addition, they should be able to anticipate when another member needs help to do
his or her work. When members have a shared understanding of which processes are necessary
10 help the team be effective, they can carry out these processes efficiently and smoothly. To help
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‘you understand why this is true, consider what would happen in a team of students who had dif-
ferent understandings about how the team should manage conflict. Few disagreements would
get resolved if some of the members believed that direct confrontation was best, whereas others
believed that avoidance was best.

TRANSACTIVE MEMORY Whercas mental models refer to the degree to which the knowledge
i shared among members, transactive memory refers to how specialized knowledge is distributed
‘among members in a manner that results in an effective system of memory for the team.* This
concept takes into account the idea that not everyone on a team has to possess the same knowl-
edge. Instead, team effectiveness requires that members understand when their own specialized
knowledge s relevant o the team and how their knowledge should be combined with the special-
ized knowledge of other members to accomplish team goals. This of course, requires that team
members not only possess useful specialized knowledge, but also meta-knowledge, or knowledge
of who knows what.* If you've ever worked on a team that had effective transactive memory, you
may have noticed that work got done very efficiently. Everyone focused on his or her specialty
and what he or she did best, members knew exactly where to g0 to get information when there
were gaps in their knowledge, and the team produced synergistic results. Of course, transactive
memory can also be fragile because the memory system depends on each and every member.”
If someone is slow to respond to another member's request for information or forgets something
important, the team’s system of memory fails. Alternatively, if a member of the team leaves, you
lose an important node in the memory system.

SUMMARY: WHY ARE SOME TEAMS MORE THAN THE SUM
OF THEIR PARTS?

So what explains why some teams become more than the sum of their parts (whereas other teams
become less)? As shown in Figure 12:6, teams become more than the sum of their parts if their
team process achieves process gain rather than process loss. Teams can accomplish that goal by
engaging in activities involved in effective taskwork processes, teamwork processes, communica-
tion, and team states. Important taskwork processes include creative behavior, decision making.
and boundary spanning. Important teamwork processes include transition processes, action pro-
cesses, and interpersonal processes. Communication can be enhanced by ensuring that members
are competent communicators, noise is minimized, and appropriate levels of information richness
and network complexity are chosen. Team states refer to variables such as cohesion, potency, men-
tal models, and transactive memory. In contrast to the taskwork processes, teamwork processes,
and communication, team states offer less visible and observable reasons for why some teams
possess an effective synergy whereas others seem quite inefficient.

HOW IMPORTANT ARE TEAM PROCESSES?

@125 Do team processes affect performance and commitment? Answering this question is somewhat
complicated for two reasons. First, as in Chapter 11 on team characteristics and diversity, when
‘we say “performance and commitment,” we are not referring to the performance of individuals or
their attachment to the organization. Instead, we are referring to the performance of teams and
the degree to which teams are capable of remaining together as ongoing entities. In the jargon
of research on teams, this form of commitment is termed “team viability.” Second, as we have
described throughout this chapter, there are several different types of team processes that we
could consider in our summary. In Figure 127, we characterize the relationship among team
processes, performance, and commitment by focusing specifically on research involving teamwork
processes. The figure therefore represents a summary of existing research on transition processes,
action processes, and interpersonal processes.
Research conducted in a wide variety of team settings has shown that teamwork processes
have a positive ip with team pes %% This same moderate positive

How doteam processes
affect team performance and
team commitment?
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Why Are Some Teams More Than the Sum of Their Part:

Taskwork
Processes

Process

Gain

Teamwork
Processes

Communication

relationship appears to hold true, regardless of whether the rescarch examines transition pro-
cesses, action processes, or interpersonal processes. Why might the relationships between these
different types of processes and team performance be so similarly positive? Apparently, effective-
ness with respect 0 a wide variety of interactions is needed to help teams achieve process gain
and, in turn, perform effectively. The interpersonal activities that prepare teams for future work




image21.png
Organizational Behavior: Improving Performan...

CHAPTER 12

FIGURE 1 Effects of Teamwork Processes on Performance and Commitment

-‘-

Teamwork processes have a moderate positive effect on Team Performance. That.
‘aspect of team process has a stronger effect on performance for teams involved in
more complex knowledge work rather than less complex work.

---

Teamwork processes have a strong postive effect on Team Commitment. That aspect
of team process has a stronger effect on commitment for teams involved in more
‘complex knowledge work rather than less complex work.

Source: LePine, J. A.. R. F. Piccolo, C. L. Jackson, J. E. Mathicu, and J. R. Saul. “A Meta-Analyss of Team Process
Towards a Better Understanding of the Dimensional Structure and Relationships with Team Effetiveness Criteria”
Personnel Pchology 61 (2008): pp. 356-376.

appear (o be just as important as those that help members integrate their taskwork and those that
build team confidence and a positive team climate. Researchers have also found that the impor-
tance of team processes to team performance may be more strongly positive in teams in which
there are higher levels of dence and complexity.”” This can be explained
quite easily: Activities that are meant to improve the integration of team members’ work are sim-
ply more important in team contexts in which the work of team members needs to be integrated.

Research also indicates that teamwork processes have a strong positive relationship with
team commitment."™ In other words, teams that engage in effective teamwork processes tend
to continue to exist together into the future. Why should teamwork and team commitment be
50 strongly related? One reason is that people tend to be satisfied in teams in which there are
effective  interpersonal  interac-
tions, and as a consequence, they
£0 out of their way 10 do things
that they believe will help the team
stick together. Think about a team
situation that you've been in when
everyone shared the same goals for
the team, work was coordinated
smoothly, and everyone was posi-
tive, pleasant to be around, and will-
ing to do a fair share of the work. If
you've ever actually been in a situa-
tion like this—and we hope that you
have~chances are that you did your
Cheser Higgins Jr/The New Yor/Redux best 1o make sure the team could

The Orpheus Chamber
Orchestra has been able
to perform effectively over
the past 35 years because
of extraordinary levels of
teamwork and commit
ment. While all members
of the orchestra help refine
the interpretation and
execution of each work
inits repertoire, they also
selecta concertmaster and
principal players to lead
‘each piece.
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continue on together. Its likely that you worked extra hard to make sure that the team achieved
its goals. It's also likely that you expressed positive sentiments about the team and your desire
for the team to remain together. OF course, just the opposite would be true in a team context
in which members had different goals for the team, coordination was difficult and filled with
emotional conflict, and everyone was pessimistic and disagreeable. Members of a team like this
‘would not only find the situation dissatisfying, but would also make it known that they would be
very open to a change of scenery.

APPLICATION: TRAINING TEAMS

Team-based organizations invest a signficant amount ofresources ino trainng that'sinended @y 45 g
10 improve team processes. These types of investments seem to be a smart thing (o do, given

that team processes have a positive impact on both team performance and team commitment. l‘:}':";;'::‘::m" et il
In this scction, we review several different approaches that organizations use to train team o7 B30 PO
processes.

TRANSPORTABLE TEAMWORK COMPETENCIES

One approach to training teams s to help individual team members develop general competen-
cies related to teamwork activities. Table 122 shows that this type of training could involve many
different forms of knowledge, skills, and abilities. " Taken together, such knowledge, skills, and

TABLE 12-2| Teamwork Knowledge, Si

lls, and A
COMPETENCY DESCRIPTION
Conflict resolution + Can distinguish between desirable and undesirable confiict.
+ Encourages desirable conflict and discourages undesirable
conflict.

Uses win-win strategies to manage confict.

Collaborative problem | + Can identfy situations requiring participative problem solving.
solving + Uses the appropriate degree of participation.
+ Recognizes and manages obstacles to collaborative
problem solving.

Communications + Understands communication networks.

+ Communicates openly and supportively.

+ Listens without making premature evaluations.
+ Uses active listening techniques.

+ Can interpret nonverbal messages of others.

+ Engages in ritual greetings and small talk.

Goal setting and perfor- | + Helps establish specific and difficult goals for the team.
mance management + Monitors, evaluates, and provides performance-related
feedback.

Planning and task + Coordinates and synchronizes activities among team
coordination members.

Establishes expectations to ensure proper balance of
‘workload within the team.

Source: Adapted from Stevens, M. . and M. A. Campion. “The Knowledge, Skilland Abilty Reguirements for Teamwork:
for Human Resource = Journalof 20 (1994):pp. 503-530.
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abilities are referred to as transportable teamwork competencies.'*” This label reflects the fact
that trainees can transport what they learn about teamwork from one team context and apply
it in another. As a specific example of how this type of training might work, consider a recent
study of teamwork training for naval aviators in an advanced pilot training program.'*’ In this
study, one group of pilots went through two days of training, during which they received instruc-
tion on preferred i practices, i ions and asking questions,
and communicating about potential problems. The pilots who went through the training believed
that in addition to building teamwork knowledge and skills, the training would increase their
mission effectiveness and flight safety. Moreover, crews that were composed of pilots who went
through the training were significantly more effective than crews composed of pilots who did not
g0 through the training. Effectiveness was judged by performance in dangerous scenarios, such
as ice buildup on the aircraft wings and instructions from the air traffic control tower that were
conflicting or ambiguous.

CROSS-TRAINING

A second type of team training involves training members in the duties and responsibi
their teammates. The idea behind this type of training, which is called cross+raining," is that
team members can develop shared mental models of what's involved in each of the roles in the
team and how the roles fit together to form a system. '** What exactly does cross-training involve?
Researchers have found that cross-raining may involve instruction at three different levels of
depth.'* At the shallowest level, there is personal clarification. With this type of training. mem-
bers simply receive information regarding the roles of the other team members. As an example,
the highly specialized members of surgical teams—surgeons, anesthesiologists, operating room
nurses—might meet so that they can learn about others' roles and how each contributes to the
team’s goal of achieving overall patient welkbeing.

At the next level of crossiraining, there is positional modeling, which involves team members
observing how other members perform their roles. In the case of the surgical teams, the surgeons
might spend a day shadowing operating room nurses as they perform their duties. The shadowing
not only helps the surgeons gain a better understanding of what the job of a nurse entails but also
may provide insight into how the activities involved in their respective jobs could be integrated
more effectively.

Finally, the deepest level of crosstraining involves positional rotation. This type of training
gives members actual experience carrying out the responsibilities of their teammates. Although
this type of hands-on experience could expand skills of members so that they might actually per-
form the duties of their teammates if they had to, the level of training required to achieve profi-
ciency or certification in many situations may be prohibitive. For example, because it takes years
of specialized training to become a surgeon, it would be impractical to train an operating room
nurse to perform this job for the purposes of positional rotation.

TEAM PROCESS TRAINING

Crossitraining and training in transportable teamwork competencies focus on individual experi-
ences that promote individual learning. Team process training, in contrast, occurs in the context
of a team experience that facilitates the team being able to function and perform more effectively
as an intact unit. One type of team process training is called action learning. With this type of
training, which has been used successfully at companies such as Motorola and General Electric,
ateam is given a real problem that's relevant to the organization and then held accountable for
analyzing the problem, developing an action plan, and finally carrying out the action plan.'””
How does this type of experience develop effective team processes? First, the team receives
coaching to help facilitate more effective processes during different phases of the project
Second, there are meetings during which team members are encouraged to reflect on the team
processes they've used as they worked on the project. In these meetings, the members discuss not
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only what they observed and learned from their experiences but also what they would do differ-
ently in the future.

A second type of team process training involves experience in a team context when there are
task demands that highlight the importance of effective teamwork processes. As an example,
United Airlines uses pit crew training for its ramp crews. ™ Although teams of ramp workers at an
airline like United must work with luggage, belt loaders, and baggage carts, there are parallels with
the work of NASCAR pit crews that work with tires, jacks, and air guns. Primarily, effective per-
formance in both contexts means performing work safely within tight time constraints. Moreover,
in both of these contexts, achieving goals requires teamwork, communication, and strict adher-
ence to standardized team procedures. The real value of the pit crew training to the ramp crews
is that it conveys the lessons of teamwork in a very vivid way. If @ team fails to follow procedures
and work together when trying to change tires, tools will be misplaced, parts will be dropped. and
‘members will get in one another’s way. As a consequence, a pit stop may last for minutes rather
than seconds.

TEAM BUILDING

The fourth general type of team process training is called team building. This type of training
normally is conducted by a consultant and intended to facilitate the development of team pro-
cesses related to goal setting, interpersonal relations, problem solving, and role clarification.””
The ropes course is a very popular task used in team building. It requires team members to work
together to traverse wooden beams, ropes, and zip lines while dangling in a harness 20-50 feet in
the air. Other examples include laser tag, paintball,"* WhirlyBall (think lacrosse played in bumper
cars with a whiffle ball and plastic scoops),"" whitewater rafting, scavenger hunts, and beating
drums in a drum circle.""? Team-building activities such as these are hugely popular with organiza-
tions of all sizes, and they do seem like an awful lot of fun.

But can you really build effective teams by having them participate in enjoyable activities that
seem so unrelated 1o their jobs? In fact, this was the basis for Senators Byron Dorgan and Ron
Wyden's request that the inspector general of the U.S. Postal Service be fired."” In their letter to
the chairman of the Post Office Board of Governors, they wrote that the inspector general “has
spent millions of agency dollars on expensive and silly ‘team building’ exercises, diverting massive
resources from the task of finding waste and improving efficiency. . .. On tapes, you sce images of
public servants dressed up as the Village People, wearing cat costumes, doing a striptease, and par-
ticipating in mock trials—all on official time, all at the public's expense.”'* Although it's somewhat
fficult to gauge the effectiveness of team-building interventions because so many different types of
exercises have been used, research has been conducted that provides mixed support for the senators’
claim. The findings of one meta-analysis found that team building did not have a significant effect on
team performance when per-
formance was defined in terms
of productivity. However, the
research found that team build-
ing is most likely to have posi
tive effects for smaller teams
and when the exercise emph
sizes the importance of cla
fying role responsibiities. The
facilitator of the team-building
session also needs o be com-
petent in helping members see
the connections between the
exercise and their work, and
also to ensure inclusion and
ion of all members.""*  SHARI VIALPANDO/Associated Press

Ropes courses are enjoy-
able to participants and
provide a unique oppor-
tunity for team members
10 getto know each other.
But can they really build
effective teams?
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CHAPTER 12

Takeaways

12.1 Taskwork processes are the actiy

s of team members that relate directly to the accom-
plishment of team tasks. Taskwork processes include creative behavior, decision making,
and boundary spanning.

12.2 Teamwork processes refer to the interpersonal activities that facilitate the

accomplishment of the team’s work but do not directly involve task accomplishment
itself. Teamwork processes include transition processes, action processes, and interper-
sonal processes.

12.3 Communication is a process through which much of the work in a team is accomplished.

Effectiveness in communication can be influenced by the communication competence of
the sender and receiver, noise, information richness, and network structure.

12.4 Team states refer to specific types of feelings and thoughts that coalesce in the minds of

team members as a consequence of their experience working together. Team states include
cohesion, potency, mental models, and transactive memory.

12.5 Teamwork processes have a moderate positive relationship with team performance and a

strong positive relationship with team commitment.

12.6 Organizations can use training interventions to improve team processes. Such interven-

ns may include training in transportable teamwork competencies, cross-training, team
process training, and team building

Key Terms
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Discussion Questions

12.1 Before reading this chapter, how did you define teamwork? How did this definition corre-
spond to the definition outlined in this book?

12.2 Think of a team you've worked in that performed poorly. Were any of the causes of the
poor performance related to the forces that tend to create process loss? If so, which force
was most problematic? What steps, if any, did your team take to deal with the problem?

12.3 Think about the team states described in this chapter. If you joined a new team, how long
do you think it would take you to get a feel for those team states? Which states would you
be able to gauge first? Which would take longer?

12.4 Describe the communication process in a student team of which you've been a member.
Were there examples of “noise” that detracted from the team members’ ability to com-
municate with one another? What was the primary mode of communication among
members? Did this mode of communication possess an appropriate level of information
richness? Which network structure comes closest to describing the one that the team used
to communicate? Was the level of centralization appropriate?

12.5 Which types of teamwork training would your student team benefit most from? What
exactly would this training cover? What specific benefits would you expect? What would
prevent a team from training itself on this material?

Case: Google

The growing number and insidiousness of cyber-threats has become a huge concern for
companies that are responsible for the security of private user data, account information,
personal information, passwords, and so forth. The average cost of a data breach for a company
is reported to be $3.6 million, but this cost can be significantly higher in situations where
millions of accounts are compromised. Like most other companies in the technology sector
that are involved in internet content and information, Google employs teams of cybersecurity
personnel to examine the computer code in their products and services to ensure there are no
bugs or related problems that can be exploited by cyber-criminals. Google also offers bount
friendly hackers who find and report vulnerabilities in the company’s code.

For Google, however, the concern with cyberthreats transcends its own products and
services. The company’s search engine and other products and services rely on third-party code,
such as Adobe Flash, and the underlying Windows, Mac, or Linux operating system. In short,
bugs in the code of software for which other companies are responsible could create costly
vulnerabilities for Google. Additionally, Google generates revenue primary from users who click
on ads. If there are bugs that result in major security breaches, user confidence in the internet
would erode, and in fear that their private data may be exposed in a single website visit, users
could become less likely to click on ads.

"To deal with this particular concern, Google created an elite team called “Project Zero.”

The mission of this team is to identify hackable bugs in the code of any software that touches
the internet and to communicate the problems to the responsible companies so that the bugs

are addressed in a timely manner. The team is composed of some of the world's best hackers
and vulnerability researchers. Team members use their intuition, as well as programs that blast
software with data, to expose the bugs. When a team member finds something amiss—a strange
pattern in data that can't be explained—the team gathers to discuss. Of particular importance

is what happens after Project Zero finds a vulnerability. The team first alerts the responsible
company about the problem. The team then works with the company o settle on a deadline to fix
the problem and to notify users. If the company is uncooperative or misses a deadline, Project Zero

o
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After reading this chapter; you should be able to answer the following questions:

12.1 What are taskwork processes, and what are some examples of team activities that fall into this.
process category?

12.2 What are teamwork processes, and what are some examples of team activities that fall into this
process category?

12.3 What factors influence the communication process in teams?

12.4 What are team states, and what are some examples of the states that fall into this process category?
12.5 How do team processes affect team performance and team commitment?

12.6 What steps can organizations take to improve team processes?
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sake search engine, which is now used to process

over 1 trllon queries a year, into other intemet-related
products and services. Among the most popular, with over
1 billion users each, are Gmail, Chrome, YouTube, Android,
Google Maps, and Google Drive. Although Google has
invested significant resources in developing o acquiring
these products and services, the company actually gener-
ates most of its revenue from advertising, much of which is
generated when internet users click on ads that appear on
web pages. In addition to the complex algorithms used to
run the intemet advertising process, Google has also devel-
oped products and services which help website owners and
advertisers manage their ends of the business.

As a management student, you might wonder how
Google has managed o grow into one of the most successful
companies in the world and the undisputed leader of a rap-
idly expanding industry. One obvious answer is that Google
has been able to hire the best and brightest talent. The work
at Google is interesting and meaningful, and the company
has gone to great lengths to develop a reputation as being
a great place to work. In short, Google can be extremely
selective when hiring because jobs at the company are in

Fnunded in 1998, Google expanded beyond its name.
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such high demand. But as it tums out, having outstanding
employees is only part of the answer to Google's success.
Another key driver is creating teams of phenomenal employ-
ees and providing them with the resources and freedom to
develop solutions to very challenging problems that are
far better than any single employee could have achieved
on their own. In other words, Google has been success-
ful through synergy created by empowering employees
to collaborate, and to leam from each other, and to make
decisions that lead to innovation and the achievement of
extraordinary things.

At the heart of Google are employees involved in
engineering, design, product management, and technical
solutions. These are the employees who work together
in teams responsible for developing innovative products.
However, Google also relies on team synergy in other
functional areas as well. For example, teams that sell prod:
ucts include employees who have roles in sales, account
management, product support, and customer Support
Similarly, teams involved in supporting the larger organiza-
tion include employees whose roles involve administration,
business strategy, finance, legal, marketing and people
operations.

375




image3.png
8:52 4

X =

L1 CHAPTER 12 Teams Pro Cor

TEAM PROCESSES AND COMMUNICATION

Aswe described in Chapter 11 on team characteristics and diversity, a team consists of two or more.
people who work interdependently over some time period to accomplish common goals related to
some taskoriented purpose.' The effectiveness of organizations depends to a large extent on the
activities and interactions that ocur within teams as they move toward their task-related objec-
tives. Team process s a term that refers (o the different types of communication, activities, and
interactions that occur within teams that contribute to their ultimate end goals. Team character-
e member diversity, task interdependence, team size, and o forth, affect team processes
and communication. Those processes, in turn, have a strong impact on team effectiveness. In fact,
some have argued that extraordinary teams are defined in terms of their processes.’

Some of the team processes and forms of communication that we describe in this chapter are
observable by the naked eye. An outside observer would be able o see a crew of astronauts com-
municating with each other in regard 1o the status of the systems in their space capsule. Other
processes, in contrast, are less visible. An outside observer wouldn't be able to see the sense of
“cohesion” felt by the members of this crew or the shared “mental models™ that cause them to
‘work together so efficiently. Thus, team processes include interactions among members that occur
behaviorally, as well as the hard-to-see feelings and thoughts that coalesce as a consequence of
membe

WHY ARE SOME TEAMS MORE THAN THE SUM OF

THEIR PARTS?

‘Take a second and try to think of a few teams that have been successful. It's likely that the success
of some of these teams was expected because the team had members who are very talented and
skilled. The success of other teams may be more difficult to understand just by looking at the ros-
ters of their members. These teams might have members who appear o be less talented and skilled,
but as they work together, they somehow became “more than the sum of their parts.” Getting more.
from the team than you would expect according to the capabilitis of its individual members is
called process gain. This capability, which is synonymous with the term syrergs; is most critical in
situations in which the complexity of the work is high or when tasks require members to combine
their knowledge, skills, and efforts to solve problems. In essence, process gain is important because
it results in useful resources and capabilites that did not exist before the team created them.*

Having described process gain, we now consider its polar opposite, process loss, or getting
less from the team than you would expect based on the capabilities of ts individual members. To
understand process loss, think of an experience you've had with a team you felt was a sure bet
10 do well based on the capabilities of the members, but didn't achieve the level of success you
expected. You may be thinking of a sports team where the members were the best athletes or the
best at their respective positions, but the players just didn't scem to mesh well, and as a result,
the team didn't win. Or perhaps you're thinking of a student team with an assignment to do a
term project, and although the team was composed of the brightest students in class, it became
apparent on presentation day that the team’s ideas weren't very creative or wellexecuted, and as a
result, the project paled in comparison with the projects of the other student teams. If you've had
an experience like this, you know how frustrating it can be. In reality, process loss is a common
and costly by-product of doing work in teams.

But what factors conspire to create process loss? One factor is that in teams, members have to
work to not only accomplish their own tasks, but also coordinate their activities with the activi-
ties of their teammates.® Although this extra effort focused on integrating work is a necessary
aspect of the team experience, ination loss because it consumes time and energy
that could otherwise be devoted o task activity.* Such coordination losses are often driven by
‘production blocking, which occurs when members have to wait on one another before they can do
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The US. women's national
soccer team was favored
in the early rounds of

the 2015 World Cup but
failed to perform to their

their part of the team task.”
If you've ever worked in a
team in which you felt like

you couldn't get any of your i

v

own work done because of Y ke =il
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ings, following up requests St ‘Q\y‘ o, et synergy in the final game
for information from other = = | against Japan, however. in

fact, their 5-2 victory was
one of the most dominat-
ing performances ever in a
Women's World Cup final,
‘The team's synergy was
repeated four years later
resulting in another World
Cup Championship.

team members, and waiting
on team members to do their
part of the team task, you
already understand how frus-
tratingproduction blocking
(and coordination loss) can
be. In the context of a game
like soccer, production block-
ing might occur if a player has
10 wait 100 long for a teammate o get into position to receive the ball before making a pass.

The second force that fosters process loss in team contexts is motivational loss, or the loss
in team productivity that occurs when team members don't work as hard as they could.* Why.
does motivational loss oceur in team contexts? One explanation is that it's often quite difficult
to gauge exactly how much each team member contributes to the team. Members of teams can
work together on projects over an extended period of time, and as a consequence, its difficult to
keep an accurate accounting of who does what. Similarly, members contribute to their team in
‘many different ways, and contributions of some members may be less obvious than the contribu-
tions of others. Finally, members of teams don't always work together at the same time as a uni
Regardless of the reasons for it, uncertainty regarding “who contributes what” results in team
members fecling less accountable for team outcomes. Those feelings of reduced accountability,
in turn, cause members to exert less effort when working on team tasks than they would if they
worked alone on those same tasks. This phenomenon is called social loafing,” and it can signifi-
cantly hinder a team’s effectiveness.'® In the context of a student team responsible for a project,
‘motivational loss and social loafing may result if some students on the team come to depend on
a student who is particularly motivated and knowledgeable. For a discussion of process gains and
process losses, and how they might be managed, see our OB at the Bookstore feature.

ANDY CLARK/Stinger/Getty Inages

TASKWORK PROCESSES

Hiving descrbed proces gains u1d proces lose, ' e o describe the parculr eam pe>- @y 45 4
cesses that can help teams increase the former, while reducing the latter. One relevant category 3

of team processes is taskwork processes, which are the activities of team members that relate  Whatore tasiwork processes,
directly 10 the accomplishment of team tasks. In a general sense, taskwork occurs any time that 27 *"° e some examples
team members interact with the tools or technologies that are used to complete their Work. In e oo ocs categony?

this regard, taskwork is similar o the concept of task performance described in Chapter 2 on job

performance. However, in the context of teams, especially those that engage in knowledge work,

three types of taskwork processes are crucially important: creative behavior, decision making, and

boundary spanning. These three taskwork processes are shown in Figure 12-1.

CREATIVE BEHAVIOR When teams engage in creative behavior, their activities are focused on
generating novel and useful ideas and solutions." In Chapter 9 on personality and cultural values,
we noted that creative behavior is driven in part by the creativity of individual employees, because
some employees are simply more original and imaginative than others. Researchers have also
found that creativity in teams may be affected by characteristics such as conformity and attention
10 detail."? However, the team environment is also uniquely suited to fostering creative behavior.
As a consequence, organizations like Palo Alto-based IDEO, arguably the world's most success-
ful product design firm, rely on teams to come together and combine their members' unique sets
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.@ At the Bookstore

EXTREME TEAMS
Robert Bruce Shaw (New York, American Management Association, 2017)

The difficulty of designing and supporting teams is the reason they are a competitive advantage.
1f managing these teams was easy, the would be less valuable because they could be copied easily.*

With those words, Robert Bruce Shaw outlines the challenge fac-
ing managers who use of teams to accomplish work in organi
Although teams can produce exceptional results, i’s difficult to pin
down exactly how to make this happen, and all 100 often, just the
‘opposite occurs. He explains that teams are complex social systems,
and that unfortunately, this complexity isn't reflected in our under-
standing of how teams should be managed. As one example, many
believe that if you form a team composed of really good employees,
that team will produce really good results. Although this sounds rea-
sonable enough, social dynamics often result in coordination and
motivation problems that prevent promising teams from reaching
their potential.

The book describes several broad principles that should be fol-
lowed to help ensure the benefits of teams are greater than their
costs. As a starting point, Shaw suggests that teams should only be
implemented when they are needed to accomplish the work or where it is possible to achieve syn-
ergistic results that outweigh the coordination costs. If team members don't have a reason to share
information and to learn from each other, a result that's greater than what the individual members
could have produced on their own without all the extra coordination isn't likely. Shaw also argues
that effective teams require a set of supportive organizational policies and practices. As an exam-
ple, reward systems in organizations that emphasize the effectiveness of individual employees tend
1o encourage competitiveness, which thwarts teamwork, and in turn, team effectiveness.

Although the broad managerial principles outlined in the book are certainly important, the
real value of Shaw's work lies in the descriptions of the innovative team-related practices of seven
highly successful organizations: Whole Foods, Pixar, Zappos, Airbnb, Patagonia, Netflix, and
Alibaba. The book reveals that although the specific practices used by each of these organizations
are unique, they all engender a small set of crucial team processes. For example, the practices and
the culture of each of the organizations fosters teams where members have a shared obsession
about what it is they are trying to do, and a deep faith in their ability to do it. As another example,
although the teams in each of these organizations focus their efforts on core areas critical to their
success and strive to meet team goals, they are also attuned to feedback and open to change in the
interest of addressing team weaknesses.

ions.

Roberts Publishing, Inc.

“Source: EXTREME TEAMS Robert Bruce Shaw. New York, American Management Association, 2017

of knowledge and skill in a manner that results in novel and useful ideas."* However, achieving
such outcomes depends on much more than just putting a diverse mix of people together and let
ting them go at it. In fact, creative behavior in teams can be fostered when members participate
in a specific set of activities. For example, team members have to be open to developing infor-
mal means of coordinating when potential synergies are discovered in the knowledge possessed
‘among specific members or subgroups within in a team.

Perhaps the bestknown activity that teams use to foster creative behavior is brainstorming.
Generally speaking, brainstorming involves a face-to-face meeting of team members in which each
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FIGURE 12-1 | Taskwork Processes

offers as many ideas as possible about some focal problem or issue. " Most brainstorming sessions
center around the following rules:

1. Express all ideas that come to mind (no matter how strange).

2. Go for quantity of ideas rather than quality.

3. Don't criticize or evaluate the ideas of others.

4. Build on the ideas of others.

The idea is that if a team follows these rules, it will develop a large pool of ideas that it can use
to address the issue at hand."” This sounds very reasonable in theory, and almost all of us have
been in some sort of brainstorming meeting at some point. However, it may surprise you to learn
that such brainstorming sessions rarely work as well as intended. In fact, research suggests that
team members would be better off coming up with ideas on their own, as individuals, before pool-
ing those ideas and evaluating them to arrive at a solution.”

‘Why doesn't brainstorming work as el as individual idea generation? There appear to be at
least three reasons.” First, there may be a tendency for people to social loaf in brainstorming ses-
sions. That is, members may not work as hard thinking up ideas as they would if they had to turn
in an individually generated list with their name on it. Second, though the rules of brainstorming
explicitly forbid criticizing others' ideas, members may be hesitant to express ideas that seem silly
or not well thought-out. Third, brainstorming results in production blocking because members
have to wait their turn to express their ideas. This waiting around consumes time that could other-
wise be used by individuals to generate new ideas.

Given the problems with brai ing, why do ions continue to use it?
One reason is that the general idea of brainstorming is well known, and common sense leads
people to believe that it works as advertised. Another reason is that there are benefits of brain-
storming beyond just generating ideas. For example, brainstorming builds morale and results in
the sharing of knowledge that might otherwise be locked inside the minds of the individual team
members. 2 Although this knowledge may not be useful for the particular problem that's being
debated, it might be useful for issues that arise in the future. To achieve the benefits of brainstorm-
ing, some companies take extra steps to ensure team members are fully engaged in the process
of generating ideas. At IDEO, for example, brainstorming meetings often open with a warm-up
session, typically a fast-paced word game to clear the minds of the participants.’ Table 12-1 lists
secrets of better brainstorming, as practiced at IDEO.

One offshoot of brainstorming that some of its limitations is the nominal group
technique.”* Similar to a traditional brainstorming session, this process starts off by bringing the
team together and outlining the purpose of the meeting. The next step takes place on an individual
level, however, as members have a set period of time to write down their own ideas on a piece of
paper. The subsequent step goes back into the team setting, as members share their ideas with the
team in a round-robin fashion. After the ideas are recorded, members have a discussion intended





