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Building the Winning Team 
"Everyone wants to feel that they are on a winning team, that the company is 
moving ahead, and that they are an integral part of the group."  
 
Beyond Hiring Great People 
 
Building the winning team requires more than just hiring a bunch of talented 
people.  
It means hiring people who will work well together.  
It means developing a shared vision and commitment.  
It means physically bringing people together in formal group meetings for open 
discussion of broad-based issues.  
It means encouraging positive, informal interactions between group members.  
It means instilling a "winning" attitude throughout the organization.  
It means watching for and quickly trying to reverse team-building problems such 
as jealousy, cynicism, and defensive behavior.  
 
Get 'Em To "Buy In"! 
 
To build the winning team, you not only need to show people what direction the 
company is headed in, but you need to get them to "buy into" this direction. 
Otherwise, you can't expect people to support a group if they don't agree with 
where it's headed or, worse, don't even know where it's headed.  
Specifically, you need to show people:  
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• Your vision for the future.  
• Your strategy for getting there.  
• Why this is the best strategy.  
• Every achievement that indicates this team is winning.  

This is not a one-time discussion or announcement.  
You need to constantly remind people what the organization stands for and that 
it does indeed hold a bright future for them!  
 
Meetings Build Teams 
 
Part of building the winning team is having some group meetings. Meetings, or 
even parties or celebrations, with as many people as possible from the entire 
organization, help build a feeling of solidarity throughout the organization.  
But it is also important to have everyone participate in smaller group meetings 
where some work is done or some decisions are made. This makes people feel 
that they aren't just part of some big group, but that they are an active, important 
part of a team.  
For key managers, or people in your work group, you should have an interactive 
meeting once per week-not a meeting where you just make announcements and 
summarize the work that's been done and needs to be done, but a meeting where 
everyone has an opportunity to give feedback on substantive issues.  
 
Getting People To Work Together 
 
Perhaps the most difficult part of building a winning team is encouraging 
positive, informal interaction between team members when you are not present. 
Here are some thoughts on this:  

• Have team members take part in the hiring process of new team members. 
• Assign specific projects for two team members to work on together.  
• Try to arrange for close proximity of offices.  
• Create an incentive-pay plan based on common goals such as profitability. 
• Have a specific part of the salary review dependent upon "interaction with 

others."  
• Take your team off-site for formal meetings as well as casual get-

togethers to build a sense of bonding.  
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Watch Out For Team Destroyers! 
 
Here are some of the problems that can rip the team-building process apart.  
Jealousy. Be on guard for jealousy whenever a new member is hired into the 
group. Go out of your way to tell other team members how much their work is 
appreciated. Cynicism. Some people are just negative by nature. Others might 
feel your company can't possibly prosper or they just don't like small companies, 
big companies, or whatever . . .. Be sure you are emphasizing the company's 
positive achievements to the group as a whole. And don't hesitate to confront any 
openly cynical individual and demand their behavior change at once. Lack of 
confidence. Some people lack confidence in them and view attacks on their 
opinions as attacks on themselves, responding with statements like "Are you 
telling me my fifteen years of experience don't matter?" Stop any discussion like 
this immediately and, in a one-on-one meeting, point out the defensive behavior. 

5 Stages of Group Development 
Stage 1: Forming 

In the Forming stage, personal relations are characterized by dependence. Group 
members rely on safe, patterned behavior and look to the group leader for 
guidance and direction. Group members have a desire for acceptance by the 
group and a need to be known that the group is safe. They set about gathering 
impressions and data about the similarities and differences among them and 
forming preferences for future sub grouping. Rules of behavior seem to be to 
keep things simple and to avoid controversy. Serious topics and feelings are 
avoided.  

The major task functions also concern orientation. Members attempt to become 
oriented to the tasks as well as to one another. Discussion centers around 
defining the scope of the task, how to approach it, and similar concerns. To grow 
from this stage to the next, each member must relinquish the comfort of non-
threatening topics and risk the possibility of conflict. 

Stage 2: Storming 

The next stage, which Tuckman calls, Storming, is characterized by competition 
and conflict in the personal-relations dimension an organization in the task-
functions dimension. As the group members attempt to organize for the task, 
conflict inevitably results in their personal relations. Individuals have to bend 
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and mold their feelings, ideas, attitudes, and beliefs to suit the group 
organization. Because of "fear of exposure" or "fear of failure," there will be an 
increased desire for structural clarification and commitment. Although conflicts 
may or may not surface as group issues, they do exist. Questions will arise about 
who is going to be responsible for what, what the rules are, what the reward 
system is, and what criteria for evaluation are. These reflect conflicts over 
leadership, structure, power, and authority. There may be wide swings in 
members’ behavior based on emerging issues of competition and hostilities. 
Because of the discomfort generated during this stage, some members may 
remain completely silent while others attempt to dominate. 

In order to progress to the next stage, group members must move from a "testing 
and proving" mentality to a problem-solving mentality. The most important trait 
in helping groups to move on to the next stage seems to be the ability to listen. 

Stage 3: Norming 

In Tuckman’s Norming stage, interpersonal relations are characterized by 
cohesion. Group members are engaged in active acknowledgment of all 
members’ contributions, community building and maintenance, and solving of 
group issues. Members are willing to change their preconceived ideas or 
opinions on the basis of facts presented by other members, and they actively ask 
questions of one another. Leadership is shared, and cliques dissolve. When 
members begin to know-and identify with-one another, the level of trust in their 
personal relations contributes to the development of group cohesion. It is during 
this stage of development (assuming the group gets this far) that people begin to 
experience a sense of group belonging and a feeling of relief as a result of 
resolving interpersonal conflicts. 

The major task function of stage three is the data flow between group members: 
They share feelings and ideas, solicit and give feedback to one another, and 
explore actions related to the task. Creativity is high. If the group members attain 
this stage of data flow and cohesion, openness and sharing of information on 
both a personal and task level characterize their interactions. They feel good 
about being part of an effective group. 

The major drawback of the norming stage is that members may begin to fear the 
inevitable future breakup of the group; they may resist change of any sort.  
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Stage 4: Performing  

All groups do not reach the Performing stage. If group members are able to 
evolve to stage four, their capacity, range, and depth of personal relations expand 
to true interdependence. In this stage, people can work independently, in 
subgroups, or as a total unit with equal facility. Their roles and authorities 
dynamically adjust to the changing needs of the group and individuals. Stage 
four is marked by interdependence in personal relations and problem solving in 
the realm of task functions. By now, the group should be most productive. 
Individual members have become self-assuring, and the need for group approval 
is past. Members are both highly task oriented and highly people oriented. There 
is unity: group identity is complete, group morale is high, and group loyalty is 
intense. The task function becomes genuine problem solving, leading toward 
optimal solutions and optimum group development. There is support for 
experimentation in solving problems and an emphasis on achievement. The 
overall goal is productivity through problem solving and work. 

Stage 5: Adjourning 

Tuckman’s final stage, Adjourning, involves the termination of task behaviors 
and disengagement from relationships. A planned conclusion usually includes 
recognition for participation and achievement and an opportunity for members to 
say personal goodbyes. Concluding a group can create some apprehension - in 
effect, a minor crisis. The termination of the group is a regressive movement 
from giving up control to giving up inclusion in the group. The most effective 
interventions in this stage are those that facilitate task termination and the 
disengagement process. 
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There's More Than One Kind of Team  
"Team building" has become a buzzword in American business. The 

results are not overly impressive.  
Ford Motor Co. began more than 10 years ago to build teams to 

design its new models. It now reports "serious problems," and the gap in 
development time between Ford and its Japanese competitors has harshly 
narrowed. General Motors' Saturn Division was going to replace the 
traditional assembly line with teamwork in its "factory of the future." But the 
plant has been steadily moving back toward the Detroit-style assembly line. 
Procter & Gamble launched a team-building campaign with great fanfare 
several years ago. Now P&G is moving back to individual accountability for 
developing and marketing new products.  

One reason- perhaps the major one- for these near-failures is the all-
but-universal belief among executives that there is just one kind of team. 
There actually are three- each different in its structure, in the behavior it 
demands from its members, in its strengths, in its vulnerabilities, its 
limitations, its requirements, but above all, in what it can do and should be 
used for. 

The first kind of team is the baseball team. The surgical team that 
performs an open-heart operation and Henry Ford's assembly line are both 
"baseball teams." So is the team Detroit traditionally sets up to design a new 
car.  

 
Fixed Positions  
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The players on the team: they do not play as a team. They hate fixed 
positions they never leave. The second baseman never runs to assist the 
pitcher; the anesthesiologist never comes to the aid of the surgical nurse. 
"Up at bat, you are totally alone," is an old baseball saying. In the traditional 
Detroit design team, marketing people rarely saw designers and were never 
consulted by them. Designers did their work and passed it on to the 
development engineers, who in turn did their work and passed it on to 
manufacturing, which in turn did its work and passed it on to marketing.  
The second kind of team is the football team. The symphony orchestra and 
the hospital unit that rallies round a patient who goes into shock at 3 a.m. are 
"football teams," as are Japanese automakers' design teams. The players on 
the football team or in the symphony orchestra, like those on the baseball 
team, have fixed positions. The oboe never comes to the aid of the violas, 
however badly they might flounder. But on these teams’ players play as a 
team. The Japanese automakers' design teams, which Detroit and P&G 
rushed to imitate, are football-type teams. To use an engineering term, the 
designers, engineers, manufacturing people and marketing people work "in 
parallel." The traditional Detroit team worked "in series."  
Third, there is the tennis doubles team- the kind Saturn management hoped 
would replace the traditional assembly line. It is also the sort of team that 
plays in a jazz combo, the team of senior executives who form the 
"president's office" in big companies, or the team that is most likely to 
produce a genuine innovation like the personal computer 15 years ago.  
On the doubles team, players have a primary rather than a fixed position. 
They are supposed to "cover" their teammates, adjusting to their teammates' 
strengths and weaknesses and to the changing demands of the "game."  
Business executives and the management literature have little good to say 
these days about the baseball-style team, whether in the office or on the 
factory floor. There is even a failure to recognize such teams as teams at all. 
But this kind of team has enormous strengths. Each member can be 
evaluated separately, can have clear and specific goals, can be held 
accountable, and can be measured- as witness the statistics a true aficionado 
reels off about every major-leaguer in baseball history. Each member can be 
trained and developed to the fullest extent of the individual's strengths. And 
because the members do not have to adjust to anybody else on the team, 
every position can be staffed with a "star," no matter how temperamental, 
jealous or limelight hogging each of them might be.  
But the baseball team is inflexible. It works well when the game has been 
played many times and when the sequence of its actions is thoroughly 
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understood by everyone. That is what made this kind of team right for 
Detroit in the past.  
As recently as 20 years ago, to be fast and flexible in automotive design was 
the last thing Detroit needed or wanted. Traditional mass production 
required long runs with minimum changes. And since the resale value of the 
"good used car"- one less than three years old- was a key factor for the new-
car buyer, it was a serious mistake to bring out a new design (which would 
depreciate the old car) more than every five years. Sales and market share 
took a dip on several occasions when Chrysler prematurely introduced a 
new, brilliant design.  
The Japanese did not invent "flexible mass production": IBM was probably 
the first to use it, around 1960. But when the Japanese auto industry adopted 
it, it made possible the introduction of a new car model in parallel with a 
successful old one. And then the baseball team did indeed become the wrong 
team for Detroit, and for mass-production industry as a whole. The design 
process then had to be restructured as a football team.  
The football team does have the flexibility Detroit now needs. But if has far 
more stringent requirements than the baseball team. It needs a "score"- 
whether it's the play the coach signals to the huddle on the field or the 
Mozart symphony everyone in the orchestra puts on his music stand. The 
specifications with which the Japanese begin their design of a new car 
model- or a new consumer-electronics product- are far more stringent and 
detailed than anything Detroit is used to in respect to style, technology, 
performance, weight, price and so on. And they are far more closely adhered 
to. 

In the traditional "baseball" design team every position- engineering, 
manufacturing, marketing- does its job its own way. In the football team or 
the symphony orchestra, there is no such permissiveness. The word of the 
coach or the conductor is law. Players are beholden to this one boss alone for 
their order, their rewards, their appraisals, and their promotions. 

The individual engineer on the Japanese design team is a member of 
his company's engineering department. But he is on the design team because 
the team's leader has asked for him- not because the chief engineer sent him 
there. He can consult engineering and get advice. But his orders come from 
the design-team chief, who also appraises his performance. If there are stars 
on these teams, they are featured only if the score calls for a solo. Otherwise 
they subordinate themselves to the team. 

Even more stringent are the requirements of the doubles team- the 
kind that GM's Saturn Division hoped to develop in its "flexible-
manufacturing" plant, and that any such plant does indeed need. This team 
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must be quite small, with five to seven members at most. The members have 
to be trained together and must work together for quite some time before 
they fully function as a team. There must be one clear goal for the entire 
team and yet considerable flexibility with respect to the individual member's 
work and performance. And in this kind of team only the team "performs"; 
individual members "contribute." 

All three of these kinds of teams are true teams. But they are so 
different- in the behavior they require, in what they do best, and in what they 
cannot do at all- that they cannot be hybrids. One kind of team can play only 
one way. And it is very difficult to change from one kind of team to another.  
Gradual change cannot work. There has to be a total break with the past, 
however traumatic it may be. This means that people cannot report to both 
their old boss and to the new coach, conductor or team leader. And their 
rewards, their compensation, their appraisals and their promotions must be 
totally dependent on their performance in their new roles on their new teams. 
But this is so unpopular that the temptation to compromise is always great.  
 
Teams Are Tools  
 

At Ford, for instance, the financial people have been left under the 
control of the financial staff and report to it rather than to the new design 
teams. GM's Saturn division has tried to maintain the authority of the 
traditional bosses- the first-line supervisors and the shop stewards- rather 
than hand decision-making power over to the work teams. This, however, is 
like playing baseball and a tennis doubles match with the same people, on 
the same field, and at the same time. It can only result in frustration and non-
performance. And a similar confusion seems to have prevailed at P&G.  
Teams, in other words, are tools. As such, each team design has its own 
uses, its own characteristics, its own requirements, and its own limitations. 
Teamwork is neither "good" nor "desirable"- it is a fact. Wherever people 
work together or play together they do so as a team. Which team to use for 
what purpose is a crucial, difficult, and risky decision that is even harder to 
unmake. Managements have yet to learn how to make it.  
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Life Cycles of Executive Teams  
 
Work with nature; don't put senile teams on life support systems  

Do you really want a highly cohesive and highly effective management 
team? Sounds logical, are taught in MBA programs, and are sought by OD 
specialists. However, it isn't strategically viable or productive! Read on to 
find out why.  

The P4 Group 
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In 1984 Druker was invited to speak at a management workshop conducted 
by the business School of Santa Clara University. During my talk the subject 
of "P Groups" came up- because he had unknowingly contradicted what had 
been taught about them earlier in the day. 

P Groups were someone's way of describing the characteristics of a 
management team in terms of the team's effectiveness and cohesiveness. 
That is, one team might be low in effectiveness and low in cohesiveness at 

one extreme, and another team high in both characteristics at the other 
extreme. He was informed that the ideal team is one, which is both highly 

effective and highly cohesive, a P4 group. After some three microseconds 
consideration, during which He compared this hypothesis to my own 
intuition, He delivered my usual, highly rational response: "bullshit." A 
heated discussion ensued for the next two hours, during which I developed 
the concept of the Life Cycles of Teams to explain what my experience told 
me was more accurate.  

A Team is a living organism  
Druker heard it said that one of the great breakthroughs of the 1950's was 
that management consultants became aware of management teams as 
entities. Since then, managers and Organizational Development 
professionals have devoted enormous efforts to develop healthy, effective 
teams and to help team member’s work smoothly together.   
My own association with team dynamics has been intensely practical. He 
has been involved with several social movements; several project teams, and 
many business organizations. In the process he has participated in the birth, 
growth, maturity, decay, and death of many teams. Birth, growth, maturity, 
decay, and death serve vital purposes in our individual lives and for the 
entire human species. No condition is superior to the others, and only death 
is permanent.  Without decay and death, our world would overcrowd 
yet more quickly and our social systems would ossify. Those in power 
would remain in power decade after decade while the rest of us followed 
orders. Everyone would eventually be bored to death with life. Just look at 
China's government where the people who governed it in the 1940's are still 
in control fifty years later. China waits for Deng to die so that it can begin to 
renew its stagnant political life. 

Death is nature's way of making room for the new and innovative and for 
keeping life interesting! The prospect of Death instills in each of us an 
entrepreneurial sense of urgency about life.   
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Likewise, the birth, growth, decay, and death of an executive team serve 
critically important functions for the business as a whole and for team 
members. I will describe the values and drawbacks of each phase of the life 
cycle both to corporate vigor and to individual growth. I will show how 
attempts to maintain a highly effective, highly cohesive management team 
undermines both the health of the company in which it operate and the 
personal growth of the individuals who are part of that team! It would be 
better for all concerned to hasten the death process rather than fight it!  

 

 An overview of a Team's Life and Death   
Druker briefly describe an overview of the Life and Death of a typical 
management team.         
 The life cycle of executive teams. The period from Birth to Maturity 
is typically two to three years. Maturity to Decay may take two to five years. 
Decay to Death takes less than a year and is triggered (usually) by a 
catastrophe the team produces.  
An executive team is formed to achieve specific strategic business 
objectives within a few years. When the selection process is done correctly, 

 www.hrfolks.com  14



 

team members are chosen based on their individual abilities to contribute to 
achieving those objectives. In the first few months of the team's life, its 
cohesiveness is low and its effectiveness is low (Fig. 3A). There is much 
uncertainty about how the team will work together, what each member will 
contribute, and how the team will fare as it interacts with the outside world. 
Team members are barely committed to the team, and are still strongly 
immersed in their external environments. There are abundant challenges and 
healthy doses of the unexpected and fun. There is uncertainty and anxiety 
about whether or not the team will succeed. The team's energies are 
concentrated on future successes. Each team member contributes the stimuli 
of his person and the information from his reality outside the team. This is 
the team's childhood, a time of maximum learning by team members, and 
maximum sensitivity to the world outside the team.    
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  As team members learn from one another and take successful 
actions together, the team's effectiveness and cohesiveness increase. This 
increases the members' enthusiasm and commitment to the team. For a while 
there is a positive feedback loop in which success increases cohesiveness, 
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which increases effectiveness, which generates more success. This is the 
team's adolescence. 
Eventually the team accomplishes its first major success, the strategic 
objective for which it was formed. That strategic success marks the point at 
which the team is considered to be highly cohesive and highly effective. But 
cohesiveness has a dark side: lack of openness to the world outside the team 
or to new team members. Success also has its dark side. The team changes 
its attitude about its relationship to the outside world. It succeeded, therefore 
it has the formula! It loses the very anxiety and sensitivity to the external 
environment, which contributed to its success.   
The team also develops a team memory based on past successes and 
previous communications. The team memory now defines each member's 
role, the team's knowledge of the outside world, and how the team operates 
in that world. The team memory enables the team to perform like an 
experienced adult, able to quickly handle challenges in previously learned 
ways. But the team succeeds only as long as the team memory of how things 
were accurately reflects how things are. When the outside world changes, 
for example in customer requirements, competitors' innovations, or new 
technologies, the members of a highly cohesive and highly effective team 
usually don't respond. They continue to see the world through the team 
memory and act accordingly. After all, that behavior was successful!  
Once the team becomes highly effective and highly cohesive, the 
communication of new information between the outside world and the team 
and among team members deteriorates. The team memory freezes and 
becomes increasingly detached from the present reality. Team members no 
longer listen to one another because they already know what to expect. They 
become bored with their predictable roles. Sooner or later, the team makes 
decisions that fail to meet member’s needs or fail in a changed external 
environment. The decay process is underway.   
After decay becomes well established, some CEOs seek outside help to 
restore their teams' to peak performance. The team members are highly 
sensitive to their own isolation within the team, and remember a team past in 
which things were much better. Consequently, the restoration efforts tend to 
focus on communication and cohesiveness. Sometimes these efforts 
temporarily slow the decay process. Usually they have little impact, 
especially when the CEO exempts himself from them.  
Loss of effectiveness (typified by one or more failed decisions or projects) 
eventually overcomes the exaggerated management energy committed to 
cohesiveness, and the team disintegrates. Disintegration (death), frees team 
members to participate in new teams where they can renew their 

 www.hrfolks.com  17



 

enthusiasms, develop new personal relationships, and revitalize their 
atrophied learning processes. Disintegration of the old team also makes 
room for a new leadership team; one that is able to start out anchored in the 
"real world," ready to deal with things as they are, not as they used to be.  

Project Teams and Executive Teams   
A project team and an executive team starts life in much the same way. The 
significant difference is that a Project Team is disbanded when it achieves its 
initial strategic success. Project team members are rewarded, but one of the 
rewards is not continued employment. Executive Team members expect 
continued employment in return for past success.  

Comments  
Druker could write a book on the life cycles of management teams.  

1. When a team is formed it focuses on the future. Once it succeeds it 
focuses on the past. Team members are usually selected based on how they 
will contribute to the team’s strategic objectives. Once the team attains its 
first strategic success, however, a member of an executive team gets to stay 
on the team as a reward for the team's success. That member may not be 
appropriate for the future challenge. (An executive team has to fail 
repeatedly and miserably before team members are disenfranchised.) IBM 
lost most of the PC market (new challenge) because its key business 
decisions were made by people who succeeded with mainframes (past 
successes).  

2. Success breeds failure. In business and in sports it is difficult for a team 
to repeat its success. A study of management teams found that most 
successes are followed by major failures. For example, the IBM PC 
(success) was followed by PC Jr. (abject failure). Apple II (success) was 
followed by Lisa (failure)! Apple MacIntosh begat Newton! There are 
almost no "three-peats" in sports or business.  

3. Failure can breed success. Norman Schwartzkopf and Colin Powell 
endured the failure of Vietnam. They learned from that, and fought Desert 
Storm with the wisdom and anxiety that Vietnam fostered. I wouldn't select 
Norman Schwartzkopf to lead another battle because he succeeded in the last 
one. He would tend to repeat his past actions with too little sensitivity to 
changed circumstances.  
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4. Term limits of no more than 8 years for executives and executive 
teams would improve business effectiveness more than any other 
management change. In another essay I'll show why a leader can only lead 
change in the first two years of his tenure. After that he can only maintain a 
past direction, regardless of any change in his personal vision!  
If the management goal is predictable, consistent responses to a changing 
world then leave a team in place indefinitely (The Pope and his Cardinals, 
China's leadership, Judges). If the goal is innovative change and consistent 
successes in a dynamic environment, then CEOs and their executive teams 
should serve no longer than 8 years! We have been wise enough to put an 8-
year term limit on the President of the United States (and his cabinet). We 
haven't done so for Congress or business executives yet. An opportunity 
awaits management gurus and boards of directors. Of course, I'm not 
holding my breath.  

Conclusion  
A highly effective, highly cohesive team is a transitory state in a dynamic 
process. Business management will improve significantly when executives 
respect the values of that process and work with its dynamics.  

 

 

 

 

 

 

 

 

 

Informal workgroups. Introduction to group 
dynamics.                       
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Introduction 

Jeff Lane was at his wits end. As a newly appointed production manager, he 
had tried virtually everything to get his work group to come up to production 
standard. The equipment was operating properly, and the group had the 
training and experience to meet expectations, yet it was not performing well. 
What was wrong? And what could he do to correct the situation? Managers 
and supervisors frequently face such a dilemma-standards that should be met 
but aren't for what seems like no apparent reason. What Jeff Lane and other 
managers/ supervisors sometimes fail to realize is that within every 
organization there are often informal group pressures that influence and 
regulate individual behavior. Informal groups formulate an implicit code of 
ethics or an unspoken set of standards establishing acceptable behavior In 
Jeff's Department, the informal group may have established a norm below 
that set by the organization, subtly exercising control over its members 
regarding the amount of output.  

The dynamism of informal groups  

• Informal groups almost always arise if opportunities exist. 
• Often, these groups serve a counter organizational function, A 
• Attempting to counteract the coercive tendencies in an organization.  
• If management prescribes production norms that the group considers 

unfair, for instance, the group's recourse is to adopt less demanding 
norms and to use its ingenuity to discover ways in which it can 
sabotage management's imposed standards. 

• Informal groups have a powerful influence on the effectiveness of an 
organization, and can even subvert its formal goals. But the informal 
group's role is not limited to resistance.  

• The impact of the informal group upon the larger formal group 
depends on the norms that the informal group sets. So the informal 
group can make the formal organization more effective, too. 

• A norm is an implied agreement among the group's membership             
regarding how members in the group should behave. From the             
perspective of the formal group, norms generally fall into three 
categories-positive, negative, and neutral. In other words, norms either 
support, obstruct, or have no effect on the aims of the larger organization 
For example, it the informal group in Jeff's shop set a norm supporting 
high output, that norm would have been more potent than any attempt by 
Jeff to coerce compliance with the standard. The reason is simple, yet 
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profound. The norm is of the group member’s own making, and is not 
one imposed upon them. There is a big motivational difference between 
being told what to do and being anxious to do it.    
  If Jeff had been aware of group dynamics, he might have 
realized that informal groups can be either his best friend or his worst 
enemy. He should have been sensitive to the informal groups within his 
area and he should have cultivated their goodwill and cooperation and 
made use of the informal group leadership. That is, he should have 
wooed the leadership of the informal group and enlisted the support of its 
membership to achieve the formal organization's aims. The final effect of 
his actions might have been positive or negative, depending upon the 
agreement or lack of it between the informal group and him. Harnessing 
the power of informal groups is no easy task. The requirements include: 
• An understanding of group dynamics and, 
• An ability to bring about changes in informal group norms that            

positively reinforces the formal organization's goals.   
 As a starting point, managers and supervisors should at least be 
aware of the reasons behind informal group formation and the 
properties and characteristics of these groups. 

 

 

 

 

 

 

 

 

 

            Formation of Informal Work Groups  
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  Individuals are employed by an organization to perform specific 
functions. Although the whole person joins an organization, attention is 
usually focused on the partial person, the part of the individual doing the job. 
Because people have needs that extend beyond the work itself, informal 
groups develop to fill certain emotional, social, and psychological needs. 
The degree to which a group satisfies its members needs determines the 
limits within which individual members of the group will allow their 
behavior to be controlled by the group. Informal groups serve sense of 
belonging several major functions. For example, the group serves, as a 
means of satisfying the affiliation needs of its members for friendship and 
support. People need to belong, to be liked, to feel a part of something. 
Because the informal group can withhold this attractive reward, it has a tool 
of its own to coerce compliance with its norms.    
 Identity and self-esteem      
 Groups also provide a means of developing, enhancing, and 
confirming a person's sense of identity and self-esteem. Although many 
organizations attempt to recognize these higher needs, the nature of some 
jobs-their technology and environment-precludes this from happening. The 
long assembly line or endless rows of desks reinforce a feeling of 
depersonalization.         
 Stress reduction         
  Another function of groups is to serve as an agent for 
establishing and testing social reality. For instance, several individuals may 
share the feeling that their supervisor is a slave driver or that their working 
conditions are inadequate. By developing a consensus about these feelings, 
group members are able to reduce the anxiety associated with their jobs. 
     All for one, one for the entire informal group serves as a defense 
mechanism against forces that group members could not resist on their own. 
Joining forces in a small group makes the members feel stronger, less 
anxious, and less insecure in the face of a perceived threat. As long as needs 
exist that are not served by the formal organization, informal groups will 
form to fill the gap. Since the group fills many important needs for its 
members, it influences member behavior. 
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Team building. Changing informal work group/ 
team norms    

 A supervisor should attempt to encourage norms that positively affect 
the formal organization's goals, and to alter those that are negative. If this is 
accomplished, the informal group/ team will direct its energies toward 
desired goals. How can a supervisor bring about a positive change in a group 
/ team's norms?         
 Once a group / team has developed its norms, they are strictly 
enforced until changed. But norms change frequently because the group / 
team must be responsive to changes in its environment for self-protection. 
When a perceived change occurs in the environment that affects the group / 
team, it tightens, eases, or changes it norms.     
 There are three stages to fostering group / team / team norms that are 
congenial to the organization. 

• First Stage:          
  The first stage involves determining what the group/ team/ norms are, 
and then getting group/ team members to recognize their existence and 
influence. This can often be accomplished by observing the behavior 
patterns of the group / team, interviewing group / team members, or 
asking the group/ team to identify its own norms. As we noted, people 
frequently respect and follow norms unconsciously. Helping define 
norms is useful because it assists the group / team in clarifying it’s 
thinking and frees members from behavior patterns that they may not 
really wish to follow in the first place.    When group 
/ team members actually become aware of negative norms, they 
commonly reject them and seek alternative modes of behavior. And the 
supervisor can't begin to change negative norms to positive ones until 
group / team members first become aware of their existence.            
• Second Stage        
 Once the group/ team's norms are identified, the next stage is to 
measure the norms and establish a norm profile. Various norm categories 
should be established that relate to organizational and group/ team 
effectiveness. Each group/ team member should then be asked to rate the 
norm's intensity from low to high. A nine-point scale may be used in 
which nine represents where the group / team should realistically be. As 
shown in the 'Group Norms Profile' graphic, the responses can be 
averaged and plotted in order to obtain a norm profile. The difference 
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between where the group / team is and where it should be, represents a 
normative "gap." These gaps provide a starting point for determining 
where changes should occur.        
  
• Third Stage          

 The final stage is to bring about normative change. A 
systematic change process consists of six steps:    
 - Demonstrate the importance of norms in achieving 
organizational and group/ team effectiveness.    
 - Create positive norm goals through cooperative effort.  
 - Establish normative change priorities.    
 -  Determine a plan of action to bring about change.  
 - Implement and monitor the change strategy.   
 - Review the effectiveness of the strategy periodically and 
modify where necessary.        
 This process emphasizes the creation of positive norms through 
cooperative effort that benefits both the supervisor and the group/ 
team. Positive group/ team norms -increase the effectiveness of the 
supervisor while providing an environment in which group/ team           
members can satisfy their own needs. The process also improves team 
communications and trust, reducing the anxiety sometimes created by 
perceived threats from management. If the informal group / team's 
norms are negative, they can negate the interests of an organization 
many times the group / team's size. The process of change is a tool by 
which a supervisor can deal with the informal group/ team stresses 
that exist within the organization and that tend to de-motivate 
employees. By fostering positive group norms, a supervisor can 
harness the power of informal groups and release the energies of such 
groups to work together as a team to achieve desired goals.  
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Leadership of informal workgroups  
    Informal groups possess certain characteristics that, if understood, can be 
used to advantage. While many of these characteristics are similar to those 
of formal organizations, others are unique. One attribute of informal groups 
is rotational leadership. The informal leader emerges as the individual 
possessing qualities that the other members perceive as critical to the 
satisfaction of their specific needs at the moment; as the needs change so 
does the leader. Only rarely does a single individual possess all of the 
leadership characteristics needed to fill the various needs of the group. 
Unlike the formally appointed leader who has a defined position from which 
to influence others, the informal leader does not possess formal power. If the 
informal leader fails to meet the group's expectations, he or she is deposed 
and replaced by another. The informal group's judgment of its leaders tends 
to be quicker and more cold-blooded than that of most formal groups. 

 Supervisory strategies        
 The supervisor can use several strategies to affect the leadership and 
harness the power of informal groups. One quick and sure method of 
changing a group is to cause the leader to change one or more of his or her 
characteristics. Another is to replace the leader with another person. One 
common ploy is to systematically rotate out of the group its leaders and its 
key members. Considering the rotational nature of leadership, a leader may 
emerge who has aims similar to the formal goals of the organization. There 
are problems with this approach, however. Besides the practical difficulties 
of this, this strategy is blunted by the fact that group norms often persist long 
after the leader has left the group. A less Machiavellian approach is for the 
supervisor to be alert to leaders sympathetic to the supervisor's objectives 
and to use them toward the betterment of the formal group's effectiveness. 
Still another method is to attempt to 'co-opt' informal leaders by absorbing 
them into the leadership or the decision-making structure of the formal 
group. Co-opting the informal leader often serves as a means of averting 
threats to the stability of the formal organization. Remember, though, a 
leader may lose favor with the group because of this association with 
management, and group members will most likely to select another leader. 
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How to Build Quality into your Team  

Quality is primarily viewed in terms of corporate culture, multi-
departmental ad-hoc task forces and the salvation of entire 
companies. This article, instead, will view these ideas as a Team 
Leader with a small permanent staff might apply them.  
 
Quality has become the philosophers' stone of management practice with 
consultants and gurus vying to charm lead-laden corporations into gold-
winning champions. Stories abound of base companies with morose workers 
and mounting debts being transformed into happy teams and healthy profits; 
never a day goes by without a significant improvement, a pounds-saving 
suggestion or a quantum leap in efficiency. With this professed success of 
"Quality" programmers, there has evolved a proscriptive mythology of 
correct practice which has several draw backs:  

• The edicts call for nothing less than a company wide, senior-
management led programmed  

• The adherence to a single formula has a limited effect, precludes 
innovation outside these boundaries, and reduces the differentiation 
which such programmers profess to engender  

• The emphasis on single-task, specially formed groups shifts the focus 
away from the ordinary, daily bread-and-butter  

Of course, these criticisms do not invalidate the ideas of Quality but are 
simply to suggest that the principles might well be viewed from a new angle 
- and applied at a different level. This article attempts to provide a new 
perspective by re-examining some of the tenets of Quality in the context of a 
small, established team: simply, what could a Team Leader do with his/her 
staff.  

What is "Quality"? 

In current management writings "Quality" has come to refer to a whole 
gambit of practices which themselves have resulted in beneficial side-
effects; as a Team Leader, you will want to take advantage of these benefits 
also.  
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The Customer 

In simple terms, attaining Quality has something to do with satisfying the 
expectations of the customer. Concern for the wishes and needs of customers 
becomes the focus for every decision. What the customer wants, the 
company provides. This is not philanthropy, this is basic survival. Through 
careful education by competitors, the customer has begun to exercise 
spending power in favor of quality goods and services; and while quality is 
not the sole criterion in selecting a particular supplier, it has become an 
important differentiator.  
If one ten-pence ballpoint runs dry in one month and another ten-pence 
ballpoint lasts for three then the second ballpoint is the make which the 
customer will buy again and which he/she recommends to others - even if it 
costs a little more. The makers of the first ballpoint may have higher profit 
margins, but eventually no sales; without quality in the product, a company 
sacrifices customers, revenue and ultimately its own existence. In practical 
terms, Quality is that something extra which will be perceived by the 
customer as a valid reason for either paying more or for buying again.  
In the case where the product is a service, Quality is equated with how well 
the job is done and especially with whether the customer is made to feel 
good about the whole operation. In this respect Quality often does cost more, 
but the loss is recouped in the price customers are prepared to pay and in the 
increase of business.  

Reliability 

The clearest manifestation of Quality is in a product's reliability: that the 
product simply works. To prevent problems from arising after the product is 
shipped, the quality must be checked beforehand - and the best time to check 
quality is throughout the whole design and manufacturing cycle. The old 
method of quality control was to test the completed product and then to 
rework to remove the problems. Thus while the original production time was 
short, the rework time was long. The new approach to quality simply asserts 
that if testing becomes an integral part of each stage of production, the 
production time may increase but the rework time will disappear. Further, 
you will catch and solve many problems which the final "big-bang" quality-
check would miss but which the customer will find on the first day.  
To achieve this requires an environment where the identification of errors is 
considered to be "a good thing", where the only bad bugs are the ones, 
which got away. One of the most hallowed doctrines of Quality is that of 
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zero defects. "Zero defects" is a focus, it a glorious objective, it is the 
assertion that nothing less will suffice and that no matter how high the 
quality of a product, it can still be improved. It is a paradox in that it is an 
aim, which is contrary to reason, and like the paradoxes of many other 
religions it holds an inner truth. This is why the advocates of Quality often 
seem a little crazy: they are zealots.  

People as Resource 

While Quality has its own reward in terms of increased long-term sales, the 
methods used to achieve this Quality also have other benefits. In seeking to 
improve the quality of the product, manufacturers have found that the people 
best placed to make substantial contributions are the workforce: people are 
the most valuable resource. It is this shift in perspective from the 
management to the workforce, which is the most significant consequence of 
the search for quality. From it has arisen a new managerial philosophy aimed 
at the empowerment of the workforce, decision-making by the front line, 
active worker involvement in the company's advancement; and from this 
new perspective, new organizational structures have evolved, exemplified in 
"Quality Circles".  
Without digressing too much, it is important to examine the benefits of this 
approach. For such delegation to be safely and effectively undertaken, the 
management has to train the workforce; not necessarily directly, and not all 
at once, but often within the Quality Circles themselves using a single 
"facilitator" or simply peer-coaching. The workforce had to learn how to 
hold meetings, how to analyze problems, how to take decisions, how to 
present solutions, how to implement and evaluate change. These 
traditionally high-level managerial prerogatives are devolved to the whole 
staff. Not only does this develop talent, it also stimulates interest. Staff 
begins to look not only for problems but also for solutions. Simple ideas 
become simply implemented: the secretary finally gets the filing cabinet 
moved closer to the desk, the sales meetings follow an agenda, the software 
division creates a new bulletin board for the sports club. The environment is 
created where people see problems and fix 'me.  
Larger problems have more complex solutions. One outcome of the search 
for Quality in Japan is the system of Just-In-Time flow control. In this 
system, goods arrive at each stage of the manufacturing process just before 
they are needed and are not made until they are needed by the next stage. 
This reduces storage requirements and inventory costs of surplus stock. 
Another outcome has been the increased flexibility of the production line. 
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Time to change from one product run to the next was identified as a major 
obstacle in providing the customer with the desired range of products and 
quantities, and so the whole workforce became engaged in changing existent 
practices and even in redesigning the machinery.  

The Long Term 

However, I believe that the most significant shift in perspective, which 
accompanies the introduction of Quality, is that long-term success is given 
precedence over short-term gains. The repeat-sale and recommendation are 
more important than this month's sales figures; staff training and 
development remain in place despite immediate schedule problems; the 
product's reliability is paramount even over time-to-market. Time is devoted 
today to saving time in the future and in making products, which work first 
and every time.  

Team Quality 

While the salvation of an entire corporation may rest primarily with Senior 
Management, the fate of a team rests with the Team Leader. The Team 
Leader has the authority, the power to define the micro-culture of the work 
team. It is by the deliberate application of the principles of Quality that the 
Team Leader can gain for the team the same benefits, which Quality can 
provide for a corporation.  
The best ideas for any particular team are likely to come from them - the aim 
of the Team Leader must be to act as a catalyst through prompts and by 
example; the following are possible suggestions.  

Getting Started 

There will be no overnight success. To be lasting, Quality must become a 
habit and a habit is accustomed practice. This takes time and training - 
although not necessarily formal training but possibly the sort of 
reinforcement you might give to any aspect of good practice. To habituate 
your staff to Quality, you must first make it an issue. Here are two 
suggestions.  
The first idea is to become enthusiastic about one aspect at a time, and 
initially look for a quick kill. Find a problem and start to talk about it with 
the whole team; do not delegate it to an individual but make it an issue for 
everybody. Choose some work-related problem like "how to get the right 
information in time" and solicit everybody's views and suggestions - and get 
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the problem solved. Demand urgency against a clear target. There is no need 
to allocate large amounts of resource or time to this, simply raise the 
problem and make a fuss. When a solution comes, praise it by rewarding the 
whole team, and ensure that the aspects of increased 
efficiency/productivity/calm are highlighted since this will establish the 
criteria for "success". Next, find another problem and repeat.  
The second idea is the regular weekly meeting to discuss Quality. Of course 
meetings can be complete time wasters, so this strategy requires care. The 
benefits are that regularity will lead to habit, the formality will provide a 
simple opportunity for the expression of ideas, and the inclusion of the 
whole group at the meeting will emphasize the collective responsibility. By 
using the regular meeting, you can establish the "ground rules" of accepted 
behaviour and at the same time train the team in effective techniques.  
One problem is that the focus on any one particular issue may quickly loose 
its efficacy. A solution is to have frequent shifts in focus so that you 
maintain the freshness and enthusiasm (and the scope for innovative 
solutions). Further benefits are that continual shifts in emphasis will train 
your team to be flexible, and provide the opportunity for them to raise new 
issues. The sooner the team takes over the definition of the "next problem", 
the better.  

Initial Phases 

The initial phases are delicate. The team will be feeling greater 
responsibility without extra confidence. Thus you must concentrate on 
supporting their development. Essentially you will be their trainer in 
management skills. You could get outside help with this but by undertaking 
the job yourself, you retain control: you mould the team so that they will 
reflect your own approach and use your own criteria. Later they will develop 
themselves, but even then they will understand your thinking and so your 
decisions.  
One trap to avoid is that the team may focus upon the wrong type of 
problem. You must make it clear any problem, which they tackle, should be:  

• Related to their own work or environment  
• Something which they can change  

This precludes gripe sessions about wages and holidays. As with all group 
work, the main problem is clarity. You should provide the team with a notice 
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board and flip charts specifically for Quality problems. These can then be 
left on display as a permanent record of what was agreed.  
If you can, steer the group first to some problem, which has a simple 
solution, and with obvious (measurable) benefits. A quick, sharp success 
will motivate.  

Team Building 

To succeed, a Quality push must engage the enthusiasm of the entire team; 
as Team Leader, you must create the right atmosphere for this to happen. 
Many aspects of team building can be addressed while Quality remains the 
focus.  
You must create the environment where each team member feels totally free 
to express an idea or concern and this can only be done if there is no stigma 
attached to being incorrect. No idea is wrong - merely non-optimal. In each 
suggestion there is at least a thread of gold and someone should point it out 
and, if possible, build upon it. Any behaviour, which seeks laughter at the 
expense of others, must be swiftly reprimanded.  
One crude but effective method is to write down agreed ground rules and to 
display them as a constant reminder for everyone, something like:  

• All criticism must be kind and constructive  
• All our-problems are all-our problems  
• BUGS WANTED: DEAD OR ALIVE (but not for long)  
• If it saves time later, do it now  

Another method is to constantly talk about the group as the plural pronoun: 
"we decided", "we can do this", "and we’ll get back to you". This is 
especially effective if it is used in conversation with outsiders (especially 
management) within earshot of the team. Praise and reward the whole team; 
get the team wider fame by a success story in an internal newspaper.  
Most importantly, you must enable failure. If the team is unable to try out 
ideas without rebuke for errors, then the scope of their solutions will be 
severely limited. Instead, a failure should be an opportunity to gain 
knowledge and to praise any safeguards, which were included in the plan.  

Mutual Coaching 

An important aspect of team interaction is the idea of mutual support. If you 
can instill the idea that the entire team owns all problems then each member 
will be able to seek help and advice when needed from every other team 
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member. One promoter of this is to encourage mutual coaching. If one team 
member knows techniques or information, which would be useful to the rest, 
then encourage him/her to share it. Specifically this will raise the profile, 
confidence and self-esteem of the instructor at the same time as benefiting 
the entire group. And if there is one member who might never have anything 
useful to impart - send him/her to a conference or training session to find 
something.  

Statistics 

One of the central tenets of Quality programmers is the idea of monitoring 
the problem being addressed: Statistical Quality Control. Quite simply, if 
you can't measure an improvement, it probably isn't there. Gathering 
statistics has several benefits in applying Quality:  

• It identifies (the extent of) the problem  
• It allows progress to be monitored  
• It provides an objective criterion for the abandonment of an idea  
• It can justify perceived expense in terms of observed 

savings/improvements  
• It motivates staff by providing a display of achievement  

And, of course, some problems simply disappear when you try to watch 
them.  
The statistics must be gathered in an objective and empirical manner, the 
outcome should be a simple table or graph regularly updated to indicate 
progress, and these results must be displayed where all the team can watch. 
For example, if your team provides product support, then you might monitor 
and graph the number of repeat enquiries or the average response time. Or if 
you are in product development, you might want to monitor the number of 
bugs discovered (i.e. improvement opportunities).  
In the long term, it may be suitable to implement the automatic gathering of 
statistics on a wide range of issues such as complaints, bug reports, machine 
down-time, etc. Eventually these may either provide early warning of 
unexpected problems, or comparative data for new quality improvement 
projects. It is vital, however, that they focus upon an agreed problem and not 
upon an individual's performance or else all the positive motivation of staff 
involvement will be lost.  
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Projects 

Clarity of purpose - this is the key to success. You need a simple, stated 
objective, which everybody understands, and which everybody can see 
achieved.  
Any plan to improve the quality or effectiveness of the group must contain:  

• The objective  
• The method  
• The statistical display for monitoring the outcome  
• The agreed criteria for completion or curtailment  

By insisting on this format, you provide the plan-owners with a simple 
mechanism for peer recognition (through the displayed notice board) and yet 
enable them to manage their own failure with grace.  
For a small-established team, the "customer" includes any other part of the 
company with which the team interacts. Thus any themes regarding 
customer satisfaction can be developed with respect to these so-called 
internal customers. In the end, the effectiveness of your team will be judged 
by the reports of how well they provide products for others.  
A simple innovation might be for a member of your team to actually talk to 
someone from each of these internal customer groups and to ask about 
problems. The interfaces are usually the best place to look for simply solved 
problems. The immediate benefit may be to the customer, but in the long run 
better communications will lead to fewer misunderstandings and so less 
rework.  

Building Quality 

Quality costs less than its lack; look after the pennies and the profits will 
take care of themselves. To build a quality product, you must do two things:  

• Worry the design and the procedures  
• Include features to aid quality checking  

It is a question of attitude. If one of the team spots a modification in the 
design or the procedures which will have a long term benefit, then that must 
be given priority over the immediate schedule. The design is never quite 
right; you should allocate time specifically to discussing improvement. In 
this you should not aim at actual enhancements in the sense of added 
features or faster performance, but towards simplicity or predicting problem 
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areas. This is an adjunct to the normal design or production operations - the 
extra mile, which lesser teams would not go.  
Many products and services do not lend themselves to quality monitoring. 
These should be enhanced so that the quality becomes easily tracked. This 
may be a simple invitation for the "customer" to comment, or it could be a 
full design modification to provide self-checking or an easy testing routine. 
Any product whose quality cannot be tracked should naturally become a 
source of deep anxiety to the whole team - until a mechanism is devised.  
One of the least-used sources of quality in design and production in the 
engineering world is documentation. This is frequently seen as the final 
inconvenience at product release, sometimes even delegated to another (non-
technical) group - yet the writing of such documentation can be used as an 
important vehicle for the clarification of ideas. It also protects the group 
from the loss of any single individual; the No.7 bus, or the headhunter, could 
strike at any time.  
In devising a mechanism for monitoring quality, many teams will produce a 
set of test procedures. As bugs emerge, new procedures should be added 
which specifically identify this problem and so check the solution. Even 
when the problem is solved the new procedures should remain in the test set; 
the problem may return (perhaps as a side effect of a subsequent 
modification) or the procedure may catch another. Essentially the test set 
should grow to cover all known possibilities of error and its application 
should, where possible, be automated.  

Role Change 

As your team develops, your role as leader changes subtly. You become a 
cross between a priest and a rugby captain, providing the vision and the 
values while shouting like crazy from the center of the field. Although you 
retain the final say (that is your responsibility), the team begins to make 
decisions. The hardest part, as with all delegation, is in accepting the group 
decision even though you disagree. You must never countermand a marginal 
decision. If you have to over-rule the team, it is imperative that you explain 
your reasons very clearly so that they understand the criteria; this will both 
justify your intervention and couch the team in (hopefully) good decision-
making practices.  
Another role which you assume is that of both buffer and interface between 
the team and the rest of the company: a buffer in that you protect the team 
from the vagaries of less enlightened managers; an interface in that you keep 
the team informed about factors relevant to their decisions. Ultimately, the 
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team will be delegating to you (!) tasks that only you, acting as manager, can 
perform on its behalf.  

Quality for Profit 

By applying the principles of Quality to an established team, the Team 
Leader can enjoy the benefits so actively sought by large corporations. The 
key is the attitude - and the insistence on the primacy of Quality. As a Team 
Leader, you have the power to define the ethos of your staff; by using 
Quality as the focus, you also can accrue its riches.  
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Teams as Networks:  
Using Network Analysis for Team Development  

Bring together your all-stars and create a new team. Will they produce stellar 
performance? Probably not. Assembling the greatest violinists, cellist, and violist 
doesn’t create the best string quartet. In sports, the best teams aren't the all-star 
gatherings. And in business, a collection of the best individuals from marketing, 
finance, production, and research doesn't guarantee the best multifunctional team.  

GREAT INDIVIDUALS DON'T MAKE GREAT TEAMS unless they build good 
working relationships. Having the right ingredients — the right mixes of people, 
skills, and resources — is essential but not enough. Without the right relationships, 
even all-stars can't win. 

This article addresses the importance of good relationships for high-performance 
teams. In it, I present a new tool, called network analysis, for diagnosing team 
relationships. Why should you consider it? First, companies now depend on teams. In 
the past, teams weren't critical for organizational success. Today, however, teams are 
used more often, for more purposes, and with much higher expectations. "Teams will 
be the primary building blocks of company performance in the organization of the 
future," say Katzenbach and Smith in The Wisdom of Teams. Given the reliance on 
teams, it's critical that you do all you can to make sure teams function well. Second, 
the team trend means you'll encounter more dysfunctional teams. This problem stems 
from the sheer number of teams now created, but also from the much higher 
expectations people have for teams. More dysfunctional teams mean you need new 
tools for systematic diagnosis. Third, mediocre teams aren't acceptable anymore. 
When teams were used for ad hoc and secondary purposes, mediocre performance 
was tolerable. It's not today. You must move more teams up the team-performance 
curve. 

SOCIAL NETWORKS AND NETWORK ANALYSIS 
As used here, a social network is the set of relationships among members of a team. 
("Social" is used to distinguish people networks from computer networks.) Social 
network is a generic term. It doesn't imply socializing or networking. A social 
network can represent any set of human relationships. A family, for example, is a 
type of social network. Network analysis is the toolbox used to understand a social 
network. Network analysis enjoys a rich tradition in sociology, anthropology, and 
communication studies, where it has been used to study many different types of 
social networks. Only recently, however, has network analysis been exported from 
the academic world and applied in organizational development The potential is
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enormous. Network analysis is a powerful tool for diagnosing team networks and 
facilitating the evolution of a group of individuals into a real team. Network analysis 
provides clear, easy-to-understand, objective "X-rays" of the real social network. 
This objective information dispels misconceptions about the team's relationships. It 
initiates conscious consideration of the team's relationship problems and possible 
improvements. With the aid of network analysis, the team can self-diagnose 
problems, design a "target" team, and measure its progress toward that goal. Network 
analysis speeds the process of team development and helps to convert more working 
groups into real teams. 
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FINCO'S SENIOR MANAGEMENT TEAM  
To illustrate the use of network analysis for team development, consider the case of F
pseudonym for a large, diversified financial services company headquartered in the
FINCO established a cross-functional team composed of senior managers fro
departments and locations around the region. The team has two purposes. One is 
professional development by creating a learning environment for members to share in
best practices, advice and counsel. The other is to integrate the company by co
activities across departments and locations. 

FINCO sponsors periodic conferences as part of the company's program to aid team 
development. For one of these meetings, I was asked to facilitate a discussion of the 
team's structure and culture. Prior to our session, I administered a network survey 
designed to collect information about important types of relationships — workflow, 
communication, advice giving and getting, and so on. (Basic network concepts and 
measures are defined in Table 1.)  

 

Table 1. Basic Network Concepts and Measures  

Attribute 

A characteristic of a person, such as age, 
education, gender, specialty, discipline, or 
other background or demographic 
characteristics. 

Relationship A connection between two people; also 
called a link, tie, or bond. 

Type of 
Relationship 

The content of a connection, such as verbal 
communication, advice, liking, respect 
antagonism, or informal socializing. 

Strength of 
Relationship 

The quantity or quality of a relationship, 
such as frequency of communication, quality 
of advice, or degree of friendship. 

Direction of 
Relationship 

The point toward which something flows or 
moves, such as advice giving, message 
sending, or input-output (often indicated by 
arrowheads in a network diagram). 
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Network A set of relationships among a defined set of 
people. 

Target Network A desired future network; the object of 
efforts to change an existing network. 

Size of Network 
Density 

Number of people; often abbreviated as n. 
the number of actual relationships in a 
network, expressed as a percent of maximum 
number possible (for directed relationships, 
the maximum is calculated as n' — n); 
density varies between 0% and 100%. 

Distance 
The fewest number of links between two 
specified people in a network; also called 
path distance or geodesic. 

Reach ability The extent to which all people are connected 
by direct or indirect paths. 

Isolate A person in a network that is not connected 
to at least one other person. 

Dyad 
A subset of two people connected by a 
relationship, usually without additional links 
to other people. 

Clique 

A subset of three or more people, with all 
possible relationships present (strict 
definition) or most relationships present 
(relaxed definition); a subset of densely 
interconnected people. 

Outlier A person connected to only one other 
person; a peripheral member of a network 

Critical Person 

A person in a network that, when removed, 
causes one or more people to become 
isolated, or breaks the network into two or 
more disconnected regions. 
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Using network analysis software, I analyzed and mapped the 
team's social network. One such map is reproduced in Figure 1. 
This map shows communication links among the 20-team 
members. The data behind this map were generated by the 
survey question, "How often do you talk with this person about 
work-related matters?" The response scale ranged from 0 (never) 
to 5 (almost daily). Because team members have an agreement 
to talk at least once a month, I dichotomized answers such that a 
response of 2 (once a month) or greater was defined as a 
relationship and less than 2 was not. A solid line between two 
people in Figure 1 indicates each relationship, thus defined. 

 

The location of each person in is important. The technique used to draw this 
network map (called multidimensional scaling) analyzes the direct and indirect 
relationships between all people in a network. It places together people who are 
closely interconnected, and separates people who are not. Devin and Joe are far 
apart, for example, because they are not connected directly; they have at least 
two intermediaries between them (Eve and Abby). For contrast, consider the 
"clique" composed of Jack, Margo, Bill, and Patrick (lower right). These four are 
completely interconnected. Bill and Patrick are placed the farthest from the rest 
of the team because they have no direct connections with anyone else.  

twork maps. Maps enable team members to see — for the first time — their real 
of relationships. It permits members to compare their expectations with objective 
on. In every social setting, for example, a person develops and carries a "mental 
cognitive picture of the network of relationships: who talks with whom, who is a 
whom, who dislikes whom, who advises whom, and so forth. Without a mental 
ould be impossible to work, function, or even survive. 

Most mental maps are incomplete and distorted pictures of the actual network. A 
big reason is that most mental maps are not based on active and systematic 
observation; rather, mental maps are usually drawn intuitively, based on personal 
interactions, inference, hearsay, and gossip. Research shows, however, that 
accurate, mental maps are essential for effectiveness. 

Before Byner shows a network map he always asks team members about their
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expectations: What do they think their social network looks like? For example, 
using concepts and measures from Table 1, I may ask: 

"Is everyone reachable? Are there any isolated people? Most teams, like Finch’s, 
do not expect to have isolates. Yet, as shown in the map, Jim is an isolate (placed 
in the upper right of). 

• What is the density of the network? Typically, people think density is 
much higher than it really is. Finch’s team, for example, thought that at 
least 50 percent of all possible relationships would exist. The density of 
Figure 1, however, is only 18 percent.  

• Are there cliques? Teams like to think that cliques do not exist, but 
subgroups almost always form. Figure 1 reveals eight cliques (using the 
strict definition of clique in Table 1). For example, Sue, Abby, Christie, 
Mary, and Eve form a clique located in the center of the network.  

• Are there outliers? The map shows five people in the periphery: Bob, 
Louis, Kathy, Tom, and Fred. Most work in Finch’s satellite offices 
(denoted by an asterisk following a name in Figure 1), suggesting that 
physical and organizational separation is a relationship barrier.  

• Are there "critical" people? A critical person in a social network is the 
only connection for one or more people. Sue, for example, is critical for 
both Bob and Louis; without her, they would be isolates. For effect, I call 
this the "bus test." If a bus hit this person, would someone become 
isolated? Would the network fall apart?  

Causes of social networks. Why does Finch’s management network look like it 
does? What are the causes of network structure? In general, every network is a 
result of three factors: opportunity, constraint, and choice. Opportunity refers to 
the availability of contacts. Constraint refers to obstacles for contact. And, 
choice refers to deliberate decisions to build or not build relationships. 
To get at these issues, I invited team members to reflect on the causes of their 
relationships with each other. Finch’s team offered several typical explanations: 
"Our jobs force us to talk." "We were friends before." "We worked together on a 
committee." "I don't know her, so I don't call." "We're in different offices, so we 
never run into each other." 
Such answers imply a passive approach to network building. It's as if the social 
network "just happens" as a mere reflection of opportunity and constraint. Real 
teams are much more active, making choice a bigger determinant of network 
structure The social network reflects deliberate choices to build relationships
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create opportunities, and overcome constraints. 
As Finch’s team reflected on their network, they came to realize that they were 
not a real team. Rather, they were really a working group. As defined in The 
Wisdom of Teams, this is "...a group for which there is no significant incremental 
performance need or opportunity that would require it to become a team... The 
members interact primarily to share information, best practices, or perspectives 
and to make decisions to help each individual perform within his or her area of 
responsibility." In other words, the FINCO network exists solely to help 
individuals do their jobs better. It did not have any real work to do as a team. It 
lacked a team mission and team product. 
What should the network be? Analysis of the observed social network spurred 
discussion about what the network should be: What relationships did they want 
to have? All members agreed they wanted to improve the existing network, even 
if they remained a working group instead of becoming a real team. For example, 
they wanted to strengthen communication and build a more integrated network. 
The target network, they decided, should be much denser, without isolates and 
outliers (especially people from satellite offices). And, the network should have 
few or no cliques. We devised several mechanisms, such as a systematic calling 
program, to achieve this target network. 
Consideration of the target network led to a discussion of mission. Did they want 
to develop a true team mission? Did they want to evolve into a real team? At this 
time, they are considering a number of opportunities that would enable them to 
do so. Meanwhile, they are taking steps to ensure that they improve performance 
as a working group. 
 
 
DOING NETWORK ANALYSIS  
Using network analysis for team development involves these basic steps: 

1. Approvals. Does the team consent to doing network analysis? Are 
approvals from higher up necessary?  

2. Boundary specification. Who's on the team? This is not a trivial question. 
Members may come and go, and network analysis requires that you define 
precisely who is in the network and will be surveyed.  

3. The network survey. What questions will you ask? What types of 
relationships do you want to uncover? Generic network questions include 
frequency and importance of communication, workflow inputs and 
outputs, advice giving and getting, and informal socializing. You may also 
ask questions about projects or issues specific to the team you are studying
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(e.g., "How often do you talk with this person about the Brand X new-
product release?). It is also important to collect basic background and 
demographic information.  

4. Confidentiality. How will the network data be processed and used? Who 
will have access to the data? Network surveys cannot be anonymous, so 
you must ensure confidentiality. One way is to use an outside party to 
collect and analyze the data.  

5. How will you display the results? For FINCO, I assigned a random code 
to each person, and displayed maps with these codes. Privately, I would 
tell each person what his or her code was.  

6. Data analysis. How will you analyze the data? Special network analysis 
software is needed. I produced Figure 1 with Crackpot, a drawing program 
by David Krackhardt and associates. Network analyses were performed 
with UCINET. (Both are available from Analytic Technologies.)  

7. Follow up. How will the team know if it achieved its target network? It is 
important to conduct before/after studies to document progress or make 
mid-course corrections. FINCO, for example, invited me to return at a  

8. Later date and do another network analysis of the group.  

 

 

 

 

CONCLUSION  
New times demand new ideas, skills, and tools. As companies rely more and 
more on teams, trainers and consultants need to employ new tools to promote 
team development. Network analysis, a well-accepted method in the social 
sciences, offers a scientific approach for helping teams help themselves. By 
analyzing the true network of relationships, team members can see their actual 
relationships, understand why their network looks like it does, design a target 
network for the future, and implement mechanisms for achieving it. Network 
analysis can be a powerful tool for facilitating the development of high-
performance, high-functioning teams.  
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Being a Valuable Team Member 
"Take responsibility." Although the team leader is held accountable for 
establishing and monitoring team performance measurements, all team 
members are responsible for their team's success. If your prior experience 
was as a member of a work group, your contribution was to get your work 
done. Your contribution as a team member goes far beyond the work itself. 
The notes in this reading provide you with advice about how you can 
interact with the people on your team more productively and offer you tips 
on how you, as an individual team member, can facilitate constructive team 
dynamics.  

Your team meeting is your meeting and therefore it is your responsibility to 
do whatever is called for to make it effective. Team meetings are not 
something that happens to you; they are something that you make happen. 
Your team leader, as a participating member, has a piece of the action but he 
is not solely responsible. And if your team has established a role called 
"meeting facilitator", that person might take the lead in reserving the 
meeting room, distributing the advance agenda, or similar tasks, but he is not 
totally responsible. Every single team member is responsible.  

This is a drastic change in role definition for most team members and for 
team leaders as well. As a team member you can no longer afford to sit back 
and be an attendee, spectator, or complainer. You must be a full 
participant/observer, actively contributing to the content of the meeting and 
at the same time observing team dynamics and intervening when team 
members are behaving in dysfunctional ways. It's not an easy job but it most 
definitely is part of your responsibility as a team member.  

If you view meetings as an event that someone else plans and leads and that 
you attend, this will not be an easy adjustment to make. And if your team 
leader is accustomed to being in charge of the meeting, the adjustment will 
be even more difficult. The first step in making the transition to this new role 
of participant/observer requires a major shift in mind-set by all. To behave 
responsibly, you must feel responsible. And your team leader must also be 
willing to share the responsibility.  

Talk about how your meetings are structured, who decides what the agenda 
will be, what behaviors are inhibiting the team from accomplishing its 
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intended tasks, and how the team feels at the end of the meeting and why. 
Then make some decisions collectively about what you can do to improve it.  

Don't expect to feel comfortable right away with this added responsibility. 
It's like becoming a parent for the first time. There's so much to pay attention 
to. You can't sit back and expect others to make it happen. It's a hard job and 
it takes an incredible amount of energy.  

Check out the following sections: Every Player Contributes to the Process 
and Summarizer, Orienter, Harmonizer, and Other Helpful Roles. The tips 
in them will help you to fulfill your responsibility.  

Every Player Contributes to the Process  

Your team meeting has two major focal points that require your attention: 
content and process. Content is what your team is working on; process is 
how your team members are working together. If I asked you to tell me how 
your last meeting went and you said, "We discussed the consolidation 
project, put together a plan for year-end closing, and decided to set up a 
meeting with Quality Team to discuss error rates," you would have reported 
on the content of your meeting. Content sounds like those items you would 
summarize in your meeting minutes.  

If your response were, "Discussion became very heated and members 
stopped listening to one another; the energy level was very low, and a lot of 
time was wasted talking about unrelated topics," you would have described 
your team's process. In other words, process is a description of how 
members behaved during the meeting. Another work used interchangeably 
with process is dynamics.  

There may be times during a team meeting when you feel you can't 
participate because you're not conversant with the topic being discussed. Just 
because you can't contribute to the content doesn't mean you can't contribute 
at all. You are in a perfect position to observe and facilitate the team's 
process -- and that's where teams need the most help. Teams generally do 
fine with content; they usually have the right items on the agenda and 
enough contributing experts. Ineffective meetings are usually the result of 
dysfunctional teams dynamics or process. The entire team is responsible for 
the success of your meeting so all members should play an active role in 
facilitating healthy dynamics. When you are not engrossed in the meeting 
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content, you have an advantage of perspective; you can concentrate solely 
on process.  

How do you know whether a team's process is functional or dysfunctional? 
If the team strikes a balance between satisfying both its task and relationship 
needs, it has a healthy, functional process going. Members behave in ways 
that facilitate getting the job done and at the same time make members feel 
valued, respected, included, and energized. Members leave the meeting 
saying, "We were very productive and I sure do like being a member of this 
team." When there is an imbalance between task and relationship needs 
satisfaction, or not enough attention paid to either, the team's process is 
dysfunctional. If you hear members saying, "We got a lot of things 
accomplished, but I can't stand the way members treat each other," it's a sure 
sign that the team hasn't paid enough attention to its relationship needs. And 
if you hear, "We are so cohesive; just like a family. But we sure didn't get 
much done," the team has slipped on the task side. And if ever you should 
hear, "Another waste of two hours--nothing accomplished. Why can't people 
at least be civil to each other?" you know there is much work to be done on 
both the task and relationship sides of the equation.  

Learning how to observe your team's process and intervene appropriately 
takes time and practice. If you randomly try to watch everything, you'll see 
nothing. The key is to train your eyes and ears so that you can focus your 
observations. A good way to start focusing is to become acquainted with a 
few specific team facilitation roles, also known as intervention behaviors. 
Then look for the appropriate situations during your meeting to apply them. 
In other words, first learn what the helping behaviors are, and why and how 
they help. Then you will more easily see places where you can be helpful, as 
explained in Summarizer, Orienter, Harmonizer, and Other Helpful Roles.  

Summarizer, Orienter, Harmonizer, and Other Helpful Roles  

"Don't forget to take SOFI HAGE to your meeting. Put her to work and I 
guarantee she will make a significant contribution to your team's progress 
and success." Exhibit 1 introduces SOFI HAGE. The name comes from the 
first letter of each of the task and relationship roles.  
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Exhibit 1. Team Facilitation Roles 
Task  

1. Summarizer 
2. Orienter  
3. Gatekeeper 
4. Encourager 

Relationship

1. Harmonizer 
2. Analyzer  
3. Fact Seeker 
4. Initiator  

It's important that all team members understand and employ each have the 
four task and relationship roles listed in the exhibit.  

The Summarizer urges the group to acknowledge consensus and reach a 
decision. When team members are wound up like the Energizer Bunny, the 
Summarizer breaks in with, "It seems like we're all in agreement with the 
parts of the program that need to be changes; can we move off that topic and 
discuss specific changes to be proposed?" By asking for verbal agreement 
with the summary, the Summarizer helps the team gets past one decision and 
onto the next decision point.  

The Orienter prevents the team from wandering too far from the topic at 
hand; he or she brings them back and focuses them again when they do 
stray. This redirecting should not be done abruptly as in, "Hey, we're way 
off here; let's get back on track," or "David, you just took us off topic again," 
because you don't want to introduce a negative effect into the relationship 
side of the equation. A useful and neutral way to intervene is with the 
question, "Are we off topic right now?"  

The Fact Seeker tests reality to make sure the decision the team is about to 
make is doable. This team member always wants more information and is 
quick to point out the difference between a fact and an opinion. The Fact 
Seeker is also very helpful in pointing out when a team does not have all the 
information it needs to make a good decision. The Fact Seeker will suggest 
that the team get more data before proceeding. He or she is also good at 
checking the decision-making boundaries of the team, asking, "Do we have 
the authority to make this decision?"  

The Initiator gets the team started on the right foot by always beginning 
discussions with the question, "How should we approach this task?" Getting 
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agreement on a game plan before starting to work on the task itself is crucial 
to team effectiveness and is the distinguishing characteristic of the Initiator.  

When you plan the Summarizer, Orienter, Fact Seeker and Initiator roles, 
you contribute to your team's productivity by moving the task along to 
completion. Play the following relationship roles to ensure that team 
members feel valued and respected and you will make a major contribution 
to your team's cohesiveness.  

The Harmonizer realizes that conflicts are inevitable and that if left 
unresolved, it is the biggest barrier to a team's achieving health and success. 
The Harmonizer called the team's attention to a conflict (especially if team 
members haven't wanted to acknowledge it), by saying something like, 
"Let's be honest: we've got some strong conflicting feelings about this issue. 
What steps can we take to resolve our differences?" The Harmonizer is also 
able to focus discussion on meeting specific needs as a way of mediating 
conflict. More help on mediation is given in some of the sections, which 
follow: When You Reach an Impasse, Talk About Needs and `Hey, No 
Problem'.  

The Analyzer watches for changes in the vital signs of the team and brings 
these changes to the attention of the team. The Analyzer is the team member 
most likely to ask, "How is everyone feeling about how we're working 
together?" or "It seems we've lost our energy; what is happening?"  

The Gatekeeper is concerned primarily with team communication and 
participation. This member makes sure all team members are actively 
listening to each other and understanding each other's messages. The 
Gatekeeper paraphrases messages to make sure that everyone is on the same 
wavelength and that every idea is understood by the group before being 
discredited or discarded. The Gatekeeper invites quieter members to 
participate and makes sure that more active members don't dominate.  

The Encourager builds and sustains team energy by showing support for 
people's efforts, ideas, and achievements. If the Gatekeeper focuses on 
making sure the content of team members' ideas is clearly understood by all, 
the Encourager emphasizes members' participation by giving verbal 
approval: "Good point--that's a great idea." This is another role that prevents 
Whack-a-moss and in general helps people to feel valued.  

 www.hrfolks.com  48



 

It is extremely important that every member be ready and able to intervene 
as a facilitator. If you were an eight-member team and each person had a 
delegated responsibility to wear one of the SOFI HAGE hats and intervene 
appropriately, you would see a significant increase in your effectiveness. But 
you can do better than that by having each member wears all the hats and 
thus provide maximum facilitation coverage.  

Learning the eight different roles may seem at first like an overwhelming 
challenge to you and your teammates, but you'll probably be surprised to 
find that some team members are natural at orienting or encouraging, or that 
some easily assume the role of summarizers and gatekeepers. To have all 
eight roles covered may just be a matter of learning a few more facilitation 
behaviors. I know you can do it and as a team you'll be glad you did.  

Recognize Your MVP  

When a sports team wins a championship, they follow a time-honored 
tradition of recognizing their most valuable player. This is the player who, 
for that game or series of games, gave a stellar performance. It's a nice 
touch. The team is also generous in lavishing public praise on their MVP 
during the post-game interview. In my own experience, no praise pleased me 
so much as when a fellow teammate would say; "We couldn't have done it 
without you." Apply this practice to your work teams--it's an important 
investment in team building.  

From time to time, you will have a member (perhaps it will be you!) who 
puts in extra hours or who applies his or her particular talent to a project to 
make it a winner.  

In a team-based environment, it's management's responsibility to reward 
team performance. It's the team's responsibility to recognize and 
acknowledge its stars. Be generous with your praise; it's a powerful 
motivator and it costs nothing to give.  

You Don't Have to Be Best Friends  

There's no question that the personal relationships we develop on our team 
make a big difference in how we feel about our work and our workplace, as 
well as our team. But, contrary to popular belief, you don't have to be best 
friends to be an effective team. Best friends do not a best team make; best 
teammates make a best team.  
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Being a best teammate is all about thoughtful behavior. In a sense, it's about 
treating a teammate as if he or she were your best friend. It doesn't include 
socializing outside of work, or sharing personal feelings; what it does 
include is every kind of behavior you can think of that conveys respect.  

Think about the ways you demonstrate respect for your best friend. Do you 
offer help to your best friend when she needs it? Do you listen to your best 
friend without prejudging his ideas or opinions? Are you sensitive toward 
your best friend when he is experiencing personal problems? Do you accept 
your best friend's idiosyncrasies? Do you arrive on time for engagements 
with your best friend when you know it will benefit her? Do you share in 
your best friend's excitement and offer praise when he has achieved 
something?  

I'm sure you answered "Yes" to all of the above questions. And I'm sure you 
can think of many more ways that you show respect for your best friends. 
That's what it takes to be a best teammate. Start treating your teammates this 
way and who knows; you may just become best friends. Stranger things have 
happened.  
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