Observations on Effective Teams: “Working Together Works” 

Concurrent Session

Team Development & Tuckman’s Model - In Brief

Let’s start with some basics…  What is a team and why is team work important?  Rarely do we work completely alone.  The world we live in today is complex and constantly changing.  Typically our work involves a group of people -- a collection of individuals with something in common.  A team is a group of two or more who work in concert to achieve a shared goal.  A successful team produces targeted results, effectively manages its work processes and maintains healthy team member relationships.
  

Teams and teamwork increase the effectiveness of communities and organizations that reap the benefits of capable and diverse human resources.  Successful teams can take on significant challenges that would overwhelm or stymie most groups.  Successful teams bring individual members the rewards of a sense of camaraderie, connection, trust, respect and achievement.  It can be downright fun to be part of an effective team.

Effective work teams are characterized by:

· Informal, relaxed “atmosphere”

· Full participation/lots of discussion

· Clear and accepted goals

· Active listening and fearless sharing of ideas

· Disagreement is common and comfortable

· Most decisions are made by consensus

· Free expression of ideas/high trust

· Frequent, honest, constructive feedback

· Cooperation and caring/little personal attack

· Action taken on clear/accepted assignments/tasks

· Shared leadership/”boss” does not dominate

· Self conscious/examines and improves its own operation/process

Educational psychologist Bruce Tuckman
 developed a simple, yet elegant four stage model to help explain typical team development and related behavior.  The model is based on the premise that all groups go through predictable, developmental stages and that one of the roles of leadership is to facilitate the group working through the tasks of each developmental stage.  A group may cycle back through these stages when there are changes in their purpose, goals, membership or operations.

Each of the following stages must be completed before a team can move on to the next point in their development.  

	Tuckman’s Team Development Model

	Stage
	Tasks
	Behaviors

	Forming

Polite, but little achieved
	· Establish base expectations

· Identify similarities

· Agree on common goals

· Begin to develop trust


	· Get to know one another & bond

· Dependency

· Processes often ignored

· Rely on leaders for structure, but not full engagement



	Storming

Testing others
	· Identify power & control issues

· Gain communication skills

· Identify resources/balance participation

· Begin to build unity
	· Express differences of ideas, feelings & opinions

· React emotionally to leadership

· Independency or counter dependency

· Leader under pressure – needs to be supportive, listen, manage conflict & explain decisions



	Norming

Valuing differences
	· Mutual acceptance

· Develop cohesion, commitment & unity

· Team norms, roles & processes clear & accepted
	· Decisions made through negotiation & consensus building

· Trust & relationship building

· Leader respected & acts as team member – shares leadership, helps build consensus & enables others



	Performing

Flexibility & productivity from trust
	· Achieve challenging, effective & satisfying results

· Find solutions to problems using appropriate controls

· Establish autonomy & interdependency
	· Collaborative work

· Team members care about each other

· Team establishes unique identity & more strategic

· Leader gives projects, tasks & support – team operates on own
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Tuckman’s Model: may be thought of as more cyclical than linear in nature.

Tuckman refined his theory 10 years after first publishing it and added a fifth stage to the Forming, Storming, Norming and Performing model that he called Adjourning - also known as Deforming or Mourning - which occurs when a team breaks up, sometimes when the task is completed successfully.  If a group fulfills its purpose, everyone can move on to new things, feeling good about what’s been accomplished.  Leaders and organizations need to recognize and be sensitive to people’s vulnerabilities in this fifth stage as members of the group have been closely bonded and may feel a sense of loss and/or insecurity or threat from the group dissolving.  
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�	  - From Interaction Associates, LLC “Teams in Action” workshop, 1994. More information at � HYPERLINK "http://www.interactionassociates.com/workshops_teamsaction.cfm"��http://www.interactionassociates.com/workshops_teamsaction.cfm�.   


�	  - Douglas McGregor, The Human Side of Enterprise, Mc Graw-Hill Book Company, 1960.


�	  - Bruce W. Tuckman developed the four stage model and published it in a short article in 1965.  More information at � HYPERLINK "http://www.infed.org/thinkers/tuckman.htm"��http://www.infed.org/thinkers/tuckman.htm�. 







