
Topic 8 Developing Teamwork 

Introduction 

The current understanding of leadership is that it is a long-term relationship or partnership, 

between leaders and groups. Within organisations there is an increasing trend to employ 

teams to optimally leverage human resources. It follows that for leaders to optimise the 

output of teams an understanding of team dynamics, as a route to accomplishing 

organisational objectives, is paramount. All teams are groups but not all groups are teams. A 

team accomplishes many collective work products, whereas group members sometimes work 

more independently. Furthermore, leaders with a reputation as teamwork builders are often in 

demand.  

Learning Objectives 

 Take into account the differences between groups and teams. 

 Understand the leader’s role in a team-based organization. 

 Describe leader actions that foster teamwork. 

 Explain the potential contribution of outdoor training to the development of team 

leadership. 

 Describe how the leader-member exchange model contributes to an understanding of 

leadership. 

Teams and Teamwork 
A team is a work group that must rely on collaboration if each member is to experience 

optimum success and achievement. Teamwork is an understanding and commitment to 

group goals on the part of all team members. Developing teamwork is such an important 

leadership role that team building is said to differentiate successful from unsuccessful 

leaders. 

Distinguishing Between Teams and Groups 

Teams are groups of two or more people who co-ordinate and apply their complementary 

resources (such as effort, skills, expertise, function and physical assets) to accomplish a 

common goal, objective, purpose or approach. The team is premised on mutual collaboration 

of effort where each team member will, to a lesser or greater degree, influence other team 

members.   

 

Groups and teams are not the same thing but the differences between the two are often 

unclear. All teams can be categorised as groups but not all groups can be categorised as team. 

Often the term team is used to denote a more specific type of group characterised by a 

common commitment whereas a group exhibits weaker levels of commitment and more 

independence. Individuals may not hold themselves accountable to securing a common 

purpose, for example a group may be a number of colleagues who choose to have lunch 

together. A group is simply two or more people getting together to discuss but without any 

firm goals or objectives. 

 

The terms teams and groups are often used interchangeably but the trend in business’s today 

is to refer to teams.  

 

The following table summarises the main characteristics of groups and teams:  



 

Group Characteristics Team Characteristics 

May not have a strong commitment Characterized by a common commitment 

Members tend to work slightly more 

independently 

Shared leadership roles 

Members have a strong leader Accomplishes many collective work 

products 

Emphasizes individual accountability Includes individual & mutual 

accountability 

Sometimes produce individual work 

products 

Produce collective work product 

Group leader runs an efficient meeting Team leader encourages open-ended 

discussions and active problem-solving 

More likely to discuss, divide and 

delegate 

Team members discuss, decide and do real 

work together. 

 

The Leader’s Role in the Team-Based Organisation 
Team-based organizations need leaders who are knowledgeable in the team process and can 

help with the interpersonal demands of teams. 

 

Whilst teamwork requires that team members participate in leadership and management 

activities, a leaders’ role is as important in teamwork but the leaders of teams need to learn to 

lead in new ways. Teams require ongoing support from senior executives to align rewards, 

organisational structure, communication systems and other elements that relate to effective 

team functioning. 

 

Instead of the leader’s job disappearing, leaders learn to lead in new ways. A leader will need 

to be conversant with the team processes and will often be required to work with a number of 

different teams at the same time such as, providing the interpersonal needs of the team to 

solve conflict, keeping the team focussed and resolving work style differences. Teams need 

effective leadership to stay on course, especially when they are forming.  

 

Some of the key roles of a leader in a team-based organization include: 

 Building trust and inspiring teamwork 

 Coaching team members and group members toward higher levels of performance 

 Facilitating and supporting the team’s decisions 

 Expanding the team’s capabilities 

 Creating a team identity 

 Anticipating and influencing change 

 Inspiring the team toward higher levels of performance 

 Enabling and empowering group members to accomplish their work 

 Encouraging team members to eliminate low-value work. 

 

When the leader is not a member of the team, he or she is classified as an external leader. A 

study showed that under ordinary work conditions, when the leaders were too actively 

involved in coaching the team and sense making, satisfaction with leadership declined. When 

the team faced disruptive conditions such as a heavy workload, coaching and sense making 

by the leader increased satisfaction with leadership. 



Fostering Teamwork 
Fostering teamwork is a major success of teams. A leader’s personality, being inspiring, 

charming, charismatic and exuding personal magnetism, can all be inspirational for teams. 

But equally, less charismatic leaders can also encourage teamwork through certain actions 

and attitudes. These actions can be divided into those leaders can take using their own 

resources (informal techniques) and those actions that generally require organization structure 

or policy (formal techniques).  

How Leaders Enhance and Develop Teamwork - Using Their Own 
Resources 

These are summarised below: 

 Defining the team’s mission. The leader can specify the mission at any stage to ensure 

congruence with organisational strategy.  

 Establishing a Climate of Trust.  Without team members trusting each other and 

trusting the leader, working together cooperatively is unlikely. 

 Developing a norm of teamwork. The leader integrates the appropriate words and 

phrases into team communication (for example using ‘team members’ and not 

‘subordinates’ and ‘employees’). A belief in cooperation and collaboration rather than 

competitiveness as a strategy for building teamwork is called cooperation theory. 

 Group Emotional Intelligence. The leader’s role in developing a norm of teamwork 

can also be framed as the leader helping the group develop emotional intelligence. 

The leader creates norms that establish mutual trust among members. A group identity 

and group efficacy (feelings of competence) also help build emotional intelligence. 

Bringing emotions to the surface also helps. 

 Emphasising pride in being outstanding. The leader helps identify the task the team 

does well and promotes it as a key strength. 

 Serving as a model of teamwork. The leader, by interacting extensively with the team 

members, models the behaviours to be adopted by team members. 

 Using a consensus leadership style. Using consensus promotes a visible belief in 

shared governance and diminishes patriarchy, which enhances the feeling of 

collaboration. 

 Establishing urgency, performance standards and direction. The leader regularly 

challenges the status quo, provides valid, motivational facts to the team and as such 

helps combat groupthink. 

 Encouraging competition with another group. The leader encourages rivalry to rally 

the support against a real or imagined external threat. 

 Encouraging the use of jargon. Cohesion and commitment is fostered by the use of 

specialised language, symbols and rituals (eg words used by the team that have a 

special meaning only to the team).  By these means the leader is able to strengthen 

group bonds and values. 

 Soliciting feedback on team effectiveness. Providing feedback on how the team is 

performing through the use of agreed performance standards helps the leader build 

team effectiveness. 

 Minimising micromanagement. Leaders of self-managed teams empower team 

members by encouraging self-evaluation and avoiding close monitoring of the team’s 

activities.   



How Leaders Enhance and Develop Teamwork - Using Organisational 
Structure or Policy 

These are summarised below: 

 Designing physical structures that facilitate communication 

 Emphasising group recognition and rewards (new performance reward system/policy 

to reflect achievement) 

 Initiating ritual and ceremony (strengthening organisational culture) 

 Practising open-book management (implement open systems of communication to 

provide greater transparency) 

 Selecting team-oriented members 

 Using technology that enhances teamwork 

 Blend representatives from the domestic company and foreign nationals on the team. 

Offsite Training & Team Development—Outdoor Training 
Offsite or outdoor training is a well-known experiential approach to building teamwork and 

leadership skills. Wilderness training is closely associated with outdoor training except that 

the setting is likely to be much rougher. In both outdoor training and wilderness training, 

participants are supposed to acquire leadership and teamwork skills by confronting physical 

challenges and exceeding their self-imposed limitations. 

Emphasis is typically on building not only teamwork but also self-confidence for leadership. 

Outdoor training enhances teamwork by helping participants examine the process of getting 

things done through working with people. 

 

Pros: 

Perception that trust, cooperation, communication, self-confidence and teamwork improve 

with outdoor training. 

Cons: 

Perception that team members revert to old behaviors over time, team members come and go, 

thereby diluting the experience for their group and team members are sometimes exposed to 

harm or injury. 

 

One way to facilitate the transfer of training from outdoors to the workplace is to hold 

debriefing and follow-up sessions. The participants review what they have learned and 

discuss how they will apply the lessons to the job. 

The Leader-Member Exchange Model & Teamwork   
The leader-member exchange model (LMX) proposes that leaders develop unique working 

relationships with group members. One subset of employees, the in-group, is given additional 

rewards, responsibility and trust in exchange for their loyalty and performance. The in-group 

becomes part of a smoothly functioning team headed by the formal leader. Out-group 

members are less likely to experience good teamwork. 

In Group 

Given additional rewards, responsibility, and trust in exchange for their loyalty and 

performance. 

Leader has a good relationship with in-group members. 

Becomes part of a smoothly functioning team headed by the formal leader. 

Group members tend to have a higher level of performance and commitment. 



Group members are asked to participate. 

Out Group 

Treated in accordance with a more formal understanding of leader-group member relations. 

Less likely to experience good teamwork. 

Group members are treated like hired hands. 

Group members receive little warmth or encouragement. 

First Impressions 

The leader’s first impression of a group member’s competency plays an important role in 

placing the member into the in-group or out-group. Another key linking factor is whether the 

leader and team member have positive or negative chemistry. A study showed that the initial 

leader expectations of group members and member expectations of the leader were good 

predictors of the leader-member exchanges at two weeks and six weeks. 

Summary 
Teamwork is an understanding of and commitment to group goals on the part of all group 

members. Leaders must occupy many roles and employ many strategies (actions) to be an 

effective team builder. They can foster and improve teamwork through actions using their 

own resources and through actions relying on organizational structures and policy. 

The leader’s first impression of a group member’s competency plays an important role in 

placing that person into the in-group or the out-group. In conclusion, a group of individuals 

working together needs leadership if they are to become a team. 

 


