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This is Working In Teams, Unit 2b – Forming and Developing a Team for HIT
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Defining team mission and objectives.  Project teams are formed for a specific purpose to complete an assigned project within certain specifications.  The project team is a working unit of individual members,  sharing a common mission, using a structured approach to integrate individual skills.  Although sharing a common mission and vision, not all teams have a team unity.

When you have a team, it is important to make sure that everyone on the team understands the reason why they are there and that the team mission and objectives are important to bring up at the very top of your team gathering.  In HIT, a lot of times it is also important to reiterate the mission and objectives during the course of the team meetings.
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“There are three main components in any team's work:

 

1. Goal: Result-oriented tasks or content aspect (e.g. team goals and objectives). These are usually developed through interaction with team members; 

2. Methodology: Process aspect, which includes the team's interactions and how members work together (e.g. leadership, team roles, etc.) Teams, especially technical teams, frequently struggle more with process issues than with task issues; 
3. Resources: Time, budget, computer facility, educational tools and administrative support.”
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After a team has defined their mission and objectives, it is important for them to identify their resource needs, and availability of resources to fulfill their needs.  These can come in a variety of packages and can tend to a variety of issues. 

Using the physician’s practice with multiple offices example that was stated earlier in this unit, it is important to identify the people from each office that will be sitting on the team, and how they will be able to contribute their individual knowledge for each respective physician’s office.

Planning the initial meeting has to be taken into consideration because team members from different offices could be separated by considerable distance. It is, therefore, important to work out the logistics of holding face-to-face meetings, at least in the early stages.

The technical requirements and business aspects of the proposed application need to be discussed during these initial face-to-face meetings. Each office should feel free to conduct its business a little bit differently as circumstances require, but all of them share the same goal from a business standpoint, which is to be profitable.

Remember that good communication is paramount when you are dealing with people separated by distance between offices across the enterprise.

Leadership requirements also need to be addressed from the outset, as team leaders will be the ones primarily driving the team’s momentum.

And finally, customer requirements need to be taken into consideration by an HIT team. These are, of course, the physicians’ patients, but there are also other customers who benefit from the team’s efforts, such as the other office personnel, and the team itself.

Slide 5

After you have identified your needs and availability of resources, the team needs to get started.  First we have to determine who should be members of the team.  Then we need to establish rules for engagement by the team members themselves.  That is.  the ground rules upon which they will individually commit and therefore as a collective the team will perform at their utmost abilities.  After establishing the ground rules, it would be important to define and clarify individual roles and expectations as well as their responsibilities moving forward.  This is an important element because if teams are not involved in that activity, often times individuals will get where they are really playing out of position rather than playing to their strengths on the team.  After that we need to spend some time developing an initial action plan.  This doesn’t have to be the final forum but it needs to be one that can be worked off of as a platform that will include how often people will meet and when they will meet as a team.   After the initial action plan development, it is also important to create an appropriate assessment tool that can help check their progress to make sure that the team is progressing as they should be progressing.  And that can be used to monitor their success.
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Distinguishing task and relationship behavior is important for team members.  We will be using Paul Hersey’s situational leadership diagram to initiate an understanding of both relationship and task behaviors.   We will then look at the roles of task relationship and ineffective team member behavior.
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A model that is helpful in understanding behaviors of team members and team leaders is one called situational leadership developed by Paul Hersey.  In this model  the relationship behavior and task behavior are placed on a matrix where you can go from low to high directive activity on tasks and low to high relationship activity, that is more supportive of others functioning.  The task behavior obviously is to try and get the jobs done to stay on time and on target with the projects.   The relationship behavior is to extend the value of the relationships within the team and team members.   This matrix allows us to look at low and high behaviors on both the supportive side as well as the directive side and it helps to give teammates some understanding of the value of both of these behavior forms.
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Task behavior roles are roles that may lead to things such as goal setting , organizing, establishing the timelines, directing and controlling some of the team processes as they are working on their various activities.   There are some task behavior roles that have been identified.  The initiator is one who is always starting something, bringing up new ideas, suggesting activities, taking the initiative,  imagination and the ability to clarify and define and perhaps state some issues so they present a challenge to the other team members. The orientor is someone who asks “What is the topic we are discussing?” and helps focus the thinking of the group.  All members of the team should be able to play the orientor role at one point or another.  A facilitator is someone who keeps things moving.  This is a catalyst for good discussion.  An evaluator is someone who determines the progress of the group and makes sure they are meeting their aims and goals.  An analyzer is someone who takes a look at the progress of the group as a whole, that is the effectiveness of the entire team, and the quality of their contributions.  The summarizer brings together the ideas of everyone and points out that the existing relationship between ideas of each other is important and helps to correlate all that has been said by the team members. A fact seeker is generally a straight thinker who wants the facts and keeps them in touch with reality.  He tries to separate fact from opinion.   A fact giver is someone who contributes information based on experience and knowledge.

While working as part of an HIT team, you may notice that there will be others on the team who seem to exhibit one or more of these behaviors as you work toward accomplishing your team’s objectives.
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Relationship behavior roles are those that are really focused on giving support, working at facilitating effective interactions, and providing feedback when necessary. 

Let’s look at the roles that are listed on screen: 

An encourager is someone who stimulates discussion, and leads others into the conversation who might not otherwise actively be participating.

A harmonizer is someone who attempts to reduce tension among team members, realizing that progress depends on differences of opinion and diversity of thought, and making sure that all sides are given the opportunity to be heard. 

A compromiser similarly wants to make sure the team can work toward suitable compromise when necessary to move the effort forward. 

A gatekeeper makes sure no one team member is permitted to monopolize, or on the other side, is too shy to come into the discussion.

A consensus tester is someone who will from time to time ask that very important question, “How do we all feel about this situation right now?” This is a way to “check the pulse” of the team members as they move forward and become ready for the next steps. 

Finally, a process observer is someone who monitors the behaviors that are taking shape on both the task forward side and the relationship side.  
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Ineffective roles of team behavior include someone who acts as an aggressor, who ridicules, questions and attacks the status of others on the team. A blocker, someone who seems to take it in their best interests to always put down the ideas that are brought up by any of the others on the team. A monopolizer is someone who wants to always be speaking and always wants their opinions to be heard first and foremost.  A recognition seeker is someone who perhaps doesn’t do as much of the effort work but wants all the glory of the team products.  An avoider is someone who tends to always move away from conflict and healthy conflict can be rather positive for team discussions.  A prankster is someone who lacks interest in the team. Draws attention to themselves with constant wise cracks and basically prevents the team from accomplishing much of anything at all.

Another ineffective role that can exist on an HIT team is that of the passive-aggressive.  The passive-aggressive role actually can cause a team to come to a screeching halt.  Once the team has gone through all of the steps that come to a decision, the passive-aggressive role will then become aggressive.  There isn’t much communication before the decision is made, they don’t have a lot of input to it, or very minimal, and then when the decision is made they can become aggressive as to their thoughts and beliefs as to why it is not a good decision. All the ineffective roles can also exist on the HIT team as well.
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Selecting the right members for a team.  

“Having the right core team can make or break a project. Therefore, great care should be taken when selecting team members. It might be very useful to consider the following elements: Team size, overall team composition, team member selection and exclusion criteria, and member recruitment process”  (http://www.who.int/cancer/modules/Team%20building.pdf; Page 5)

“Let’s consider team size: The recommended size is a team of between 3-12 members. A team of 5-7 members is best.  Small teams (3 or 4 members) work faster and tend to produce results quickly, but there is less diversity.  Teams greater than 7 or 8 members require an expert facilitator and the creation of sub teams to operate effectively. They have the potential for creating more ideas and being more diverse.” 

  

“Overall team composition : Ensure that the team represents the stakeholders involved in the project. A well-rounded team includes a mix of members from relevant organizations involved in the project having a wide range of expertise and skills. Consider members who: 

·  belong to relevant partner organizations or organizational units of the project, and 

·  have different abilities such as: 

technical expertise and skills, 

administrative skills (e.g. problem solving and decision making skills) and, 

interpersonal and communication skills.” 

“The team could include: 

· People who understand the project very well, for example, those already working in cancer control (e.g. public health specialists, HIT institute program managers, informatics societies, professional associations, and patient groups), or 

· People who are technical experts (e.g. health care providers from HIT services), 

· People who can provide objectivity in the process and outcome (e.g. NGOs, community leaders, cancer patient self-help groups, non-health professionals), and 

Suppliers (e.g. pharmaceutical departments or funding agencies).”
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Useful Questions for Team Building: 

“Who are the team members, team leaders and team liaison members? 

What is the reason this team exists? What is the common vision, what are the goals and targets? 

What are the norms that will guide how the team will work together? 

What results are expected from this team? What are the outputs expected from the team and by when? To whom should they be given? 

What is their agreed upon strategy? 

What are the steps to be followed by this team? 

What are the team roles and who will play them? 

Who is responsible for these roles? 

What are the norms and methodologies about: 

· decision making 

· problem solving process 

· conflict resolution 

· communication, cooperation and responsibility 

· task management 

· meetings 

· and rewards 

What are the resources available to support the teamwork? 

Who will support the team if needed?”
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Activity 2 – now that you have been introduced to the behaviors and characteristics vital to team development, you are going to be provided a scenario with biographical sketches of 4 distinct roles. You are to select 5 individuals to become members of a team for a specific HIT task. You will also provide the rationale for your selection choices.  And as before, feedback is provided on the deliverable by the instructor. 
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The scenario is as follows:  there is a dental practice that has two offices.  The dentists in these two offices have decided to purchase an electronic system for patient charting and billing.  You are to create a team from the following roles:  

· the two dentists, one in each office

· two office managers, one in each office

· four front desk staff, two in each office

· four dental hygienist, two in each office
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As you did Activity 2, using the multi-office dental practice that wanted to implement a digital radiology software system between their two offices, you understood that you needed five people on the team, and these five people needed to be committed to the team goals of obtaining the radiology system.

Overall effective team members also acknowledge and confront conflict so that it can be managed in appropriate ways, and they do that by listening with understanding. They expend a considerable effort to understand what is said, who is saying it and why.

As you did the activity, you realized that there were others included in the decision making. That is why there had to be five people on the team. It would have been just as easy for one dentist to go in and decide what would work for the overall practice but the other members of the team are also needed to contribute and help choose the best system that would work for everyone involved. Recognizing and respecting each other’s differences is also something that is vital in validating the reasons behind the system purchase.

Effective team members are also very good at contributing their own ideas, but they value others’ ideas and contributions as well.

The best day for the HIT team is when they realize that they have achieved their goal in choosing the best system for the two offices. They will also take great satisfaction from positive comments expressed by other users of the system after it has been implemented. 
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Teams should face meaningful performance challenges as a component of effective team building. They also need a strong performance ethic and this can be developed within the team provided by a leader informing the team.  Discipline within the team and across the organization creates the conditions for team performance.  So the team needs to be clear on their expectations and the roles that each individual has as they perform on the team to accomplish the team’s goals.

On an HIT team the discipline comes from each team member.  Ideally you will have people on the team that have a very strong work ethic, as well as the desire to achieve the goal in the most efficient and expedient manner. Because well configured teams will outperform individuals, it is important to see the team as a basic unit of performance in the organization.  Finally, team dynamics must be implemented that support team learning and change as the team grows through its lifecycles towards fulfillment of its goal.
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Now that you have completed Working In Teams – Unit 2, Forming and Developing a team for HIT related activities, you should be able to describe the stages of team development, identify the needs of the team at each described stage,  establish and clarify common goals and purpose for a team, identify key characteristics of effective team members and identify key factors to maintain teams.  We believe that you are well on your way to working in teams in and providing much better performance levels for your teams.  
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