Magazine: Adapt or Die http://news.bmn.com/hmsbeagle/113/notes/adapt ?print=yes

lof 4

To print, use Control+P (PCs), Command+P (Macs), or File-->Print.

HMS

BEAGLE

ef. Magazine - =

CAREERS

The Dynamics of Team Formation

by Robert W. Wallace

Posted October 26, 2001 - Issue 113

Abstract

In a previous article, Making Teamwork Work: The Importance of Diverse Psychological Types, the
author described the varied personalities to be found in research teams, and how, when brought together
to achieve a common goal, those differing temperaments can combine in creative and productive ways.
But what actually happens in the course of that collaboration? Here, the author looks at some of the pangs
and processes undergone by an evolving team.

As many researchers have learned the hard way, forming ateam that can function effectively over timeto achieve a
difficult task is not an effortless process, and certainly not ingtantaneous. Frequently, it takes more time for the
diverse individuas on the team to come together as a community than it does actudly to accomplish the work. But
as Robert Reusing, acting director of programs and services for the Foundation for Community Encouragement,
says, "Community building is a practice, much like yoga or meditation. It can be cultivated with an ongoing effort.”

The path that a group or team typicdly follows when seeking to become a productive

community is described by psychiatrist M. Scott Peck in hisbook The Different Drum: A

Community Making and Peace. Peck's writings have focused largely on the spiritua spiritual-growth
growth of individuas, and at first glance they may seem an ingppropriate model for book is a good
team formation in aresearch or academic environment. However, | believe that Peck's modd for
approach is very powerful in this context. To me, there is nothing more spiritua than e
exploring the frontiers of our understanding of life. team building.

At the end of The Different Drum, Peck describes how he believes his modd appliesto avariety of different
types of organizations, and numerous consultants, such as Robert Reusing, have worked over the past 10 to 15
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years to successfully facilitate community building in private, business, and academic organizations within awide
diversity of cultures. Manufacturing, service and high-tech companies - even the United States Army - have used
the principles of community building to develop more effective teams, notes Reusing.

Upon firg forming, ateam will usudly try to "fakeit," writes Peck, who refersto this

dage as " pseudocommunity.” " The members atempt to be an ingtant community by T he essential

being extremely pleasant to one another and avoiding dl disagreement. . . . The dynamic of

MIH c_jynarr_ucpf_ pseud_ocommunlty is _confllct qquance e '_I'he b_asc pretence pseudocommunity
isthe denid of individud differences”” Obvioudy thisis not agtatein which is conflict
individuas with the diverse persondity types that make up a properly formulated .

team (see Making Teamwork Work: The Importance of Diverse Psychologica avoidance.
Types, HM S Beagle) will be very productive. Team members squelch what they
truly think in order to avoid conflict with other members of the group. Such reticence is a poor formula for
developing nove solutions to a pressing research problem or negotiating an effective compromise for adifficult set
of conflicting priorities. I've participated in a number of groups that never seemed to get beyond
pseudocommunity. We meet on aroutine basis, go through the motions, and are dl very pleasant, but usualy
nothing of substance gets accomplished. Eventudly the group disintegrates as we dl find more important work to
do.

After walowing in pseudocommunity, the team, if it continues to work as ateam, may next progress into what
Peck cdls"chaos." Asthe group getsto this stage, it becomes increasingly obvious that differences of opinion and
viewpoint do exist between the individuds in the group. Thisis a period where "individud differences are, unlike
those in pseudocommunity, right out in the open. Only now, ingtead of trying to hide or ignore them, the group is
attempting to obliterate them. . . . The stage of chaosisatime of fighting and struggle,” writes Peck. It isan
unpleasant period and carries the danger that the group may disintegrate as a functiona unit. Sometimes the team
leader will be the subject of attack and, if he or she does not understand the overdl dynamic, may give up in
despair, vowing that this group of people will never be able to work together effectively.

Should the team survive the chaos phase, the next step toward community, according to

Peck's paradigm, is "emptiness." In this stage the group enters a phase of letting go: those M ature

who felt the need to be in control of the group give up their need to control. Individua communities
members drop their preconceptions, expectations, prejudices, and pet solutions to the ask

problem at hand. In many ways thisis atime of exhaustion. The team members individualsto
collectively recognize that no one person has dl the answers and begin to fed that they ) ;

must come together in honesty and sincerity to work as asingle entity. Once this sage, a relinquish
Sage of "death” in Peck's terminology, is reached - if it is ever reached - thenitisbuta  control.
ghort jaunt into community.

In community, the team is reedy to do its work. The team is now a safe place, where widely diverse opinions and
gpproaches may be expressed and are welcomed. Now, each individuad is free to make his or her unique
contribution to the work of the team as awhole. At this stage the group's effectiveness and credtivity are a their
maximum and the team is much more than the sum of the individual members contributions. Community can be a
time of greet synergy. Braingtorming can be very effective as novd ideas emerge because each individud fedsfree
to make his or her contribution to the vison of the group. Once the group finds its way into community, the actua
work that the group needs to accomplish frequently gets done rapidly, and problems that once seem impossible to
solve often are found to have obvious solutions.
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Unfortunately, this community phase may be flegting. Ongoing teams may move from
community &l the way back to chaos or pseudocommunity, and then haveto work their ~ The

way back through emptiness and into community, again and again over the life of the community
team. There seemsto be no way to permanently freeze the team in community; the phase may be
team-building process must continue throughout the life of the group. fleeting

The slandard mode for stages of team development in organizations, which isroutindy

taught in team-management courses, is the forming, gorming, norming, and performing paradigm. In many waysit
issmilar to Peck's modd: forming compares to pseudocommunity, storming to chaos, and performing to
community. The big difference between the models, says Robert Reusing, are the stages of norming and emptiness.
In norming, the members of the group may findly understand its task, or else one dominant member of the group
may persuade the other members that their vison is the best and everyone follows. Emptiness, on the other hand,
consgs of dl the team membersetting go of their individua agendas to dlow something to emerge from the group
asawhole that may be unexpected and highly innovative.

The gandard forming, sorming, norming, performing paradigm is likely to be found in organizations where a
centralized "command-and-control” management style is dominant. The community-building paradigm described
by Peck, on the other hand, will only work in organizations where the individua team members are fully
empowered to work as integra members of the team rather than an extension or representative of a manager who
isoutsde of the team.

Robert W. Wallace is a freelance writer based in New York City.

Andrzej Krauzeis anillustrator, poster maker, cartoonist, and painter who illustrates
regularly for HMS Beagle, The Guardian, The Sunday Telegraph, Booksdller, and New Statesman.
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Endlinks

Community Building in Britain - contains information and links about community building in genera and the
community building network in Britain.

Community in the Workplace Website - offers areading list, annotated online resources, book reviews, and alist
of community-building inditutes and centers.

Team Technology - offers articles, exercises, and links on team building using the Myers-Briggs test.

Team Building Artides - contains a collection of related articles. From Teambuildinginc.com.
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Center for the Study of Work Teams - provides access to articles aswell as educationa and research information.

Teamzene - offersideas and techniques to help build effective teams. Past issues are archived.

Stages of Team Development - reviews team development including Forming, Storming, Norming, and Performing.
Related HM S Beagle aticle:

¢ Making Teamwork Work: The Importance of Diverse Psychologica Types - examines psychologica type
asit relaes to teamwork.
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