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Abstract

Result oriented target setting and effective lesltiprof teams has become a tool for organizatiefiattiveness
in the 2£' century. Result oriented target setting and éffedeadership of teams is said to have benefitady
organizations if managed and nurtured properlythia era of globalization there is need for resulented
target setting and effective leadership of teanmrdter to enable organizations respond quicklyh@nges in the
environment. The paper reviews literature on restéinted target setting and effective leadershiifgams. The
paper concludes that the success of organizations very large extent depends on the type of targe
organizations set and how well they are able td teams to achieve the set targets. The paper reeods that
managers should put in place result oriented gaadsencourage the involvement of employees worksg
team as this could enhance their responsivenessanahitment to the achievement of the organizatigoals.
The paper also recommends that the managers séioarld the mission of the organization with empleye®it
could increase their involvement. Finally the pamrommends that the values of the organizatiosheed as
well to serve as an informal control measure thatloe very effective.
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1.0 Introduction

Every organization has a goal to achieve. Manageisegenerally concerned with the proper mobilizatdf
men, materials, machines, and money for the aciriement of set objectives of the organization. Tasgéting
is therefore an integral part of organization.liflanagement has to do with goals setting, plajrrganizing,
execution and control.

2.0 Result Oriented Target Setting

This is based on the goal setting theory of mativathat is of the idea that motivation is driveningarily by
the goals or objectives individuals set for themwsgl The theory is of the view that specific anifialilt goals,
with feed back, lead to higher performance. Go#lrgeimproves performance by stretching the inityrand
persistence of employee effort, and by giving thetearer role perceptions to enable them chanret th
behaviours towards improved work performance. Spegoals are quantitative, have measurable lewéls
change over a specific time — to reduce waste 8% 80 sell goods wortk=N50, 000 a week. Difficulagpare
hard and challenging but not unattainable. Theymawee motivational than easy or moderate goals.agament
by Objective (MBO) is a participative goal-settipgpcess developed by Peter Drucker in which orgeicizal
objectives flow down to work units and individuahployees. It involves managers sitting down withpayees
to discuss the objectives and get the employed® toommitted to those objectives in writing. Sedhgrated
feedback is equally important to goal setting asnibles individuals to identify and take care istkpancies
between what is done and what is to be done. Gatahg theory is influenced by goal commitment, ke
self-efficacy, task characteristics, and nationaltwwe. Goals must be challenging but not impossill
employees will be committed to achieving it. Imgibge goals are often abandoned. Employees with-bédf
efficacy (individual belief that one is capablep#rforming a task) tend to accept goals more likbin those
with low self-efficacy because they believe they choose strategies that will enable them reacketlymals.
Goals seem to have substantial effect on performavien the tasks are simple, well —learned an igidgnt
than when tasks are complex, unusual, and interdigme. In terms of culture, goal setting theorycudture
bound because it is well adapted in countries wieenployees are reasonably independent and managers
employees seek challenging goals and performarmansdered important by both e.g. USA and Canada.

2.1 Application and Limitation of goal setting theory

Specific, challenging and attainable goals workdretinder some conditions than others. For exanifptbg
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task is complex it may not work as well as it wohltie worked if the task is simple.

Individual goals cannot be applicable to team asait create competition and reduce cooperatioratiVity
goals should be established along with productigitls if productivity is not the only goal to beh&eved.
There are no evidence that the achievement offapaaid difficult goals increased job satisfactitiris also not
applicable to every performance dimension of eyehy It tends to cause more performance problenthén
long run than it solves in the short term becausly shat can be measured may be done. Goal satting
however one of the tried and true theories of dmgional behaviour. Under the proper conditionsdhand
specific goals are viable motivating force that tzad to high performance in organizations.

2.3 Leading High Performance Teams

The trend in organizations is towards delayingt{@r organizations) where employees are coachggposted
and empowered to get the best out of them. Thelusams is becoming more popular as it providesans of
empowering employees and facilitating the develamntd their full potentials towards the achievemeit
organizational goals. The extensive use of teareates the potential for an organization to genegatater
outputs with no increase in inputs. Likert (1961ages the team in a position of prime importancemhe
suggests that an organization will function besemlits employees perform as members of a cohegside a
effective work group. Teams perform higher thanivitials because of the increased communication and
flexibility, increased ownership of tasks and coitmngint of its members to team goals. Teams areimigortant

in the development of learning organizations (S€:/2@0).

2.4 Teams

A team refers to a group of people who work intgnsegether to achieve a specific common goal. They
influence each other and are mutually accountatMea€hieving the common objectives. The result hafirt
efforts is usually greater than the sum of theuils. Teams generate positive synergy through dbedinated
effort of its members. This is one of the reasohy teams are becoming more popular in organizatibeams
are made up of individuals with complementary skilThe goal of formal group is shared information t
enhance members’ performance while work team’s goabllective performance. Examples of team inelud
football team, choir, or surgical team. The achiegat of team comes first before the goals of thtividual
members. Teams see themselves as social entibheiorganization. Teams include problem-solving tea&m
quality circles, self-managed work teams or seléced work teams, top management teams, crostidnat
teams, virtual teams and research and developmeimist

Problem solving teams— this refers to a group of employees from theesaepartment who meet for a few
hours weekly to identify quality and productivityoplems, propose solutions to management, and ordiié¢
implementation and effect of the solution in theork area. An example of problem solving teamsuality
circles. They have no authority to make and exedatasions.

Self — managed teams These are autonomous work groups that are orghmissind work processes that
complete and monitor the quality of identifiableogs and services. They take the necessary deciaimhs
complete an entire production with quality conificd. they complete identifiable piece of work).ejtare given
goals by management but they decide how to go abo8élf-managed team members are trained to ldor al
most of the jobs in the unit, they have no immed&ipervisors. They plan and schedule work, agaigks to
members, collectively control the pace of work, malperation decisions, take action on problemskwiath
suppliers and customers. They also select their meesnand carry out evaluation among themselved: Sel
managed teams are mostly found in manufacturingevtieey are used to improve quality, increase ratitwv
and satisfaction, and lower cost. They appear tmbee productive, provide better customer serviog laave
better safety records. Self-directed teams aresdtotxctional because they are made up of people diterse
skills, knowledge and experience. This is why tlaeg able to carry out interdependent tasks that feahe
completion of an entire piece of work. They havelems with firing non-performing team mates.

Top Management Team- this consists of the CEO and other top mandgerdHeads of Departments. It is a
cross-functional team as members are drawn froferdiit departments for the purpose of the teamnigavi
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diverse expertise, skills, knowledge and experiefbey are involved in developing strategies th#éltmeke an
organization have competitive advantage. They doated and provide direction to the departments utitem.
Their diverse nature (i.e. members drawn from diifé departments) enables them to have all thegrackd
and resources needed to make good decision. Ithelgs them guard against group think (i.e. fagitgup
decision making that results when group membengestor agreement rather than having accurate ssssd of
the situation).

Cross functional teams -These are made up of employees occupying the saradhical level from different
departments or work areas who come together tongiesh a task. Examples include task forces coreestt It
enables members exchange ideas and informatioe)atenew ideas, solve problems and coordinate cempl
projects. It takes time to build cross functioredrms.

Virtual teams — The members of virtual teams are held togetherdsgputer technology through which they
achieve their common goals. They do not meet fadade. They may be a wall a wall apart or contisepart.
They collaborate through communication links — likileo conferencing intranet e-mail and wide-area
networks. They are cross-functional groups and thesrate across space, time and organizationaldaoigs
mostly through electronic technologies. They bengfeatly from the law of telecom which states thatthe
web of computer networks expands, distances wilhkhand eventually become irrelevant (McShane ‘éonl
Glinow 2003). Virtual teams coordinate alliance giens. It enables employees to collaborate across
continents and make better decisions concerningplsonissues. It makes the usage and sharing of leciys
among employees possible even when they are nubas. a

Research and development teams These are made up of members who have experiséhe experience
needed to develop new products in organizationse&eh and development teams can sometimes be cross
functional having members from marketing, enginggrproduction and research and development .

2.5 Importance of Teamsin Organization

Team members work together and they have a speaifil overriding team goal or objective. Teams help
organizations gain competitive advantage by

- Enhancing organization performance - cross-funatioteams create synergy that enhances
performance.

- Increasing organizations’ responsiveness to custme cross-functional teams can enhance
responsiveness to customers.

- Providing greater total resources - organizatioeselfit because groups and teams have greater total
resources than individuals.

- Providing diversity of resources — teams have grediversity of resources to accomplish complex
tasks.

- Increasing innovation — cross-functional teams tarovate because of their extensive and diverse
skills, knowledge and expertise.

- Satisfaction - team members are motivated as tbaglily see the impact of their contribution in the
achievement of team and organizational goals.

- Serving as a vehicle of socialization — team mesdelp in socializing new members, control
behaviour and enhance performance, innovation hadge.

- Providing benefit to members — e.g. tangible or@inal reward as a team member.

- Providing useful learning mechanism — members ledoout the company and themselves, and also
acquire new skills and performance strategies.

- Satisfying employees’ personal needs such asadifii and esteem.

- Providing feed back for one another that enhancesid® making.

- Identifying opportunity for growth and developmente.g. makes training, coaching and mentoring
possible.

- Being a building block for organization structureorganization can be structured around teams, i.e.
team-oriented structure.

- Being a force for productivity, quality and costlvetion — teams achieve higher productivity, better
quality and reduced cost.

49



Industrial Engineering Letters www.iiste.org
ISSN 2224-6096 (Paper) ISSN 2225-0581 (online) /l',,ii,l
Vol.3, No.9, 2013 ||S E

- Being a force for speed and change — teams createpnoducts quicker. Teams enhance change in
organizations.

Quality management cannot be successful withoutute of employees as teams. Teams provide natural
vehicles for employees to share ideas and to imgieimprovements.

2.6 Functions of Teamsin the Organization

According to Nadler et al (1979) the functions nfldeams include:

- The accomplishment of tasks that cannot be donediyiduals working alone.

- Bringing multiple skills and talents to bear on qoex tasks.

- Providing vehicle for decision making by permittimgultiple conflicting views to be aired and
considered.

- Providing an efficient means for the control ofiindual behaviour in the organization.

- Facilitating changes in organizational policiegporcedures.

- Increasing organizational stability by transmittsttared beliefs and values to new members.

2.7 Functions of Group and Team for Individuals

= |t provides knowledge about the organization age@rvironment.

= |t provides security for members

= |t provides status for members

= |t provides self-esteem for members

= |t provides power for achievement

= |t provides opportunity for individuals to obtaialued rewards as group members.
= It enables individuals to gain new skills from atlgeoup members.

= It enables individuals learn about themselves.

2 8 Factors Affecting Team Effectiveness

An effective team is one that achieves its objestj\the objectives and needs of its members andissigself.
Certain factors influence the extent to which artemn be effective. These factors according to (hc® and
Von Glinow 2003) include the organizational anchteenvironment, the team design and its processes

Organizational Team Team
and Team > . >
Environment Design Process

\ 4

Team
Effectiveness

Fig.1: Factors|nfluencing Team Effectiveness

3.1 Organizational and Team Environment

Teams are part of a larger organization and tHéctveness is affected or influenced by extermhditions
imposed from outside. These external conditionkude the organization’s resources, reward systémctsire,
goals and strategy, culture, leadership, physiediing, selection process, communication and natfre
environment.

Organizational resources — Organizations with abood of resources will have modem, high qualityst@mnd
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equipments for their teams to work with. The avallty of organizations resources — money, raw mats,
equipment etc. which can be made available to tesdfest the teams’ performance. Teams that haveigno
resources to work with will do better than thosekiag necessary resources.

Organizational reward system — Teams perform betteen the reward is based on individual and team
performance.

Organizational structure — Teams perform betterrevtiiee organization structure supports them i.eenwtere
are few layers of management and the teams are giwvenomy to carry out their responsibilities. Meaalso
do well when the structure is such that teams aganized around processes rather than functiong.— i
specialized skills. The communication and interacis higher when they are organized around presesbere
different skills are required.

Organization’s goals and strategy — The goals deterthe strategy and the strategy determineslliheation of
resources which influences teams’ performance.

Organizational culture — To succeed, team membeesl mo accept the standards implied in the orgtoiZa
dominant culture.

Physical Setting — This refers to how an officedésigned- its size and physical layout, the arramege of
equipment, lighting etc. The physical setting hasignificant influence on the communication amdagm
members, their ability to accomplish tasks andrtperceptions about being together as a team. Tigsiqal
setting can be a barrier to communication and aatéon.

Organizational Leadership — The leadership of tigamization plays an important role in the teamiscess — in
terms of how they align rewards, structure the wizgtion, establish communication systems etc. Temters
can provide coaching and support. They can alsoreriat the teams are given responsibility, resssiand the
necessary authority to make decisions and ensooargtishment of tasks.

Selection Process — Members of teams are first ragsnbf organizations before they become members of
teams. The selection criteria an organization usesefore affects the type of people that willibéeams. The
effectiveness of a team depends to a large extetiteattitude of the members.

Organizational communication — Good communicatisnessential to team’s effectiveness as it supports
knowledge management and decision-making, workdination and the need for affiliation. Well designe
communication system and gadgets are necessagffémtive team work. The structure and physicdirsgtn

the organization should encourage effective compatinn so that teams can achieve their goals.

Nature of organizational environment — The extearalironment plays an important role in the sucadsbe
teams and the organizations. If the demand footbanization’s products is high the teams will batirated to
stay together and produce more. It also gives tfesgtings of success because only good productsbsill
demanded. A competitive external environment caa alake team members to stay together and worklglos

3.2Team Design

A team does not just happen, it is put togetheer@tare factors that must be considered when pgudtiteam
together. These structural elements include teamposition, team size and task characteristics. RiwarFig 1
above we can see that the team design is affegtébeborganization and team environment, the teasigd
affects team processes and team effectiveness. deaign and organization and team environment a&fect
team effectiveness. Care must be taken in putéagittogether because like a mini-organization st dgw@als to
achieve which could be hindered.

3.2.1 Team Composition - Team members must believe in the effectivenéss team, its goals and rules of
conduct. For the team to be an effective team, neesninust be motivated enough to work towards the
achievement of the teams goals. Employees whowiteking and achieving in a group will do bettertaam
members than those who like working and achievilogea Those with collectivist orientation are better
teams than those with individualistic orientati@mployees with preference for team work and careach
others work (i.e. flexible) will be better team migens than those with preference for individual warkl cannot

do others work.
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The effectiveness of a team to a large extent digpen the resources of the members. These resanotede
skills, knowledge, abilities and personal charasties. The skills required include technical ondtional skill,
problem solving and decision-making skills, ancerrpersonal skills (i.e. conflict management arsbhetion,
collaborative problem solving and communicationheTright mix of these skills is important for team
effectiveness.

The possession of positive personal characterisich as sociability, initiative, openness, andilfidity
enhances team productivity, morale and cohesiveriéssse positive personal characteristics influenoes
individuals interact with one another in the team.

Team Diversity - A team with members having divekdls and talents, able to play different roledl werform
better than a team lacking in some vital skills.

Teams can be homogenous or heterogeneous.

Homogenous teams are made up of members with conegbnical expertise, demographics (i.e. age, ggnde
ethnicity, experience or values.

Heterogeneous teams are made up of members witkrsdivpersonal characteristics and backgrounds.
Heterogeneous teams experience more conflictsakedonger time to develop although they are méfectve
at solving complex problems requiring innovativéutions.

Homogeneous teams experience less conflict and hetter interpersonal relationships. They take telndime
to develop and are more effective on tasks requinigh degree of cooperation and coordination.

Generally teams should be small enough for betterdination and should possess all the necesssoyirees to
accomplish its tasks. This will enable every teasmber to effectively participate towards the acéiaent of
the team’s goals.

3.2.2Team size

The size of a team is an important determinant h&f members’ motivation and commitment and team
performance. The optimal team size depends on aefamtors, which include number of people requited
complete a task and the amount of coordination eetéd work together. Generally teams are expeadukt
large enough to provide all the necessary skilld emmpetencies and also small enough to be codedina
efficiently so that all the members can be meanilhgfinvolved. Smaller teams are easier to coorgindhe
members of a small team tend to be more satisfredtivated and committed. Information is easily gldain
smaller teams and members are able to see the tamperof their personal contribution to the tearccess.
Small teams are faster at completing tasks thgetames. Smaller teams are more effective fongalction.

On the contrast, large teams are more difficuttdordinate. The members tend to have low-levetsatfvation,
satisfaction and commitment. There is problem fdatifive communication i.e. it is difficult to shairdormation
amongst large team. The members may also feeltligat efforts are not needed as much and they may
sometimes not feel as part of the team. Individuady have less opportunity to participate and itiekes them
feel they are not significantly contributing to theccess of the team. Informal sub-groups tenditd @ithin
large teams and members tend to be more commitétbtsub-groups than to the large team. Howeaegel
teams have at their disposal more resources t@welgoals than small teams. Large teams enablegeento
benefit from division of labour.

3.2.3Task Characteristics

Teams are more effective when they have clearly-aefined tasks than when they have unclear ardkfined
tasks. Another important characteristic of tearkgdhat affects performance is task interdependence

Task interdependence refers to the degree to whigk requires interaction among employees. Thedrtighe

task interdependence, the more effective the téask interdependence motivates team members to work
together as they are able to see the impact af toeitribution towards the team’s success. It gises them a
sense of responsibility among team members.
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3.24 Team Processes

Team effectiveness is also affected by factorsrmefieto as team processes. These include teamogeneht,
Norms, roles and cohesiveness. Team processesffanted by team design and organizational and team
environment.

3.3 Team Development

Teams usually pass through several stages indbg&lopment before becoming effective teams. Tuckaral
Jensen (1977) have identified five stages of teaweldpment — forming, storming, norming, performerd
adjourning

-

Fig2 Team Development Model

Source: Adapted from McShane and Von Glinow (2003)
Organizational Behaviour. Pg 237.

The model shown in Fig.2 indicates that althougtmig progress in the manner shown by the straigés lin an
orderly manner, there is the possibility of teamifirfg from one stage to an earlier stage of dgualent. This is
indicated by the broken lines and it occurs whereaw member joins the team or other conditions distbe
team’s development.

¢+ Forming - At this stage the members try to knowheather and evaluate the costs and benefits ofruced
membership. They try to understand what the teamtsved accomplish and what types of behaviour are
acceptable.

¢ Storming - This stage is marked with interpersamaiflict and competition. Members express theiorsgr
views and some push for power while others withdidarms of appropriate behaviour and performance
standard is established.

¢ Norming - This stage is characterized by closetiteiahips and cohesiveness. Team members agréeion t
shared goals and norms.

¢+ Performing — At this stage the team becomes fulhcfional. Teams energy is channeled into perfogriti
tasks. Members are able to coordinate and resawélicds easily. There is a high level of opennass
trust. Members are also loyal and committed to grobjectives.

¢ Adjourning - This stage is characterized with ragpup activities, rather than task performanceaplilies
to teams like task force that disbands after cotimgletheir project. Most formal and informal groups
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eventually end due to several reasons, like lay, gffant shutdowns, transfer or reassignment et¢hé\
adjournment stage attention is focused on socidienal issues rather than task performance bedhese
realize their relationship will soon be ending. ¥ipeepare themselves for new roles.

The team development model although not a perégresentation of all that happens, enables the geamant
to have realistic expectations for new teams irotiganization.

3.4 Team Norms

Norms are acceptable standards of behaviour a ggstgblishes for its members. They develop in nespao

the influence of key individuals, style of the mges nature of organizational procedures and other
environmental factors. Norms are established taledg the behaviour of team members. Some teamsorm
correspond to organizational objectives while athesnflict with it. Some teams may have workingdhand

fast as a norm which corresponds to organizatiobgctives. Some teams may support absence frork wor

which is in conflict with organizational objectiveln as much as possible, management can ensuréetia
norms correspond to organizational objectives exseph norms are social standards set by the tatithe
organizational level, different strategies can kseduto change or reduce the influence of countedymtive
norms. These include — the introduction of perfarogaoriented norms as soon as teams are formedsthef
persuasive communication tactics, team-based resyamtéms and selecting people with positive nokivisere
the dysfunctional norm is so deeply anchored theamnot be changed the best strategy is to disttenteam
and replace it with people who have more favourabigns.

Group members conform to norms for three main memsdich include:

<  the desire to obtain reward and avoid sanctions
< to imitate their mentor in the group
< the belief that, that behaviour is good.

Groups response to deviant members include:

% try to convince the member of the need to conform.
< expel the deviant member

< change the norm to be consistent with the devianbers’ behaviour if the deviant behaviour proves
functional for the group. Some level of devianceésessary for group to discard dysfunctional norms
Deviance and conformity need to be balanced inglm for it to be effective.

o
*

X4

0

3.5Team Roles

A role is a set of expectations held by a persah those around the person about how a job or &$ be
performed. While the job description specifies wéladuld be done, the role is the way the duty tsadly done.
For a group or team to continue and be effectieentiembers must carry out certain roles.

Beblin (1993) identified nine potential team roteam members can be carefully selected to filllierteam to
achieve its goals.

These include:

- Coordinator or chairperson is one who clarifiesdbals, delegates and has decision-making skitls. T
coordinator can be manipulative and may delegate eersonal work.

- Shaper is one who is dynamic, has drive and coumaggercome obstacles and cope with pressure. He

may be proactive.

- Plant — This member is creative, imaginative anié &b solve difficult problems. He may be too pre-
occupied to communicate effectively.

- Resource Investigator - This member has strongactsitand networks, good at looking for
opportunities. He is enthusiastic in pursuit ofnésagoals. He may be over optimistic and easilys®o
interest.

- Implementer (company worker) — This member is laband disciplined in approach, able to turn big
ideas to manageable tasks and plans that can levedhHe may have problem with flexibility.

- Team worker — This member is cooperative, diplomaierceptive in approach and averts friction. He
may be easily influenced and indecisive sometimes.
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- Completer - This member is conscientious in apgrpéinds errors and omissions and ensures timely
delivery.

- Monitor evaluator - This member has the ability discern, constructively criticize and think
strategically. He is not good at inspiring otheesdwuse of overt criticisms.

- Specialist — This member provides specialist skifisl knowledge and has a single-minded approach
and self-starting capacity. May be a narrow contdb who dwells on technical details and fails ¢e s
the wider picture.

Managers need to consider the strength of employe&se selecting and assigning them to work inmtea
Individual preferences should be matched with teal® demands so that team members can work efédgtiv
together. The preferences are usually worked outngnteam members during the storming stage in team
development. These roles need to be filled fotdlaen to function effectively.

3.6 Team Cohesiveness

Team cohesiveness is an important factor that hées team success. It refers to the degree tohwtkizm
members are attracted to each other and are nexlivatremain in the team. A moderate level of cvie@ess is
required for teams to succeed and also contriloué torganization’s competitive advantage. Teanesiokness
contributes to team member’s satisfaction and lpigtfiormance when the team has high performance s1orm
Cohesiveness occurs when team members see thesgaamnt of their social identity.

However, high level of cohesiveness and low leviekcohesiveness could be detrimental to team and the
organization at large. For example — highly cohesteam with a low performance norm can lead to
ineffectiveness. Highly cohesive teams spend mimh together and are more sensitive to each otiesds.
There is a high level of conformity to group normssich that there may be little or no deviance eteen
dysfunctional norms. On the other hand low levetatiesion can lead to too much deviance such hikadhility

of the team to control its members could be undeeohi

High High goal attainment

(from group’s perspective)
Lowest task performance
(management perspective)

High goal attainment and task
performance.

poor goal attainment and task

performance Moderate goal attainment and task

performance

Low

Low High

Performance norn

Fig3 Effect of Cohesiveness and Performance Norms on Team

Performance

When the team has high performance norms, highhesige teams attain high task performance and aehie
high goals. When the team has low performance nadnigkly cohesive teams perform lowest though timay
attain their goals from the group’s perspectivewllevel of cohesion with high performance normsikeo
moderate goal attainment and task performance. lewel cohesion with low performance norms leadpdor
goal attainment and poor task performance.

The nature of the task a team is expected to adigimalso determines what level of cohesiveness lvel
acceptable. Highly cohesive teams perform poorlgmthe task is decision making because they fail tine
problem of group think — situation where the bestision is not taken because members of the groupot
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want to oppose each other in their views. To owaedhis situation a highly cohesive group can distata
norm which allows constructive disagreement. Higbel of cohesion with increasing emphasis on teaal g
achievement can cause members to be so focusetbop goal achievement that they may not be conderne
about organizational performance. Moderate levetatiesion motivates group members to accomplish bot
group and organization goals.

Factors encouraging cohesiveness include:

- Member similarity - Homogenous teams are more debdban heterogeneous teams.

- Team size - Smaller teams tend to be more cohesive.

- Member Interaction - Physical proximity, when teamembers see often the team tends to be more
cohesive.

- Somewhat difficult entry — When entry into the teensome how difficult or restricted, teams tend to
be more cohesive.

- System of work - Teams tend to be more cohesivenwlie work is interdependent.

- External competition and challenges — Team cohass® increases when there is challenging valued
objective or a threat from outside.

- Leadership style of manager — Team tends to be ewhesive when the leadership style encourages
participation of members.

- Prospects of rewards - Teams tend to be more cghesien rewards are given on team basis.

- Team success — Team success increases team’sveniess.

4.0 The Problem with Teams

Effective teams when built can be a source of cditive advantage. However, some teams never dewvelop
that stage despite the amount of resources puttirftbere are problems associated with teams, miniclude:

. Not all employees are comfortable and can perfdwir best as team members.

. Teams may not always be the best approach. Sonseitntiziduals can suffice.

. Teams have been found to make decision-makinggdeaawn process e.g. in Japan.

. Teams are expensive to form and maintain.

. Allowing teams to take important decisions is sames difficult for managers.

. Process losses (i.e. time and energy spent in@gwngl and maintaining teams instead of the task).

. Teams require appropriate environment to flourish.

. Teams present more conflicts to be settled.

. Teams require the running of many meetings.

. Teams provide opportunity for social loafing (auation where people exert less energy while working

in a team than they would have if working as indials).

5.0 Managing Teams for High Performance

An effective team is one that is productive hassBatl members and can sustain itself. There isakoc
facilitation effect in effective teams — a situatiwhere individuals are motivated to work hardemasnbers of a
team than when working alone. Managers need effedéams to increase their competitive advantage. T
achieve this managers have roles to play in bugldirese teams (i.e. team building). These includgving
teams important performance challenge, helping sedenelop high performance norms, translate teammope
into specific measurable performance goals, hednt to obtain performance feed-back from custgrhetp
teams with selection of team members, trainingpgation, and reward, reduce social loafing ang hebhm
manage conflict effectively. Team building refems any activity aimed at improving the development a
functioning of a work team.

- Important performance challengé\n important performance challenge that is well ommicated can
result in team members understanding and commitniBms will motivate the team to develop
strategies on how to achieve the goal.

- Development of high-performance norms — Managers e@courage teams to develop norms that
contribute to group performance and the attainm@nteam goals. Such norms will also make
employees work towards the achievement of the dzgtanal goals. Managers can help teams
translate their purpose into measurable performajoads. Goals have a way of motivating team
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members, encourage communication, provide feedbagkrogress, and signal team victories (defeat).
Goals enable teams to focus clearly on results.

- Performance feed back from customers — Managerselanteams obtain performance feed-back from
customers using the team’s product.

- Selection of team members - Human Resources Mamager ensure that they employ people who
posses in addition to technical skills interper¢akdls that will enable them be better team playe

- Training — Managers can send employee for traimingcquire skills and experiences that will make
them good team players. The training could allowpkryees to experience the satisfaction that
teamwork can provide. The training could be infiven of workshop to help employees improve their
problem solving, communication, negotiation, cartffnanagement, and coaching skills.

- Recognition and reward — Teams require some fornregbgnition and reward. Managers can
appreciate teams in company newsletters, inscriteagn’'s name on T-shirts, mugs, umbrellas etc, or
monetarily to give team members a sense of idenfitbe reward system should tend towards
encouraging cooperative efforts rather than conipeteffort. When individual effort can be assessed
in the team, reward can be based on individuabpexince but when individual contribution cannot be
assessed, it should be based on group performilacegers need to develop a system of reward that
can motivate both individuals and teams to higtiquerance.

- Reduction of social loafing — Social loafing is oakthe major problems of teams. Managers can
reduce the productivity loss caused by social f@afn several ways — forming smaller teams, giving
team members’ special task, measure individualopednce, increase job enrichment and select
motivated employees.

- Managing conflict — Conflicts occur in teams butyhmust settle it fast if they must be effectivbeT
conflict can be intergroup or intragroup conflistanagers can help teams in conflict management by
giving them ideas on how to go about it. A configtsettled when the people involved in the cotflic
benefit from it, in the form of getting a new satut, and strengthening of existing relationshipshsu
that, that conflict does not occur again and thepfeecan work together again in the future.

6.0 Conclusion and Recommendations

It is important for organizations to set targetsl achieve them as it shows how effective they &aegets can
motivate individuals to higher performance. Ability achieve set targets also shows to a large ekimn
effective the individual is. However to achieve ulés target must be challenging but not impossiflke
importance of teams in organizations cannot be-ewgshasized. However managers need to understamtioho
develop and maintain teams for maximum performance.

The paper recommends that managers should puade pésult oriented goals and encourage the inveae of
employees working as a team as this could enhdmeteresponsiveness and commitment to the achievieafie

the organizational goals. The paper also recommeéhdt the managers should share the mission of the
organization with employees as it could increassrtinvolvement. Finally the paper recommends tinet
values of the organization be shared as well teesas an informal control measure that can be efegtive.
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