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This is Working in Teams, Unit 4b: Individual Roles, and Team Mission
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After reviewing the types of decision approaches earlier, this section will describe key considerations to think about when decision models are used in addition to providing HIT examples where certain decisions are being made either by an individual and/or team.  For example, in a team, it may be up to one individual to “call the shots” (for example administrative decision) therefore the decision becomes an individual one with very low team involvement.  Other examples of decisions and involvement will be described later.
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Common roles and responsibilities for a team will include several guidelines and principles to keep the team aligned and directed toward the same mission and vision.  Different responsibilities and components are expressed on this slide.
1. Present your position as clearly and logically as possible and listen to the other members’ reactions and consider them carefully.

2. Do not assume a win/lose attitude when you come to a stalemate. Instead look for the most acceptable alternatives to which all team members can agree.

3. Be aware when agreement seems to come too quickly and easily. Be sure everyone accepts the solution for basically similar or complementary reasons. Do not change your mind simply to avoid conflict. Yield only to positions that have objective and logically sound foundations.

4. Avoid voting, averaging, and bargaining. If a dissenting member finally agrees, don’t feel that he or she must be rewarded by being allowed to “win” on some later point.

5. Differences of opinion are natural and expected. Seek them out and try to involve everyone in the decision process. Disagreements can help the team’s decision because with a wide range of information and opinions, there is a greater chance that the team will find an improved not just adequate decision.
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Minority types of decisions 

A minority decision can be used when Team involvement is low.

The key consideration is a few of those involved making the decision should be those closest to the action and/or with necessary skills/interest or experience.

HIT Example:  The HIT team is working with the Unit Director, Unit manager, two Cases managers, and 3 HIT individuals that include the IT technology individual, the biomechanical engineer, and the technologist that has helped build and tailor the dashboard system for nursing units, helping units to track patients, beds, room vacancies, etc.  In a decision as to what needs to be on the dashboard itself, e.g. components to track, a minority of the HIT team - unit director, unit manager, cases managers and unit clerk will be involved in this decision-making since they will be the ones using the tracking device or system.
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Majority decision Team Involvement is where team involvement is high.

Key Considerations:  More than half of those involved make the decision.  Best when the issue is minor or where there are too many people to reach consensus.

An HIT example, telehealth devices are being ordered for the main hospital in addition to the 6 regional sister hospitals affiliated with the main institution.  The type of vendor equipment is for ease of use, friendliness, functionality, costs, features, and ability to meet regional and the main hospital Health IT team’s expectations.  The decision making involved the “majority” since several different individuals from different organizations will be affected by this decision and implementation of the telehealth devices.
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Type of Decision: Consensus - Team Involvement:  Very High

Key Consideration:  The entire team deliberates.  Everyone participates and agrees on the option that they can all live with.  Needed for most major decisions.

HIT Example:  The three merged new hospitals into one large healthcare system have made the decision to adopt a new clinical information system so the three merged hospitals will all be using the same system.  The decision making process for this major decision will need to involve high team involvement and will be decided by consensus after all the facts, features, costs, and functionalities are considered.
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Team Involvement:  Complete and Absolute – A concordant decision.

Special consideration:  Needed when decision is of critical importance; everyone is fully agreed.

HIT Example:  The hospital administration and risk managers have made it a priority to adopt a new bar coding medication system to increase medication administration efficiently and to increase patient safety when medications are ordered and delivered.  Addressing and dealing with this new medication administration device, training, and documentation will require 100% buy-in and implementation for the system to be successful. The decision making process becomes a high priority for the organization with the decision-making process involving the entire team.
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Expectations and Essential Elements of Team Cooperation in problem solving and decision making need to be prescribed from the outset of the team development.  Work and efficiency of teams will be more successful if certain activities are all agreed upon and assigned at the beginning of the project.  These essential elements of Team Cooperation in Problem Solving include the following:
1. Each individual should understand the total problem.

2. Each individual should understand how he or she can contribute toward solving the problem

3. Each individual should be aware of the potential contributions of other individuals.

4. There is a need to recognize the problems of other individuals in order to aid them in making the maximum contributions.
5. Teams that pay attention to their own problem-solving processes are likely to be more effective than teams that do not understand the total problem. 

Slide 9

Situational Leadership.  In HIT teams, there will often be a leader or coordinator of the team that is needed.  This leadership or coordination role may be shared among the team members with each member standing up and taking the lead for a specific task or focusing on a specific variable along their path as they work towards their mission.   As with any leader there will therefore be various types of leadership styles and different individual steps.  These types of leadership styles can often be available within the same leaders as they react to the leadership needs of the moment.   And this is what is meant by situational leadership.  We will focus on this element at this point and time.
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Assumptions of leadership styles have been drawn by Paul Hersey and his model situational leadership.  We are adapting that model for our use in the value of leadership on teams.  Leaders on teams should adapt their style to the team member performance readiness levels.  There are four leadership styles, S1 – S4 that should be appropriately matched to the performance readiness levels, R1 – R4 of the team members.  The four styles suggest that leaders should put greater or less focus on either task or relationship issues depending on the performance readiness of the team members.
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S1 or the leadership style level 1 is to tell or direct and this is important when a team member needs that type of direct application information.  It sometimes occurs when the team members have either low competence or low commitment or perhaps are insecure about the specific task assigned to them.   In this situation the leader may also provide some sort of formal working structure so that the team members are clear in how their assignments will be folded in to the greater mix for the good of the team.  Leaders need to be very careful to observe when team members need this type of telling/directing response.
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S2 or the style that really promotes selling and coaching is a style is used when a team member is at a level of R2 or their performance readiness displays some competence and some commitment but may still be somewhat unclear or unwilling because of lack of confidence or lack of understanding of the greater whole. And the leader focus here is to be high on the task end as well as high on the relationship end. And what the leader needs to do is spend some quality time listening and advising and helping the team members to truly understand the value of their elements in addition to the problem and the situation that is being focused on.
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The leadership style S3 is selling/participating which is a style that is used when a team member is in an R3 situation, where the readiness for performance is that they are a bit insecure but have high competence and fairly solid commitment.  There is less excuse here for team members to be reticent about their ability because the key is really around their motivation.  The team leader here needs to spend some listening time and some value adding time to assure the team members that their work is important and to help them see the connection to the greater whole. 
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In the S4 delegating/observing leadership style this is best applied to team members who are at the R4, performance readiness level.  That is the highest readiness level.  That is where the team members have high commitment and are highly competent to do the job.  And have strong motivation to get the job done.  Very little praise or recognition is required here although obviously it is good to do that occasionally at any level but the leader here in many ways needs to just stay out of the way as the team members are doing their jobs.

Slide 15

Activity Scenario I:  Describe the type of leadership in the following HIT scenarios:

Scenario I: Children’s hospital.

The technology TEAM is working on an implementation plan to roll out the new clinical information documentation system at the Children’s hospital.  The implementation plan is being discussed by the HIT leader, however many members of the health team state the plan as impossible to implement, particularly because of the rigorous time plan and the team’s uncertainty of their abilities to implement the system.  

Your task is to decide what type of situational leadership would be needed to make sure the project ends successfully and within the designated time line.
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Scenario II:  Rosewood health clinic. The HIT team has been working on the development of a new patient tracking and billing system at the Rosewood health clinic.  The week before the system is to be installed, the HIT team informed the leader that they would delay installing this system at the small hospital clinic affiliated with the main hospital because of disgruntled staff who believe the system is too difficult to learn and too expensive to be used in the small clinic.

Your task is to determine what type of situational leadership would be the best to deal with this situation and why.
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The processes used for decision making are important for teams to be effective and productive.  There are many models and approaches to team decision making as you learned.  The issue or concern confronting the team in addition to the leadership, should determine what decision model is used.  Team members can portray different roles and players as described in this unit.  In teams, what roles do you play?  While working in teams, it is good to understand the roles each member is playing and how to interact with the team member portraying different roles and what contributions he or she is making to the group.  
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