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HOW TO USE THIS GUIDE

This workbook belongs to you.  It is designed to serve as a guide for the duration of your training programme and as a resource for after the time.    It contains readings, activities, and application aids that will assist you in developing the knowledge and skills stipulated in the specific outcomes and assessment criteria.  Follow along in the guide as the facilitator takes you through the material, and feel free to make notes and diagrams that will help you to clarify or retain information.  Jot down things that work well or ideas that come from the group.  Also, note any points you would like to explore further.  Participate actively in the skill practice activities, as they will give you an opportunity to gain insights from other people’s experiences and to practice the skills.  Do not forget to share your own experiences so that others can learn from you too.  
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For ease of reference, an icon will indicate different activities.  The following icons indicate different activities in the manual.
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PROGRAMME OVERVIEW 

PURPOSE
At the end of this training session you will be able to demonstrate a knowledge and understanding of working as a member of a team in different types of projects in the context of small projects.
 

LEARNING ASSUMPTIONS
Learners accessing this qualification will have demonstrated competence against standards in project management practices or equivalent of NQF Level 3. 
HOW YOU WILL LEARN
The programme methodology includes facilitator presentations, readings, individual activities, group discussions, and skill application exercises.
HOW YOU WILL BE ASSESSED
This programme has been aligned to registered unit standards.  You will be assessed against the outcomes of the unit standards by completing a knowledge assignment that covers the essential embedded knowledge stipulated in the unit standards.  When you are assessed as competent against the unit standards, you will receive a certificate of competence and be awarded 8 credits towards a National Qualification.
FORMATIVE ASSESSMENT 
In each Learner Guide, several activities are spaced within the content to assist you in understanding the material through application. Activities in the learner manual are not for assessments. Formative assessments are in a separate module written formative assessment. Please make sure that you complete ALL activities in the Formative Assessment Guide, Formative activities must be completed at the end of each section. 

SUMMATIVE ASSESSMENT 
You will be required to complete a Portfolio of Evidence for summative assessment purposes. A portfolio is a collection of different types of evidence relating to the work being assessed. It can include a variety of work samples.

The Portfolio Guide will assist you in identifying the portfolio and evidence requirements for final assessment purposes. You will be required to complete Portfolio activities on your own time, using real life projects in your workplace environment in preparing evidence towards your portfolio.

Being Declared Competent Entails:

Competence is the ability to perform whole work roles, to the standards expected in employment, in a real working environment.

There are three levels of competence:

· Foundational competence: an understanding of what you do and why.

· Practical competence: the ability to perform a set of tasks in an authentic context.

· Reflexive competence: the ability to adapt to changed circumstances appropriately and responsibly, and to explain the reason behind the action.

To receive a certificate of competence and be awarded credits, you are required to provide evidence of your competence by compiling a portfolio of evidence, which will be assessed by a Services SETA accredited assessor.

You Have to Submit a Portfolio of Evidence

A portfolio of evidence is a structured collection of evidence that reflects your efforts, progress and achievement in a specific learning area, and demonstrates your competence.

The Assessment of Your Competence

Assessment of competence is a process of making judgments about an individual's competence through matching evidence collected to the appropriate national standards. The evidence in your portfolio should closely reflect the outcomes and assessment criteria of the unit standards of the learning programme for which you are being assessed.

To determine a candidate’s knowledge and ability to apply the skills before and during the learning programme, formative assessments are done to determine the learner’s progress towards full competence. This normally guides the learner towards a successful summative (final) assessment to which both the assessor and the candidate only agree when they both feel the candidate is ready.

Should it happen that a candidate is deemed not yet competent upon a summative assessment, that candidate will be allowed to be re-assessed. The candidate can, however, only be allowed two reassessments. 

When learners have to undergo re-assessment, the following conditions will apply:

Specific feedback will be given so that candidates can concentrate on only those areas in which they were assessed as not yet competent.

Re-assessment will take place in the same situation or context and under the same conditions as the original assessment.

Only the specific outcomes that were not achieved will be re-assessed.

Candidates who are repeatedly unsuccessful will be given guidance on other possible and more suitable learning avenues.

In order for your assessor to assess your competence, your portfolio should provide evidence of both your knowledge and skills, and of how you applied your knowledge and skills in a variety of contexts.

This Candidate’s Assessment Portfolio directs you in the activities that need to be completed so that your competence can be assessed and so that you can be awarded the credits attached to the programme. 
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NOTE YOUR POE GUIDE HAS MORE INFORMATION ON THE ASSESSMENT PROCESS
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SECTION 1:  INTRODUCTION TO TEAMWORK



1.1 INTRODUCTION
Complex and dynamic work environments require creativity, innovation, effective strategic planning, and the ability to define goals and objectives, and strong decision-making. Teams have become an integral part of these environments. Organizations understand that teams can provide rapid consensus across departments, allowing effective prioritization, enhancing creativity, and providing companies with a competitive advantage.

Teams function in organizational environments that are always changing. Providing team members with the proper tools and structure to make the team into a distinct entity with its own culture assures that the team can effectively communicate their accomplishments with others in the organization.
 Characteristics of a team
· Shared Leadership Roles with Shared Authority 

· Collaborative Task Activities 

· Individual and Mutual Accountability

· Collective Work Product

· Encouragement of Open Ended Discussions

· Specific Problem-Solving Meetings

· Performance Measured by Assessing Collective Work Product

· Discussions and Decisions about Problem Solving
Why work in teams?
· Teams are formed out of a realization that tasks to be performed to achieve the team objectives cannot be performed single handedly either due to the work requiring different skill types and or the workload being too much for an individual to tackle.  

For example, in a recruitment company you require a distribution of labour to effectively carry out the tasks which lead to proper isolation of competent team members.
· Research shows that we all learn effectively from each other. Hence, your teams should be learning teams, with the focus on helping each other to learn. 

· Teams are much more effective than individuals for work on complex projects. 

· Teamwork develops your interpersonal skills in coping with conflict, in being a chairperson, in developing your interdependence and accountability and in developing your sense of self esteem. This aids your personal development and your non-work-related relationships. 
	“Today we live in a project world and, if you’re in a project world, you’ve got to be a great teammate.”



	1.2 CRITERIA AND BEHAVIOURS CONDUCIVE TO WORKING AS A MEMBER OF A TEAM (SO 1, AC 1, AC 2)
If you were choosing team members for a business team in your organization, who would the best team players be? Assuming that people have the right technical skills for the work to be done, what other factors would you use to select your team members? Teams need strong team players to perform well. But what defines such people?

Just as team members will have expectations of team leaders, they will also have expectations of other team members. Being a great team member can aid the team process as much as a good team leader.
Elements that make a great team member 

· Commitment to the team above themselves.

· Positive contribution to the team process and goals.

· Enthusiasm, energy, inspiration and sufficient expertise.

· Willingness to take responsibility for elements of the team's work.

· Demonstrates reliability

· Communicates constructively

· Listens actively

· Shares openly and willingly

· Cooperates and pitches in to help

· Exhibits flexibility

· Works as a problem- solver

· Treats others in a respectful and supportive manner
1. Commitment to the team above themselves
The factors that made up a successful team leader included both commitment to people and a desire to support and serve.  Great team members are also servant minded: seeking to serve others before their own needs. They care about their work, the team, and the team's work. They show up every day with this care and commitment up front. They want to give a good effort, and they want other team members to do the same.

 If an individual is to be fully valued by the team, they must be committed to the success of the team.  If they agree to carry out action steps at team meetings, there is an expectation that these will be carried out, unless that expectation is changed.  If at the following team meeting, the team is surprised by an individual not delivering on what they agreed, there is a danger that they will lose trust in the individual. Further occurrences of this will almost certainly move the group process backwards.  It is better to resist the pressure to deliver initially and set appropriate expectations, than to say yes, and then spend the next weeks finding ways of apologising.

2. Positive contribution to Team Process and Goals

Good team players are active participants. They come prepared for team meetings and listen and speak up in discussions. They're fully engaged in the work of the team and do not sit passively on the sidelines. Team members who function as active participants take the initiative to help make things happen, and they volunteer for assignments. Their whole approach is can-do: "What contribution can I make to help the team achieve success?"

Some team members may be willing to take a back seat - saying "it's the leader's role to tell us what to do!" This is symptomatic of a work group rather than a team.   Great team members will support the team leadership with suggestions for improving the effectiveness of the team process or new ideas for delivering the team goals. This can lead to the leadership being shared around, as different team members drive the process at different times.

3. Enthusiasm, Energy, Inspiration and Expertise


Team members don't only want their leaders to inspire and motivate them, having other team members who are also able to play this role is seen as very positive by most team members. Having a team structure which allows individual expertise and gifts to be understood and productively used by the team is very affirming to team members, and in turn, encourages their contribution. It's not only the team leader who has responsibility for developing that kind of team structure.

4. Willingness to take responsibility for elements of the teams work
Arising out of the previous element, team members should be willing to run with elements of the team's work - taking away tasks from the main group to work on. These might not only be tasks, but could also include elements of team development.

5. Demonstrates reliability

You can count on a reliable team member who gets work done and does his fair share to work hard and meet commitments. He or she follows through on assignments. Consistency is key. You can count on him or her to deliver good performance all the time, not just some of the time.

6. Communicates constructively

Teams need people who speak up and express their thoughts and ideas clearly, directly, honestly, and with respect for others and for the work of the team. That's what it means to communicate constructively. Such a team member does not shy away from making a point but makes it in the best way possible — in a positive, confident, and respectful manner.

7. Listens actively

Good listeners are essential for teams to function effectively. Teams need team players who can absorb, understand, and consider ideas and points of view from other people without debating and arguing every point. Such a team member also can receive criticism without reacting defensively. Most important, for effective communication and problem solving, team members need the discipline to listen first and speak second so that meaningful dialogue results.

8. Shares openly and willingly

Good team players share. They're willing to share information, knowledge, and experience. They take the initiative to keep other team members informed.

Much of the communication within teams takes place informally. Beyond discussion at organized meetings, team members need to feel comfortable talking with one another and passing along important news and information day-to-day. Good team players are active in this informal sharing. They keep other team members in the loop with information and expertise that helps get the job done and prevents surprises.

9. Cooperates and pitches in to help

Cooperation is the act of working with others and acting together to accomplish a job. Effective team players work this way by second nature. Good team players, despite differences they may have with other team members concerning style and perspective, figure out ways to work together to solve problems and get work done. They respond to requests for assistance and take the initiative to offer help.

10. Exhibits flexibility

Teams often deal with changing conditions — and often create changes themselves. Good team players roll with the punches; they adapt to ever-changing situations. They don't complain or get stressed out because something new is being tried or some new direction is being set.

In addition, a flexible team member can consider different points of views and compromise when needed. He or she doesn't hold rigidly to a point of view and argue it to death, especially when the team needs to move forward to make a decision or get something done. Strong team players are firm in their thoughts yet open to what others have to offer — flexibility at its best.

11. Works as a problem-solver

Teams, of course, deal with problems. Sometimes, it appears, that's the whole reason why a team is created — to address problems. Good team players are willing to deal with all kinds of problems in a solutions-oriented manner. They're problem-solvers, not problem-dwellers, problem-blamers, or problem-avoiders. They don't simply rehash a problem the way problem-dwellers do. They don't look for others to fault, as the blamers do. And they don't put off dealing with issues, the way avoiders do. Team players get problems out in the open for discussion and then collaborate with others to find solutions and form action plans.

12. Does not  brag 

It's one thing to rejoice in your successes with the group, but doesn’t act like a superstar. Doing this will make others regret your personal successes and may create tension within the group. You don't have to brag to let people know you've done a good job, people will already know. Have faith that people will recognize when good work is being done and that they'll let you know how well you're doing. Your response? Something like "Thanks that means a lot." is enough.

13. Treats others in a respectful and supportive manner

Team players treat fellow team members with courtesy and consideration not just some of the time but consistently. In addition, they show understanding and the appropriate support of other team members to help get the job done. They don't place conditions on when they'll provide assistance, when they'll choose to listen, and when they'll share information. Good team players also have a sense of humour and know how to have fun (and all teams can use a bit of both), but they don't have fun at someone else's expense. Quite simply, effective team players deal with other people in a professional manner.

Team players who show commitment don't come in any particular style or personality. They don't need to be rah-rah, cheerleader types. In fact, they may even be soft-spoken, but they aren't passive. They care about what the team is doing and they contribute to its success without needing a push.

Team players with commitment look beyond their own piece of the work and care about the team's overall work. In the end, their commitment is about winning not in the sports sense of beating your opponent but about seeing the team succeed and knowing they have contributed to this success. Winning as a team is one of the great motivators of employee performance. Good team players have and show this motivation.

1.3 AUTHORITY LEVELS IN TEAMS (SO 2, AC 3)

Every person in a team must be clear about their role. Specifically, they need to know:

· To whom they report

· Their responsibilities and expectations

· The level of authority required to make decisions
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The Project Manager is the person responsible for ensuring that the Team completes the project. The Project Manager develops the Plan with the team and manages the team’s performance of tasks. 

A team leader is someone who provides direction, instructions and guidance to a group of individual’s i.e senior and junior team members. An effective leader will know her team members strengths, weaknesses and motivations. A team leader is accountable to the project manager.
Senior team members are those members who are usually more experienced in the team. Most of them would have worked for the organisation for a long time. These senior managers are supervise the junior team members and are directly accountable to the team leader.
Junior team members are those who are less experienced in the team and they depend on guidance and advice from senior members. These team members are usually accountable to senior team members. 




	 


1.4 TEAM INTERFACES AND THEIR ROLES 
A team’s interfacing patterns are at the origin of that team’s success or shortcomings. 

What is an Interface? 

It is the point at which a connection is made between two elements so that they can work with one another. In a team, a common objective can be considered an interface as it brings members together for a common cause. For instance, sales team can interface when pushing a product line in a given market. The interface should prove to be a common denominator for it to be a real connector of individuals in the team. It should have various access points to allow members to join hands when working on the project.  Interfacing properly between members of a team indicates that the team is professional and focused on achieving its goal. 


    

· In a marketing company, each team member will be responsible for an action point in the project from packaging the product for a distinct market to delivering the product to the market. 

· The basketball metaphor for interfacing competency concerns all the team members' capacity to effectively pass each other the ball in order to successfully score.  Beyond each individual team member's personal competencies as a basketball player, this interfacing capacity between team members will very directly influence team results and effectiveness.

What is a team role?

Individuals within a team all have unique skills and strengths. It is only when the contributions of ALL team members are valued that teams will function efficiently. 

Any individual team member can play a number of different roles within the team. 

 Roles are:

· Predetermined behaviours expected of people in a group. Some roles will feel natural - "I'm always the one who . . . " There will be other roles, however, which may be difficult, for example Chairperson or Presenter. Try and gain experience in at both natural and difficult roles in the group. 

· a “product” or contributions that a team member makes to the team. A “product” is a term that covers both products and services. It describes the end result of an activity, or the effect that you have on a situation or on the ideas/information being considered by the team. 

	Suppose you are a motor mechanic, there are a variety of tasks that you undertake: carrying out an inspection, rectifying faults, and servicing the car.. The end result of these tasks is to 'produce' a car that is running smoothly, and to generate in the customer a feeling of satisfaction with the overall service provided by the garage.

Just as a 'smooth running car' is a product that is specific to a mechanic's job, many of your products will be very specific to your job. For example,  a journalist produces an article for a newspaper, a waiter moves food from the chef's counter to the table, a financial consultant produces recommendations for the client.





	When working out your team role, you should not think about the tasks you carry out, but the end result or effect of those tasks: the products you contribute, or the effect that you have on the team.




	Hard Versus Soft Products

Products fall into two main areas: hard products and soft products. When a mechanic produces a 'smooth-running car', it is an example of a 'hard product' - it is something tangible, that can be measured objectively (and often is) using a special computer and/or by taking the car for a road test.

The feeling of satisfaction in the customer is a 'soft product'. It is intangible and, although it can still be measured (for example, with a customer satisfaction questionnaire), such measurement is subjective.

Your contribution to the team consists of a mixture of hard and soft products. Often, 'hard products' are defined in job descriptions, or work objectives, but 'soft products' are usually less clearly defined or not defined at all. Each team members’ contribution to team discussions and interactions forms ‘soft product’.  For example, when a team meets to resolve a team problem, each team member contributes a different type of perspective to the discussion, and tries to achieve a different effect. One person may want to clarify the problem being discussed; another may suggest ideas for resolution; a third may try to analyse the situation and produce an explanation of how the problem came about. 




 Types of roles
· Task roles 

· Functional roles 

· Maintenance roles 

· Dysfunctional roles 

I. Task roles

Once a team knows what its goals are, the various tasks needed to succeed can be identified and assigned to group members. 

The more clearly the task roles are defined, the better the chosen team member will be able to perform the task. If a task role is too narrowly defined, however, the team may miss out on the opportunity to capitalize on the skills and talents of that team member. 

When a team has the right mix of tasks that are well differentiated and integrated, group members develop a sense of cohesion and team spirit, and each can see where their particular role fits with the objectives of the group as a whole. 

Some of the tasks a member may need to do include: 

· developing an understanding of particular technical knowledge 

· obtaining references and taking notes 

· doing calculations 

· analysing data 

· devising graphs and tables 

· preparing designs 

· building a prototype 

· writing sections of reports 

· preparing presentations 
II. Functional roles 

In order for a group of people to function as a team, members must find ways to interact with each other beyond just performing their task roles. These 'functional' roles help the group to achieve its goals. Each team member can adopt one or more functional roles as needed. 

In a team you may find yourself taking on such roles as: 

· Coordinator: draws together the various activities of team members. 

· Initiator: proposes solutions; suggests new ideas, a new definition of the problem, or new organization of the material. 

· Information seeker: asks for data; requests additional information or facts. 

· Information giver: offers facts or generalisations, relating own experience to illustrate points. 

· Opinion seeker: looks for options about something from the team; seeks ideas or suggestions. 

· Opinion giver: offers a view or belief about a suggestion, regarding its value or its factual base. 

· Goal setter: helps the group to set goals. 

· Deadline setter: makes sure that deadlines are set and met. 

· Progress monitor: makes sure that the group is progressing according to plan. 

· Evaluator: measures decisions against group goals. 

· Clarifier: tries to see how an idea might work if adopted. 

· Summarizer: restates suggestions after the group has discussed them; outlines related ideas or suggestions; provides a precis of the ideas. 

· Decision pusher: helps the group to come to closure; makes sure that decisions are reached. 

· Planner: prepares timelines and schedules; organizes. 

· Spokesperson: speaks on behalf of the group. 

· Troubleshooter: asks the 'what if ...?' questions. 

· Diagnosor: determines sources of difficulty; decides where to go next; eliminates blocks. 
III. Maintenance Roles

As well as the functional roles that assist the group to achieve its tasks there are group maintenance roles which help the team grow and strengthen. These roles support and maintain group life and activities. 

Team personal skills may lend themselves to one or more of the following maintenance roles: 

· Encourager: is friendly and sincere; praises others; is warmly responsive to others, and their ideas; is accepting when people offer contributions. 

· Gatekeeper: makes sure that every member of the group has a chance to be heard. 

· Standards setter: expresses standards for the group to use in its discussions; reminds the team to avoid actions which don't fit these standards. 

· Consensus tester: checks for agreements, for example “I think we are all feeling the same way”. 

· Mediator: conciliates; harmonizes. 

· Tension reliever: helps eliminate negative feelings. 

· Listener: is able to listen empathically and hear what others have to say. 

· Volunteer: offers whatever is needed. 
IV. Dysfunctional roles 
Unfortunately sometimes you may find either yourself or other team members take on roles that are disruptive to genuine efforts to improve team effectiveness and satisfaction. 
Some of dysfunctional roles include: 

· being aggressive 

· blocking or nit-picking 

· competing 

· clowning or joking to disrupt the work of the group 

· withdrawing 

· being sarcastic or cynical 

· blaming 

· taking all the credit 

· dominating 

· Manipulating. 

When group members take on dysfunctional roles, this can lead to very ineffective team behaviours.  Examples of these behaviours include team members being late to agreed team meetings, or team members not doing the work they were supposed to do. You might have two hour meetings where nothing was accomplished or one team member tells everyone else what to do while other team members say nothing. Such behaviours inevitably cause team conflict, which needs to be addressed quickly and effectively to get the team back on track to working effectively and collaboratively. 

	Additional examples of roles

· Coaches produce agreement and harmony across the team, trying to create a positive team atmosphere and reach a consensus.

· Crusaders produce a sense of priority, stressing those issues that have most importance so that discussions are focused on the most valuable topics.

· Explorers uncover new potential in situations and people and explore new areas and the possibilities that they present.

· Innovators produce a sense of imagination and contribute new and alternative perspectives and ideas.

· Sculptors bring things to fruition, producing action to address the most urgent matters, and using tools or techniques that they know (from experience) will work

· Curators produce a clarification of ideas and information, producing a better knowledge and clearer picture of any situation.

· Conductors produce structure and introduce a logical organisation into the way things are done.

· Scientists produce explanation of what is happening and the cause of problems, and generate models to demonstrate how things work.


	1. What team role are you playing in your team?

2. What contributions are you making to the team?

3. Does your team role match your personality preferences or stretch you?


1.5 UNDERSTANDING TEAM DYNAMICS (SO 1, AC 3)

Team Dynamics are invisible forces that operate between different people or groups in a team. They can have a strong impact on how a team behaves or performs and their effects can be complex.

Consider a team consisting of six people, two of whom are already good friends. This pre-existing friendship can have a strong effect, either positive or negative, on the whole team. On one hand, the other members of the team may feel excluded from the friendship, thus dividing the team into two, possibly antagonistic, groups. But on the other hand, the whole group may be drawn into an extended friendship, causing the team to gel quickly and perform more effectively.

Physical factors can also have an effect, for example if a row of cupboards was place in the middle of the project office it could split the team into two groups. But the cupboards could easily be repositioned and the room layout designed to encourage communication.

Team dynamics can be recognised by examining the forces that influence team behaviour, eg:

· Personality styles, eg tendency to include or exclude people

· Team roles

· Priorities

· Structure

· Formality

· Communication channels

· Flexibility

· Cohesion

· Skills level

· climate

· Office layout, eg cupboards dividing teams

· Tools and technology, eg use of email, bulletin boards etc.

· Organisational culture, eg company cars as status symbols

· Processes/methodologies/procedures, eg problem-solving methodology

1.6 DISRUPTIVE BEHAVIORS TO TEAM PERFORMANCE AND THEIR CONSEQUENCES (SO 5, AC 4)
Disruptive behaviour is a chronic and repetitive pattern of inappropriate behaviour that has a negative impact to team performance. Behaviours can be considered disruptive when they interfere with the ability of others to effectively carry out their duties.

Disruptive behaviour includes: 

· Members who stay away without a reason- very disruptive to the project and team

· Selecting non- team players in the team

· Poor planning and organization of activities

· High stress levels

· Racial, ethnic or sexist slurs 

· Loud, rude comments 

· Intimidation or bullying 

· Abusive or offensive language 

· Persistent lateness in responding to work calls 

· Throwing instruments 

· Offensive sarcasm or cynicism 

· Threats of violence or retribution, or litigation 

· Demands for special treatment 

· Passive aggression 

Causes of disruptive behaviour

 Disruptive behaviour is often caused by a complex interplay between employment and systems issues and health and personality issues. These include: 

 Personality or communication skills / behaviour modelling 

· Lacking the skills to express an alternative opinion in a constructive way 

· Intractable personality style that creates conflict with others 

· Behaviour modelled on experiences of disruptive behaviour experienced during training 

Health or domestic distractors 

· Fatigue 

· Mental illness – especially depression, bipolar disorder, drug and alcohol addiction 

· Physical illness – early dementia, gradual loss of sight, hearing 

· Domestic factors – marital, custody, financial, children in trouble 

Employment distractors

· Colleague relationships – bullying, sick colleague, poorly-performing colleague 

· Systems stressors – inadequate staffing, roster issues 

· Information overload (multiple jobs) 

Consequences/ effects of disruptive behaviour 

· Team struggles to maintain success or achieve objectives 
· Very good chance for conflict between  project manager and team members or amongst  team members

· Team will not be able to work as a unit. For example team members might come late to agreed team meetings. You might have two hour meetings where nothing was accomplished or one team member tells everyone else what to do while other team members say nothing. 

· Team members freeze, flee or flight when they are not comfortable with given tasks. When team members who are highly skilled are given tasks that are not challenging they may freeze, flee or fight. Likewise, team members who are less skilled when they are given challenging tasks.
	
Except for what has been mentioned above, discuss in your groups whether there are any factors or behaviours which could have a disruptive influence on the project team.

What could happen in a team where there are regular disruptive influences?


1.7 CONSTRUCTIVE OR PRODUCTIVE BEHAVIOUR (SO 1, AC 2)
Behaviour that has a positive impact on the attainment of team objectives. Constructive, non- disruptive behaviours may include:
· Showing sensitivity

· Grasping others perspectives

· Being attentive

· Showing interest

· Showing positive attitude

· Positive reinforcement


	Are You a Good Team Member?

Each participant at a meeting is responsible for the group's progress. It can be difficult to work together as a team and achieve resolutions when you and/or others are behaving in ways that are inappropriate and/or disruptive.

Usually this occurs when participants feel they are not being heard, they are frustrated, they are bored, or they are restless.

Take this simple quiz to determine if a team member or you (replace "you" for "the person") is being difficult and impeding the meeting or project from completion. Answer the following questions with "yes" or "no":

· Is the person talking without a point?

· Are people talking while others are talking?

· Is the person challenging attempt to move the group toward decisions?

· Does the person always have a joke for everything that happens?

· Is the person interpreting criticism of ideas as personal attacks?

· Is the person being critical of most suggestions or new ideas?

· Is the person urging the group to take action before a problem is clearly identified?

· Is the person insisting on a precise, clear definition of each idea to the point that the group becomes bogged down?

If you answered "yes" to at least one question, that person may be considered a difficult team member if it is happening on a consistent basis.

The next question is "Why is this happening?"

· The discussion is not focused on the agenda and tasks at hand.

· The purpose of the meeting is not clear.

· There is a personal issue that needs to be discussed either privately or addressed in the group.

· The group is not sharing the responsibility for accomplishing the tasks.

Now, how do you deal with these symptoms to solve the problem?

· Go round-table to get others' thoughts and ideas.

· Be willing to share your own thoughts and ideas.

· Listen without comment except to ask questions for clarification.

· Refrain from voicing opinions and comments during brainstorming.

· Look for the positive aspects of all ideas.

· Discuss possible solutions and be open to alternatives.

· Establish responsibilities to get the job done.

· Keep the team on track by avoiding stories and keeping to the point of the conversation.

· Stay focused on the discussion until the conversation is complete and a plan of action has been established.

· Summarize results before moving on.




SECTION 2:  IMPROVING TEAM PERFORMANCE THROUGH COLLABORATION





2.1 INTRODUCTION
Every team member is dependent on his or her fellow team member to work together and contribute efficiently to the team goals. No employee can work alone; he has to take the help of his colleagues to accomplish the tasks efficiently. It has been observed that the outcome comes out to be far better when employees work in a team rather than individually as every individual can contribute in his best possible way. 

Benefits of team members working together
· Tasks are accomplished at a faster pace when it is done by a team rather than an individual. An individual will definitely take more time to perform if he is single handedly responsible for everything. When employees work together, they start helping each other and responsibilities are shared and thus it reduces the work load and work pressure. Every team member is assigned one or the other responsibility according to his specialization, level of interest and thus the output is much more efficient and faster.

· Work never suffers or takes a backseat in a team. Mike was taking care of an important client and was the only one coordinating with them. Mike took a long leave and there was no one else who could handle the client in his absence. When he joined back after a long vacation, the team had already lost the client. Had Mike worked with others, a fellow team member could have taken charge when he was not there. In a team, the other team members can perform and manage the work in the absence of any member and hence work is not affected much.

· Team work is also important to improve the relations among the employees. Individuals work in close coordination with each other and thus come to know each other better. Team work also reduces the chances of unnecessary conflicts among the employees and every individual tries his level best to support his team member. The level of bonding increases as a result of team work.

· Team members can also gain from each other. Every individual is different and has some qualities. One can always benefit something or the other from his team members which would help him in the long run. Everyone is hungry for recognitions and praises. One feels motivated to work hard in a team and to live up to the expectations of the other members. Each member is a critic of the other and can correct him whenever the other person is wrong. One always has someone to fall back on at the time of crisis.

2.2 SUPPORTING TEAM MEMBERS (SO 2, AC 1; SO 4, AC 4)
Productive team members not only communicate constructively and have learned to trust each other, they help each other! Your fellow team member has learned to count on you as a reliable counterpart who has been an active participant, gets work done, and does his/her fair share to work hard and meet commitments. The question is…when do you reach out and offer help?

When you realise that a fellow colleague is struggling, it is important to provide support to team member and ensure that workgroup goals are met. Providing support to team members may take the form of:

· explaining or clarifying policies, procedures, instructions etc

· helping colleagues to complete tasks on time, especially if you have completed your own tasks ahead of schedule

· assisting with solving problems

· providing encouragement in order to foster a positive attitude,

· providing feedback to another team member, and

· Undertaking extra tasks if necessary.

Keep in mind that there are team members who don’t actually want help or support— they want someone to just listen, understand them, and recommend. 
Effective communication is a vital part of any team, so the value of good listening skills can’t be underestimated.

· Your team members will appreciate your “listening ear” and come back when they need additional support or to solve a problem.

· Team members need a support person who can absorb, understand, and consider ideas and points of view from them without debating and arguing every point.

· Team members need someone to listen first and speak second so that a meaningful exchange of ideas can occur. Ask probing questions and acknowledge what’s said by paraphrasing points that have been made.

2.3 CONSULTING OTHER TEAM MEMBERS (SO 2, AC 2)
A good team member knows when to consult his or her colleagues. Consultation is a two-way process of dialogue between a team member and other team members. Consultation is really about initiating and sustaining constructive internal and external relationships over time.
The following ways can be used when consulting;
1. To communicate individually, you could use:

· one-to-one meetings - for issues specific to the individual

· telephone calls 

· email - employees can respond at their convenience

2. Face-to-face methods of communication include:

· group or team briefings - discussion and feedback on issues directly related to the group

· large-scale meetings 

Tips when consulting fellow team members

· Involve all your team members

· Be transparent

· Listen to their advice or ideas

· Show them that their input is important

· Use communication methods and techniques that they are familiar with.

· Encourage all team members to participate.

· At the end of the process thank them for their efforts.

· Where necessary, give them feedback

2.4 COLLABORATING WITH TEAM MEMBERS (SO 2, AC 4)
Teams are expected to produce results, but performance is hindered when team members do not work well together. A collaborative team environment is essential for the team's success. Collaboration involves close cooperation, clear shared goals, and a structured system of discussion and action to achieve them. 

Key elements in team collaboration

· Understand the exact goal and timeline. The purpose of the collaboration should be obvious to all participants.

· Help delegate tasks. Rather than trying to do everything, it is best to divide and conquer. Let everyone find his or her strength and work therein to contribute to the common goal. If you feel overwhelmed or think someone else could use your help, speak up.

· Let everyone participate in discussion. Stop and listen if you find you talk more than most other participants. Consider other ideas before responding automatically. Collaboration thrives when each member recognizes the value of each other member's participation.

· Assume good faith. Collaborative work proceeds most effectively in an atmosphere of trust. If you think someone is not acting in the group's best interest, you should try to discuss the reasons behind their actions non-judgementally. If you point a finger mistakenly, the spirit of collaboration can easily turn sour.

· Suggest ways to communicate. Collaborators should have opportunities to exchange ideas and information between meetings. Use online wikis, email discussions, or document sharing services to keep members up to date.[3]
· Meet as a group for the occasional relaxed gathering as well. You'll work better together if you know each other better.

· Hold members accountable and exchange feedback. Request that everyone meet as a group to discuss ways you can improve. Have regular short-term milestones and discuss how to meet them if you fall behind. For longer term collaborations, check in regularly to see if everyone is happy with progress toward the eventual goal.

· Seek consensus whenever possible. Disagreements are common in any group effort. When conflicts arise, seek consensus from all members on a decision. If you can't reach consensus and need to move forward, at least make sure disagreeing members accept that the group has made a reasonable effort to compromise. If you leave a member upset, it will make further collaboration much harder.

· Don't burn bridges. Even if there are serious disagreements between collaborators, try to keep your emotions reigned in and forgive people who argue with you.
SECTION 3:  BUILDING RELATIONS BETWEEN TEAM MEMBERS AND OTHER STAKEHOLDERS



3.1 INTRODUCTION
As a team member it is important to continuously build good relations between fellow team members and various stakeholders in and outside the organisation.  There are several characteristics that make up good, healthy working relationships:
· Trust – This is the foundation of every good relationship. When you trust your team and colleagues, you form a powerful bond that helps you work and communicate more effectively. If you trust the people you work with, you can be open and honest in your thoughts and actions, and you don't have to waste time and energy "watching your back."

· Mutual Respect – When you respect the people that you work with, you value their input and ideas, and they value yours. Working together, you can develop solutions based on your collective insight, wisdom and creativity.

· Mindfulness – This means taking responsibility for your words and actions. Those who are mindful are careful and attend to what they say, and they don't let their own negative emotions impact the people around them.

· Welcoming Diversity – People with good relationships not only accept diverse people and opinions, but they welcome them. For instance, when your friends and colleagues offer different opinions from yours, you take the time to consider what they have to say, and factor their insights into your decision-making.

· Open Communication – We communicate all day, whether we're sending emails and IMs, or meeting face-to-face. The better and more effectively you communicate with those around you, the richer your relationships will be. All good relationships depend on open, honest communication.

Importance of building relations
The main benefits of building good working relationships with your colleagues are as follows. 

· It helps to develop your working practices to understand the points of view of your colleagues and to understand why they do things a certain way.

· It spreads good practice throughout the team and the organisation.

· It improves networking, which is vital for career development. 

· It improves your decision making by having a wider access to information.

The main benefits of building good relationships with your stakeholders are: 

· Informed decision making for your team plans 

· Cooperative solutions to an team’s goals

· Increased team effectiveness 

· Improved team reputation 

· Avoidance of negative press.

3.2 PROJECT STAKEHOLDERS AND THEIR NEEDS (SO3, AC 2)
One of the key steps in building relations with stakeholders is to identify the stakeholders. Stakeholders are individuals or groups that are influenced by the task or project at hand. For example in the context of a project, project stakeholders are those entities within or outside an organization which:

· sponsor a project, or

· have an interest or a gain upon a successful completion of a project;

· May have a positive or negative influence in the project completion.
	REMEMBER

Stakeholders are parties with an interest in the project. Project stakeholders can be individuals and organizations that are actively involved in the project, or whose interests may be affected as a result of project execution or project completion. They may also exert influence over the project’s objectives and outcomes. 


Project stakeholders differ from one task or project to the other. In the context of a project, the following can be stakeholders;
· Project Manager /Leader- the individual responsible for  managing the project

· Project beneficiaries- for example 50 families who are going to receive houses under the Housing project.

· Performing organisation- for example, the Department of Housing whose employees are mostly directly involved in doing the work of the project.

· Sponsor- the organisation that funds the project for instance, Canadian International Development Agency.

· Suppliers and contractors- For instance, construction companies, skills development, education and training organisations, legal firms, events management companies.

· Project team members and their families

· Government agencies for instance, local municipality

· Community representatives and organisations.

· Line managers

· Upper management

· Project testers 

· Industry trade groups Public at large (Global community)

· Investors Shareholders

· Labour unions Suppliers

The project management team must document relevant information for all identified stakeholders. This information may include;

· the stakeholder’s interests, 

· involvement,

· expectations

·  importance

·  Influence

·  impact on the project’s execution 

· Any specific communications requirements. 

The needs of stakeholders
Once the stakeholder has been identified, the next step is to identify their needs i.e. what they seek to protect. Depending on the stakeholder, the following can be their needs; 

· A good return on investment
· Contribute positively to the welfare of the communities around them

· Job security

· Continuous business opportunities

· Continuous supply of products

· Achieving project goals

	
List nine examples of project stakeholders. Discuss the needs of a client as a stakeholder.


3.3 COMMUNICATION WITH STAKEHOLDERS (SO 3, AC 3)
Good communication is vitally important to stakeholder management. In particular, communication needs to be a two-way process. Stakeholders want to feel that their views are listened to and acted upon – or to know why their advice has not been used. All stakeholder communications must be planned in advance.
Preparing a communication plan involves five key points:

· Defining the audience: List the key stakeholders needing information about the course of events in the project.

· Defining the requirements: Answer the question, "What do key stakeholders want to know?" This question should be answered according to the audience's level of knowledge.

· Building a communications schedule: A flexible yet consistent schedule should be prepared and verified by the audience.

· Defining the medium of communication: Presenting the information smoothly is important, especially for stakeholders. While they are not involved in the project, they need to know what is going on. An appropriate medium should be selected to ensure the information is delivered successfully.

· Preparing the content: The content should include the purpose company, the steps involved in meeting company goals, and the roles and responsibilities of team members.

Tools & Techniques

Communication can be in different forms including:

· To management in the form of e-mail or discussion forums, reports etc.
· To outside stakeholders e.g. owners can be in form of consultative meetings
· To fellow employees can be via emails, notice boards and meetings

The key to building a strong stakeholder relationship is communicating with all members of the company. Stakeholders should have a clear idea of the team's strategy. After any stakeholder discussions, it is important to create a written report of what was discussed. The report can have information on various projects, goals or new initiatives. The report should be detailed yet concise:

· It should show the structure and analysis of the budget.

· Profit/loss analysis and direction of the company should be summarized.

· The knowledge of all these steps are important for stakeholders to understand their involvement in the process.

3.4 HONOURING COMMITMENTS TO STAKEHOLDER (SO 3, AC 4)
Commitment is important in any relationship. It is the value that galvanizes diverse entities so that all can work together unilaterally and seamlessly. Without it, there is no bond and no common purpose. Romantic, familial or even business-wise, commitment is the force that drives the relationship forward, toward a mutually desirable goal that usually points to growth and/or profitability.

In business, one can never downplay the importance of stakeholder commitment. Considering this, and some organization's reactions to simply ignore stakeholders because managing them is just "too hard," means, "suicidal." The concrete messiness of managing stakeholder commitment has to be accepted as an issue critical to success, even if it is not as sexy as defining the perfect solution or building the new [office] intranet.

The process of building total stakeholder commitment is challenging. Stakeholders have needs in conflict for instance,:

·  Employees want more pay

·  shareholders want higher dividends

·  Customers want lower prices and higher service levels. 

It is therefore difficult for any one stakeholder group – even departments within the same organization – to appreciate or understand each other's needs and how they must all work together to maximize the long-term benefit for all.

The importance of honouring commitment to stakeholders

1. Survival- Stakeholders are those groups without whose support the organization will cease to exist. The core concept, in other words, is "survival" without the support of such key groups (its most important elements), the firm will not survive. For example, it is the duty of a road construction company to be committed to its stakeholders which may include the government to continue in business. If the construction company fails to meet targets through absenteeism, lack of commitment, the government may sue the company or the stakeholders will never want to work with the company again.
2. Helps in building trust - no one want to do business with people they don’t trust. Team will survive until the foreseeable future of they managed to build trust with their stakeholders through honouring commitment
	Discuss the importance of honouring commitment to stakeholders. Support your answer with practical examples.



SECTION 4:  CONTRIBUTING TO TEAM COHERENCE



4.1 INTRODUCTION 
As a team member, you must make a positive contribution in ensuring that team coherence exists. Coherence comes from a Latin word meaning “to stick together”. In simpler terms, team coherence means unity of purpose. 

Unity is the key. Whether we’re talking about a sports team, work team, school team, health care team, church team, or home based business team, it’s essential that we get everyone on the bus and moving in the right direction with a shared vision, focus, purpose and direction. When a team comes together they are able to succeed together.

But if unity is so important then why aren’t more teams more united you might ask? Why are there so few great teams and so many average and dysfunctional teams? The answer is simple. It’s not easy to bring people together. Agendas, egos, politics, power struggles, negativity, energy vampires, poor leadership, mismanagement, complaining, and a lack of vision, focus and purpose all prevent a team from uniting and performing at their highest level.

The bad news is that there are hundreds of negative forces and factors that can sabotage your organization, teamwork, unity and success. The good news is that unified teams show us it is possible to overcome them.

Unity happens when leaders are committed to and engaged in the process of building a united, winning team. It requires focus, time, and energy. Unity occurs when team members care more about the 

· vision, 

· purpose and 

· Health of the organization than they do their own personal agenda.

4.2 SETTING UP TEAM OBJECTIVES (SO 4, AC 1)

Team coherence can only exist if team objectives have been set. The team's overall objective needs to be identified and defined in terms which allow each member to understand the same goal. 

What are team objectives?
· Objectives are the specific goals that the team will accomplish in a fixed amount of time.  These objectives flow from the team's purpose. Each one moves you towards your vision.

· Team objectives support the team’s vision and purpose and the Company and/or Department objectives.

Why are team objectives important?

· Team objectives are the basis of the team’s planned work. 

· Team objectives should be the starting point for the employee objectives set as part of the performance management process.

· Team objectives provide the basis for talent and resource planning.  They dictate the resources needed. 

Setting objectives

The SMART principle must be applied when setting-up team objectives. Let’s now understand what SMART means

· Specific: The team needs to understand precisely what is expected of them. Any lack of clarity can result in the team aiming off target (and missing the goal – the visions)

· Measurable: How will we know that we are on track? Particularly if the objective will take some time to be realised? Can we measure part way to know that we are heading in the right direction?

· Achievable: Does the team members buy into the objectives? Do they believe that can deliver what is expected of them with the skills, training and time available?

· Realistic: Are the objectives realistic? Will the goals you have set the team realistically deliver the vision desired.

· Timely: You might have met all the criteria above, but do the team have sufficient time to do a competent job?

4.3 METHODS AND TECHNIQUES FOR BUILDING TEAM COHERENCE AND SPIRIT (SO 4, AC 2)
Techniques that successfully build a team spirit are an important key to continued business growth. A good team has a whole that is greater than the sum of its parts with members who have commitment to shared goals and who understand their role within the team. 

Below are questions whose answers will provide team building techniques that can help to achieve a successful and coherent team.

1. Is each team member's role clearly defined and established within the team?
This is part of the basic groundwork. Each member needs to know what role they have within the team so that they can understand what is expected of them. They also need to know what the roles of all the other team members are and how they fit in to the overall picture.

In this way each team member can build up a picture of where they stand and where each other person stands. This is a common distinguishing trait of all successful teams. The members know where they fit in and where the others fit in. This can also help to remove conflict within the team.

2. Is there a way to avoid or resolve possible conflicts arising within the team?
There needs to be team building techniques in place to eradicate conflicts in a team. A team must be coherent in order to be successful. It is usually best when individual team members know that they alone are not responsible for resolving conflicts involving themselves. They need to know that there is an overall policy to deal with such matters as and when they arise.

3. Are there adequate channels of communications open to every team member?
Communication is one of the best team building techniques. It covers just about everything. Far too many problems arise because someone doesn't know something that they should know. Keep all channels of communication between members open at all times.

Beware of information overload though. Sometimes those who receive too much information simply shut off. This creates a situation that is every bit as bad as having too little information.
4. Are team members allowed to feel good about team successes?
A job should be more than just a job. Each member should feel part of something vital and important. This is where commitment and engagement comes in. When team members feel an important part of a team they should also feel that they have the right to celebrate any major success that a team has.

After all, they are the reason for the success. Each individual is an important cog in the overall wheel and this fact should be recognised. The celebration of a team's success can be a simple affair, perhaps just an announcement saying "well done" to everyone. It can of course be something much grander.

5. Does the team have a positive attitude in general?
A positive attitude is important to success. Seeing the glass as half-full is better than seeing it as half-empty. A positive attitude, especially coming from team leaders, will spur on all team members and contribute to the overall success of the team. Make sure that all criticism has a positive edge and always find something good about any failure.

	· Banks issue their employees uniforms so that team members identify with each other; this in turn enhances the sense of belonging amongst team members as they can distinguish each from non-team members. 

· Companies conduct regular team building events for team members where the importance of team work in re-enforced. 

· End of year and other family oriented events. 




Feedback is one key which teams use to build team spirit.

	Imagine you are a project leader in a manufacturing company, what methods and techniques are you going to use in order to build team coherence and spirit.



4.4 TEAM MEMBER ACTIONS AND TEAM COHERENCE, SPIRIT & IMAGE (SO 4, AC 3)
The actions of team members must encourage team coherence and enhance positive image of the team. The following are some of the actions that a team member can use to support team coherence;
Remember birthdays and important dates

From a team member’s perspective, it’s a significant gesture. People often get lots of congratulatory texts and tweets and notes left on their Facebook wall. Your text is just another one of those, though it’s still meaningful because it shows you care about the team member.

Schedule periodic fun events

When you take time out for the whole team to get together and enjoy nothing more than each other’s company, the team gets stronger. You form bonds that wouldn’t occur if the only contact was in the stress of work or serving others. You allow people to develop into more than just a reliable co-worker and to become a friend. 

Placing individual rights below the team’s best interests

A successful team must cultivate an environment where that level of submission is normal, where a team member can voluntarily give up my rights so that the team might accomplish a greater purpose.

Recognize everyone plays a unique and special role

As a team member, it’s your job to make sure the parts all receive honour; in the same way it’s your job as a person to make sure the weaker parts of your own body receive special protection from the stronger parts. Always be on the lookout for those team members who are struggling and find ways to encourage them and build them up. Look for the things they add that no one else has, and publicly honour them.

Avoid gossiping other team member

Never gossip a team member during or after work hours. If the gossip gets to the team member team unity will be broken

4.5 FEEDBACK AS A TOOL TO MAKING CONSTRUCTIVE AND PRODUCTIVE WORKING RELATIONSHIPS (SO 4, AC 5)
Constructive work relationships and team coherence can be enhanced by team members maintaining good feedback systems. Team members must constantly exchange feedback on their individual performance and general contribution towards the success of the team. 
Giving and Receiving Feedback

Feedback is a two way street. You need to know how to give it effectively and at the same time model how to receive it constructively. When you make a conscious choice to give and receive feedback on a regular basis you demonstrate that feedback is a powerful means of personal development. Done properly, feedback need not be agonizing, demoralizing, or daunting and the more practice you get the better you will become at it. It may never be your favourite means of communicating with employees, team members/ co-workers, or bosses but it does have the potential to make your workplace a much more productive and harmonious place to be.

Key elements when giving Feedback Effectively

1. Try to make it a positive process and experience. Before giving feedback make sure you remind yourself why you are doing it. The purpose for giving feedback is to improve the situation or performance. You won't accomplish that by being harsh, critical, or offensive.

That's not to say you must always be positive. There is a role for negativity and even anger if someone isn't paying sufficient attention to what you're saying. However this should be used sparingly. You'll most often get much more from people when your approach is positive and focused on improvement.  

2. Be timely. The closer to the event you address the issue, the better. Feedback isn't about surprising someone so the sooner you do it, the more the person will be expecting it. It's much easier to feed back about a single one-hour job that hasn't been done properly than it is to feed back about a whole year of failed one-hour jobs. The exception to this is if the situation involved is highly emotional wait until everyone has calmed down before you engage in feedback. Do not risk letting yourself get worked up and risk saying something you will regret later.

3. Make it regular. Feedback is a process that requires constant attention. When something needs to be said, say it. People then know where they stand all the time and there are few surprises. Also, problems don't get out of hand. This is NOT a once-a-year or a once-every-three-month event. While this may be the timing of formal feedback, informal, simple feedback should be given much more often than this – perhaps every week or even every day, depending on the situation.

With frequent informal feedback like this, nothing said during formal feedback sessions should be unexpected, surprising or particularly difficult.

4. Prepare your comments. You don't want to read a script but you do need to be clear about what you are going to say. This helps you stay on track and stick to the issues.

5. Be specific. Tell the person exactly what they need to improve on. This ensures that you stick to facts and there is less room for ambiguity. For instance, if you tell someone they acted unprofessionally, what does that mean exactly? Were they too loud, too friendly, and too casual, too flip or too poorly dressed? Remember to stick to what you know firsthand: You'll quickly find yourself on shaky ground if you start giving feedback based on other people's views.

Try not to exaggerate to make a point. Avoid words like "never", all and "always" because the person will get defensive. Always discuss the direct impact of the behaviour and don't get personal or seek to blame.

6. Criticize in private. While public recognition is appreciated, public scrutiny is not. Establish a safe place to talk where you won't be interrupted or overheard.

7. Use "I" statements. Give the feedback from your perspective. This way you avoid labelling the person. Say, "I was angry and hurt when you criticized my report in front of my boss" rather than "You were insensitive yesterday."

8. Limit your focus. A feedback session should discuss no more than two issues. Any more than that and you risk the person feeling attacked and demoralized. You should also stick to behaviours the person can actually change or influence.

9. Talk about positives too. A good rule is start off with something positive. This helps put the person at ease. It also lets them "see" what success looks like and this helps them to take the right steps next time. As long as it's not forced, it can also help to give positive feedback at the end of a feedback session too. Otherwise, people can finish feeling despondent and worthless.

Many people can tend to overdo this and they end up sandwiching the constructive feedback between too many positives. Then the takeaway message becomes for instance, "Gee, I'm doing really well" instead of "I'm good at communicating with customers, but I need to bring my interpersonal skills with my co-workers up to that same level."

10. Provide specific suggestions. Make sure you both know what needs to be done to improve the situation. The main message should be that you care and want to help the person grow and develop. Set goals and make plans to monitor and evaluate progress

You may not agree on everything so it is a good idea to ask the person to provide their perspective. Use phrases like, "What is your reaction to this?" or "Is this a fair representation of what happened?" Listen actively to what he/she has to say and try to get him/her to offer some suggestions for improvement. This way they have an opportunity to own the solution and are much more likely to follow through with it. To avoid sounding like you're preaching, stay away from words like "good", "bad", "must", "need to".

11. Follow up. The whole purpose of feedback is to improve performance. You need to measure whether or not that is happening and then make adjustments as you go. Be sure to document your conversations and discuss what is working and what needs to be modified.

Receiving Feedback Effectively

No one is above receiving suggestions for improvement. Therefore, knowing how to process feedback positively yourself, is just as valuable a skill as being able to give feedback in a positive manner. 

1. Seek feedback. Ask for feedback regularly from a variety of sources. It's hard to see your own shortcomings but if you ask, many people are more than willing to tell you about them. The objective is growth, so if you keep an open mind you will start welcoming ideas and suggestions for improvement. If you feel bombarded with negatives, don't be shy about asking for some positive feedback as well.

2. Avoid debates. Feedback sessions are best viewed as a partnership for improvement. When you allow defensiveness to enter the conversation then you aren't open to hearing what the other person is saying. You are too busy trying to justify yourself and prove why what the person is saying is wrong or won't work. Accept feedback for what it is – an attempt to help you improve your skills and develop personally and professionally.

3. Listen actively. Paraphrase what is being said and make sure you are clear about the behaviour that needs to be improved and any goals you set to bring that about. This helps prevent misunderstandings. Probe for details and try not to interrupt. Participate actively in the suggested steps for improvement.

4. Ask for examples. You need to be really clear about what you are doing that is not working. Take notes if you need to. The better you understand exactly what you are doing "wrong", the easier it is to formulate a plan to change it.

If you receive feedback that you don't know how to action (for example, if you're accused of being "arrogant" or, using the earlier article, "unprofessional") ask people to zero in on precisely the behaviour they want to see changed. Otherwise there's nothing you can do about it other than worry.

5. Don't obsess. Accept the feedback for what it is. Some of it you may agree with and some you may not. Take what you need from the comments and begin addressing what you can. There is no need to feel insulted or to go over an over the scene in your head. Recognize the positive intention, even when the message is not delivered expertly, and seize the opportunity to learn more about yourself and to improve.

6. Process the feedback in your own time. Take time to evaluate the message and decide how you are going to apply it. If that means taking a day or two before putting an action plan in place, that's OK. Put your energy into understanding rather than fixing.

In the end, how you respond to feedback is up to you. Not everything that is suggested to you will be appropriate or actionable. Ultimately you are the only one who can improve your performance and part of that responsibility is choosing what to work on. Being open to the comments and feedback given to you will only help you get a more robust picture of your current performance; giving you more options from which to develop your improvement plan.
	
1. What is feedback?

2. Do you usually give feedback to your team members?

3. Do you enjoy receiving feedback from your manager?

4. Do you use the feedback you receive constructively?



	


SECTION 5:  ENHANCING INTERACTION BETWEEN TEAM MEMBERS


5.1 INTRODUCTION
Our communities are like rainbows, every colour is unique, every colour is pretty when used right but it can appear quite ugly when misused. A diverse, multicultural work environment is the same; it needs to be handled well to be effective just as the rainbow looks pretty in the order it is, but if you put colours together without considering their individuality or their role in the whole, the end product would be signify chaos instead of perfect beauty.

Sources of differences between team members (SO 5, AC 1)
Team members have differences in:

· Cultures and values. For example, Americans enjoy the A-OK sign but a Brazilian would be highly offended by the same. There are religious practices too, some people do not eat a certain type of meat based on religious beliefs, some do not eat meat at all and some try everything.  Christian team members celebrate Easter and Christmas other team members who have different beliefs don’t celebrate these.  

· Languages. Members in a team usually do not speak the same languages. Every country does have its own “mother” language and when team members meet its always advisable to use a universal language that everyone understand. For example, South Africa is a diverse country with diverse languages (and cultures) from Isizulu to Afrikans, Suthu to Venda.

· Backgrounds and interests. The team needs to acknowledge that team members come from different backgrounds and are bound to have different interests. Once team members establish that they are respected for whom they most likely to engage fully towards project activities.

	
“ Our communities are like rainbows, every colour is unique, every colour is pretty when used right but it can appear quite ugly when misused”

Comment on this and give practical examples (Hint- note the differences in your team members or members from the project you have done before.)


5.2 THE IMPORTANCE OF SHOWING RESPECT (SO 5, AC 2)
Even if as a team member you do not like the culture of the other team member, it is crucial to respect them. Respect denotes both a positive feeling of esteem for a person of other entity (such as a nation or a religion), and also specific actions and conduct representative of that esteem. 

	When working with team members respect can be shown by: 

· Listening without interrupting 
· Treating everyone fairly and equally. 
· Allowing everyone to participate
· Taking team members feelings into consideration
· Keeping an open mind
· Agreeing to disagree
· Trying to understand your team member’s viewpoint
· Loving yourself whilst treating other fairly
· Trust and honesty
· Give  others space
· Nonviolence
· Direct communication
· Building a person up instead of tearing them down
· Friendship
· Not pressuring the other person


The importance of showing respect to each other

Respect for your fellow team members is a must. Respecting fellow teammates:

1. keeps everyone in a good mood

2. Encourages overall team spirit. For example, people can show team spirit through respect by encouraging other team members who might be struggling.
3. Motivates team members which in turn lead to the goals of the team being fulfilled. (Performance = motivation x ability). 
4. Helps in dealing with security needs: showing respect is a way of showing support and giving positive reinforcement.

5. Helps in dealing with social needs:  showing respect satisfies the need for acceptance- it makes people feel comfortable and encouraged.
5.3 MODIFYING BEHAVIOUR TO DEMONSTRATE RESPECT FOR OTHERS (SO 5, AC 3) 
The following are some of the ways that a team member can demonstrate inorder to show willingness to respect others.
1. Make sure you convey your desire to be sensitive to another’s culture early enough. The first impression actually can be the last impression so it is very important that you convey your sensitivity and respect for the cultural difference before the other person makes up their mind about you.

2. Often enough, people like to speak and not listen but how often have you seen that the best of friends is described as one who ‘listen’? Develop the quality to listen to what others think. Of course what you have to say matters too, but by listening first you can actually avoid a number of diplomatic blunders that ruin relationships before they even begin to form.

3. Do not impose your own set of values on others; it is the easiest way to lose respect in a multicultural environment because values usually are what you grow up with and every individual has the intrinsic need to defend them. Be ready to take constructive feedback instead.

4. Remember that differences of culture or values should not be reason for communication gaps.  Make an effort to find ways to set others at ease around you. If you have someone on the team who has ideas but cannot communicate them it is up to you to make sure the team do not suffer because of it. Learn to listen well and give others the confidence to be able to communicate with you by showing respect.

5. Arguing gets you nowhere but being able to convince others does. A fistfight may result in one clear winner, but it never gets you respect only fear. So remember to keep your communication friendly because the moment it feels like the discussion is turning into an argument, the defensiveness that creeps naturally into the responses makes sure you can neither convince nor be convinced yourself. Develop your interpersonal skills so you can communicate with your team members from others cultures more effectively.

6. Give people the chance to communicate their views, share your own, and as with any discussion, it is important to let the other person know you are listening and thinking over their views too. Be open minded in accepting logic never-ever tell people their views are ‘wrong’. There are many more diplomatic words in use that can save face for the other person as well as let logic rule the discussion. If you can be that courteous and can show respect you are building bridges without losing anything.

7. Win friends. Whatever culture you belong to, the idea is to be sincere towards your fellow workers. If you win their trust, you usually win friends too who will usually in turn try to accommodate you as much as possible. Remember, friendship and respect is common to all cultures.

8. Many think it important to treat others as they want to be treated. It’s a good rule to go by if you are sure the other person wants the same thing as you do. In a diverse workplace though, that is rarely the case between two different cultures. I may want you to look me in the eye when we are talking, your looking away might be a sign of your disinterest or avoidance to me, and my looking into your eyes might be rudeness and bossiness to you. The golden rule is to treat others as they want to be treated. But of course you have to be interested enough to find out exactly how.

9. Never think ethnic jokes or insults to be trivial; what may look like an insignificant little comment to you can be detrimental to another person’s peace of mind. A bad joke can make or break the cohesion of your team so be sure that your work environment is free or racial or religious or even sexual bias, if someone violates the policies on those matters, it is a very serious offense and it should be dealt as such so the message goes out to the offender as well as the person targeted.

10. Mere words are not enough; you may say a lot about how you understand different cultures or how you respect them, but your deeds and your decision making is your best spokesperson. What you do and how you behave shows your actual views. If you say everyone in the team is equal in your eyes and yet you end up ridiculing another’s culture you are practically showing your words meant nothing. Very few people can judge the intentions behind your comment so even if you did not mean to insult a culture the point remains; make it a habit to weigh your words before you speak in a multicultural environment, very little is needed to spark corrosive hatred amongst people when it comes to racial comments or disrespectful statements about another’s religion or values.

	How did you modify your own behaviour in order to support other team members?
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Specific Outcome 





On completion of this section you will be able to demonstrate an understanding of working as a member of a team. 
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Assessment Criteria


 


Criteria for working as a member of a team are identified and explained.  (SO 1, AC 1)


Behaviours conducive to working as a member of a team are identified and explained.  (SO 1, AC 2)


Team dynamics are identified and explained.  (SO 1, AC 3)


Behaviours, which are of concern to individuals, are discussed promptly and openly with those concerned (SO 5, AC 4)


Authority levels of all team members are identified and applied (SO 2, AC 3)








Example of a Project Team structure





Project manager





Team leader





Senior team member





Junior team member





Example of Interfacing 








Are you a good team member?


 In order to answer that do the following exercises and compare your answers with the ones given.








Specific Outcome 





On completion of this section you will be able to work autonomously and collaborate with other team members
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Assessment Criteria 





Team members are given sufficient support for them to achieve their work / project objectives.  (SO 2, AC 1)


Team members are consulted with.  (SO 2, AC 2)


Authority levels of all team members are identified and applied.  (SO 2, AC 4)


Trust and support of colleagues is gained through applicable behaviours.  (SO 4, AC 4)











Specific Outcome 





On completion of this section you will be able to participate in building relations between team members and other stakeholders. 





�





�





Assessment Criteria 





The importance of building relations between team members and stakeholders is explained with examples.   (SO 3, AC 1)


Stakeholders are identified and their needs explained.  (SO 3, AC 2)


Communications with stakeholders encourages open and frank discussions.  (SO 3, AC 3)


Commitments to stakeholders are honoured and met. (SO 3, A4)











Specific Outcome 





On completion of this section you will be able to make a positive contribution to team coherence, image and spirit. 
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Assessment Criteria 





The needs and objectives of team members are identified and explained.  (SO 4, AC 1)


Methods and techniques for building team coherence and spirit are identified and explained.  (SO 4, AC 2)


Team member actions are conducive to team coherence, spirit and image.  (SO 4, AC 3)


Feedback is provided which leads to constructive working relationships.  (SO 4, AC 5)








Specific Outcome 





On completion of this section you will be able to respect personal, ethical, religious and cultural differences to enhance interaction between team members.





�





�





Assessment Criteria 





Differences between team members are identified and acknowledged.  (SO 5, AC 1)


The importance of showing respect is explained.  (SO 5, AC 2)


Team members are treated in ways which that demonstrate respect for individuals.(SO 5, AC 3)


Behaviours, which are of concern to individuals, are discussed promptly and openly with those concerned.  (SO 5, AC 4)
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