Part IV: Reward Systems, Legal Issues, and Team Performance

Chapter 11


Chapter 11—Managing Team Performance
True/False Questions

11.1 A team is in place when two or more people interact dynamically and interdependently and share a common and valued goal, objective, or mission.

(Suggested points: 2, [11.1])

11.2 Teams must be made permanent and reside in the same geographical location.

(Suggested points: 2, [11.3])

11.3 Teams are used as a possible way to improve products and services and increase productivity.

(Suggested points: 2, [11.2])

11.4 In organizations using teams, the performance management system should only focus on team performance and contributions.

(Suggested points: 2, [11.2])

11.5 Routine tasks are well-defined, there are few deviations in how the work is done, and outcomes are easily assessed once the task is completed.

(Suggested points: 2, [11.3])

11.6 Project teams are considered teams that are assembled for a specific purpose and expected to disband once the specific tasks are completed.

(Suggested points: 2, [11.3])

11.7 Team performance management must consider the type of team in question before performance measures are put in place.

(Suggested points: 2, [11.3])

11.8 Organizations that choose to include a team component in their performance management systems do not have to be concerned with assessing individual contributions.

(Suggested points: 2, [11.5])

11.9 Having good knowledge of the organization’s mission and having good knowledge of the job in question are two prerequisites of the first component of the performance management process.

(Suggested points: 2, [11.5])

11.10 The second component of the performance management process involves identifying rewards.

(Suggested points: 2, [11.5])

11.11 Autonomous teams are solely responsible for performance execution.

(Suggested points: 2, [11.5])

11.12 During the performance assessment of the performance management system, team members are the only people who evaluate the performance of the team.

(Suggested points: 2, [11.5])

11.13 Three types of performance should be assessed: task performance, contextual performance, and team performance as a whole.

(Suggested points: 2, [11.5])

11.14 Effectiveness is the degree to which results satisfy team stakeholders, including both internal and external customers.

(Suggested points: 2, [11.5])

11.15 The final component of the performance management process involves performance renewal and recontracting.

(Suggested points: 2, [11.5])

11.16 The fundamental principles guiding the design and implementation of a performance management system for a team are different from those for individuals.

(Suggested points: 2, [11.5])

11.17 Team members are responsible for being prepared for the team performance review by conducting regular peer appraisals.

(Suggested points: 2, [11.6])

11.18 Unlike individual rewards, team rewards should be applicable to all employees, visible, contingent, and irreversible.

(Suggested points: 2, [11.7])

11.19 During transformative learning, members from other teams are sometimes invited to temporarily work in the focal team to help members of the focal team.

(Suggested points: 2, [11.6])

Multiple Choice Questions

11.20 A team performance management system should target:

A. Individual performance only

B. Individual and team performance as a whole

C. Individual performance, an individual’s contribution to the performance of his or her team, and team performance as a whole

D. Team performance as a whole only

(Suggested points: 2, [11.2])

11.21 Teams can be classified based on:

E. Complexity of task and membership configuration

F. Complexity of task and type of task

G. Membership configuration and location of members

H. Membership configuration and type of task

(Suggested points: 2, [11.3])

11.22 Three main types of teams based on the task complexity and membership configuration dimensions are:

I. Static teams, dynamic teams, and routine teams

J. Work or service teams, project teams, and network teams

K. Work or service teams, nonroutine teams, and dynamic teams

L. Work or service teams, project teams, and geographic teams

(Suggested points: 2, [11.3])

11.23 Organizations that choose to include a team component in their performance management systems face the following challenges:

M. How to assess relative individual contributions

N. How to balance individual and team performance

O. How to identify individual and team measures of performance

P. All of the above

(Suggested points: 2, [11.4])

11.24 Components of the process used to design a system that includes team performance are:

Q. Prerequisites, performance planning, performance execution, performance review

R. Prerequisites, performance execution, performance review, performance renewal, and recontracting

S. Prerequisites, performance planning, performance execution, performance assessment, performance review, and performance renewal and recontracting

T. Performance planning, performance execution, performance assessment, and performance review

(Suggested points: 2, [11.5])

11.25 The three types of performance to be assessed in a team performance management system are:

U. Task performance, contextual performance, and team performance as a whole

V. Task performance, organizational performance, and contextual performance

W. Contextual performance, organizational performance, and team performance as a whole

X. None of the above

(Suggested points: 2, [11.5])

11.26 Team performance as a whole can be measured using the following performance dimension:

Y. Effectiveness

Z. Efficiency

AA. Learning and growth

AB. All of the above

(Suggested points: 2, [11.5])

11.27 What are the defining characteristics of a team?

AC. They work in the same geographical location, they need one another, they meet on a regular basis, and they share common goals.

AD. They work together, they need one another, they meet on a regular basis, and they share common goals.

AE. They work together, they need one another, and they share common goals.

AF. None of these is correct.

(Suggested points: 2, [11.1])

11.28 Work and service teams can clearly benefit from peer ratings.

AG. True, but only because everyone benefits from peer ratings.

AH. False, because they may not know what other members are responsible for doing.

AI. True, because they observe one another’s performance on a daily basis.

AJ. False, because they are not located in the same geographic location.

(Suggested points: 2, [11.3])

11.29 With regard to project teams, when and how should performance measurements be taken?

AK. After the project is over and the results have been observed.

AL. After the project is over, but before results have been observed.

AM. During the project, because team members will not care about results once the project is over.

AN. During the project, because project teams are likely to disband once the project is over.

(Suggested points: 2, [11.3])

11.30 With network teams, it is difficult to measure ___________________________.

AO. specific outcomes

AP. individual competencies

AQ. individual performance

AR. team performance

(Suggested points: 2, [11.3])

11.31 If an employee is a high performer in task performance, what does this mean for contextual performance?

AS. Contextual performance and task performance are completely tied together, so this employee will also be a high performer in contextual performance.

AT. Contextual and task performance are not necessarily related, so there is no way to know what kind of contextual performance this employee exhibits.

(Suggested points: 2, [11.5])

11.32 In terms of team performance, the development plan includes:
AU. Goals for the team

AV. Development objectives for the team

AW. Development objectives for the team members that will benefit the team

AX. None of the above

(Suggested points: 2, [11.5])

11.33 What is a self-funded reward?

AY. A reward that results from money the employee puts into the company in terms of stock purchases.

AZ. A reward that results from money the team saves the company as a result of the team’s efforts.

BA. A reward that comes out of the budget of the unit or division from which the team originates.

BB. A reward that the company sets aside for the best performer for that period.

(Suggested points: 2, [11.7])

11.34 Which of the following is NOT a recommendation regarding how to facilitate and accelerate team learning and development:

A.
Facilitate generative learning

B.
Facilitate cognitive learning

C.
Facilitate transformative learning

D.
Facilitate adaptive learning

(Suggested points: 2, [11.6])
11.35 What type of team learning utilizes, among many techniques, discussions of feelings of uncertainty when facing change?

A.
Adaptive learning

B.
Emotional learning

C.
Transformative learning

D.
None of the above 

(Suggested points: 2, [11.6])

11.36 What type of team learning provides members with best practices recommendations and time to practice those recommendations?

A.
Adaptive learning

B.
Emotional learning

C.
Transformative learning

D.
None of the above

(Suggested points: 2, [11.6])
Essay-Type Questions

11.37 There are three main types of teams based on the task complexity and membership configuration dimensions. Please list and describe each of these teams.

(Suggested points: 2, [11.3])

11.38 Organizations that choose to include a team component in their performance management systems face various challenges. Please list and describe the three main challenges discussed in the readings.

(Suggested points: 2, [11.4])

11.39 Your organization is considering implementing a team performance management system and has asked you to provide information on what types of performance dimensions should be used to measure team performance. Write a one-page memo to your supervisor on the recommended performance dimensions to be considered.

(Suggested points: 2, [11.5])

11.40 What are the defining characteristics of a team?

(Suggested points: 2, [11.1])

11.41 What are the benefits of a team over individual workers?

(Suggested points: 2, [11.1])

11.42 Provide a detailed description of the different types of teams.

(Suggested points: 2, [11.3])

11.43 Should there be a performance management system in place for teams as well as individuals? Why?

(Suggested points: 2, [11.2])

11.44 What are the challenges in managing performance in a team setting?

(Suggested points: 2, [11.4])

11.45 What are some of the KSAs that are especially conducive to working well in a team, not including the KSAs specifically required for the actual team tasks?

(Suggested points: 2, [11.5])

11.46 What issues need to be considered when creating a developmental plan for a team?

(Suggested points: 2, [11.6])

11.47 Performance assessments of teams include the assessment of what types of performance?

(Suggested points: 2, [11.6])

11.48 Give a detailed description of the performance dimensions used to measure team performance as a whole.

(Suggested points: 2, [11.6])

11.49 Discuss some of the challenges that face expatriate teams in terms of implementing performance management, and provide some innovative recommendations on how such teams could overcome these challenges.

(Suggested points: 2, [11.6])

11.50 Describe the three recommendations regarding how to facilitate and accelerate team learning and development.
(Suggested points: 2, [11.6])

Answers 

11.1 T

11.2 F: Teams do not have to be permanent and team members do not have to be in the same geographic location. In fact, team members do not need to have met in person to be members of the same team. As long as they work together, they need one another, and they share common goals, they are considered to be members of the same team.

11.3 T

11.4 F: Specifically, the system should target not only (1) individual performance but also (2) an individual’s contribution to the performance of his or her team(s) and (3) the performance of teams as a whole.

11.5 T

11.6 T

11.7 T

11.8 F: In general, organizations that choose to include a team component in their performance management systems face the following challenge: How do we assess relative individual contribution? [HJ: Is it necessary to italicize the previous sentence?] 
11.9 T

11.10 F: The second component of the performance management process involves performance planning.

11.11 T

11.12 F: All team members must evaluate one another’s performance as well as the performance of the team overall.

11.13 T

11.14 T

11.15 T

11.16 F: The fundamental principles guiding the design and implementation of a performance management system are the same as those for individuals; the process is more complex.

11.17 T

11.18 F: Individual rewards such as team rewards should also be applicable to all employees, visible, contingent, and irreversible.

11.19 T

11.20 C

11.21 A

11.22 B

11.23 D

11.24 C

11.25 A

11.26 D

11.27 C

11.28 C

11.29 D

11.30 A

11.31 B

11.32 D

11.33 B

11.34 B

11.35 C

11.36 D

11.37
The three main types of teams are:

· Work or Service Teams: These are intact teams engaged in routine tasks, including manufacturing or service tasks. The work or service team includes people who have worked together for a while and know one another well. Most members share a similar set of skills.

· Project Teams: These are teams assembled for a specific purpose and expected to disband once their specific tasks are completed. The tasks are outside the core production or service of the organization and are therefore not as routine as those of work or service teams. Project teams include members from different functional areas, don’t know one another’s specialties, and therefore are highly dependent on one another’s high level of knowledge and usually sophisticated skill sets.

· Network Teams: These teams include membership that is not constrained by time or space nor limited by organizational boundaries. Usually, team members are geographically dispersed and stay in touch via telecommunications technology such as e-mail, videoconferencing, and telephone. Their work is extremely nonroutine. Network teams usually include a combination of temporary and full-time workers, customers, vendors, and even consultants.

11.38
The three main challenges faced by organizations that choose to include a team component in their PM systems are:

· How do we assess relative individual contribution? How do we know the extent to which particular individuals have contributed to team results? How much has one member contributed vis-à-vis the other members? Are there any slackers or free riders on the team? Is everyone contributing to the same extent, or are some members covering up for the lack of contribution of others?

· How do we balance individual and team performance? How can we motivate team members so they support a collective mission and collective goals? In addition, how do we motivate team members to be accountable and responsible individually? In other words, how do we achieve a good balance between measuring and rewarding individual vis-à-vis team performance?

· How do we identify individual and team measures of performance? How can we identify measures of performance that indicate individual performance versus measures of performance that indicate team performance? Where does individual performance end and team performance begin? And, based on these measures, how do we allocate rewards to individuals versus teams?

11.39
The memo to the supervisor will vary, but should recommend considering the following dimensions:

· Effectiveness: The degree to which results satisfy team stakeholders including both internal and external customers. Results could be the same types of results that are measured to evaluate individual performance. Specifically, these can include measures of quality, quantity, cost, and time.

· Efficiency: The degree to which internal team processes support the achievement of results, team growth, and team member satisfaction. This can include measures of communication, coordination, collaboration, and decision making.

· Learning and growth: The degree to which the team is able to learn new skills and improve performance over time. Specific measures can include innovation, documented learning, best practices, and process improvements.

· Team member satisfaction: The degree to which team members are satisfied with their team membership. Specific measures can include team members’ perceptions regarding the extent to which teamwork contributes to their growth and personal well-being.

11.40
A team consists of two or more people who interact dynamically and interdependently and share a common and valued goal, objective, or mission.

11.41
In comparison to individual workers, teams provide the following benefits:

· Teams may comprise members from all over the country or the world, increasing productivity for global customers.

· Using teams allows greater flexibility for organizations with flatter hierarchical structures.

· Products and services are becoming very complex, which requires that many people contribute their diverse talents to the same project.

· Teams are seen as capable of providing a quicker and more effective response to environmental changes.

11.42
A.
Work or service teams are intact teams engaged in routine tasks including manufacturing or service tasks.

B.
Project teams are assembled for a specific purpose and expected to disband once their specified tasks are completed. The tasks are usually outside the core production or service of the organization and are therefore not as routine as those of work or service teams.

C.
Network teams include membership that is not constrained by time or space and membership that is not limited by organizational boundaries; their work is extremely nonroutine.

11.43
There should be a performance management system in place for teams as well as individuals. If only an individual performance management system is used in a setting where teams are working, team members may be motivated to act in ways contrary to the team goals in order to maximize their individual performance evaluations.

11.44
When managing performance in a team setting, one is challenged by the following questions:

A.
How do we assess relative individual contribution to the team goals and results?

B.
How do we balance individual and team performance?

C.
How do we identify individual and team measures of performance?

11.45
Knowledge, skills, and abilities such as communication, decision making, and collaboration are especially conducive to effective team performance. (Note: there are certainly other KSAs that would be helpful, but these are specifically mentioned in the book.)

11.46
When considering a developmental plan for a team, the following issues should be considered:

A.
Results expected of the team

B.
Behaviors expected of team members

C.
Developmental objectives to be achieved by the team and its members

11.47
Performance assessment with regard to teams includes assessment of:

A.
Individual performance of task performance directly related to the team’s goals

B.
Individual performance of contextual performance that directly contributed to team performance

C.
Team performance as a whole

11.48
The performance dimensions used to measure team performance as a whole include:

A.
Effectiveness: The degree to which results satisfy team stakeholders including both internal and external customers.

B.
Efficiency: The degree to which internal team processes support the achievement of results, team growth, and team member satisfaction.

C.
Learning and growth: The degree to which the team is able to learn new skills and improve performance over time.

D.
Team member satisfaction: The degree to which team members are satisfied with their team membership.

11.49
The recommendations provided will vary, but the following challenges should be identified:

· Each individual will perform based on standards and expectations of their home country.
· Recommendations could include: (a) the organization could explicitly state the standards and expectation for the team, (b) the organization and team could align their compensation or rewards to meet the standards and expectation of their current situation, or (c) the team can mutually come up with its own standards and expectations.

· Different stakeholders of the team

· Recommendations could include: (a) the organization could explicitly state who the stakeholders are, (b) at the team’s formation, the team could define who the stakeholders are, or (c) the team can weight the identified stakeholders in terms of importance and gear its performance according to the weight of the stakeholders.

11.50
The three recommendations regarding how to facilitate and accelerate team learning and development are as follows:

· Facilitate adaptive learning: recommendations include encouraging the team to try new behaviors and to review the team’s processes to understand what worked and what did not.

· Facilitate generative learning: recommendations include providing information regarding best practices implemented by other teams within or outside the organization and providing time for the team to practice new skills until they become habitual.

· Facilitate transformative learning: recommendations include encouraging teams to experiment with new ways of working together and allowing members from other teams to be invited to participate in discussions about performance or to participate as a temporary team member.
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