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	Now that we’ve looked at an example of a team life cycle, let’s examine some of the principles, processes and dynamics involved in developing an effective team. An example of a team performance model is shown in the figure below. A description of the four main themes in the model follows.  
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1. Team Foundation
Like any building or structure, if teams don’t have a solid foundation, they are not likely to succeed. The team’s foundation describes why the team exists, what it is trying to accomplish, what is important while accomplishing it, what steps will lead it to its destination, and guidance on how to get there.

a. Customer Focus As described under the key tenets of IPPD, the customer's needs should determine the nature of the product and its associated processes. The team needs to keep these requirements in mind while developing the foundation that will guide the team in achieving its goals and fulfilling its purpose. 

b. Leadership The team leader is responsible for ensuring decisions are made when required, cultivating relationships with stakeholders, and ensuring information flows freely to and from the team. He or she needs to assess the capabilities, knowledge, and experience of the team members, and use the appropriate leadership style to move them toward achieving the shared vision and goals. The leader should normally guide but not dictate or dominate the team’s daily tasks, activities, and processes, but he/she needs to know when a more directive approach is appropriate.
      Effective Team Leaders
· Efficiently and effectively allocate and manage resources 

· Negotiate with functional leaders to obtain the best available mix of people 

· Guide, but don’t dictate, the establishment of the team’s direction (purpose, vision, goals) 

· Assess individual team member’s capabilities and experience levels Conduct effective team meetings  

· Ensure agendas are provided to team members ahead of the scheduled meeting time 

· Ensure meetings start and end on time 

· Ensure minutes are provided to team members and appropriate stakeholders 

· Facilitate open communications within the team 

· Know when to speak and when to listen 

· Do not dominate discussions ¨ 

· Keep the discussion focused on the task/topic 

· Understand individual roles and responsibilities 

· Encourage active, balanced team member participation in team discussions and processes 

· Use systems thinking 

· Use appropriate decision making techniques 

· Ensure decisions are made when they are required 

· Ensure team members comply with team guidelines and boundaries 

· Ensure the team remains focused on its task(s) 

· Assign action items 

· Delegate tasks as appropriate 

· Empower team members to complete tasks necessary to meet deadlines and achieve goals 

· Hold team members accountable for completing assignments 

· Provide frank, but appropriate feedback to team members 

· Acknowledge and work to resolve team conflicts 

· Maintain open communications with senior leadership and stakeholders 

· Ensure team members receive necessary team and professional training 

· Trust team members 
c. Values  Values are the fundamental beliefs that guide our actions and attitudes. They guide us in making decisions, and in how we treat one another. The individual, team and organization’s values need to be aligned.

d. Purpose  The purpose captures the reason the team exists and what it is designed to accomplish. Although the purpose may seem intuitively obvious, it’s often misunderstood or misinterpreted. The team members should clearly define the purpose in their own words, to ensure they all clearly understand and agree on what they are trying to accomplish while creating a strong sense of ownership of that intent
e. Vision The vision should provide a mental image of the future results the team wants to achieve. While the Program’s vision may suffice for the IPT’s vision, with no further action required to define it, the IPT may choose to modify the Program’s vision to make it more specific to the IPT. In either case, the most important thing is that all team members know and understand the direction in which they are headed, and can focus on that direction in their daily activities.
f. Goals and Objectives. The goals and objectives provide the intermediate steps necessary to achieve that vision and fulfill the team’s intended purpose.  They help team members focus on accomplishing tasks that will lead to successful product delivery. Some people use the terms “goals” and “objectives” interchangeably.  But, from the perspective of organizational or strategic direction, they are actually different.  Goals are more general and long term in nature, while objectives are specific and short term in nature.  Generally, a goal has one or more objectives.  Objectives translate goals into daily action through work processes and activities that lead to delivery of products and/or services. The important thing is that team members know and understand what the steps are that they need to achieve along the way to completing their final product.
      Goals may be product-related (e.g., budgeted cost, life cycle cost, schedule, performance), process-related (e.g., team meeting effectiveness, action item tracking), team performance related (e.g., team communication, conflict resolution, individual contribution), or some combination thereof.  An example of a schedule goal for a product is to design, integrate, test, manufacture and field the product within a realistic, executable timeframe that meets the users’ needs.  Objectives for that goal might include specific dates that design reviews will be held, when LRIP/full rate production will begin, dates for IOC/FOC, etc.
g. Critical Success Factors  Many studies have been conducted on teams who demonstrated effective performance and the attributes and behaviors they exhibited. While these attributes and behaviors may help reinforce effective performance, they don't necessarily cause that performance; in some cases they may even be the result of team performance. The next step then, is to determine the things that cause that effective performance.  So, literally, what are the critical factors the team should focus on that will lead to team success?   The trigger question you need to ask is, "what are the key things my (our) team must do to succeed?" The answer can help to guide you in determining on what factors you want to focus your efforts. The goals are what the team is trying to achieve; the critical success factors are the things the team must do to successfully achieve those goals.
     Examples of Critical Success Factors
It is important for the reader to remember the following are EXAMPLES of critical success factors; the critical factors will not be the same for every team, but rather will vary from team to team according to its purpose, composition, duration, and many other variables. Each team needs to determine what IT needs to do to be successful.

       Clear, worthwhile purpose The team needs to define, understand, and agree on exactly why it exists and what it is designed to accomplish.

       Shared goals Team members should develop and agree on team goals that each member can commit to achieving.

      Open communications Team members must be willing to openly share information and concerns, and be willing to disagree. They must learn to listen to others to understand their perspectives. The atmosphere should be informal and relaxed, and neither the leader nor any team member should dominate discussions.

      Empowerment Empowerment needs to be clearly defined and based on the authority the team members have, the resources available to them, and the level of their knowledge and skills. 

      Awareness Team members must share information about themselves so they can collectively determine their strengths and potential areas where they may need help. 

      Stakeholder relations The team should identify and strive to establish a foundation of trust and cooperation with key stakeholders, and share information on their progress and problems they've encountered.

     Resources Teams need resources to operate and to enhance their productivity, including people, funding, materials, and technological resources (e.g., video teleconference, e-mail, databases and management information systems).

     Self-assessment The team should set aside time to objectively review and evaluate its performance and processes. 

     Team size For team size, smaller (generally accepted numbers run from 6 to 15) is usually better, simply because communication and decision making are easier to accomplish. The Program Manager and team leader should ensure all of the disciplines and organizations that impact or are affected by the planning, daily execution, decision making, and issue resolution are represented.

     Collocation Team experts generally agree that collocation is beneficial, and its use is becoming more popular, but it is not always an option, and using it does not guarantee 
h. Charter. A Team Charter is a document that usually captures much of what is included in the team foundation. It describes the key aspects of why the team is established, what is expected of it, and what authority and responsibility it has. While some general guidance will normally come from the person or organization that creates (i.e., charters) the team, the team stands to gain considerably by developing the "meat and potatoes" of the charter itself. Participating in this process helps team members clearly understand what their purpose is, and what procedures and processes they will use, and often translates into increased commitment by all team members because of the ownership they feel for the product.
            Team Charter  There is no one right answer for a team charter. Examples of items that may be included in a charter are:

· Purpose, vision, guiding values

· Goals/objectives

· Metrics

· Program schedule

· Team membership

· Authority and accountability

· Team member roles and responsibilities

· Resources required

· Program organizational structure (and where the team fits)

· Operating agreements/ground rules

· Customers, suppliers, stakeholders

· End products/deliverables

2. Team Principles
Team principles are the fundamental concepts involved with groups of people working together toward a common goal. They are not rules. The list of principles is potentially endless, so we will limit our focus to more common examples.

a. Awareness Each team member must understand himself/herself first, and then develop an awareness and understanding of the other team members, the other teams in the program office or organization, where they fit in the larger organization, and who the customers and stakeholders are.
b. Roles and Responsibilities Team member roles should be assigned to specific individuals, but may rotate. Examples of team roles include: 

· Team Leader (primary leadership responsibility for the team; the link to the next higher level in the program)
Note: For most teams, the leader will be designated by the person or organization who establishes the team; in some cases, the leader may be chosen by the team membership. 

· Recorder (keeps and distributes minutes of team meetings) 

· Timekeeper (keeps the team aware of where it is in relation to the agenda)

· Facilitator (keeps the team focused on the topic and operating within its ground rules) Note: Some teams may use facilitators from outside the team who are trained in facilitation. This may be helpful or even necessary at times, but generally is not practical for most teams on a regular basis. However, the team leader or any team member can act as a facilitator with some training. In some teams, this role may be known as the Gatekeeper. 

      Team members need to know what specific assignments they have and what is expected of them. Responsibilities include those related to specific team roles, and those related to work assignments. One way to assign responsibilities is through the use of a responsibility matrix (see Module 2 Tools section). Some responsibilities that apply to all team members may be spelled out in the operating agreements. 

      When assigning roles and responsibilities, each individual’s training, experience, capabilities, and workload should be considered. Teams should aim to balance the workload of team members, which doesn’t mean “exactly equal”, since some members may be assigned full time while others may be assigned to more than one team. Roles such as recorder and timekeeper can be assigned at the team’s inception and can normally be assigned to someone who volunteers to fill the role. For responsibilities related to work assignments, these are best assigned when developing specific work plans. This allows the team to estimate the amount of time required to complete the task and keep workloads balanced.

      Examples of Team Responsibilities
      Team Leader:
· Monitoring daily IPT performance 

· Calling meetings and developing agendas 

· Assigning action items to team members 

· Encouraging balanced participation by team members 

· Ensuring team decisions are made 

· Resolving disputes between team members 

· Keeping the team aligned with and focused on its purpose, vision, and goals 

· Assessing team member capabilities, knowledge and experience, and applying the appropriate leadership style to guide them 

· Fostering teamwork 

· Ensuring open, effective communications are maintained within the team, and between the team and other teams/stakeholders 

      Team Members:
· Taking ownership of the team’s charter, objectives, and goals 

· Complying with and enforcing agreed upon ground rules 

· Completing assigned tasks on time 

· Maintaining communication with their functional or competency manager 

· Actively participating 

· Using effective communication practices (e.g., listening, speaking, writing) 

· Working cooperatively with other team members 

      Team Facilitator:
· Keeping the team focused on its task 

· Enforcing team ground rules 

· Maintaining balanced participation among team members 

· Guiding the team problem solving/decision making processes 

· Providing tools, techniques, and resources to help the team work effectively and efficiently 

      Scribe or Recorder:
· Recording highlights of team meetings (minutes) 

· Recording and maintaining status of action items 

      Timekeeper:
· Keeping the team aware of where it is in relation to the agenda 

· Ensuring the team doesn’t spend too long on a particular task 
c. Operating Agreements Most effective teams establish operating agreements or ground rules. They are agreed upon guidelines or norms for individual and team behavior that describe how the team members will interact with one another, what processes they will use, and what they expect of one another. They can be very effective in helping the team in managing conflict and capitalize on the diversity of ideas, experience, and skills, instead of being dragged down by them. For operating agreements to be effective, they must be enforced. All team members, not only the leader, are responsible for enforcement. Operating agreements that are not enforced have no meaning

      EXAMPLES OF OPERATING AGREEMENTS
· Start meetings on time/end on time 

· Meeting agendas will be sent to all team members NLT 24 hrs prior to meetings 

· Keep an open mind 

· Be respectful of others 

· Don’t shoot the messenger 

· Attack the idea not the person 

· Only one person speaks at a time 

· Listen while others are speaking 

· Everyone is encouraged to participate 

· Come prepared 

· Follow through on commitments 

· No one person dominates discussions 

· No long-winded speeches 

· Stay focused 

· Decisions by consensus are preferred; fallback is for team leader to decide 

· Collaborate -- strive for win-win 

· Have fun! 
d. Team Accountability To function as a true team, no one individual is held solely accountable for the team’s result; rather, all team members (including the team leader) must be mutually accountable for the results. This is often a difficult concept for DoD acquisition workforce members to accept because their culture normally requires the opposite.
e. Empowerment is one of the key tenets of IPPD. It is perhaps one of the most overused and misunderstood terms in the DoD acquisition world. Empowerment means giving team members the freedom to make decisions and take actions to pursue the team’s goals and objectives. Team leaders need to assess team members and empower them commensurate with their knowledge, experience, abilities, and willingness to accept responsibility. Team leaders should clearly define the team members’ responsibilities, describe what authority they have (empowerment is not absolute, it exists within prescribed boundaries), provide the necessary resources (including training) to fulfill their responsibilities, and hold them accountable for their results.
f. Trust is absolutely essential for a team to work effectively. Trust is the key to unlocking the individual knowledge and capabilities so they become team assets. It is a two-way street between team members, and between team members and the team leader.
g. Five C’s  The Five C’s are principles that capture many of the important aspects of developing effective performance.

 
Commitment
Team members must be dedicated to accomplishing their intended purpose and the associated goals and objectives. They must also be committed to one another. Commitment requires team members to understand and agree on the team’s purpose, goals, objectives, and metrics; and they must also find pursuing them worthwhile. Their values will need to be aligned with the organization, and they must be willing to set aside personal goals for the benefit of the team’s goals. 
 
Communication
Team members must be willing to openly share information and concerns, and be willing to disagree. They must learn to listen to others to understand their perspectives. The atmosphere should be informal and relaxed, and neither the leader nor any team member should dominate discussions. 
 
Cooperation
In today’s complex acquisition environment, team members must learn to rely on one another, to openly share information and ideas, and to capitalize on the conflict that may arise, instead of allowing it to degrade their performance. 
 
Contribution
The team needs to develop an atmosphere that encourages team members to contribute their ideas, skills, and leadership skills without fear of criticism or attack. 
 
Caring
Caring means having a genuine interest in the well being of other team members
h. Team Identity  In simple terms, it’s the concept of “this is who we are and what we do.” It is a sense of uniqueness; that this group of people is special and does something that no one else does. Items such as nametags, coffee cups, T-shirts, etc. with team names/logos can help start the process of creating a team identity, but creating shared purpose, vision, values and goals is essential to establish a strong identity. When everyone understands and agrees with what the team is trying to accomplish, is willing to cooperate and collaborate to accomplish it, and is supported in accomplishing it, the identity will normally follow.
i. Self-assessment Just as we monitor and control processes and procedures used to accomplish our goals, the team should set aside time to objectively review and evaluate its performance. Team members should provide frank feedback to one another. They should not make personal attacks on one another; instead their criticism should be constructive and focused on issues, interests, and obstacles to success. A quick method of assessing team performance is to use the Five C’s (covered above) to address areas of team performance.
3. Team Processes
The processes are the actions a team takes to complete its tasks and produce its products. They will vary with each team, and range from very specific processes to more general ones. The team leader should not dominate the processes, nor should team members automatically defer to the leader. Instead, the team should focus on cooperation and collaboration from all team members.

a. Decision Making There are several methods of team decision making , but the same method may not always be appropriate for every situation. How will the team know which to use, and if the selected method leaves the team undecided, what is their fallback position? When does the team elevate an issue to the next higher level? What decisions does the team have authority to make, and in what cases do they make recommendations instead of decisions? These are questions the team might consider when developing their operating agreements and team responsibilities

Team Decision Making Techniques
Team issues come in all shapes and sizes, and each one can produce different dynamics within the team. But to develop an effective team, the members must be able to reach good decisions. Critical thinking can be enhanced in a team by looking at each situation from multiple perspectives; however, it can also be hindered if teams enter into groupthink. Reaching good decisions relies heavily on many aspects of team principles and dynamics.

At the heart of team decision making is the type of decision making technique used. The generally accepted types of decision making are: 

 
Unanimous
Everyone on the team agrees completely; there is no disagreement. The advantage is commitment from all of the team members. The disadvantage is that most issues have at least some differing opinions involved, which may make getting complete team agreement impossible or at least very time consuming. 
 
Unilateral
One person makes the decision. The advantage is that this type of decision can be made very quickly, but the disadvantage is that it may not have the commitment of all of the team members, which can offset the advantage of a quick decision with slow implementation. There are two ways of reaching unilateral decisions: 

Directive or Authoritative
The person making the decision does so based on his or her own reasons and motives.
 
Consultative
The person making the decision may seek inputs or opinions from other team members, but in the end, he or she still makes the decision on his or her own.
  
 
Majority
One of the most common and familiar types of decision making where each team member votes, and the majority decides the course of action to be taken. The advantage is that it can be done quickly. The disadvantage is that those in the minority may take the attitude of having lost, and so might not commit themselves to the selected course of action. 
 
Consensus
Although all team members may not be in complete agreement as to the most preferred approach, they have had an opportunity to express their point of view, understand the logic behind the decision, and can support it. The advantage is the commitment of the team members to the course of action. The disadvantage is that reaching consensus can be very time consuming, especially for more controversial issues. However, consensus is the preferred decision making method for most team issues, especially those where the commitment of all team members is important. 
Achieving Consensus
Consensus among members of a team is not easy. Each individual involved in the process does not have to agree whole-heartedly with the solution to a problem, but each individual should be able to accept the solution and live with the consequences because of the logic behind the decision. 

There are several things that must happen for a team to achieve consensus. First, everyone needs to feel that they have had an opportunity to express their viewpoint or idea. Second, everyone needs to feel that they have been listened to and others understand their positions or ideas. Third, the decision that is arrived at, while not necessarily every member's preferred solution or decision, is one that all members can accept and live with based on shared input. The "acid test" of consensus is that each group member can honestly say: 

1. I believe that you understand my point of view. 

2. I believe that I understand your point of view. 

3. Whether or not I prefer this decision, I will support it because it was arrived at in an open and fair manner.  

Consensus Guidelines
· Don’t Force Consensus. Avoid arguing for your own initial opinion(s). Present your position as lucidly and logically as possible, but listen to the other members' reactions and consider them carefully before you press your point. 

· No Winners or Losers. Do not assume that someone must win and someone must lose when discussion reaches a stalemate. Instead, look for the most acceptable alternative for all parties. If you’re stuck between two alternatives, what are the underlying assumptions, requirements, motives and justification for each one? Is there another alternative that can satisfy everyone without having to accept one position or another? 

· Don’t Avoid Conflict. Don’t change your mind simply to avoid conflict and to reach agreement and harmony. When agreement seems to come too quickly and easily, be suspicious. Explore the reasons and be sure everyone accepts the solution for basically similar or complementary reasons. Yield only to positions that have objective and logically sound foundations. 

· Don’t Use Simple Conflict-reducing Techniques. Avoid simple conflict-reducing techniques such as majority voting, averaging, coin-flips, compromises, horse-trading and bargaining. When a dissenting member finally agrees, don't feel that he or she must be rewarded by having his or her way on a later point 

· It’s OK to Disagree. Differences of opinion are natural and expected. Seek them out and try to involve everyone in the decision process. Accept the conflict and work for consensus. Disagreements can help the group's decision because, with a wide range of information and opinions, there is a greater chance that the group will hit upon adequate solutions.
b. Resolving Issues Teams are going to face complex issues and problems. They should develop and use a process or model (e.g., the generic problem solving model described later in this module) to guide them when resolving issues or problems, potentially leading to better solutions.
c. Communicating Getting people to work together obviously requires communication between those people. But how will they communicate? The answer will differ depending on the size of the team, whether the team is collocated or geographically separated, how often they meet, what technological resources are available, etc. The chart below shows the complexity of communication links between different teams and different levels of teams in a program office.
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One way to help manage communication for the IPT is to develop a formal communications plan to ensure the right messages reach the right people at the right time. Developing a communications plan involves determining the information requirements of the team members, program office, and key stakeholders and how those needs can be best met. Factors to consider might include how quickly/frequently is the information needed, the types of technology that are needed/available to transfer the information, whether the systems employed by the contractor are compatible with the those in the government program office, and whether training is required to use some forms of communication. 

The plan might show:

· What information and data is needed, and who needs it. 

· How and where the information needed will be collected and stored 

· How the information can be accessed. 

· Who initiates what types of communications, and who receives them. 

· The methods used to transfer information. 

· Who is responsible for maintaining stored data and the data storage media. 

· Timelines for when various communications are sent/available for access. 
d. Planning Once the goals/objectives and success factors are determined, the team should draft a plan consisting of specific action steps or tasks to guide their achievement. Developing specific action steps can help reduce risk and uncertainty, improve efficiency, and provide a basis for monitoring and controlling work tasks. Action plans should include assignment of specific responsibilities, other people who may need to be involved (other teams, contract support, stakeholders, etc.), resources needed (information, funds, materials, training, etc.), target dates, and success criteria (i.e., metrics). Team members may also choose to identify the key barriers to team success, and actions that can help them overcome these obstacles. Documents that might be helpful in preparing action plans include (but are not limited to) the work breakdown structure (WBS), statement of work (SOW), statement of objectives (SOO), specifications, acquisition strategy, and risk management plan.
e. Executing The team performs the daily work necessary to accomplish the goals and objectives and produce the finished product. Execution includes a countless number of activities; examples include team meetings, resolving issues, creating and maintaining documentation of team activities and meetings, obligating funds, and reinforcing team principles and IPPD tenets.
f. Controlling Once you begin implementing the plan, you should use your metrics and other tools or measures that will provide feedback on how well you are executing. Tools and activities may include earned value management, status reports, program reviews, Acquisition Program Baseline (APB), exit criteria, management information systems, and many others. Based on these assessments, the team may need to make adjustments to correct variances in actual results versus planned results, revise risk management handling methods, revise strategies, processes or procedures, etc. The team should also be proactive by taking preventive actions in anticipation of potential problems.
  
4. Team Dynamics
Team dynamics are the forces that are present when people are working together. They are like the current in a river, and can cause the team to stray off course. To successfully navigate through them, the team needs to have a solid foundation and leadership, focus on their success factors, and understand the processes they use.

a. Diversity All teams have diversity by definition. It is frequently a contributing cause to team conflict. Teams must learn how to capitalize on the diversity of knowledge, skills, experience, styles and functional background of all members. Team members must recognize that each individual has something unique to contribute and that collectively they can build upon those contributions to attain effective performance and innovation.
b. Interpersonal Conflict Some conflict is necessary (and usually inevitable) for teams to truly reach the performing stage. Team leaders and team members must know how to manage the conflict to their benefit as opposed to letting it drag them down. Conflicts generally include two elements: the issue and the relationship. The focus needs to be on resolving the issue, but not at the expense of the relationship. One of the first things the parties in a conflict should do is acknowledge the conflict and its effect on performance. Then the parties should define and agree on exactly what the issue is, identify what their interests are (what are the underlying reasons, motivations, and concerns for the position they have taken), and work collaboratively to identify alternatives to meet their interests.
c. Comfort Zones Just the mere fact of being on a team can be outside some people’s comfort zone (e.g., those who prefer to work individually). But if team members are willing to step outside their comfort zones for short periods of time in pursuit of team and/or program goals, they are more likely to achieve effective performance results.
d. Communication There are many forms and styles of communication, as well as many filters and barriers those communications must pass through or around. Individual team members may interpret the same information differently. What may seem fairly obvious to one person may be very vague and undefined to another. Team leaders and members must understand how complex this dynamic is and its potential impact on team actions. You’ll notice that communications appears in three of the four quadrants of the model, underscoring its importance in achieving effective team performance. It’s well worth it to spend some time in team training exploring the different styles of communication team members use.
e. Focus Many people overlook the importance of focus, but what we focus on largely determines the results we will obtain. If you want the team to meet its objectives, then it must keep its focus on the objectives. Along the road to those outcomes there will be many obstacles and distractions that can shift the focus away from the end results and onto other less productive areas.
f. Organizational Support For a team to be successful, the organization’s leadership and external stakeholders must support the team and the team concept. They must understand and support the concepts of empowerment and open communications between teams and other teams/programs, stakeholders, and organizations.
g. Trends Many trends may impact the team. Examples include acquisition reform initiatives, changes in policy or strategies, relationships with contractors, and many more.
h. Stages of Team Development Some of the behaviors you are likely to see during the life of a team can be grouped into distinct stages or phases through which the team will progress. As you move into and out of these stages, the effect of the dynamics present may change.

Forming
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The first phase of development; it begins when the team first comes together. Much in this phase will depend on what experience the members have in working on teams, and if they have worked together before. In many cases, team members will be new to each other, and this phase focuses on such tasks as getting to know each other, defining the roles members will have, describing what expectations they have (for the team, and for each other), and clearly establishing what the team's purpose is. If they are new to each other, they may tend to be polite and obedient.
During forming, the members may look to the leader, to other team members, or to some existing rules for guidance. The leader should strive to establish trust among team members and develop a sense of teamwork. He or she should help the team develop operating agreements or ground rules to guide how they will interact with one another. The leader should begin assessing the team members to determine their experience levels, capabilities, and willingness to accept responsibility and accountability. 

Storming This stage can be difficult for team members, but the process is necessary for the team to successfully attain the benefits of teamwork. It is often marked with interpersonal conflict. Ideas may be challenged, closely evaluated, and sometimes “shot down.” Members may form alliances, resulting in subgroup competition and conflict, and questions may arise about both the task and process of the team. Team members may revert to what they have done in the past, which is to work on the issues individually; perhaps even openly resist working with other team members. To successfully navigate through this stage, team members must consciously strive to avoid letting this conflict work against them, leading to anger, frustration, or disillusionment, and possibly looking for others on whom to fix the blame.

Some teams go through this phase fearful that the expression of differences will tear them apart. They may not learn how to adequately deal with differences, and as a result, they may develop a form of passive resistance whereby members simply go along with the leader or a small cadre of members even though they are not really in agreement. This increases the potential for poor decisions, and prevents attaining team unity. 
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The team leader should continue to help the team establish and maintain trust, and to emphasize teamwork and team behaviors. He/she should ensure that all team members know what is expected of them individually and as a team. Leaders who use an authoritative leadership style often prevent or hinder the team in learning to address their differences. Instead, the leader may benefit more from being supportive in allowing the team to address and resolve differences. He/she should emphasize that disagreement is natural, and serves as a safeguard against apathy and groupthink. The leader should continue to assess the team members, focusing on what types of conflict resolution they use. If the team has not already participated in team building activities, now may be a good time to do so.

Norming is a conscious or unconscious habit that the team develops about the way it conducts business. Examples of unconscious norms include team members sitting in the same seats for each meeting (although seats are unassigned), and the team leader starting (or not starting) meetings on time. Conscious norms are those the team sets for itself, such as in ground rules or operating agreements. Norming usually occurs from the very start, but new norms may be set again after the storming phase. As team members work their way through the conflict, and emerge from the storming phase, they learn from their experience in dealing with each other. The team establishes guidelines for such things as interpersonal communication, resolving conflict, making decisions, completing assignments, and managing meetings. Commitment develops for achieving team goals.
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The team leader may want to revisit the team operating agreements or ground rules, based on what was observed during the storming stage. He or she may also want to revisit the team values and goals to ensure everyone is in agreement with them, and to determine if they were sources of conflict in the group. Now is a good time to provide increased challenges and responsibilities to keep the momentum going that the team gained by coming through the storming stage. 
 

Performing 

The team capitalizes on their diversity of talent, experience, knowledge and backgrounds to create more alternatives to resolve issues. Team members learn to collaborate by openly communicating and sharing information, and learning how to disagree constructively. Innovative ideas and changes are balanced with effective risk measurement and handling techniques. Team members take advantage of their individual and collective strengths, and work around their weaknesses. Members take initiative and responsibility without waiting for direction from the leader. The team develops the mutual accountability and interdependence that characterize effective teams; they own the goals, tasks, processes, and outcomes.
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The leader can now focus more on where the team is going, how it is getting there, and removing the obstacles in the team's path. The leader can also ensure that his or her boss and appropriate stakeholders are kept informed of the team's progress. 

Adjourning (or Transforming) Most teams are established for a finite time, and once they have achieved their purpose, they are disbanded. Members may return to their organizations or be assigned to another team. It is a time for saying good-bye to fellow team members, but it is also a time for people to reflect on what was good and what lessons were learned. 
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It may also be a period of challenge for the team leader and the functional managers as the team members concentrate on looking for their next job. Some may be apprehensive about their follow-on assignments; motivation may drop and loyalty may suffer. The team leader should strive to keep the team focused on the task until the job is complete. This is a time to celebrate the team's success, and to provide recognition and rewards to team members.
Teams may appear to proceed through the stages in the sequence shown above, but team development is influenced by many dynamics and changes to, by, and within the team. In reality, all of the stages are usually present to some extent, but one stage may be more dominant at any particular time. Over the life of a typical DoD IPT, membership changes often; when a new member joins an established team, the forming and storming phases may re-emerge as the dominant stages. The impact will vary depending on the familiarity of the new member with existing team members, his/her knowledge, experience, and expertise, and whether he/she has worked on a team before. The impact can be even greater when the team leadership changes. Other dynamics can impact the team and result in a shift in the dominant stage(s). The team leader and members must continue to apply the principles and success factors they originally developed for themselves, and remain focused on their task and goals.

5. Thinking
Teams need to ensure they focus on systems thinking and critical thinking. 

a. Systems Thinking A system is any set of components that work together as a whole. Systems thinking seeks to identify and resolve problems, and plan, execute and control tasks and activities by looking at the entire picture instead of analyzing the individual components. It examines how the various components of the system interact with each other within the system’s environment rather than just focusing on how the individual component works. Instead of isolating smaller and smaller parts of the system, systems thinking expands to encompass larger and larger numbers of system interfaces.

Teams are systems within systems. Each team member is an individual system. The team is a larger system composed of the individual team member systems. The program office is a system comprised of the various teams and individuals. The products the program seeks to design, develop, manufacture, test, deploy and sustain are also systems. Throughout the program, there are countless interactions between the many systems.

Using a systems approach helps to ensure the system is optimized, and not one or more of its individual parts (which may result in sub-optimizing the system). Team decisions should not be made in the vacuum of its specific purpose or part of the product, but rather within the larger system of the whole product or the program office.

One example of an organizational system is shown below. Team members can use the model to determine the individual components of their system (team) as well as the program office.
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b. Critical Thinking Critical thinking is not just thinking, but disciplined thinking that includes self-improvement of our thinking arising from skill in using intellectual standards to assess that thinking. It involves supporting judgments with reasons and evidence, considering possible criteria on which to base those judgments, analyzing the subject in the light of those criteria, and selecting evidence that clearly supports the judgments.

Life’s experiences lead to the creation of mental models for each of us. Often these mental models are what get in the way of effective problem solving and creativity. To effectively use critical thinking, we must often step outside these mental models.

One technique that might be helpful is challenging the assumptions you’ve developed about the situation/issue, e.g., are these assumptions correct, why these assumptions and not others, what other assumptions might we make, etc.

Another technique is the use of questions to help explore one’s thinking more deeply. When using questioning as a technique, both the question and how it is asked are important. Things such as the tone of voice, body language and certain trigger words (e.g., “why?”) can often put someone on the defensive instead of helping them to explore the idea or thought more deeply. Some examples of “effective” questions are listed below:

· What results do you want? 

· What would be the benefits of that approach? 

· What is working well now? 

· What do you attribute that success to? 

· What else? 

· What is it about ________ that leads you to believe that? 

· What will it look like when it’s complete? 

· How could we do that even better? 

· How would you do it differently if you did it again? 

· What would be the benefit of doing it differently? 

· If there were no obstacles or issues, how would we proceed? 

6. Learning
Not only is individual learning important, but also team learning. Team learning is the capacity of members of a team to suspend assumptions and enter into a genuine "thinking together." Team learning is vital because teams, not individuals, are the fundamental learning unit in modern organizations. A team should spend some time examining what it has done, what they learned from doing it, and how they can apply that learning to future tasks or activities. One useful tool for doing this is the experiential learning cycle shown in the figure below. 
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The “event” can be anything the team has done, used, or observed, such as a team meeting, an issue they resolved, a decision they made, etc. Using the questions in the above figure to guide them, they can then breakdown what they did (“Processing”), and what they learned from doing it (“Generalization”). The final, most important step is determining how they can apply that learning to other team tasks or activities (“Application”).

“We should be careful to get out of an experience all the wisdom that is in it - not like the cat that sits down on a hot stove lid. She will never sit down on a hot stove lid again -- and that is well; but also she will never sit down on a cold one anymore.”
-- Mark Twain

7. How the Model WorksThere are constant interactions between the model’s quadrants. The forces present in the form of team dynamics are always acting on the team, sometimes positively, sometimes negatively. To successfully navigate through the sometimes rough waters of team dynamics (or take advantage of a favorable current), the team needs a solid foundation and good processes, and it needs to have well-developed and applied principles. The foundation sets the stage for determining what processes are needed and what they need to accomplish, and for establishing the principles that will help the team work together effectively and take advantage of the knowledge and skills present in the team members and the resources available. Applying the right team principles helps to effectively execute the processes. Knowing the processes helps the team to know what principles to apply when. 

At the heart of the model are thinking and learning. The team needs to use a systems thinking approach with critical thinking to identify and resolve issues and execute the required tasks and activities. As they progress through their life cycle, they need to examine the tasks and events they perform, and determine what they can learn from doing them and how they can apply that learning to more effectively execute future tasks and activities.
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