Fiona Beddoes-Jones, with Julia Miller, gives a

historical perspective of groups in the

workplace, then looks at some concepts,

Fiona Beddoes-Jones is a training and development consultant who specialises in
helping individuals and teams dewvelop their cognitive and behavioural flexibility. She

models and dynamics.

I: IK. 4 niw. People
are inherently social by nature and have
aheays callaburated together in teams,
tribes or families o azchisve what
individuals alone cannot. After all, you
couldn't kill @ woolly mammath an your
own, could you? What is relatively new,
however, is the formal recognition of the
value of tzams and the focus that
veychologists and organisations have put
on attempting to understand teams and
harnass thelr power.

A INSTORICAL PERSPLECIIVE

Before the 1920s, when the Western
Electric Company began a serigs of studiss
into work groups at its Hawthomn plant in
Chicagn, no systematic investigations had
been undertaken on the performance of
groups. The Hawthom studies, as they
became known, prompted decades of
subsequent research by psycholugists into
groups and group work' Up untl and
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throughout the Second World War, few
lzrge organisations used recagnised
groups or teams at waork, preferring to
focus on narrowly defined spacizlist tasks
as  encouraged by the ‘scientific
management’ approach of Frederick
Taylor,  which  became  known  as
Taylarism’”’

Frum the 1950s, psychologists such as
Abraham Maslow, Douglas McoGregar,
David McCelland and Frederick Herzbarg,
whose thearies on people’s individual
motivation coincided with their interest in
"humanistic” psychalogy, began to witicise
the command and control, authoritarian
approach of organisations and called
instead for greater ‘job enrichment’. One
of the first significant organisations to
introduce formal work groups into some of
their manufacturing glants was Procior &
Gamble in the 1960s, General Motars first
used assembly teams in some of its US
plants in the early 1970s, Matice that the
terms “teams’ and teamwenrk’, although
comman in sports, did not commonly
become used within organisations unil
the 1970<.

In addition, as early as the 1950s sodal
peycholugists camied out studies which

(eams

revealed that within construction crews,
those crews that selected members from
amaong their drcle of friends performed
better than those construction crews that
lacked such a sodal network” In other
words, when friends work together they
ara more productive than teams of people
who are not frisnds.

TIE CONCLFL OF

GROTIP DYNAMICS

YWe know that people are complex, made
up of diverse personality traits, desires,
mativations, beliefs, values, and varying
degrees of inter-personal and intra-
personal  awareness. This  individual
complexity, multiplied by the number of
peaple in & team, is one of the reasons
why psychologists are still struggling o
really understand how teams work and
howe 1o 'fix tham” when they don'twark or
have become dysfunctianal.

In one of the earlisst theories of group
cynamics, Sigmund Freud suggested that
the fundamental basis of group formation
and cohesion was an individual's sense of
identification with the leader of the
group.? Taylor went on to explore the
effect that personal attachments IE'
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group dynamics of teams are
TABLE: 1; rarely stable for very long owing to
THE TEN CHARLGECTERISTICS OF EEEECTINE
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2. They have a cles

defined goal, which is aften fime or

v encounsge everyone o work Lo their
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5. ves when Uiy sre working wnd are energised by belng part of the leum
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EI within groups had on individual
performance, linding thal perlormance
was positively correlated with attachment.
In ather words, people work harder within
a team for leaders (hey like

One of the most well-known and widely
used theories of group dynamics is Bruce
W Tuckman's 1965 [our slage model af
farming,  storming,  norming  and
performing.” According to Tuckman's

If the dynamics and performance of teams are so
hard to understand and predict, what do we
actually know about effective team performance?

madel, when people come together they
firsl form some kind af a group. Then [hey
explore the boundariss of the group,
which often involves a degree of conflict
lo eslablish rales and hierarchies and 1o
identify nenple’s personality
characteristics, strengths and possibly
weaknesses. This is the sioming slage.
Once group members have established
the houndaries, they hegin to feel
comlorlable wilh each other and hair
behaviours become mommatsed. Only then
can the group really begin ta perform and
become A team  thal  achieves LS
ubjectives. When the dynamics change the
graup will revert to the heginning of the
model and will experience Torming and
starming again.

Some trainers, myself included, add a
fifh slage 1o Tuckman's model — thal of
mourning. This involves the changing
dynamics within teams. When team
composilion allers [or whalewer reason,
inglyding members joining or leaving the
team, the existing group moums the loss
al ils previous group dynamics ar group
members. Mourning also relates to the
shift in dynamics that occur within 3 t2am
when il eilher achiewes ils objeclives, or
the tasks or roles within the eam changs.
This means that group dynamics are rarely
stable [or very long even i the people
within & team do not change.

Group dynamics and the movement
belween slages are largely uncanscious in
all but the most self-aware individuals and
teams. And even self-aware wams will still
experience slarming and mowning for
sxample, as knowledge does not preclude
behaviour, In other words, the process of
gioup dynamics seems 1o be inevilable
sven it the group is consciously awsre of it
A group can progress through the stages
wery quickly, or il may become sluck at a
particular stage:

Although Tuckman's model doesn't
specily how long each stage lakes, you will
know from your own experisnce of being
part of @ team and ohserving other teams
that some leams never gel pasl the
storming  stage to reach  performing.
Conversely, some teams

DEVELOPING
KNOWLEDGE BASE

Fhere are predominantly three ways o develop vour kmowledge and
nnderstanding of psvchology.

B | he fivst is to take a psychology degree, which many working mainers
and consultants do through the Open University (based at Milton Kevnes
in the UKD,

B | he second is to research psychology yourself using books, jowrnals and FHE CON
weh based psychology portals such as wwwsosigacul or
woww regandacuk

B | he third s to study specific psychology modules via the Charreved
Institute of Personnel and Development (CIPD

The option you choose will largely depend on:

W your personal objectives

B vour approach o self-managed learning
B the tme vou have avatlable, and

B e linancial resources at vour disposal

YOUR PSYCHOLOGICAL

see wwweipd.co.uk).

seem 10 move very quickly
from forming through to
performing, Why is that? If
lhe psychologists  dan’l
know, what other
infarmation or evidence do
wee hiave thal may shed some
light on team performance?

GROVUIMTHINK
Groupthink was a condition
ol leams Tirst sugaested by
Irving Janis in 1972* lle
identified that where groups
are very qoal and lask
orientated, sometimes
individuals'  need  for
consensus and cohesion i3
so high that storming does
not occur and poor decision

D spri 2002

making goss unchallenged.

To go some way towards explaining this,
in a series of experiments designad 1o
axplore group conformity and the effects
of social pressure on individual decision
making Selomon Asch” identilied thal in
the face of clearly incorrect evidenge 33
per cent of participants displaced their
eslimates 1o malch  the  majorily
consensus. In contrast, 75 per cent of
participants remainad independent 3nd
never malched the (clearly incarrect)
group  decision. This  suggests that
individusl personality characteristics or
thinking slyle prelerences may inflluence
whether someana is likely to conform or
hallenge and links wery neatly 1o the
team role theory explorad below.

Rath Meredith Relbin's team rgle of the
snaper and Beddoss-lones’ challenger
robe will tend Lo be Tullilled by people who
are most likely to storm and challenge,
and who are least likely 1o conform or
acquiesce. Both models recognise The
danger of groupthink and the necessity of
having 3 defined role within a team that
may prevent il. The psychomelric Thinking
Styles idertifies twi statistically comelated
‘types’ of decision maker;

B the ‘internally referenced mismatcher’
wha believes sthe is right and will
sland his/her ground and argue aboul
it, and

B the ‘externally referenced matcher’ who
lends Lo believe thal others are carrecl
and will conform with the majority
opinien.’

TEAM RO T MODTLS
The purpose and abjectives of using any
Leam roles madel are Lo

B generate beneficial understanding

B encourage dialoque betwsen leam
members, and

B create new working practices if
appropriale.

There are four primary team role maodels
used within organisations loday:

W Bzlbin's Team Roles”

B Margerisan MeCanm's Team
Management Wheel

W Myers' MTR-", and

B Beddoss Jones” Cagnilive Team Roles.!
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Although all four models have a different
basis in  psychological theory {the
comparisons of which are outside the
scope of this article), they also have a
number of similarities. All have identified
between eight and ten roles that exist
within a team structure. All four madels
also suggest that people will have
different degrees of preference for
fulfilling each role and may avoid some
roles if they can. The nead for behavioural
and situational flexbility is stressed
particularly by the MTR-i and Cognitive
Tearn Roles, Belbin suggests that the ideal
team size is five or six people, which
means that some people will need to take
on complementary o dual roles within a
team . Beddoas-lones deliberately doesn't
specify an optimal team size, as Cognitive
Tearn Roles principles suggest that a high
performing team can number as few as
two people just solong as, between them,
they fulfil all of the ten cognitive roles {see
Table 1, page 17). Research carried out
using Cognitive Team Roles suggests that
if a tearn numbers eight or more people, it
will tend to divide into smaller sub-teams.

As previously explored, the group
dynamics of teams are rarely stable for
very long owing to changes in team
membership and changing objectives. The
social dynamics of team s encompass:

B friendships

B glliances and allegiances, and

B the ways in which team members get
on with each other as people.

The cognitive dynamics of a team are
generated  from  the  thinking
preferences of its members and the
cognitive roles they fulfil within the
team. Therefore, the socio-cognitive
dynamics of a team are the ways in
which  people’s  thinking  style
preferences influence  their  social
interactions and behaviours with others,
Only the Cognitive Team Roles model
specifically identifies and explores the
socio-cognitive dynamics of teams.

So if the dynamics and performance of
teams are so hard to understand and
predict, what do we actually know about
effective team performance? Even if it is
not scientifically researched, there is
plenty of anecdotal and experiential
evidence in the workplace about teams
that really do achieve exceptional results,
often in the face of considerable
difficulties. Table 1 (page 17) details the
ten characteristics of effective teams.
Some of these elements come from
psychological research studies; others are
based on our research and experience of
studying teams using Cognitive Team
Roles.
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Successtul teams do exist and have always
axisted, As trainers it is our responsibility
to share what we know with the other
people in our organisations to make their
working lives more comfortable, enjoyable
and effective. [t amazes me that, when the
research evidence regarding friendships
and attachments in teams has existed
since the 1950s, half a century later there
are still supervisers, managers and leaders
within arganisations who bully and belittle
their staff in the mistaken belief that they
don’t need tobeliked to get the job done,

Vast resources are being unnecessarily lost and
wasted in the UK simply because we are not
harnessing the power and productivity of teams

Mot only are they abusive in their style,
infringing other people’s human rights and
likely to end up before a wibunal, but also if
they were liked by their staff they could
achieve so much more, Soin this sense, vast
resources are being unnecessarily lost and
wasted in the UK simply because we are
not harnessing the power and productivity
of teams. You can help to change that and
you can make a difference. Take a few
minutes to re-read this article, highlighting
ar underlining any relevant information that
is not included in your organisation’s
training for teams or team leaders. Make
sure thatyou include it in the future, m

Key learning points

Group dynamics are ina constant state of flux even if team membership
remains stable and the process of group dynamics seems to be inevitable.
Teams of friends are more productive than teams of people who are not
friends and, within a team, peaple will waork harder for a leader they like.
People’s individual complexity, multiplied by the num ber of people in a team
and aggregated together, is one reason why psychologists are still struggling
to really understand how teams work and how to “fix them” when they don't

work or have become dysfunctional.

The purpose and objectives of using ary team roles model are to generate
beneficial understanding, encourage dislogue and create new working

practices if appropriate.

The socio-cognitive dynamics of a team are the ways in which peaple’s
thirking preferences influence their social interactions and behawiours with

others.
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