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                 Designing Team-Based Organizations

Overview



___________________________________________________________

Introduction
This chapter describes issues and principles related to team structures.



___________________________________________________________

Learning Objectives
Without references participants will:

· Correctly list at least 3 types of teams

· Describe briefly 3 features of team-based organizations

· Illustrate the use of a responsibility chart

· List at least 4 steps in designing team-based organizations

________________________________________________________________

Importance of Team-Based Design
A current fad is the launching of a dramatic program to establish and maintain work teams.  Such attempts will be unsuccessful if teams are seen as isolated components.  Team-based organizational design strategies are important because they integrate all of the pieces needed to encourage collaboration throughout an organization.

___________________________________________________________

In this Chapter  This chapter includes the following topics.
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_________________________________________________________________

Reference
For more information read Designing Team-Based Organizations by Susan Mohrman, Susan Cohen, and Allan Mohrman, Jr. (San Francisco, CA:  Jossey-Bass, 1995).



____________________________________________________________

 Concepts and Definitions



____________________________________________________________

Introduction
This map defines the concepts used in team-based organizational design.



____________________________________________________________

Concepts
The key concepts and their definitions are shown below.

    Concept
                                 Definition

Team-based organization (TBO)
An organization in which the core performing units are teams.  TBOs also use teams as integrating mechanisms.

Team dimensions
Teams vary on their:

· mission

· relationship to the organization’s formal structure,

· and  time horizon.

Empowerment
Empowerment requires both:

· direction and 

· capability.  

Teams and individuals are empowered when they know what to do and how to do it.

Self-management
Self-managed teams are teams which perform administrative and supporting functions related to their operation, such as procuring supplies and equipment, preparing budgets, taking personnel actions, etc.

Self-direction
Self-directed teams are teams that make mission-related decisions about how the work is planned, assigned, and carried out.  Self-directed teams are not necessarily self-managed (some have administrative leaders or managers).

Types of teams
Typical types of teams include:

· work teams

· integrating teams

· management teams

· improvement teams



____________________________________________________________

Stages of Team-Based Organizational Design



____________________________________________________________

Introduction
This map describes the stages of team-based organizational design.



____________________________________________________________

Five Stages
The five stages of team-based organizational design are:

1. Identification of Work Teams

2. Specification of Integration Needs

3. Clarification of Management Structure and Roles

4. Design of Integration Process

5. Management of Performance

_________________________________________________________

Stage 1: Identification

of Work Teams
To identify (select) the type of team desired by the organization, decisions must be made regarding whether teams are:

· temporary (project) or permanent

· formally or informally structured

· composed of specialists or generalists

· self-directed

· self-managed

· responsible for products, processes, customers, functions, or other elements of the work

_________________________________________________________

Example
The regionalization of Army’s personnel offices resulted in the identification of two types of teams.  

· CPACs—the onsite personnel offices—include generalist teams.  The members of these teams provide multi-functional information and advisory services.  

· CPOCs—the regional processing centers—include specialist teams.  The members of these teams provide technical services for an assigned function like classification, staffing, or training and development.  

The work of the CPACs and the CPOCs will be integrated through the use of software, much of it operated by line managers (customers). _________________________________________________________

                                                                                                      Continued on the next page
Stages of Team-Based Organizational Design, Continued


____________________________________________________________

Stage 2:  Specification of Integration Needs
The organization’s need to integrate the work depends upon the type of team selected and other factors.  In TBOs, integration can be accomplished in many ways such as:

· cross-functional management teams,

· overlapping roles, and

· special liaison positions.

___________________________________________________________

Example
Imagine a training organization with several work teams.  The organization needs a way of:

· integrating budget and resource requirements, 

· making internal personnel management decisions, 

· preparing training schedules, 

· establishing policies, 

· responding to unusual customer requests, and so forth.  

These functions can be accomplished by a permanent management team augmented by project teams composed of work team representatives.

___________________________________________________________

Stage 3:  Clarification of Management Structure and Roles
The third stage elaborates on the specific responsibilities of management officials and work team members.  The amount of management needed in an organization will vary according to:

· the amount of team interdependence

· the size of each team

· the functional diversity of team members

· the degree of team self-management

· the amount of change which is occurring

· the technical experience and skills of team members and managers

· the life span of the team.

TBOs must decide if teams will be self-contained or will have leaders, program managers, representatives, coaches, or formal supervisors.  Finally, specific responsibilities of team members, managers, and integrating teams should be clarified with the use of responsibility charts.

_________________________________________________________

                                                                                                      Continued on the next page

Stages of Team-Based Organizational Design (continued)



______________________________________________

Stage 4:  Design of Integration Processes
Teams change the way in which mission and administrative work are performed.  Teams change processes.  Once the team structure has been determined, the steps and processes that will be used by team members must be re-designed.




The TBO design team should review and clarify:

· the communication of direction

· the dissemination of information

· the procedures for decision-making, and 

· the flow of electronic data or paperwork throughout the organization.  

Remember that organizational processes are more important in TBOs because there are fewer managers actively involved in daily operations.

___________________________________________________________

Stage 5: Management of Performance
The final stage in team-based organizational design involves establishing systems for managing performance.  Performance management includes four components:

· Defining performance requirements

· Developing performance

· Reviewing performance

· Rewarding performance




TBOs require different performance appraisal and reward systems than traditional organizations.  Individually, employees may be good performers, but collectively, a team may need significant coaching and assistance.  Therefore, TBOs typically utilize a variety of innovative tools and practices such as:

· team performance plans

· 360 degree feedback systems

· customer-based performance requirements

· gain-sharing reward systems

· low-cost non-monetary recognition systems

___________________________________________________________



Types of Teams



____________________________________________________________

Introduction
This map defines the typical types of teams used in modern organizations.

___________________________________________________________

Types of Teams
The typical types of teams used in team-based organizational design are described below.

     Type of Team
                          Description

Work team
A team of nonsupervisory employees who perform mission work.  A work team may be:

· permanent or project-oriented

· cross-functional or specialized

· part-time or full-time

· self-managed or managed by a leader/supervisor

· organized around a process, function, product, customer, or other pattern of departmentation

Integrating team
A team which coordinates other teams to “make sure the work across various parts of the organization fits together”.  Integrating teams are composed of supervisors, management-level employees, or work team representatives.

Improvement team
A team with the specific charter of improving a process, product, or service.  Most improvement teams are project-based, part-time, and cross-functional.  They do not perform line mission work.

Management team
An integrating team composed of management officials which is responsible for coordinating subordinate teams.  Management teams provide direction, design work systems, and are accountable for performance management.



____________________________________________________________

                                                                                                       Continued on the next page

Types of Teams (continued)


____________________________________________________________

Examples
Examples of typical teams are provided below.


An example of a work team is a group of position classification specialists who provide classification services to an assigned group of customers.  The team develops its own priorities, procedures, ground-rules, and team-member assignments.


An example of an integrating team is the part-time HR services Team composed of one member from the Classification Team, Staffing Team, Employee Relations Team, and Training Team.  The HR services Team deals with cross-functional problems and issues so that each work team can serve its respective customers effectively.


An example of an improvement team is the OPF Team that was temporarily formed to solve the problem of missing employee personnel folders.   This team included representatives from each of the work teams.  It met 2 hours a week for about 10 weeks to analyze the problem of missing OPFs, gather information, develop solutions, revise procedures, and obtain consensus from stakeholders and customers.


An example of a management team is the HR Proponency Team.  It is composed of the senior classifier, staffing specialist, employee relations specialist, and employee development specialist from each of the work teams.  This team recommends changes in policies and procedures to the Personnel Director, reviews personnel actions, recommends incentive awards, etc.  This team also oversees the work teams, which are mostly self-managed.   While each member of the HR Proponency Team is nonsupervisory, the team as a whole makes supervisory or management decisions.  Without the HR Proponency Team, the Personnel Director would be unable to function with such a high span-of-control (1:20).

___________________________________________________________



Responsibility Charts



_________________________________________________________________

Introduction
This map describes a tool for coordinating the efforts of teams.

___________________________________________________________



Definition
Responsibility charts are lists or matrices which show the tasks and responsibilities delegated to teams and team members.

___________________________________________________________

Example
An example of a responsibility chart is shown below.

              Task 
      Work Team
   Management Team

Leave administration
Coordinates daily time and attendance; approves leave for short periods
Approves vacation leave, other long-term leave, overtime, or  comp time

Personnel actions
Initiates a variety of actions to hire or promote team members
Reviews, modifies, approves, or disapproves all personnel actions

Task management
Based on customer input, determines priority of work projects and assigns tasks to members
Reviews, modifies, approves, or disapproves the team’s work plan  

Procurement
Within team budget orders supplies up to $500 using credit card and purchase orders
Reviews, modifies, approves or disapproves team budget plus any procurements over $500



_________________________________________________________________

Types of Charts
Mohrman, Cohen, and Mohrman recommend at least four types of charts:

1. task management

2. boundary management

3. team leadership

4.   performance management
Charts can be prepared so that tasks are typed on the left side and check marks are placed in appropriate columns.



_________________________________________________________________

Performance Management with Teams



_________________________________________________________________

Introduction
This map describes a useful approach to team performance management.

___________________________________________________________

4 Stages
The four stages of performance management, whether for individual employees or teams are:

1. Defining performance requirements

2. Developing performance

3. Reviewing performance

4. Rewarding performance
________________________________________________________________

The Impact of Teams
The impact of teams on the four stages of performance management is complicated.  First, team-based organizations must change their performance management systems—their feedback and appraisal systems as well as their award and compensation systems.  They must be changed to reward team performance rather than just individual performance.

Second, team-based organizations must invest in the training and coaching of teams.  High-performing individuals may not know how to work together in a high-performing team.

Finally, team-based organizations must develop simplified procedures for considering total performance of individuals and teams.  This is especially important when employees serve on more than one team.

___________________________________________________________

Tips 
Mohrman, Cohen, and Mohrman have identified several tips for enhancing team performance.  These include:

· Emphasize the way performance is defined and reviewed; this is where the greatest gains are achieved with top-down direction and collaborative work-planning.

· Use innovative recognition and reward systems to encourage cooperation—tie team members’ rewards to their collaboration.

· Integrate performance management across all levels of the organization—individual, team, business unit, and corporation (agency).
________________________________________________________________

Empowerment with Teams



______________________________________________

Introduction
This map describes empowerment issues and myths as they affect team-based organizations.

___________________________________________________________

Definition
Mohrman, Cohen, and Mohrman define empowerment as “the capability to make a difference in the attainment of individual, team, and organizational goals”.  Thus, empowerment requires direction—knowing what to do—and capability—knowing how to do it.

___________________________________________________________

Myths
There are a number of myths of empowerment, which must be overcome.

     Myth
                             Description

         1
Empowerment is a business strategy.  No, the business strategy must be determined first, or workers will not know the direction in which to proceed.

         2
Empowerment is an individual characteristic.  No, empowerment is a reflection of actions taken to provide teams and individuals the capability and direction to perform the work.  It requires action, training, supervision.

         3
Empowerment is substitute for organizational design.  No, empowerment is part of a management strategy to increase individual and organizational performance.

        4
Empowerment means complete autonomy.  No, every individual or team has limits of authority.  Part of team-based design is defining proper boundaries.

        5
Empowerment means that management stands aside.  No, management must provide direction and develop employee capability.

        6
Empowerment is self-management.  No, empowered teams may or may not perform all administrative support.  However, empowerment does mean self-direction in the performance of mission duties.

        7
Empowered teams are the same as effective teams.  No, empowerment does not guarantee success.

8
All organizations should be team-based.  Many organizations divide works so individuals work independently.

9
Everyone should be in a team. Some of the work may not be done best by teams (see point #8).



_________________________________________________________________

Steps in Designing Team-Based Organizations



_________________________________________________________________

Introduction
This map describes the steps in designing team-based organizations.



____________________________________________________________

Design Steps
The TBO design steps are shown in the table below.
  Step
                                    Action

     1
Lay the foundation.  In consultation with top management, determine the need and feasibility of team-based organizational design.  Focus on:

· the organization’s mission, values, and key outcomes

· current organizational performance

· other strategic organizational issues
Do not proceed further unless you have a compelling business case and a true commitment from top management.

     2
Plan the design process.  Get stakeholders involved.  Train members of the design team.

     3
Select the model for reorganizing which is most compatible with the organization and existing constraints.  (See other chapters of this text for discussion of various design models.)

     4
Follow the steps of the selected models.  Create both technical and social design solutions.  Consider the design principles described in Chapter 4 and Chapter 6.

     5
Redesign the support systems and administrative systems needed to support team-based organizations.  Consider revised procedures for:

· personnel management

· procurement

· time and attendance

· production reporting

· management communication

     6
Communicate and market the proposed organizational and support system changes.

     7
Develop a transition plan that includes input from key stakeholders.

     8
Train teams and support personnel in their new roles, jobs, support processes, etc.

     9
Implement the transition plan and periodically refine and improve organizational, job, and support system design.



_________________________________________________________________
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