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[bookmark: _Toc318074029][bookmark: _Toc410121547][bookmark: _Toc415420395]
 FORMATIVE ASSESSMENTS

[bookmark: _Toc410121548][bookmark: _Toc415420396]Formative assessment: SO1, AC1-2 Work in pairs; SO2
Learners must discuss their work in groups.  The best effort is then presented to the rest of the class for discussion.  Also make sure that learners note important points
1. Discuss the negative impact of demotivated team members with a friend or family member who is employed.  How does it affect the rest of the team/section/department?  What are the symptoms of demotivated employees?
1. Discuss the positive effect that motivated employees have on the quality and quantity of the work that is produced. 
1. Discuss your findings in your groups.

[bookmark: _Toc410121549][bookmark: _Toc415420397]Formative Assessment Group Activity – SO1, AC2; SO2
Discuss how you think a team leader will create a positive working environment.
Discuss situations that hamper efficiency in a group with a friend/family member who is employed.  Also find out what they do to improve the situation.  You may also discuss your own group or team at work.
Make a list of the situations as well as the solutions and present your findings in a table.
Discuss your findings in your groups and prepare a presentation which the group will give to the rest of the class.
It is very important that groups present their findings to the rest of the class for discussion.  If necessary, this could be an overnight activity to allow learners time to discuss the matter with friends or family.  Note important points on flip chart or white board and make sure that learners take notes.

[bookmark: _Toc410121550][bookmark: _Toc415420398]Formative Assessment SO1 AC1-2; SO2 Individual Activity
Choose any sport team of and discuss the effectiveness of the team in terms of the following factors:
1. The flow of information, people relations, conflict, decisions, power base and motivation.
1. How do these factors help to ensure effective teams?
1. How does ineffective team approach these factors?
1. Then discuss how the US vs. THEM policy attitude affects the effectiveness of teams?
1. How does the WE-Ness attitude in teams assist the effectiveness of teams?
Make sure that learners discuss their work with the rest of the group.  Also check individual efforts to make sure learners understand the concepts.

 
[bookmark: _Toc410121551][bookmark: _Toc415420399]Formative Assessment SO1 AC 1-2; SO2 Group Activity 
1. Identify the strengths and weaknesses of your group 
1. Identify the strengths and weaknesses of individuals within the group
1. Decide on an appropriate management strategy
1. Identify situations that are a cause of concern or dissent in the group or team 
1. Develop an action plan to minimise their negative effect on the team
1. Identify positive situations in the group 
1. Develop an action plan to maximise the affect on the team’s performance

[bookmark: _Toc410121552][bookmark: _Toc415420400]Formative Assessment Role Play SO1, AC 2-4; SO2
Divide the learners into 4 groups.  Each group has to prepare a role play to give feedback about some aspect of the teamwork during this training intervention.
Group A: give negative feedback to one of the team members
Group B: give positive feedback to one of the team members
Group C: conduct a follow-up meeting after negative feedback
Group D: Give positive feedback to one of the team members
The purpose of this exercise is to give learners some exposure to giving feedback.  Make sure that all role plays are discussed after the presentation and that important points are noted.  Also get feedback from learners about what they learnt from the role plays.

[bookmark: _Toc410121553][bookmark: _Toc415420401]Formative assessment SO3 AC2Group Activity 
Identify and manage different behaviours when facilitating a group process
Purpose
To identify and manage different behaviours when facilitating a group process
Time
10 minutes to discuss question in small groups
Task
The person who has been given the brief to act as the facilitator should inform the group who she or he is.
As a group identify 5 strengths and 5 weakness of group work within the given time frame.
Please spend 30 minutes answering the following questions after completing the exercise.
1. List and describe the positive and negative characteristics of each behaviour you noticed performed in the exercise
1. Why do people generally behave in this way?
1. How are you able to ensure that each group behaviour is managed constructively?
1. How can this exercise assist you to develop teams in your institution?

[bookmark: _Toc410121554][bookmark: _Toc415420402]Formative Assessment SO4 AC1-3 Individual Activity
Write an essay of four to five paragraphs wherein you describe how you will implement and monitor the progress of achieving team goals and objectives.  In your essay, state clearly when it may be necessary to amend the action plan.
A lost has been said about getting the entire team involved in making decisions and setting goals.  Write an essay of four to five paragraphs stating why it is important to involve all the team members when setting goals and objectives and what the benefits to the team will be if everyone is involved in this process.
Discuss your essays in your groups.
There is no right or wrong answer, the purpose of the exercise is to get learners thinking about how to implement, monitor and control an action plan.  This is why they have to discuss their work in groups and note important points. 

[bookmark: _Toc410121555][bookmark: _Toc415420403]Formative assessment Group Activity SO5, AC1-2
Following is a list of sentences often used when giving someone information about your perceptions, feelings, internal responses, and suggestions as responses to something they have done or said. Rewrite the sentences using the guidelines for constructive feedback.
1. I want to tell you something. 
1. [image: C0277]How embarrassing! You looked so pitiful this morning at the supervisor's meeting when you forgot what you where going to say.
1. Did you forget to get your suit pressed? You look dishevelled. 
1. Why the hell did you do that? What an idiot! 
1. Your relationship is doomed. 
1. That was pretty good. 
1. That was awful. 
1. How could you do such a thing? 
1. Give me a break. 
1. Aren't you being a little unrealistic? 

[bookmark: _Toc410121556][bookmark: _Toc415420404]Formative Assessment SO1 AC 1-2; SO2 Group Activity 
1. Identify the strengths and weaknesses of your group 
1. Identify the strengths and weaknesses of individuals within the group
1. Decide on an appropriate management strategy
1. Identify situations that are a cause of concern or dissent in the group or team 
1. Develop an action plan to minimise their negative effect on the team
1. Identify positive situations in the group 
1. Develop an action plan to maximise the effect on the team’s performance




[bookmark: _Toc410032731][bookmark: _Toc389656635][bookmark: _Toc386126382][bookmark: _Toc373320201][bookmark: _Toc319319749][bookmark: _Toc319336190][bookmark: _Toc320200431][bookmark: _Toc321996503][bookmark: _Toc323050038][bookmark: _Toc415420405]PERSONAL INFORMATION
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[bookmark: _Toc410032732][bookmark: _Toc389656636][bookmark: _Toc386126383][bookmark: _Toc373320202][bookmark: _Toc318074026][bookmark: _Toc319319750][bookmark: _Toc319336191][bookmark: _Toc320200432][bookmark: _Toc321996504][bookmark: _Toc323050039][bookmark: _Toc206168350][bookmark: _Toc415420406]INTRODUCTION
Welcome to the learning programme
Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take notes and share information with your colleagues. Important and relevant information and skills are transferred by sharing!
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This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!


[bookmark: _Toc410032733][bookmark: _Toc408501197][bookmark: _Toc398288689][bookmark: _Toc415420407]Structure 
[bookmark: _Toc410032734][bookmark: _Toc389656637][bookmark: _Toc386126384][bookmark: _Toc373320203][bookmark: _Toc319319751][bookmark: _Toc319336192][bookmark: _Toc320200433][bookmark: _Toc321996505][bookmark: _Toc323050040][bookmark: _Toc415420408]Programme methodology
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The programme methodology includes facilitator presentations, readings, individual activities, group discussions and skill application exercises.
Know what you want to get out of the programme from the beginning and start applying your new skills immediately.  Participate as much as possible so that the learning will be interactive and stimulating.
The following principles were applied in designing the course:
Because the course is designed to maximise interactive learning, you are encouraged and required to participate fully during the group exercises
As a learner you  will be presented with numerous problems and will be required to fully apply your mind to finding solutions to problems before being presented with the course presenter’s solutions to the problems
Through participation and interaction the learners can learn as much from each other as they do from the course presenter
Although learners attending the course may have varied degrees of experience in the subject matter, the course is designed to ensure that all delegates complete the course with the same level of understanding
Because reflection forms an important component of adult learning, some learning resources will be followed by a self-assessment which is designed so that the learner will reflect on the material just completed.
This approach to course construction will ensure that learners first apply their minds to finding solutions to problems before the answers are provided, which will then maximise the learning process which is further strengthened by reflecting on the material covered by means of the self-assessments.
[bookmark: _Toc242282904][bookmark: _Toc255578170][bookmark: _Toc269888979][bookmark: _Toc318074028]Different role players in delivery process
Learner
Facilitator
Assessor
Moderator


[bookmark: _Toc410032735][bookmark: _Toc389656638][bookmark: _Toc386126385][bookmark: _Toc373320204][bookmark: _Toc319319752][bookmark: _Toc319336193][bookmark: _Toc320200434][bookmark: _Toc321996506][bookmark: _Toc323050041][bookmark: _Toc415420409]What Learning Material you should have
This learning material has also been designed to provide the learner with a comprehensive reference guide.
It is important that you take responsibility for your own learning process; this includes taking care of your learner material.  You should at all times have the following material with you:
	[image: ]Learner Guide
	This learner guide is your valuable possession:
This is your textbook and reference material, which provides you with all the information you will require to meet the exit level outcomes. 
During contact sessions, your facilitator will use this guide and will facilitate the learning process. During contact sessions a variety of activities will assist you to gain knowledge and skills. 
Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take and share information with your colleagues. Important and relevant information and skills are transferred by sharing!
This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!

	[image: ]Formative Assessment Workbook

	The Formative Assessment Workbook supports the Learner Guide and assists you in applying what you have learnt. 
The formative assessment workbook contains classroom activities that you have to complete in the classroom, during contact sessions either in groups or individually.
You are required to complete all activities in the Formative Assessment Workbook. 
The facilitator will assist, lead and coach you through the process.
These activities ensure that you understand the content of the material and that you get an opportunity to test your understanding. 


[bookmark: _Toc262821969][bookmark: _Toc269888981][bookmark: _Toc318074030][bookmark: _Toc319319753][bookmark: _Toc319336194][bookmark: _Toc320200435]
[bookmark: _Toc410032736][bookmark: _Toc389656639][bookmark: _Toc386126386][bookmark: _Toc373320205][bookmark: _Toc321996507][bookmark: _Toc323050042][bookmark: _Toc415420410]
Different types of activities you can expect
To accommodate your learning preferences, a variety of different types of activities are included in the formative and summative assessments. They will assist you to achieve the outcomes (correct results) and should guide you through the learning process, making learning a positive and pleasant experience.
[image: ]
The table below provides you with more information related to the types of activities. 
	Types of Activities
	Description
	Purpose

	Knowledge Activities
[image: ]
	You are required to complete these activities on your own. 




	These activities normally test your understanding and ability to apply the information.

	Skills Application Activities
[image: ]
	You need to complete these activities in the workplace 



	These activities require you to apply the knowledge  and skills  gained in the workplace

	[image: ]Natural Occurring Evidence

	You need to collect information and samples of documents from the workplace.
	These activities ensure you get the opportunity to learn from experts in the industry.
Collecting examples demonstrates how to implement knowledge and skills in a practical way


[bookmark: _Toc262821970][bookmark: _Toc269888982][bookmark: _Toc319319754][bookmark: _Toc319336195][bookmark: _Toc320200436]


[bookmark: _Toc410032737][bookmark: _Toc389656640][bookmark: _Toc386126387][bookmark: _Toc373320206][bookmark: _Toc321996508][bookmark: _Toc323050043][bookmark: _Toc415420411]Learner Administration 
[image: ]



[bookmark: _Toc318074031]Attendance Register
You are required to sign the Attendance Register every day you attend training sessions facilitated by a facilitator. 
[bookmark: _Toc318074032]Programme Evaluation Form 
On completion you will be supplied with a “Learning programme Evaluation Form”. You are required to evaluate your experience in attending the programme.
Please complete the form at the end of the programme, as this will assist us in improving our service and programme material.  Your assistance is highly appreciated.
[bookmark: _Toc410032738][bookmark: _Toc389656641][bookmark: _Toc386126388][bookmark: _Toc373320207][bookmark: _Toc319319755][bookmark: _Toc319336196][bookmark: _Toc320200437][bookmark: _Toc321996509][bookmark: _Toc323050044][bookmark: _Toc415420412]Assessments
The only way to establish whether a learner is competent and has accomplished the specific outcomes is through the assessment process.  Assessment involves collecting and interpreting evidence about the learners’ ability to perform a task.
To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.
This programme has been aligned to registered unit standards.  You will be assessed against the outcomes as stipulated in the unit standard by completing assessments and by compiling a portfolio of evidence that provides proof of your ability to apply the learning to your work situation.

[image: ]





[bookmark: _Toc318074033]How will Assessments commence?
[bookmark: _Toc318074034]Formative Assessments 
The assessment process is easy to follow. You will be guided by the Facilitator. Your responsibility is to complete all the activities in the Formative Assessment Workbook and submit it to your facilitator. 
[bookmark: _Toc318074035]Summative Assessments 
You will be required to complete a series of summative assessments. The Summative Assessment Guide will assist you in identifying the evidence required for final assessment purposes. You will be required to complete these activities on your own time, using real life projects in your workplace or business environment in preparing evidence for your Portfolio of Evidence. Your Facilitator will provide more details in this regard.
To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.
[bookmark: _Toc410032739][bookmark: _Toc389656642][bookmark: _Toc386126389][bookmark: _Toc373320208][bookmark: _Toc262821972][bookmark: _Toc269888984][bookmark: _Toc318074037][bookmark: _Toc319319756][bookmark: _Toc319336197][bookmark: _Toc320200438][bookmark: _Toc321996510][bookmark: _Toc323050045][bookmark: _Toc415420413]Learner Support
The responsibility of learning rests with you, so be proactive and ask questions and seek assistance and help from your facilitator, if required.
[image: ]







Please remember that this Skills Programme is based on outcomes based education principles which implies the following:
You are responsible for your own learning – make sure you manage your study, research and workplace time effectively. 
Learning activities are learner driven – make sure you use the Learner Guide and Formative Assessment Workbook in the manner intended, and are familiar with the workplace requirements.  
The Facilitator is there to reasonably assist you during contact, practical and workplace time for this programme – make sure that you have his/her contact details.
You are responsible for the safekeeping of your completed Formative Assessment Workbook and Workplace Guide 
If you need assistance please contact your facilitator who will gladly assist you.
[bookmark: _Toc318074038]If you have any special needs please inform the facilitator 
[bookmark: _Toc373320209][bookmark: _Toc319319757][bookmark: _Toc319336198][bookmark: _Toc320200439][bookmark: _Toc321996511][bookmark: _Toc323050046][bookmark: _Toc410032740][bookmark: _Toc389656643][bookmark: _Toc386126390][bookmark: _Toc415420414]
Learner Expectations 
Please prepare the following information. You will then be asked to introduce yourself to the instructor as well as your fellow learners
[image: ]




	Your name: 

	

	

	The organisation you represent: 

	

	

	Your position in organisation: 

	

	

	What do you hope to achieve by attending this course / what are your course expectations?

	

	

	

	

	









	[bookmark: _Toc415420415]Programme Structure And Strategy

	UNIT STANDARD 242819 Level 4

	Credits 10: notional hours 100, classroom training 30 hours, workplace hours 70

	[bookmark: RANGE!A4:I52]Programme Outcomes
	Page2
	Outcomes 
	Time Allocation
	Delivery strategy
	EEK
	CCFO
	Formative Assessment
	Summative Assessm: total time 70 hours

	INTRODUCTION
	5
	 
	Introductory activities: 
60 minutes
	Discussion 
	 
	 
	 
	 

	Programme Overview
	5
	 
	
	
	 
	 
	 
	 

	Personal Objectives And Expectations
	6
	 
	
	
	 
	 
	 
	 

	UNIT STANDARD 242819
	7
	 
	 
	 
	 
	 
	 
	 

	Section 1: IMPORTANCE OF MOTIVATING A TEAM
	10
	SO1
	135 minutes
	Discussion & slide show
	 
	 
	 
	 

	What Is Motivation?
	11
	AC1
	 
	
	N/A
	 
	 
	Knowledge Questionnaire

	Formative assessment 1
	12
	 
	45 minutes
	
	 
	 
	Individual & Group acitivty: Discussions
	Project

	Techniques to motivate a team
	12
	AC2
	 
	
	 
	 
	 
	 

	Formative Assessment 2
	16
	 
	45 minutes
	
	 
	 
	Group activity: Effective listening
	 

	Formative Assessment 3
	17
	 
	45 minutes
	
	 
	 
	Group activity: Discussion
	 

	Formative Assessment 4
	21
	 
	45 minutes
	
	 
	 
	Group activity: Self-check questions
	 

	Formative Assessment 5
	23
	 
	45 minutes
	
	 
	 
	Individual activity: SMART objectives
	 

	Formative Assessment 6
	24
	 
	45 minutes
	
	 
	 
	Group activity: Goal statement
	 

	Formative assessment 7
	27
	 
	45 minutes
	
	 
	 
	Individual activity: Feedback
	 

	Section 2: DEMON-STRATE AN UNDER-STANDING OF SELF AND TEAM MEMBERS IN A WORKPLACE
	32
	SO2
	135 minutes
	Discussion & slide show
	 
	Working
	 
	 

	Teamwork
	33
	AC1
	 
	
	 
	Communicating
	 
	 

	Formative Assessment 8
	28
	 
	45 minutes
	
	N/A
	 
	Individual activity: Opinion
	 

	Formative Assessment 9
	34
	 
	45 minutes
	
	 
	 
	Individual activity: Choose a team & make notes
	 

	Formative Assessment 10
	38
	 
	45 minutes
	
	 
	 
	Group activity: Discussion
	 

	Formative Assessment 11
	38
	AC2
	 
	
	 
	 
	Individual & Group activity: Discussions
	 

	Developing groups into teams
	44
	 
	 
	
	 
	 
	 
	 

	Formative Assessment 12
	47
	 
	45 minutes
	
	 
	 
	Individual activity: Discuss a sports team
	 

	Formative Assessment 13
	47
	 
	 
	
	 
	 
	Individual activity: TRUST
	 

	Identify own strengths and areas for development
	49
	 
	 
	
	 
	 
	 
	 

	Formative assessment 14
	49
	 
	 
	
	 
	 
	Individual activity: Analyse yourself
	 

	Strengths And Areas Of Development Of Team
	51
	 
	 
	
	 
	Organising
	 
	 

	Formative assessment 15
	51
	 
	45 minutes
	
	 
	 
	Group activity: Team motivation
	 

	Formative Assessment 16
	52
	 
	45 minutes
	
	 
	 
	Group activity: Strengths & weaknesses
	 

	Section 3: THEORIES OF MOTIVATION AND GROUP DYNAMICS
	53
	SO3
	135 minutes
	Discussion & slide show
	 
	Collecting
	 
	 

	Motivation   Hygiene Theory
	54
	AC1
	 
	
	 
	 
	 
	 

	Expectancy Theory
	55
	AC2
	 
	
	 
	 
	 
	 

	Formative assessment 17
	56
	 
	45 minutes
	
	 
	 
	Group activity: Table
	 

	Group dynamics
	57
	AC3
	 
	
	 
	 
	 
	 

	Group Behaviours
	61
	 
	 
	
	 
	 
	 
	 

	Formative assessment 18: Group behaviours
	61
	 
	45 minutes
	
	 
	 
	Individual activity: Group behaviours
	 

	Creating high performance teams
	62
	 
	 
	
	 
	 
	 
	 

	Formative assessment 19
	65
	 
	45 minutes
	
	 
	 
	Group activity: Identify and manage different behaviours when facilitating a group process
	 

	Section 4: IMPLEMENT A PLAN OF ACTION TO STRENGTHEN A TEAM
	66
	SO4
	135 minutes
	Discussion & slide show
	 
	 
	 
	 

	Implement An Action Plan
	67
	AC1, 2
	 
	
	 
	 
	 
	 

	Monitor Progress
	68
	AC3
	 
	
	 
	 
	 
	 

	Formative Assessment 20
	70
	 
	45 minutes
	
	 
	 
	Individual Activity: Essay
	 

	Section 5: PROVIDE FEEDBACK
	71
	SO5
	135 minutes
	Discussion & slide show
	 
	 
	 
	 

	Feedback
	72
	AC1, 2
	 
	
	 
	 
	 
	 

	Performance Assessment
	74
	AC3, 4
	 
	
	 
	 
	 
	 

	Formative assessment 21
	74
	 
	45 minutes
	
	 
	 
	Group activity: Feedback
	 

	Revision 
	 
	 
	30 minutes
	 
	 
	 
	 
	 

	Summative questionnaire
	 
	 
	90 minutes
	 
	 
	 
	 
	 

	Notional Hours
	 
	Classroom
	30 hours
	 
	 
	 
	Workplace
	70 hours







[bookmark: _Toc122769021][bookmark: _Toc123356787][bookmark: _Toc143871345][bookmark: _Toc415420416]UNIT STANDARD 242819
Unit Standard Title 
Motivate and Build a Team 
Unit Standard ID
242819
NQF Level
4
Credits
10
Purpose 
This Unit Standard introduces the junior manager to the concept of motivation. This Unit Standard is intended for junior managers of organisations. 
The qualifying learner is capable of: 
Explaining the importance of motivating a team. 
Demonstrating an understanding of self and team members in a workplace. 
Applying theories of motivation and group dynamics. 
Implementing a plan of action to strengthen a team. 
Providing feedback and recognising achievements
Learning assumed to be in place
Learners should be competent in Communication and Mathematical Literacy at NQF Level 3.
Unit standard range
The scope of this Unit Standard is motivation of a business unit, group or team within the range of the leader’s own authority.
Theories of motivation could include needs, expectancy and equity theories.
Techniques leaders can use to motivate a team include, but are not limited to, communication (informing, active listening, mutual understanding, feedback, positive and negative reinforcement) building trust, gaining commitment, recognising achievement, empathy, leadership styles such as are expressed under situational leadership, setting objectives, providing incentives, involving).
Situation` includes, but is not limited to, the current motivational levels of the team, work context and ergonomics. 
Area of responsibility` includes, but is not limited to, cost centre, section, department or team. 
Junior managers` include, but are not limited to, team leaders, supervisors, foremen and section heads. 
Standard Operating Procedures` (SOPs) may comprise formal written documents or accepted practices in the organisation. 
Organisation` includes but is not limited to, workplace, work context, work unit, company, department or section.
Specific Outcomes and Assessment Criteria
Specific Outcome 1: Explain the importance of motivating a team.
Assessment Criteria
Reasons why motivation is important are explained with examples. 
Indicators of motivation are identified, according to theory and practice. 
Specific Outcome 2: Demonstrate an understanding of self and team members in a workplace
Assessment Criteria
Own strengths and areas for development are identified, based on self-reflection and feedback. 
Strengths and areas of development of team are identified based on observation and feedback. 
Specific Outcome 3: Apply theories of motivation and group dynamics. 
Assessment Criteria
Compare and contrast two theories of motivation with examples
Elements of group dynamics are identified according to theory and practice
An action plan to strengthen the team is compiled according to Standard Operating Procedures
Specific Outcome 4: Implement a plan of action to strengthen a team
Assessment Criteria
The team leader obtains commitment from the team to achieve the action plan. 
Implementation is executed according to the action plan
Implementation of the plan is monitored and amended accordingly.  
Specific Outcome 5: Provide feedback and recognise achievements. 
Assessment Criteria
Group dynamics is observed and reflected on by the team leader, according to theory and practice
Feedback is provided to each member of the team according to observation. 
Recognition is given to team members who have contributed to the development of the team
Feedback and observation is used to implement corrective action and provide changes to the action plan, where appropriate
Unit Standard Essential Embedded Knowledge
None stated
Critical Cross-field Outcomes (CCFO) 
Unit Standard CCFO Working: The learner is able to work as a member of a team in applying motivational techniques. 
Unit Standard CCFO Organising: The learner is able to organise and manage him/herself in drawing up action plans. 
Unit Standard CCFO Collecting: The learner is able to collect, organise and critically evaluate information based on reflection of the teams` current level of motivation. 
Unit Standard CCFO Communicating: The learner is able to communicate effectively by describing theories of motivation


[bookmark: _Toc415420417]MOTIVATION
Outcome
Explain the importance of motivating a team.
Assessment criteria
Reasons why motivation is important are explained with examples.
Indicators of motivation are identified, according to theory and practice. 

[bookmark: _Toc143871347][bookmark: _Toc415420418]What Is Motivation?
The word means “ an inner state that energises or moves, and that directs /channels behaviour toward goals.” 
Motivating is regarded as a process
The definition of Motivation 
‘ To cause a person to act in a particular way.’
Oxford Dictionary 
Motivation is the will to expend energy in the pursuit of a goal or a reward. In other words, it is that which makes a person want to do something.
Motivation is the single most important factor that contributes towards productivity, which is the supervisor's or team leader’s ultimate goal. Motivation is the true measure of a supervisor’s worth in any organisation.
This is probably why the study of motivation has received more attention than all the other supervisory skills, or ingredients, put together. Hundreds of theories and techniques tell supervisors how to motivate people.
The most important thing that you can learn about motivation is that it is not something that a supervisor does to people, it is something they do for themselves.
As a supervisor, your job is to create an environment in which people want to do good work.
The following common characteristics underlie the definition of Motivation. 
Motivation is intentional
Motivation has many facets
Motivation is based on the individual
Motivational theorists predict behaviour of people. 
[bookmark: _Toc415420419]Why Motivate?
Motivation:
Increases productivity
Lowers absenteeism.
Lowers labour turnover and increases a stable workforce.
Increases productivity.
Increases manpower skills and specialisation.
Promotes high company morale with satisfaction in work worth doing, and pride in accomplishment.
Maintains high standards.
Increases the use of positive initiative where a climate for free expression exists.
[bookmark: _Toc415420420]Signs Of Demotivation
[image: ANIMA013]Some obvious symptoms of discontent are 
Excessive talking
Griping and moaning
Gossiping
Arguments
Some less obvious symptoms are 
Absence 
Poor attitude to work which may suddenly appear
The employee makes more mistakes than normal
Lack of cooperation
Research shows that people are unhappy in a job when they have no control over activities, and that work offering little variety or challenge has no intrinsic meaning. This undermines motivation and affects performance, leading to such problems as frustration, absenteeism and labour turnover. 
[bookmark: _Toc415420421]Formative assessment: SO1, AC1-2 Work in pairs 

[bookmark: _Toc415420422]Techniques to motivate a team
[bookmark: _Toc156018006][bookmark: _Toc204426097][bookmark: _Toc415420423]Feedback
During meetings and group discussions it is important for team members to encourage each other to make contributions.  Once another member of the team has expressed and idea or made a recommendation, that person requires feedback from the rest of the team.
As with every situation in life, there are two ways of handling a team member’s contribution to the discussion:  you can handle it in a nice and friendly way or you can be rude about it.  The best is obviously to handle it in a nice and friendly way – to respond positively.
Give Feedback
The purpose of having team meetings and discussions is to get every team member’s contributions in terms of ideas, recommendations, etc.  Some of the ideas might seem silly to you, but it has value to the person who has aired them and you have to respect that person’s dignity.  This is an important part of teamwork.
Feedback is often used to give positive reinforcement to a team member. Positive feedback, usually in the form of praise and recognition, is a powerful motivator in the workplace.
Follow the following guidelines for giving positive and negative feedback, not only to team members but also to your family and friends:
Treat the other person with dignity and respect.
Let the other parties tell their stories without interrupting or judging.
Listen with your full attention and try to understand.
Concede that the other party may be just as sincere as you are, and may be right on some issues.
Acknowledge that your position may not be totally correct (or even reasonable) 
Giving feedback or responding, is a very valuable part of teamwork and needs careful handling. A careless, critical or impatient comment or interruption may cause a permanent rift in a personal relationship and damage the on-going attempt to develop trust between the parties. 
Praise the person immediately after the contribution has been made:  “Thank you for your contribution…”.
[image: PEOPO024]Be sincere.
Be specific about what he / she said: if you think closely about what the person said, something must make sense and add value to the team.
Show interest in the idea or recommendation.
Stress the positive things about the contribution.
Explore alternatives or variations on the speaker’s contributions, but don’t give answers or solutions:  “That was an excellent idea.  I wonder if we can use the idea in this or that way…?”  or: “Let us discuss ways in which the team can benefit from the suggestion…”
Put yourself into their shoes.  Even the silliest of ideas can be explored and adapted to the benefit of the proceedings.  Some of the most amazing innovations came from silly ideas.  The waterbed is a good example.  Furthermore, while Edison was experimenting with a light bulb, everyone around him thought he was chasing after rainbows and nobody took him seriously.  Where would we be today if Edison had not succeeded in making a light bulb?
Speak about yourself, not them.
Share information and ideas, don't give advice.  Someone once said: “If I had wanted your advice, I would have given it to you.”  Think about this statement: it sounds like a contradiction, but it is a very valid statement – giving your advice to another person without being asked for it is very irritating to the other person.
Be specific, not general.
Don’t be sarcastic. 
Don’t be judgmental.
Keep the talk centred on the main idea, not side issues
Try to make the other person feel good, and important
Remember that people want positive attention paid to what they say and do. They want acceptance of themselves and their ideas whenever possible.
Find a point of agreement to build on rather than disagree Rarely does anybody change their mind by being asked, told or directed to do so. If you want to influence the listener to see things differently, avoid using threatening language, verbal or nonverbal
[bookmark: _Toc415420424]Receive feedback 
In a team, you must not only be able to give feedback, you must be able to receive feedback as well.  If you feel panic when you receive feedback it is most probably because it sounds like criticism.  
Most of us are sensitive to criticism and it probably originates from the ‘blanket criticism’ we receive as children:  “You are clumsy…, rather than: “That was a clumsy thing to do…”  
Remind yourself that making one or even a series of mistakes does not mean you are a bad person. It means you are a normal person who made a few mistakes.  Contrary to what we were taught as children, human beings learn through making mistakes.  So, when you make a mistake it confirms that you are a member of the human race.
If you receive ‘blanket criticism’ now as an adult, “ don’t like your attitude…”; “You’re always difficult about this kind of thing…”, use the fogging technique to find out the specifics about what the person wants to say.
Defuse the situation by:
Not arguing with the criticism as this would ‘add fuel to the fire’. Rather say thinks like, “maybe I am…”;  “perhaps it is…”, etc.
Ask for more specific feedback. “Can you tell me exactly what bothers you…” “Can you tell me more about what you feel has gone wrong?”
Continue fogging until you hear a specific ‘criticism’ that you can begin to deal with, as per the example below:

“I don’t like your attitude when you are dealing with clients.”
“Perhaps my attitude to clients does need looking at. Can you tell me a bit more about what bothers you?”
“It’s just you, your attitude.”
“Can you tell me what it is about my attitude that bothers you?”
“It’s the way you dress.”
“Maybe there is a problem with the way I dress. Can you tell me what exactly you are concerned about?”
“It’s too casual.”
“Perhaps I do dress too casually. Could you say what it is that strikes you as too casual?”
“I just don’t think it’s appropriate for women professionals to wear ……… when they are interviewing clients.”

It took a while but now you know what the real issue is.
Accepting valid feedback assertively involves 
Reminding ourselves that one mistake does not mean that we a re a total failure
Repeating the ‘criticism’ back to the critic to show that you have heard it clearly and accept it:
‘I agree. I have made a mess of this project.’
‘Yes, you are right. I should not have lost my temper with that client.’
‘Yes. I did rush through the points too fast at the meeting.’

Apologise if you want to but keep it short. Don’t go on and on.
‘I’m sorry that I was rude. I was under a lot of pressure that day but I realize that is no excuse.’

When you have clearly accepted and ‘owned’ the feedback you might want to add a positive sentence looking at how things might be improved.
‘I agree. I have made a mess of this project. Can you suggest what we can do to start recovering the situation?’
‘You are right. I should not have lost my temper with that client. What do you think is the most effective way of apologizing and regaining his trust?’
‘Yes, I did rush through the points too fast at the meting. I’m working on my tendency to panic and rush in meetings. I think I am slowly starting to improve.’

Accepting a valid ‘criticism’ calmly and looking straightaway for opportunities for constructive action will usually keep the whole situation calm and positive, rather than it becoming a source of conflict and distress.  Furthermore, you retain your power and personal dignity more effectively than resisting a criticism you know in your heart is true, simply because your ego gets in the way.
You do not have to agree with invalid ‘criticism’. ‘No, I don’t agree with that. I have not been unreliable. My monthly reports are always on time and accurate.’
[bookmark: _Toc415420425]Active Listening
The first step in communication is to LISTEN ACTIVELY to what the other person is saying:
Pay attention and focus on what the speaker says 
Active listening a skill and is as important as giving orders in obtaining results.
Give your full attention to what is being said.
Make sure that you really understand.
Listen between the lines.
Look for non-verbal clues.
Mentally summarise and evaluate objectively.
Be empathetic.
Determine whether he expects: guidance, support, motivation, action or silence.


What Makes A Good Listener?
[image: clip 2][image: clip 2]Good listeners use a variety of non-verbal and minimal cues to keep the other person talking. These include the use of phrases such as:
“Yes”
“I understand”
“And then what”
“Tell me more”
“If I understand you correctly…”
Do not make any negative comment about the person’s ideas and recommendations.  It took a lot of courage for that person to voice his/her opinion and a negative reaction from you can end in that person never saying anything in a meeting again.
[bookmark: _Toc415420426]Group Exercise: Effective Listening
In groups of two, explore their ability to listen effectively, in the following way:
Step 1	A puts forward views about a particular conflict, without interruption. (approximately 5 minutes)
Step 2	B then restates or summarises what she/he has heard, without interruption.
Step 3	A then corrects, clarifies and expands B's version.
Step 2 and 3 should be repeated until agreement is reached on what was actually said in Step 1.
In a larger group, stage a rumour clinic. Five out of six volunteers go out of the room and one of the learners reads out a brief, but detailed report or story, about a traffic accident, for example, to the first volunteer. The message is then passed on verbally as each volunteer comes into the room and the last volunteer is asked to write the message down. The learners who remain in the room, make notes of the errors. 

Discuss the consequences to the team if a team leader does not listen to the team or individual group members
Discuss why listening is an important motivating factor.
[bookmark: _Toc415420427]Treat Other People With Empathy
Empathy is
Trying to put yourself into the world, thoughts and feelings of the other person, as he experiences them and not as you want to see them.
To be in another person’s shoes.  Your attitude is one of warmth, understanding and acceptance.
You feel (name of feeling) because…(reason for feeling)
Listen actively to identify the underlying feelings. “It sounds as if you are disappointed.”
Use these instead of “You feel…”
It is important for you to …
As I understand …
So you feel…
Are you saying…?
If I understand you correctly…
It seems as if…
What you mean is…!

You think
What bothers you …
How to express your own feelings
Use “I-messages”
“I feel …(name of feeling) because (reason for feeling)
or
“I feel ….because…and I would prefer that…
What are the benefits of communicating in this way?
Other people can understand you better and it is easier to empathise with you. This prevents misunderstanding and conflict
The other person does not feel threatened and will not withdraw, defend themselves or attack you.
Express your opinion assertively and respect the dignity of the other person.
[bookmark: _Toc415420428]Group Exercise: Feedback
In your groups discuss how you can use feedback and active listening to improve team spirit and the relationships you have with your family and friends. 
[bookmark: _Toc156017993][bookmark: _Toc204426074][bookmark: _Toc415420429]Management Styles
The Managerial Grid 
Developed by Blake and Mouton (Robbins, 1980:323)  
This enables a business leader to classify himself in terms of caring about people and caring about production, expressed on a scale of one to nine.
The graph, as illustrated, has nine possibilities on each axis, which gives a total of 81 different leadership styles, where a particular leader’s leadership style may belong at a given moment.  This means that leaders adapt their style of leadership according to the situation.  Unfortunately, the roster does not give any indication of the results achieved by the various leadership styles, it only indicates the dominating factors that play a part in obtaining results. 
The five most important styles are:
1. Style 1.1, bottom left, shows little interest in either production or subordinates.  This is also called the laissez-faire (impoverished) management style, because the leader is not devoted to his leadership.
1. Style 1.9 represents a style where the interest in the production is low, but shows a high concern for employees.  This can be described as Country Club management.  This is the opposite of 9.1
1. Style 9.9 is described as democratic management (team style).  Maximum interest is shown in both output and subordinates.
1. Style 5.5 has an average interest in both output and employees.

[image: ]

Life Cycle Theory Of Leadership 
The most effective leadership style is one that adapts to the so-called maturity of the subordinate.  Maturity in this sense refers to the subordinate’s desire to achieve, his willingness to accept responsibility and of course how much experience the subordinate has and how competent he is in performing the required tasks.
In the initial phase a high task orientation is present with a low emphasis on the relationship between leader and subordinate.
During phase two workers begin to fit into the work pattern, but are not yet able to accept full responsibility.  Confidence and support of workers increase and management gets to know the workers better.  Management therefore becomes more employee-orientated.
Phase three is characterised by the workers’ desire for greater responsibility.  Workers become more self-assured, self-motivated and have the experience to continue on their own.
Phase four is the maturity level where employees are willing and able to accept responsibility.  This style has low behaviour relations and low task orientation.
This theory recommends a kind of dynamic and flexible leadership.  The ability and experience of subordinates must be evaluated regularly to determine the leadership style that must be applied.  As subordinates become more mature, the degree of direct control and supervision should decrease. 
Effective leadership is defined not as one best approach to use all the time; it is the ability to vary one’s approach appropriately for different circumstances.
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Source: Adapted from Hersey & Blanchard (1982:152)

Using this leadership style
The three keys for effective use is the ability to:
1. Diagnose the team member’s development level
1. Be flexible enough to match behaviour to the diagnosis
1. Contract with the team member what steps to take
Phase 1
Low relations and low task:  If the team member exhibits…
A low level of competence in the job or task
Low confidence
Then the leader would
Tell the follower what the job tasks are and how to do them
Make decisions
Set goals
Provide specific instructions
Guide and direct activity
Closely supervise and evaluate performance
Phase 2
High relations and high task: If the team member exhibits…
Limited ability to perform task or assignment, but
Willingness and motivation to try
Then the leader would…..
Continue close supervision but increase two way communications.
Explain decisions
Solicit feedback
Support progress and follower’s initiative
Phase Three
High relations and low task: If the team member exhibits 
a moderate to high level of competence in the job, but
A variable degree of confidence in the job 
Then the leader …..
Involved the follower  in problem solving
Ask the follower to decide how to perform the task
Share responsibility
Work with the follower to evaluate performance
Promote discussion and share ideas
Provide encouragement
Phase Four
Low relations and low task: If the follower exhibits….
A high level competency in the job and 
A high level of commitment/ confidence/motivation
The leader would…
Jointly define the problem with the follower
Turn over responsibility for decision and implementation
Allow the follower to develop action plans
Accept the follower’s decisions
[bookmark: _Toc138577585][bookmark: _Toc415420430]Formative Assessment: Leadership Styles – Group Activity
[bookmark: _Toc156017997][bookmark: _Toc204426078]In a group, discuss the best leadership style for the following situations:
If the team member exhibits a low level of competence in the job or task and low confidence.
If the team member exhibits a moderate to high level of competence in the job, but a variable degree of confidence in the job.

[bookmark: _Toc415420431]Setting Goals And Objectives
As a team leader, you will be given goals and objectives to achieve.  It is your responsibility to implement these objectives, even if you were not consulted when they were determined.  This is your job, this is what you are paid for and YOU HAVE TO DO IT!
Right, so you get the goals and objectives from your manager.  Now you have to implement these goals and objectives:
You have to plan how you are going to achieve the goals and objectives given to you. You do this by setting the goals and objectives for your department and then developing an action plan from the goals and objectives.
[image: C0008]
Formulate goals and objectives, according to the strategic and tactical plans developed by top and middle management
Ensure that goals are formulated in line with the vision and mission of the organisation
While you formulate goals and objectives, you also set the standards for key performance areas where performance can be monitored continually.  Key performance areas are performance areas in businesses that are important and that can be checked on all the time.  For example, sales figures can be monitored continually as can production figures.

To explain the need for setting goals and objectives, let us start with an excerpt from the delightful Alice in Wonderland, by Lewis Carroll:

The cat only grinned when it saw Alice.  It looked good natured, she thought, still, it had very long claws and a great many teeth, so she felt it ought to be treated with respect.  
"Cheshire Puss, " she began, rather timidly, as she did not at all know whether it would like the name; however, it only grinned a little wider.  It is pleased so far, thought Alice, and she went on, "Would you tell me, please, which way 1 ought to walk from here?"  
"That depends a good deal where you want to get to, " said the cat. "I don't much care where, " said Alice. 
"Then it doesn't matter which way you walk, " said the cat.

[bookmark: _Toc415420432]Formative Assessment Goal setting – Individual Activity
Answer the following self-check questions
It appears that Alice lacks:
What are the implications of this for a company?
What are the implications of this for a manager?
Compare your answers with that of the rest of the class, as well as the model answers
In our except from Alice in Wonderland, Lewis Carroll seems to capture the essence of goal setting. Alice lacks a clearly defined goal, therefore she could not decide which road she ought to take. Any organisation or individual who lacks goals will face the same dilemma. Given the choice of alternatives they won't be able to decide which road to take. 
It is interesting that just about everything a person does in life, both at home and at work, is based on some goal or objective. Without them, life's activities would have little value or purpose.
The Difference Between A Goal And An Objective
A Goal is a general outcome statement.
An Objective spells out clearly and in measurable terms, what the goal or aim will look like when met.
first decide on a goal that can be achieved, to enable you to focus more accurately on the objective.  It would be difficult to develop an objective without some idea [the goal] of what the goal is. 
Therefore, the goal is decided upon first. Then we write our SMART objectives, is such a way that it will help everyone involved with it to attain it. This is why the goal always comes before the objective.
Example
1. The Goal:  Improve production in the assembly plant,
1. The Objective:  by 10% before January 15, by upgrading the machinery involved.
The goal is usually only the action or activity. That is, to diet, to stop smoking, to devote time to the children, to paint the house, or tidy the garage, etc. These goals are adequate for home and sport activities, but do not contain enough substance to enable anyone to really become seriously motivated to actually attain them.
Setting Objectives
[image: ]Objectives must always be SMART:
Specific 
Measurable
Attainable
Relevant
Time bound
Specific
Objectives must be specific.  Don’t say, “I want to bake more cakes per day,”  rather say: “I want to bake 50 cakes per day”.
Measurable
You must be able to measure the objective if you want to use it as a control system.  How can you check if you are achieving goals and objectives if you don’t know against what you should check them?
Include as many of the following as possible:
Quality: To SABS standard 1076; without any rejects; as per maintenance schedule rules, etc.
Quantity: reduce rejects by 5%; tidy up all the scrap; a minimum of six bottles per case, etc.
Cost/Value: reduce the overheads by 5%; cut the comptetitors price by at least Rl, etc.
Attainable
You have to set objectives that can be reached. If you set objectives that cannot possibly be reached, you are wasting time and you and your staff will become discouraged.  You cannot possibly start baking 1500 cakes per day, if you have been baking 50 cakes per day.  
Relevant
The objective must be relevant to the specific goal as well as the goals of the business.  Don’t set an objective that has no relevance to the goal: “I want to make 45 meat platters per day” has no relevance to baking cakes.  If your objectives are not relevant to the goal, you will confuse yourself and your staff.
[image: bd04911_]Time
You have to set a date by when you want to achieve the objective.  “ I want to bake 70 cakes per day by the end of February.”  Examples could be: Within the next two weeks; by January 15; before lunch break/stocktaking/home time, etc. 
An objective without a time parameter is like an athlete running a race without being timed. He may win, but how good is that?
General rules when writing goals and objectives: 
Always commit goals and objectives to paper.  We tend to try and achieve goals once we have written them down. 
It is obvious that objectives must be clearly understood by all those who will be involved with them, so always use clear and simple language.
Test the objectives on someone else first. If they express the slightest hint of doubt, don't argue ‑ fix it!
Communicate both in writing and verbally, if you can.
Clarify and confirm understanding: ensure that the people who have to do the work to achieve the goals understand what is expected of them.  When you have to clarify understanding, ask the person to repeat in his/her own words what is expected of them.  Then you can listen to what they are saying and check if they really understand.


[bookmark: _Toc415420433]Formative Assessment SMART Objectives – Individual activity
Analyse the following objectives.  Are they SMART? 
1. To achieve customer satisfaction.

1. To produce acceptable machine outputs by 1 July.  
1. Treble company profit in six years

1. To understand what makes customers tick

1. To increase the number of calls made per representative from the current six, to eight per day by June 30.
Check your answers with the model answers as well as that of the rest of the class
Writing Objectives
Here’s a handy tool to use when writing objectives.  Use this format and your objectives should always be SMART.  remember to align all your goals and objectives with the strategic and tactical plans as made by top and middle management, as well as the vision statement of your organisation and department.

	Objective
	Target Date
	Responsibility
	Action Steps
	Resources

	What must be done
	By when it should be done
	Who should do it
	How should they do it
	What resources will they need to do it


An example can be found in handout 2
[bookmark: _Toc415420434]Formative Assessment Group Activity: Set Goals and Objectives 
You have a taxi service and you are currently transporting 50 children to school daily.  You want to increase the number of passengers to 100 every day.
In a group write a goal statement.
Write an objective statement.  Ensure that the objectives are SMART.

[bookmark: _Toc204426095][bookmark: _Toc415420435]Obtain commitment from team members
What can a supervisor do with this information to motivate his people?  The golden, or number one rule for any supervisor who wants to effectively motivate and encourage his people is to
Get To Know Each Team Member
Making a point of getting to know each of your people well enough to identify their motivation needs, that is, the five needs that Hertzberg identified in his research that made people want to work. Get to know what interests and motivates them, inside and outside the workplace. Simply keep your eyes open. Here are two examples to help you:
A person who always puts up all his certificates from training courses on the wall, obviously has a strong need to recognised. Meet that need by providing extra recognition for good work. A person who belongs to a lot of committees, , may be a good organiser and natural mixer. Put him in charge of a work group, or a position where he can fulfil this affiliation and belonging need in the workplace.
Guidelines for motivation
Recognise individual differences:  each tem member has his own characteristics, needs, attitudes and expectations
Team workers must be suited to their work according to their individual characteristics and aspirations
Use objectives:  team workers should have specific objectives about which you can give feedback.  If there is opposition to objectives, implement participation when the objectives are set.
Make sure that the objectives are seen as achievable:  the person should be confident that his effort can lead to the achievement of the objective.
Individualise rewards: use your knowledge of individual differences to individualise the rewards over which you have control
Link reward to performance:  rewards should be made dependent on performance and used to reinforce performance
Control the system for equity: the person should see the reward of his/her efforts as being consistent with the inputs s/he made.
Use positive reinforcement:  this takes place by creating the “right” work environment, praise, removing obstacles to the person’s performance, control through feedback and communication
Participation:  participation in the setting of goals and objectives, the making of decisions, the implementing of the action plan, reviewing the progress of the action plan and feedback is a way of recognition.  It makes the team member feel involved and accepted and creates a feeling of fulfilment.
Step 1:  Identify The Need
Before you can identify needs you must get to know each person well enough to identify their motivational needs.
Once you have done this, be observant and keep your eyes open for the obvious and the less obvious symptoms of discontent.
Frequently the worker who is at a dead end is aware of his position and starts brooding about it. When you know that there is a possibility of a worker slipping in performance, be alert for obvious and less obvious symptoms of discontent.
Some obvious symptoms of discontent are excessive talking, griping, gossiping and arguments. Some less obvious are absence or poor attitude to work which may suddenly appear.
Step 2:  Select The Method
Now that the motivational need has been identified, it is time to select a method that will satisfy and nurture than need. Below is a short list of some motivational methods from which to choose.

	METHOD
	MOTIVATOR 
	EXAMPLE

	Feedback to be made directly available to the worker
	Achievement 
	Copies of daily production/sales reports will now be distributed to each worker involved.

	Introduce new/more advanced tasks not previously handled
	Achievement
Responsibility
	In addition to only the check for tightness, how would you like to take control of that entire quality check for the component?

	Remove constraints and controls, while retaining accountability
	Responsibility
Achievement
	I'll leave the job up to you, but I need results by lunchtime

	Assign specific and specialised tasks to enable people to become experts
	Responsibility
Recognition
Advancement
	Kate, you're good at figures and you know the business, could you check and report back on the individual branch budgets?



Step 3:  Introduce The Method
Without doubt, the most important thing to be aware of when introducing any motivational method is change in routine. 
The introduction of any motivational method, no matter how simple, will involve some form of change in routine for the person/s involved. People are all comfortable and secure with routine, so any change can be a little disconcerting. So, when introducing motivational method, remember:
Change: Make sure that the person/s are informed of any changes that may affect them, and allow participation in the changes, if possible.
Advise co-workers: It is always a good idea to advise all persons who may be directly, or even indirectly involved.
Follow-up: Check back to see that the method is working. Keep an eye open for improvements. If there is no visible improvement, then you must review the merit of the motivational method chosen.
The satisfaction of creating a motivational climate in which people can respond to challenge and then seeing these people grow, is the most satisfying part of being a supervisor
Team Decision Making
There are a number of ways to enhance the creativity of the team decision-making process:
Announce the meeting in advance.  Define the issue to be discussed, and invite participants to come prepared with ideas and possible solutions.
Use a round robin to collect people’s ideas. Go around the room and ask people, one by one, to mention the ideas or solutions they’ve developed.  List them on a flip chart or a whiteboard.  During the round robin, there is to be no criticism or evaluation.
Encourage people to discuss the ideas with the group. Once it is on the table, the idea is a group issue, to be dealt with by the group.
[image: PEOPO005]Rephrase criticism in a positive way. A frequently negative comment is “we tried that and it didn’t work” A helpful response could be “what’s in this version that wasn’t in the one that we didn’t fly?” or “How have conditions changed to encourage us to retry the ideas?”
Ask for positive remarks from negative people.  When negative comments proliferate, create two columns, “pro” and “con”, on the flip chart. Then ask each person who has made negative comments to put his/her objection in the “con” column, and then something for the “pro” side.  
Set an example by not defending your ideas.  When your idea is criticised, you may feel a protective instinct.  Let others carry the ball.  Remind the team that your idea is a group issue.  If they misunderstand what you’ve proposed, clarify it, but don’t defend.  Others will catch on and emulate your behaviour.
This approach reduces defensiveness, broadens thinking, and encourages people to look for solutions rather than problems

Research shows that people are unhappy in a job when they have no control over activities, and that work offering little variety or challenge has no intrinsic meaning. This undermines motivation and affects performance, leading to such problems as frustration, absenteeism and labour turnover. 
[bookmark: _Toc156018010][bookmark: _Toc204426099][bookmark: _Toc415420436]Rewarding Successful Team Performance
Be certain to reward performance.  Good intentions, activity, hustle and bustle, loyalty, and goodwill may be valuable, but they constitute inputs.  Outputs count.  When team members have accomplished what you have asked them to, reward them. 
1. Reward soon after the accomplishment. Don’t wait.  When people have done well and are feeling good about what they’ve done, reinforcing their success with a valued reward has great impact on the future actions.
2. Be specific about what you’re rewarding. Let them know what accomplishments you’re rewarding them for.   
3. Be consistent.  When you get the results you asked for, recognise the team’s success.  Never take for granted that team members know how great your appreciation is.
[bookmark: _Toc415420437]Formative assessment Feedback – Group Activity
Feedback: Rating The Leader's Effectiveness  We will give the following statements ratings of between 1 to 5, with 1 being the lowest (least effective) and 5 being the highest (most effective)
	Feedback
	Rating 

	I don't want to catch you coming in late again. 

	

	Peter, come into my office please. I've noticed that you are often late. Let's talk about it. 

	

	Late again, huh? 

	


	If you two don't settle your differences and quieten down, I'll fire you both. 

	


	This bickering has got to stop. I want to see you both in my office at lunchtime. 

	

	While you're here Pete, I have noticed a strained relationship between you and George. Do you want to talk about it? 

	

	Come in, George. There seems to be an unusually high number of errors from your department. Is there something wrong? 

	

	You did an excellent job on the Pretorius job. 
.
	

	I am surprised to see how well you did. 
Whatever the implication, it rates no more than a 3.
	



In a group, discuss the importance of praise and personal recognition.  Note at least four examples where praise and recognition had a positive effect in your life and inspired you to try even harder.
Discuss how to develop a system to use in order ensure that team members are praised and their efforts recognized.

[bookmark: _Toc145290565][bookmark: _Toc156018014][bookmark: _Toc204426102][bookmark: _Toc415420438]Leadership
Leading is stating objectives in a way that is precisely understood, ensuring the commitment of individuals to those objectives, defining the methods of measurement and then providing the impetus to get things done.  - Philip B Crosby.
For any team leader to effectively lead a team, s/he has to identify the strengths and weaknesses of the team.  This is done by analysing the performance of the team.
The strengths and weaknesses of individual team members also have to be analysed, based on their individual performance, contribution to the team effort, commitment towards the team goals, attitude towards other team members, etc.
In team interactions there will be situations that cause concern or dissent in a group.  Do not ignore these situations, analyse them, do a problem-solving exercise with the other team members in order to sort out the situation.
Then there will also be positive situations in team activities and these should also not be ignored.  These should also by analysed to ascertain the causes and consequences of the situation, so that these positive situations can be repeated.
[bookmark: _Toc415420439]Formative Assessment Leadership – Group Discussion
Give your opinion:
Leadership is the process of directing and motivating people towards accomplishing certain goals.  Leading people should bridge the gap between planning and actually achieving the objectives.  It involves influencing, giving orders, motivating, conflict management and communicating.
When you lead others you direct the activities and performance (in other words the work) of those people (and yourself), so that the objectives and goals of the organisation can be achieved. 

Components of leadership
Authority & power
It is the right to command and/or give instructions to subordinates.  Managers have the right to perform certain actions according to specific guidelines, - the manager has the right to say who does what in his department.  In reality, authority centres with top management, but this authority is delegated to middle and junior managers.
Delegation
It is the process of subdividing tasks and passing a smaller part of it to a subordinate, along with the authority required to actually do the job.
The general manager of a transport operation will appoint an operations manager to manage the operations of the company.  This will authorise the operations manager to delegate some of his tasks and authority to dispatchers, controllers, etc., who in turn will manage the drivers and conductors.
Likewise, a workshop manager will manage activities in the workshop, once again passing on some of his duties and responsibilities to the mechanics, who will then again delegate some work to assistants, cleaners, etc.
Depending on the size of the operation, there could also be a financial manager, human resources manager, admin manager, each in turn delegating tasks, and responsibility, to subordinates in their department.
Why Is Leadership Important? 
You can buy someone’s physical presence, but you cannot buy loyalty, enthusiasm or devotion.  These you must earn.  Successful organisations have leaders who focus on the future rather than cling to the past.  Leaders bring out the best in people.  They spend time developing people into leaders. 
Manager vs. Leader
Leadership is a part of the management function.  Management has a much broader scope than leadership – in other words, a manager has to do more than just be a leader.
A good leader should possess the courage to accept responsibility and can probably infuse the same into those around him.
Leaders have to motivate their subordinates to do the work to the best of their abilities day after day.  There are many theories regarding motivation, however it is agreed that people work to fulfil needs.
Needs are motivation.  The supervisor who wishes to motivate his people must be aware of each person's individual needs.  There are two basic types of needs - innate needs and acquired needs.
Innate needs
Innate needs are also called primary or inborn needs.  These are the need to eat, sleep, drink water, be safe, etc.  Generally speaking, they are not conditioned by experience.  Therefore, there is not much a supervisor can do to satisfy these needs.
Acquired needs 
These needs are also called secondary needs.  These needs, unlike the innate needs, are dependent upon experience.  That is, they are learned (or acquired) needs.
This would include the need to drive to work in your own car, rather than making use of public transport, the need to dress expensively, the need to own a house with a pool, etc.  These needs vary from person to person.
Part of the leading function of a manager is to find out what motivates his subordinates.  An employee can easily sense when his boss disapproves of him.  If a manager makes it clear by his attitude and actions, that he dislikes one of his people, this will cause anxiety, tension and frustration in that person.  This is called management by expectation.
On the other hand, if the supervisor makes it clear by his attitude and actions that he is willing to help his people, that group will become motivated.
Effective managers are those who have made a commitment to improve their ability to influence and to motivate others.  By being expressive and supportive, they make room for their own humanity, continuing to learn and grow along with the people they work with.  They do not always do things perfectly, but they do things!  They do not always say profound things, but they say something!  They can laugh and be serious, be inconsistent and still know how to follow through on important priorities.  They can be firm and, at times, flexible, and are able to be effective and realistic.
Never let the freedom and challenge to grow become an obligation to be perfect.  There is no such thing as a perfect leader!
The Roles And Responsibilities Of A Leader
The job of a leader is to get the required results by employing these three key areas of leadership:
Achieving the task. 
Building the team.
Developing individuals.
The leader’s skills in achieving the required results through the group are matched by his skills in managing the hostilities and anxieties of individuals and of the group.
This is the work the supervisor has to perform to be a successful leader.  These skills are not inborn attributes or traits.  They are skills that can be recognised, practised and developed.
Attributes of a leader
If you wish to be a successful leader, the following attributes should stand you in good stead:
Intelligence
Usually slightly higher than that of his subordinates.  It is interesting to note that when the leader’s intelligence is excessively higher than that of his people, he often fails as a leader.
If a qualified civil engineer had to supervise the digging of a small garden, it would, for him, be just as exciting as watching paint drying on a wall.  On intellectual level the engineer and the gardener are worlds apart.
Social Sensitivity
This simply means the ability to relate to other people.  The leader should be “accessible” to his followers.  He has to mingle and communicate with subordinates to keep in touch with them.
As far as he can, he should find out as much as possible about his team members.  Know what their aspirations are, what motivates them, as well as what problems they might encounter, like domestic issues, financial difficulty, illness in the family, etc.  Be sensitive to these issues and show empathy.
Social Participation
Participation in team activities outside of the working situation, like attending a sports event as a team will strengthen the bonds in the team and cultivate trust and team spirit.  The leader will no longer be seen as “untouchable”, but as a partner who is an integral part of the team.
Communication skills
Effective communication skills are essential for successful leadership.  The successful application of the abovementioned attributes totally depend on the efficiency of communication.
If the leader subscribes to an open door policy, and is fair, yet strict, his subordinates will feel free to communicate openly and honestly with him, knowing that they can trust him to treat them with empathy, yet objectively.
In addition to the abovementioned characteristics, the following attributes are also important:
The ability to stimulate enthusiasm.
Maintain a consistent level of expectation.
Recognition of performance.
Willingness to listen to new ideas.
Sensitivity and empathy towards staff.
Authority, responsibility, and accountability
A good leader is responsible, accountable and has authority
Authority - formal and legitimate right of a manager to make decisions, issue orders, and allocate resources to achieve organisationally desired outcomes. 
Responsibility - duty to perform the task or activity an employee has been assigned 
Accountability - the fact that the people with authority and responsibility are subject to reporting and justifying task outcomes to those above them in the chain of command 
[bookmark: _Toc415420440]Formative Assessment: Authority, responsibility, accountability - Group Discussion
In your groups, discuss the difference between authority, responsibility and accountability.  Apply it to your team / section / department:
Who is responsible for doing the work, e.g. receiving goods or issuing invoices?
Who is accountable if the work is not done right?
Who has the authority to sign off on finished work?



[bookmark: _Toc143871348][bookmark: _Toc415420441]UNDERSTAND SELF AND TEAM MEMBERS
Outcome
Demonstrate an understanding of self and team members in a workplace
Assessment criteria
Own strengths and areas for development are identified, based on self-reflection and feedback. 
Strengths and areas of development of team are identified based on observation and feedback. 
[bookmark: _Toc415420442]Teamwork
[bookmark: _Toc156017982][bookmark: _Toc204426061][bookmark: _Toc415420443]What Is A Team?
[image: ]The most distinguishing characteristic of a team is that its members have, as their highest priority, the accomplishment of team goals. 
To them, the most important business at hand is the success of the group in reaching the goal that its members, collectively and with one voice, have set.  The members support one another, collaborate freely, and communicate openly and clearly with one another.
Groups on the other hand, tend to be collections of personalities with their own agendas.
Discussions and relationships in such groups are often characterised by shifting agendas, power subgroups, a going along with decisions rather than a wholehearted commitment, and even a win – lose orientation. One person or subgroup gains its wishes over another.
[bookmark: _Toc415420444]The Structure Of Teams
Teams are usually small, consisting of between five and twelve members.  If a team has more than twelve members, the manager should think about breaking the team into two sub-teams.
[image: j0299763]Team members share leadership and responsibility.  Role allocation is important.  A sport team, such as Bafana Bafana, will have players with different personalities and preferences.  A winning team needs a variety of skills: strong forwards, good defenders in the back line, fast attackers and a goalkeeper with safe hands.  You can see that the goal is the performance of the team as a whole and not individual performances by the players.  This can mean that the best attacker is left out of the team because his approach is too selfish and individualistic for the team to be successful. Team members can work well together if the manager matches individual preferences to the demands of team work.
As can be seen from the example above, a team needs a variety of skills.  In the workplace these skills are: technical, interpersonal, and conceptual skills.  Technical skills have to do with the actual work that has to be performed, while interpersonal skills have to do with how team members work together.  Conceptual skills have to do with how members understand and interpret things in the team: the goals, the timelines, the budget, how to achieve the goals, etc.
The team leadership will be determined by the specific purpose and goals of the team.  By rotating and sharing leadership the team benefits through participation by all team members.  Sharing and rotating leadership also facilitates the best learning opportunities for team members.  Functional tasks are distributed among team members over a period of time, thus giving every member the opportunity to practice leadership.  Sharing leadership makes a lot of sense and should be a part of our daily existence: in our homes, schools, with our friends and also at work. 
Team members are usually rewarded for their performance individually and as a team.
[bookmark: _Toc415420445]Individual Exercise: Team Structure 
Choose any team of your choice and make notes about the structure of the team, the function of the team members and the skills required in the team.  This can be any team that you are familiar with: at home, school church or any other team.  Discuss your findings in your groups.
[bookmark: _Toc133309420][bookmark: _Toc415420446]Your responsibilities as a team member
When you are working in a team each team member has to commit to the following in order to ensure the team functions effectively: 
Commit to work together in a team
Commit to the goals and purposes of a team, find your place in the team so that you can also feel you belong.
Ensure that all team members are travelling in the same direction – working towards the same goals and purposes.
Take turns doing the hard jobs, it will benefit the team in the long run and therefore also benefit individual team members.
Encourage, support and praise each other.
Stand by each other and help each other in times of need.
Support the team: the members of the team and the goals of the team.
[image: ]Remember that, to the outside world, you represent your team, so always represent your team well.  When you hear about an athlete or member of a sport team that has misbehaved, it affects the way you on the outside view the team.  This is also true of teams in the workplace.
Be accountable for the actions of the team and the accomplishment of the team’s goals.  In a soccer team, every member of the team  has the responsibility to prevent the other side from scoring a goal.  Similarly, every member of the team has the responsibility of helping their side to score a goal.  In the workplace, this commitment is expected of every member of a team.
This means that you, as a team member, have to make sure that you support the team and the goals of the team.  If you dislike one member of the team or disagree with the goals, YOU have to overcome your resistance for the greater good of the team.
[bookmark: _Toc415420447]Individual contributions to the team

As a team member, you have certain responsibilities, as does each and every team member.  This means that your contribution to the team effort should include the following:
Support The Decisions Made By The Group  If you don’t agree, you have to find a way to support the decision, you have to make peace with the decision and go along with the rest of the group.  By doing this, you will contribute to the success of the group and be able to share in the credit of the group’s success.
Accept that you are part of a team and that the team needs your support and cooperation for the team to be successful and reach the objectives that were set to the team.  
What do you think happens to a soccer or athletic team if they all don’t work together and support each other?  In the 2006 Commonwealth Games there was an excellent example of teamwork:  the participants in the Discus and Javelin events the two competitors enrolled for the other one’s event in order to support each other.  Athlete A’s strong point was actually the javelin, but he enrolled for the discus event as well, to support his fellow athlete, and vice versa.  I call that excellent team spirit.
Did you notice how the rugby team supports the cricket team by attending their games and the cricket team does the same?  Did you watch cricket the day that the producers and cast of the movie Tsotsi thrilled everyone by attending the cricket and then, during lunch time, paraded with the Oscar that the movie won?  Wasn’t that wonderful?
That is what team spirit is about and in the end all of us were winners.  We accomplish so much in this country when we work together, support each other and, when we win something, share it with everyone.
On the downside, if the team makes a bad decision or encounters problems, it is your duty to support the team in the efforts of sorting out the problem.  The team as a whole must get involved in all the good things that happen in a team, but they must also work as a team to sort out and solve problems.
When a soccer or cricket player does not arrive for practice,  his negative action impacts on the whole team.  The team cannot practice and prepare for games properly if all the team members do not cooperate fully and the results can be seen in the way the games are played and lost.
You owe it to your team to give your full support, to take joint responsibility for the team’s successes and failures. 
Team Rules
Another duty that every team member has is to abide by the rules set by the team.  These rules should include: 
Rules for the behaviour of team members

Guidelines regarding the carrying out of duties: every team member has to know how they should complete their duties, by when it should be completed and what the resources will be to assist the member in the completion of the duties.
Team members should know what the parameters are within which they are to perform their duties:  what are their responsibilities and what will they be held accountable for, what can they do on their own and which tasks will need assistance, information or inputs from outside sources.
When team members are unsure of exactly what is required of them, who can they go to help them clarify these issues?
All team rules, responsibilities and duties must be in accordance with the objectives set to the team.  This sounds silly, but a soccer team must work together as a team in order to score goals to win the game.  Each player in that team has certain duties and responsibilities and they have to know exactly what is expected of them.  It is not the goalie’s duty to start the game by kicking off from the centre line, it is also not the duty of the goal scorer to arrange eats and drinks for the party afterwards, etc.  Someone else who is not involved in the game can surely arrange the snacks for the party after the game.


[bookmark: _Toc156017987][bookmark: _Toc204426066][bookmark: _Toc415420448]Create A Positive Working Environment
The Lesson Of The Geese

[image: Geese]

Every year, just before winter, the geese in the northern hemisphere fly south for the winter.  They always fly in a V-formation and scientists have discovered the reason why they fly this way.  As each bird flaps its wings, it creates uplift for the bird immediately following.  By flying in a V-formation, the flock adds at least 71% more flying range than if each bird flew on its own. 
When we apply this to teamwork, we can say that people who share a common direction and sense of community can get where they are going quicker and easier  because they are travelling on the thrust of one another.

Whenever a goose falls out of formation, it suddenly feels the drag and resistance of trying to fly alone and it quickly gets back into formation to take advantage of the lifting power of the bird immediately in front.
There is strength, power and safety in numbers when travelling in the same direction as others with whom we share a common goal.

When the goose in the lead gets tired, it rotates back in the formation and another goose flies in front.
It is worthwhile taking turns doing the hard jobs.

The geese from behind honk to encourage those in the front to keep their speed.
We all need to be encouraged with active support and praise.

When a goose gets sick or is wounded and falls out, two geese fall out of the formation and follow it down to help and protect.  They stay with the goose unitl the problem is resolved and then they fly out on their own or with another formation to catch up with their group.
We must stand by each other and help each other in times of need.
(Source: Lussier, RN. 1997, Management: concepts, Applications, Skill Development.  Cincinnati, OH: South Western,pp418-419)
[bookmark: _Toc132169886][bookmark: _Toc132595426][bookmark: _Toc132978611][bookmark: _Toc133232906][bookmark: _Toc133292420][bookmark: _Toc133293247][bookmark: _Toc133293844][bookmark: _Toc133299972][bookmark: _Toc133309419][image: pe03255_]Your future is linked to that of the company
What is the impact on our lives when:-
Things go wrong for the company
Things go right for the company
It is the same as being in a boat.  We sink and swim together.
We may have different duties but we should all have the same purpose and the same destination.
[bookmark: _Toc133309421]Participate In Team Decision Making
When you are a member of a team or a group, your participation in discussions and decision-making is valuable.  
Every team member is responsible for:
Generating ideas, 
Collecting information
Giving opinions 
Making recommendations
Process of making decisions
Whatever the method of decision-making that your team adopts, all the members have to ensure that the process of decision-making is followed:
Define the problem
Examine the facts
Select the optimum decision
Formulate the decision
Communicate the decision
Evaluate outcome
Each team member has a role to play during the decision making process and the implementation of the decision:
Some team members will be responsible for collecting information.  Ensure that the information you collect is as complete as possible and that the information is relevant to the decision that has to be made.  Remember that an informed, good and effective decision can only be made if all the information is available.
Every team member should make a contribution towards the making of a decision: your ideas, recommendations, and any extra information you may have can contribute to the team making a good decision.
Make sure that your opinions are objective: do not let your personal feelings about a person or a subject influence your decision.  For example, just because you do not like a person does not give you the right to disagree or to vote against that person’s opinion.  Similarly, just because you do not like an idea, does not mean that it will not work.  You owe it to the team to put personal prejudices to one side when contributing to team work.
Positive working environment
What we can learn from the geese and the other notes about teams and teamwork is that the team leader, as well as individual team members, can create a positive working environment by:
Ensuring that all the team members share a common direction and sense of community – that they feel as if they belong
Taking turns doing the hard jobs.
Encouraging each other with active support and praise.
Standing by each other and help each other in times of need.
Realising that we may have different duties but we should all have the same purpose and the same destination
Making sure that everyone is part of the decision-making process
Supporting the decisions made by the group, even if we don’t always agree with it
Commit to work together in a team
Commit to the goals and purposes of a team 
Support the team: the members of the team and the goals of the team.
Be accountable for the actions of the team and the accomplishment of the team’s goals
[bookmark: _Toc415420449]Formative Assessment Group Activity – SO1, AC2
[bookmark: _Toc156017989][bookmark: _Toc204426067]Support Systems
In the workplace, teams are always a part of the organisation, so there are support systems in the organisation if the team runs into problems that cannot be solved by the team itself.  If the problem is raw material, for example, the purchasing department,  stores or even the suppliers can offer their expertise to help the team.  This is also true of administration, finance, training or any other kind of problem.  In fact, the entire organisation structure, from the employees in the organisation to the management of the organisation can lend support to a team.
The team leader has to realise that there is a problem that cannot be solved in the team itself and seek support and help outside the team.  This will usually be done in the form of meetings with the other departments or management in order to discuss the problem and select the optimum solution.  
The most important factor is for the team to realise in time that they need support from outside the team, so that the problem does not escalate so far that it reflects on the team’s performance.


[bookmark: _Toc415420450]Formative Assessment: Teamwork  - Work in Pairs
Find out from someone who is employed what support systems exist in organisations and how they have used these support systems to ensure the efficiency of the team.
Explain why communicating with team members and sharing information with team members is a motivating factor.
What effect does too little information have on a team?
What effect does too much information have on a team?
Discuss why recognition is an important motivating factor.  Refer back to the relevant sections in the learner guide if necessary.
Find out how achievement is recognized in your college or place of work.  Write a short piece about achievement and recognizing achievement.
Discuss ways in which all the members of a team can be involved in making decisions and how this will commit the team members to the goals and objectives and action plan of the team.
Share your findings with the rest of the group
[bookmark: _Toc137116429][bookmark: _Toc172954951][bookmark: _Toc204426069][bookmark: _Toc415420451]Groups in Organisations
Groups are the backbone of the organisation. They are responsible for attaining the goals of different departments and in the end they achieve the organisations goals. Managers are evaluated on the performance of their department as a whole and not in the results of individuals. Managers spend about 50-90% of their time as part of groups and it is important to know a little bit more about them.
[bookmark: _Toc137116430][bookmark: _Toc172954952]A group may be defined as:
‘In the broadest sense, a group may be defined as any collection of individuals who have mutually dependent relationships. This includes individuals who are in close physical proximity as well as those who have only a psychological attachment. While each group exhibits different behaviors, they do have much in common.’
Gray and Starke (1984:438)

[bookmark: _Toc137116431][bookmark: _Toc172954953][bookmark: _Toc415420452]Why are groups formed?
Mullins provides the following reasons for this question:
Certain tasks can only be performed by a group of individuals working together.
Groups may share unpleasant tasks between members, and so give individuals the opportunity to be innovative and creative.
Groups provide companionship and a source of mutual understanding.
Members of the group feel that they belong somewhere.
The group provides guidelines for acceptable behaviour.
The group may provide protection for its members. 


[bookmark: _Toc137116437][bookmark: _Toc172954957][bookmark: _Toc415420453]Effective groups have following characteristics: 
The group knows why it is in existence.
Guidelines /procedures for decision making is in place 
Communication between group members exists.
Group members receive and give assistance to other group members.
The group members give and receive mutual assistance
Members handle conflict in the group in a constructive manner.
The group members diagnose their processes and improve their functioning. 
[bookmark: _Toc137116438][bookmark: _Toc172954958][bookmark: _Toc415420454] Group Roles 

	Group leadership
	A group leader is not necessarily the one that has been appointed by the organisation. A group may informally appoint a leader to act on their behalf. 

	The history of the group
	A group needs to move through various stages to be a secure well-established group.

	Interaction in the group
	A group may have the result that group members in the group forge special bonds like friendship between members.
A group may also react negatively to e.g. their group leader. 

	Group norms 
	A norm is an accepted standard that each member in the group is expected to abide by. Robins defines a norm as ‘ acceptable standards of behaviour in a group that are shared by the groups members.’  

	The impact of group norms on group behaviour 
	The information that is available to us on the impact of group norms on behaviour is mainly taken from the Hawthorne studies done in America. In this study it was shown that showing interest in a group of employees would increase their performance standards. 



[bookmark: _Toc137116432][bookmark: _Toc172954954][bookmark: _Toc415420455]Formal and informal groups in organisations
[bookmark: _Toc137116433]Formal groups 
In a formal group the goals and activities are directed to achieve the organisational goals.
Formal groups are part of the organisational process.
Formal groups include departments, sections, task groups, committees etc. 
[bookmark: _Toc137116434]Informal groups
Here groups develop to satisfy the needs of its members.
The aim of the informal group is or not necessarily the same as that of the organisation.
An informal group may be e.g. a group of employees that have a common interest in running and then group together in an informal (friendship) group.
An informal group may influence the organisations functioning, e.g. if a group of employees build up resistance to a certain manager. 
[bookmark: _Toc137116435][bookmark: _Toc172954955][bookmark: _Toc415420456]Functions different groups in organisations
Types of groups in the organisation according to Sayles (1957)
	A formal group
	In a formal group the goals and activities are directed to achieve the organisational goals.
Formal groups are part of the organisational process.
Formal groups include departments, sections, task groups, committees etc

	A informal group 
	Here groups develop to satisfy the needs of its members.
The aim of the informal group is or not necessarily the same as that of the organisation.
An informal group may be e.g. a group of employees that have a common interest in running and then group together in an informal (friendship) group.
An informal group may influence the organisations functioning, e.g. if a group of employees build up resistance to a certain manager

	A command group 
	The level of the employee on the organisational chart indicates this command. The higher the employee on the chart, the higher the level of command.   

	A task group 
	This is a formal group created for a reason. The group may be formed to do a special team like designing a new corporate uniform.

	A interest group 
	This may be a formal or informal group. E.G a group of employees that get together after work to play pool is informal. 



[bookmark: _Toc137116446][bookmark: _Toc172954959][bookmark: _Toc415420457]The difference between a group and a team
A group has a clear leader and consists of two or more members who perform independent jobs with individual accountability, evaluation and rewards.
A team has a small number of members with shared leadership and its members perform inter-dependant jobs with individual and group accountability, evaluation and rewards.


Differences between groups and teams
[image: ]
Source: Management principles: Smit and Cronje

As can be seen in the diagram organisations with a definite, rigid structure and clear lines of authority consist mainly of groups. There is a definite hierarchy. As groups workers work on one part of the product and then pass it on to the next person.
Nowadays people are re-engineering the process. Teams make the entire product, not just a part of it. Teams are usually small, consisting of between five and twelve members. They share leadership, job responsibility and are rewarded for both individual and group performance.
[bookmark: _Toc519583568][bookmark: _Toc128258149][bookmark: _Toc137116522][bookmark: _Toc172954964][bookmark: _Toc204426070][bookmark: _Toc415420458]Groups versus Teams
We have all had at least one experience of being part of a group.  Sadly, we aren’t all able to share glowing encounters about how wonderful it was to work in a group.  In fact, some people have had such horrific group experiences that the idea of instituting group work in a more formalised way sends nervous shivers down their spine.  Then, on the other hand, others would propagate group work as an ideal method to get work done effectively and efficiently.  How is it possible for people to perceive group work in such polarised ways?
This session is dedicated to unlocking the factors to why certain people have such wonderful experiences of groups, yet others have terrible experiences of working in groups, even when the conditions of group work are similar in both cases.  Or to put it in another way, how is it possible for one group to be high performing and produce dramatic results, whilst another group with the same number of people, doing a similar task with similar resources, is under-performing? 
“Group behaviour has ranged from total chaos to dramatic success, but it is increasingly evident that groups enjoy their greatest success when they become more productive units called teams”.  (Maddux: 1996:10)

The above quotation provides a clue to address partly the enigma of the factors and conditions that render groups effective.  
The notion of teams is central to discovering why certain groups are successful and why others are not.  Maddux defines a team as a group which becomes a more productive unit.  The familiar saying of ‘a team is greater than the sum of all its individual parts’ echoes similar sentiments about a team being different to a group, because a team is able to yield far greater results than a group.
Maddux (1996:10) outlines the differences between groups and teams in the table below:

	GROUPS
	TEAMS

	Members think that they are grouped together for administrative purposes only.  Individuals work independently, sometimes at cross-purposes with others.
	Members recognise their interdependence and understand both personal and team goals are best accomplished with mutual support.  Time is not wasted struggling over territory or seeking personal gain at the expense of others.

	Members tend to focus on themselves because they are not sufficiently involved in planning the unit’s objectives.  They approach their job as simply hired hands.
	Members feel a sense of ownership for their jobs and unit because they are committed to goals they have helped to establish.

	Members are told what to do rather than being asked what the best approach would be.  Suggestions are not encouraged.
	Members contribute to the organisation’s success by applying their unique talent and knowledge to team objectives.

	Members distrust the motives of colleagues because they do not understand the role of other members.  Differences in opinion or disagreement are considered as divisive.
	Members working in a climate of trust and are encouraged to express openly ideas, opinions, disagreement and feelings.  Questions are welcomed.

	Members are so cautious about what they say, as they believe real understanding is not possible.  Game playing may occur and communication traps be set to catch the unwary.
	Members practise open and honest communication.  They make an effort to understand each other’s point of view.

	Members may receive good training but are limited in applying it to the job by the supervisor or other group members.
	Members are encouraged to develop skills and apply what they learn on the job.  They receive the support of the team.

	Members find themselves in conflict situations which they do not know how to resolve.  Their supervisor may put off intervention until serious damage is done.
	Members recognise conflict is a normal aspect of human interaction but they view such situations as an opportunity for new ideas and creativity.  They work to resolve conflict quickly and constructively.

	Members may or may not participate in decisions affecting the team.  Conformity often appears more important than positive results.
	Members participate in decisions affecting the team but understand their leader must make a final ruling whenever the team cannot decide, or when an emergency exists.  Positive results, not conformity, are the goal.



[bookmark: _Toc519583569][bookmark: _Toc172954965][bookmark: _Toc415420459]Teams are therefore
United around a common purpose and goal
Depend on each other to achieve this purpose and/or goal
Structured to work together in synergy
Empowered to implement decisions
Jointly responsible for the outcome of the task
Pokras, S. (1995) Building High Performing Teams. London: Kogan Page.
[bookmark: _Toc137116467][bookmark: _Toc172954966][bookmark: _Toc204426071][bookmark: _Toc415420460]Developing groups into teams
As explained earlier there is a difference between groups and teams. The trend in South Africa is toward the development of teams in the organisation rather than groups. There are several reasons for this development.
It is a team and not a group that empowers people in the modern organisation.
Teams are more productive than groups
Modern management approaches are reliant on the team and not the group
Teams are more flexible and can respond to changes easier than the group.
Managers cannot just expect employees to work together in a team. They need to be trained to work in a team. It must also be remembered that the management functions are handled differently in groups and in teams so it may take a while to adjust.
When developing groups, members need to be aware of the following:
Different types of teams,
How to create high performance teams,
How to change individuals in to team players,
Management functions and teams.
[bookmark: _Toc137116468][bookmark: _Toc172954967][bookmark: _Toc415420461]Different types of teams:
[bookmark: _Toc137116469]Problem solving teams: 
This team is made up of members who work together and meet once a week to discuss improving quality, efficiency and the working environment.  
The team may suggest solutions but it does not have the authority to implement the changes themselves.
[bookmark: _Toc137116470]Self-managed work teams: 
These teams function autonomously (they have full control of themselves). And they take full responsibility for the outcomes. 
The management tasks become a team effort. These work teams can employ people, authorise purchases, evaluate each other’s performance etc. 
The structure of the organisation will have to change drastically if the self-managed team is to be implemented. Structure changes would include things like: 
A flattening of the organisational structure, 
Distributing performance related information to employees, 
Training and development, 
Eliminating status differences, 
Rewarding for performance and skills and 
Creating conditions for employee empowering. 
[bookmark: _Toc137116471]Cross-functional teams: 
This team is made up of people on the same level as themselves (e.g. marketing manager, financial manager, HR manager etc. This team is suitable in situations where the problems are complex and expert advice is needed as well as specialists with diverse backgrounds.
[bookmark: _Toc156017991][bookmark: _Toc204426072][bookmark: _Toc415420462]Characteristics of effective and ineffective teams

	Effective teams
	Ineffective teams

	1. Information

	Flows freely up and down
	Flows mainly down

	Full sharing, open and honest
	Hoarded, withheld

	
	Used to build power

	2. People relationships

	Trusting, Respectful
	Suspicious and partisan

	Collaborative
	Competitive

	Supportive
	

	3.Conflict

	Regarded as natural And helpful
	Frowned on and avoided

	
	Destructive

	4. Decisions

	By consensus
	Forcing and emphasis on power

	Full commitment
	confusion and dissonance

	5.Power Base

	Shared by team
	Hoarded

	On competence
	on politicking, alliances

	6. Motivation

	Commitment to the team goals
	Coercion and pressure



[bookmark: _Toc156017992][bookmark: _Toc204426073][bookmark: _Toc415420463]The Six C’s
The 6 C model shows how groups work as compared to a team.  The first three 3Cs will show the attitude of workers who are not in a team, and the last 3Cs will show the benefits of having a team.

	GROUPS
	TEAMS

	US vs. THEM
	WE - Ness

	Coercion – Confrontation – Coexistence
	Co-operation – Collaboration – Co-ownership

	Characteristics in “US versus THEM” Mentality – blaming people for their situations
	When individuals decide to focus on WIN – WIN relationship.

	Coercion
People use coercive tactics of control and power to accomplish their goals. Force and threats are common.
	Co-operation
One person will help another person to accomplish their goal 

	Confront
The disagreements are more open, the goal is to win and to make sure the “enemy” loses
	Collaborate 
People share ideas, resources and responsibility. 

	Coexistence 
Agree to disagree, draw up boundaries, and minimise contact.
	Co-ownership
Success leads to feelings of co – ownership. Commitment as the end results is evident.  



[bookmark: _Toc415420464]Formative Assessment SO1 AC1-2 Individual Activity


[bookmark: _Toc415420465]Trust
For people to work together as a team they need to trust each other, and in order for us to grow as a team we need to trust each other, trust is a very important component in a team.
[bookmark: _Toc415420466]Exercise: T.R.U.S.T
The facilitator will write the word trust on a flip chart and then ask you, the learners, to give words that come to your mind for each letter.  The facilitator will then give you the correct word for each letter.  Note them in your learner guide.
T.R.U.S.T

For this trust to grow each person has to go through a thorough scrutiny by other members of the team before complete acceptance.  Just like any other relationship, it takes time for people to completely trust you.
[bookmark: _Toc415420467]Trust Continuum
Conditional
“If you do this, then I will see what happens”
Visual
“Only as long as I can see what you are doing I will be OK”
Experiential
 “I tried and you came through, I am willing to trust you”
Unconditional
“I trust you completely... if you say it I believe it is true.”
In each stage there are conditions, as trust grows, the conditions decrease.
[bookmark: _Toc156017996][bookmark: _Toc204426077][bookmark: _Toc415420468]Stages Of Team Development
There are four stages in developing a team, Forming, Storming, Norming and Performing. Sometimes a team starts well but then something goes wrong, someone resigns, or another person joins the team and the team has to start from the beginning.
You might find that the team may go all the way to Norming and something happens and they have to go back to forming.  In an ideal situation the four stages will work very well. 

	STAGE
	RELATIONSHIPS
	TASK

	Forming
	Dependency on the leader
	Orientate the group to the what, when, how, why, where, etc.
Develop ground rules

	Storming
	Personal and 
inter-personal conflict
	The group is still trying to get organised, quarrel over leadership, power struggles, authority and responsibly problems. 
It is critical to refer back to the group norms and ground rules.

	Norming
	Cohesion, friendships, commitment
	More data flow, information giving and receiving, greater exchange of ideas

	Performing
	Inter-dependence
	Creativity, problem solving



Where to start
Establish measurements: what gets measured gets done. 
Commit to vision: A man’s reach should exceed his grasp
There are no short cuts: It begins with participation and requires an attitude shift
Behaviour change precedes attitude change
Identify what you are doing now
Plan changes deliberately
Do it
Get reinforcement
Reflect on your successes
Take credit.  Celebrate your achievements
Commitment
As a team member you have to be committed to the team’s efforts, if the team is to be effective.  
Commitment is:
Staking your reputation on the planned action
No lingering doubts
No looking back
No contrary thoughts
You should expect to win
Nothing should be left undone
If it’s to be done it must start with me
You should be passionate about the outcomes
You should have intensive loyalty
When a team outgrows individual performance and learns team confidence, excellence becomes a reality.
[bookmark: _Toc415420469]Identify own strengths and areas for development 
[bookmark: _Toc415420470]Analyse yourself
You are responsible for managing your life and one of the most important tools you can use is to set objectives.  As we can see, there are many things which make us what we are.  As an adult, we have to make choices.  We have to be responsible for ourselves and the people we care about.
[bookmark: _Toc415420471]Formative assessment SO1 AC1 Individual Activity
Consider the following questions when analysing your self.  Be very honest.
Have you set goals and objectives for yourself?  If not, do it now.
How well do you manage your time?  Do you have time for leisure activities?
Are you patient or impatient?
Are you a leader or a follower?
Do you have a positive or a negative attitude towards studying, the college, your work, your family, your friends and your team?
Are you friendly and cheerful or do you complain a lot?
What do you think are your strong points? 
What do you think your weaknesses are?  We all have weaknesses, so don’t be afraid to admit your weaknesses.  If you do, you can develop knowledge and skills to turn your weaknesses into strengths
How do you think other people see you? 
Are you happy with the way they see you – if not, how would you like to be seen?
Do you think you participate well in a team? Give a reason for your answer whether it is yes or no.
Do your team mates think you participate well in a team? Why?  













[bookmark: _Toc143871318][bookmark: _Toc415420472]Personal Development Plan
The first thing you have to do is set goals.
Are you where you want to be?
Do you know what your hopes, dreams and wishes are? Are you satisfied that you have goals and are working towards achieving them?
What do you want?
Effective goal setting is necessary for success and achieving excellence. It involves deciding exactly
what you want 
when you want it and
focusing on steps to achieve your goal.               

My hopes, dreams and wishes….

	TEAM
	WORK
	PRIVATE

	
	 
	 



Consider your work and private life by including as many of these areas as you wish:
Wealth / prosperity
Relationships – friends, family & colleagues
Health
Career
Spiritual / personal development
Leisure / Interests & hobbies / Travel
Social
Intellectual 
Emotional
Skills & knowledge (technical e.g. work related and Personal for development in interpersonal skills) 


[bookmark: _Toc415420473]Strengths And Areas Of Development Of Team 
[bookmark: _Toc415420474]Formative assessment SO1 AC2 Formative Assessment SO1 AC 1-2 Group Activity 
1. Identify the strengths and weaknesses of your group 
1. Identify the strengths and weaknesses of individuals within the group
1. Decide on an appropriate management strategy
1. Identify situations that are a cause of concern or dissent in the group or team 
1. Develop an action plan to minimise their negative effect on the team
1. Identify positive situations in the group 
1. Develop an action plan to maximise the affect on the team’s performance


As a team; do research on team motivation including topics such as how to motivate a team, how to keep a team motivated and how to deal with a team that has low or no motivation.  Use what you’ve learned so far as a resource.  
Put all the research from all the team members together and prepare a presentation that you will perform as a team in front of the class. 
After delivering your presentation, complete the questionnaire:

	Question
	Answer (Yes/no and reason or suggestion)

	Did everyone in the team participate in the above exercise?
	

	Did everyone in the team participate in the planning of how the exercise will be executed? (for example who will do perform which tasks)
	

	Were the instructions the team leader gave clear and agreed upon? 
	

	If one of the team members did not participate that well, what do you suggest could be done to help this team member so the team can be stronger?
	

	Did all the team members participate in the presentation?
	

	Were requests made by team members taken into account? (for example a team member asked if they could perform a certain task)
	

	Do you think your team made a success of the exercise in general?
	

	What do you think your team needs to become stronger?
	

	Was all communication open?
	

	Were all the decisions taken fair?
	


Collect all the feedback from the above questionnaire and as a team, work out an action plan according to the feedback on how to strengthen or better motivate the team.  
Identify all weak areas that need improvement in the action plan and what could be done to improve on these areas. 
[bookmark: _Toc415420475]Formative Assessment SO1 AC 1-2 Group Activity 










[bookmark: _Toc415420476]THEORIES OF MOTIVATION AND GROUP DYNAMICS
Outcome
Apply theories of motivation and group dynamics. 
Assessment criteria
Compare and contrast two theories of motivation with examples. 
Elements of group dynamics are identified according to theory and practice. 
An action plan to strengthen the team is compiled according to Standard Operating Procedures.
[bookmark: _Toc143871349][bookmark: _Toc415420477]Motivation ‑ Hygiene Theory
What rewards do people seek in life? The answer is that they work to fulfil their needs. Therefore, the supervisor who wishes to motivate his people, must be aware of each person's individual needs.
Now that we know how important human needs are in respect of motivation, let us have a closer look at these needs.
In 1959 Frederick Hertzberg set out to discover which factors in the work place affected a worker's feelings about his job and his motivation to work.  In an interview with two hundred workers from eleven different companies in Pittsburgh, USA, he asked only two questions:
What happened to make you feel good about your job? 
What happened to make you feel bad about your job?
[bookmark: _Toc415420478]Motivators
[image: CMISC005]He discovered five factors, or needs, that people mentioned most often when they discussed feeling good about their jobs. He called these needs the motivators. They were:
Achievement
Recognition
The work itself
Responsibility
Advancement
[bookmark: _Toc415420479]Hygiene Factors
He then identified the five factors that were most often mentioned when people discussed their bad feelings about their jobs. These are called the hygiene factors, or factors in the work environment:
Company policy or administration
Technical supervision
Salary
Interpersonal/Social relations
Working conditions.
As you can see, no factors appear on both lists. This shows that their good feelings about their work are completely different from their bad feelings. That is, they had absolutely no doubt between their likes and dislikes. This fact alone lent substance to the survey and helped to dispel any subjectivity.
The hygiene factors are rather fixed, as there is probably little a supervisor can do to change company policy and wages, etc. On the other hand, most of the motivation factors involve outcomes and needs that a supervisor can influence, and harness to motivate his people.
We have said that factors in the first group may be used for motivation by the supervisor. For example, provide people with a challenging job to satisfy their need for achievement, then provide the necessary reward for the work when successfully accomplished, to satisfy their need for recognition. Put them in charge of a small section, thus providing more responsibility and advancement prospects.
Herzberg calls the process by which motivators are included in the work situation, job enrichment and he sets certain guidelines for a successful programme of enrichment.  His aim is to make the work so challenging and attractive to the worker that the task in itself is worth carrying out.  
According to this theory, job enrichment is the key to self-motivation.  The work itself, rather than remuneration, supervision or other environmental factors, is the key to satisfaction and motivation.

	Change specifically aimed at enrichment
	Change aimed at increasing (motivators)

	Remove some measures of control but maintain accountability
	Responsibility and personal achievement

	Increase the responsibility of the individual for his work
	Responsibility and acknowledgement

	Give one person a complete work unit 
	Responsibility, achievement and recognition

	Delegate additional authority to individuals in their work (freedom)
	Responsibility, achievement and recognition

	Give important information to worker directly instead of via a supervisor
	Recognition within the enterprise

	Set new, more difficult tasks not done before
	Grow and learn

	Provide the opportunity for expertise by setting specialised tasks
	Responsibility, growth and achievement



[bookmark: _Toc143871350][bookmark: _Toc415420480]Expectancy Theory
There is another motivation theory that provides a universal key to what motivate people to be productive on the job. This is the Expectancy Theory. 
It is simple and practical; and it works.  The Expectancy Theory explains that people, given choices, choose the option that promises to give them the greatest reward.  
In the simplest terms, when you have, say three choices, you will make the choice that you value the most.  The theory applies to the career you select, the car you buy, the task you start the day with, what you order for lunch, where you go on vacation, and so on.
Rewards are very important to people at work.  It’s a myth that most people work primary for money.  Most people would say that they value interesting work, challenge, and advancement opportunities over money.
Actually – and this is an important consideration for managers – there are two areas in which people find value in their work: 
the achievement of goals that they have set for themselves internally, 
and the attainment of objectives that their managers provide them.
As motivators the internal rewards are probably more powerful. For most people, it’s very appealing to increase skills, competence, and knowledge so that they know they are better at what they do this year than they were last year.
As a team leader, you can take advantage of your team members’ internal reward drives if you can help them find a way to achieve their personal goals (such as a sense of achievement) through helping you achieve your organisational goals.
Some of your employees respond to being part of a group because they have high social needs. Psychologists term these Affiliation Needs.  These people like to be part of a congenial, successful group, so they find increased motivation in being part of your team.
[bookmark: _Toc415420481]Prescription for Greater Motivation
You can build value into people’s work, and you can increase their expectation that they can be successful in attaining the rewards they want, by following these five steps based on expectancy.
· Tell people what you expect them to do. On a regular, periodical basis, tell tam members what your goals are as well as your standards of performance.
· Make the work valuable. When you can, assign   people to the kinds of work they like and can do well – work they regard as valuable to them.  Work that enables them to achieve their personal goals.
· Make the work doable. Increase employees’ confidence that they can do what you expect by training, coaching, mentoring, listening, scheduling, providing resources.
· Give feedback. When team members try to do what you expect, give them feedback on how well they are doing.
· Reward successful performance.  When team members have done what you asked them to do, reward them.  This can be done through praise, recognition of work well done, monetary rewards, if possible, etc.
[bookmark: _Toc415420482]Formative assessment SO3 AC1 Group Activity


	Statement
	Agree
	Disagree

	People who are motivated to work perform better on the job than those who are not
	
	

	Some people are unmotivated, and there is nothing the manager can do with them
	
	

	In general, people won’t work at something the manager can do with them
	
	

	The attitudes that a manager has toward subordinates can affect the work they do
	
	

	Most people work primarily for money
	
	

	The style of managing plays an Important role in employee Motivation
	
	

	Few people welcome criticism of their work
	
	

	People always seem to want to be rewarded for doing a job
	
	

	The average employee will not be committed to a task or a job that he she doesn’t find valuable
	
	

	A manager can often make work more desirable to an employee
	
	



Think about the group or team that you are a member of.  Which motivational theory would you apply in order to motivate the other group members.  
Using any of the two theories that is applicable to your team, create an action plan that will strengthen your team. 
Discuss your findings with the rest of the class
[bookmark: _Toc204426088][bookmark: _Toc415420483]Group dynamics
Managers need to understand why individuals decide to get together and form a group before they can determine how to use the group in an efficient way. The main reasons for forming a group is proximity, attraction, goals and economics. Let’s look at each one in more detail.
[bookmark: _Toc137116448][bookmark: _Toc415420484]The needs of members of the group
This is often the primary reason for the formation of groups. People join groups to satisfy their higher order needs. In order to satisfy their security needs people have to join a group. Groups give people a sense that they are not alone. 
People feel less threatened as a group when dealing with management. New members in a group also rely on other members to help them to adjust. People also join groups as a form of self-realisation. They regard certain groups in the organisation as a status symbol.
[bookmark: _Toc137116449][bookmark: _Toc415420485]Proximity and attraction
The way people interact with each other also leads to group formation. There are two important factors in personal interaction they are: proximity and attraction. 
Proximity has to do with the physical distance between employees.  People who share an office will more likely form groups with each other than people who do not share an office.  
Attraction refers to how many people like each other.  First impressions last.  The physical appearance is very important.  People consider height, mass, clothing; hair and skin colour as well as other hidden features.  Very often people judge the person by their outward appearance and are “then placed in a box”. 
[bookmark: _Toc137116450][bookmark: _Toc415420486]Group goals
The goals of a group may also appeal to a person. A person could join a group to find out about a certain computer program. A new person may not have been informed about the goals of the group and will have to observe the rest of the group to find out what the goals are. 
[bookmark: _Toc137116451][bookmark: _Toc415420487]Economics
The members might think that they will derive a greater economic advantage by working in a group. If individuals are paid according to how productive they are as a group then they will join the group and try to be as productive as possible. 
Trade unions are responsible for the well being of the workers that have a membership with them. The trade union will look after the employees’ benefits and well being. In an organisation where there is no trade union representation groups play a vital role in making sure of the well being of the employees. The larger the group the more “say” they have.
[bookmark: _Toc137116452][bookmark: _Toc172954961][bookmark: _Toc415420488]The various types of groups.
When managers design the organisational structure they do it in such a way that the groups within that structure achieve the goals that are set for the organisation. These groups are what you call the formal groups of the organisation. People become part of that group because they have a certain position in the organisation.
The command group: This group is made up of the manager and the people who report directly to him. One task group would be the senior matron and the three people who report directly to her.
The task group: This group is formed to carry out a specific task in the organisation. Once the job is done then the group disbands.


Command groups in an organisation
[image: ]
Source: Management principles, Smit and Cronje

[bookmark: _Toc137116453]A friendship group
Is a fairly permanent group and forms because of the friendships that develop between people in the organisation. These people enjoy each others company and usually share the same hobbies and interests. 
[bookmark: _Toc137116454]Interest groups
These groups are less permanent than friendship groups and comes from the fact that some people have common interest. Female leaders might need to find support in a male dominated business world. An interest group will end when the interests of the members in the group change.
[bookmark: _Toc137116455][bookmark: _Toc172954962][bookmark: _Toc415420489]Stages of group development.
Groups go through four stages in their development. Managers must understand these phases because each phase needs a different management style.
[bookmark: _Toc137116456]Mutual acceptance
During this stage, members of the group exchange information about each other. Members try to find out more personal information. They test each other’s views on various topics. Issues that are directly related to the group can also be discussed. 
Members do not know how to evaluate these opinions so it is unlikely to amount to much. If members of a group know each other already then this stage will be rather short. Before members of the group know each other there will be no trust. 
During this stage people find out whom they can trust and whom they should be cautious of. The best leadership style during this phase is the autocratic style. The manager must spend time with the group and make sure that they understand the goals and objectives of the group, discuss the plans to achieve these objectives and so on.
Communication and decision making: once the group accepts and trusts one another they interact more openly. They are more open to other opinions and willing to come up with a mutual solution. The Structure of the group needs to be sorted out in this stage as well. 
The best style of leadership in this stage is consultative leadership where the subordinates do the work but come to the manager for help. The leader needs to encourage his people to attain the stated objectives but he must also input from the group members to set the appropriate group structure.
[bookmark: _Toc137116457]Motivation and productivity
There is a definite shift from personal to group interests. There is co-operation rather than conflict. Members are motivated to perform their tasks creatively. Once the group members know how to do a job then they can be included in the decision making process.
[bookmark: _Toc137116458]Control and organisation
The group now works together productively to attain the objectives of the group. After consulting members of the group specific tasks are assigned to different people in the group based on the their particular strong points. 
Group affiliation is important and group conformity is important at this stage. Group goals become more important than those of the individual. Control is maintained by punishing wrongdoers in various ways. Not all groups complete all stages although care must be taken to complete a stage fully otherwise the group will never develop its full potential.
[bookmark: _Toc137116459][bookmark: _Toc172954963]Characteristics of the group
As the group develops certain characteristics begin to show themselves.
A specific structure begins to develop based on factors like knowledge, power and status. Those with more power and status will be higher up in the structure. The relationship between the positions held by members of the group forms the structure.
Status is based on position in the formal organisation but in the informal group it is based on anything appropriate (captain of the team etc.). Status and position are often used to mean the same thing. There are certain characteristics that distinguish one person from another. Status is given because people recognise these distinctions. 
An example would be a baker who has been baking for twenty years. He may not be the supervisor but because of his experience he has a certain amount of status. People see him as the real leader.
Each member of the group has a specific role to play (The behaviour that is expected of the employee). It is the manager’s role to plan, organise, lead and control. He has to direct the activities of the organisation. That is his role. The role that the person plays shows what the person is responsible for in the organisation. A problem occurs with role conflict when these roles go against what the person’s beliefs, his attitudes and his needs at that time. 
Intra-role conflict occurs when two people have different views/ expectations on the role. It becomes impossible to meet the other person’s expectations.
Inter-role conflict takes place when the person has many roles to fulfill and sometimes these roles clash.
Norms are the standards that are shared by the group. This develops over time as the group gets to know each other. These norms can be written, communicated verbally and even subconsciously shared by the group.
Leadership in the group is important in the group. The leader is the person, who motivates and directs the group, be it a formal group or an informal group.
Cohesiveness refers to the way in which the group stands together and acts as a unit. If the group has a special attraction to the individual then the individual will be more willing to fit in and act as a unit.
Conflict is not always a negative thing. By managing conflict the manager can expose the company’s weak points and develop its strengths. 
[bookmark: _Toc204426091][bookmark: _Toc172954974][bookmark: _Toc137116528][bookmark: _Toc128258153][bookmark: _Toc519583571][bookmark: _Toc49154132][bookmark: _Toc415420490]Group Behaviours
It is suggested that the development of under-performing or moderately performing groups into high performing groups or teams is contingent on a number of complex and inter-related factors.  The roles and behaviours of members in groups are two central factors which impact on groups becoming teams.  
The behaviour of members in groups are different to the roles members play in groups.  Group behaviours entail the unconscious or conscious behaviour of members in groups that can either enable or constrain a group process.  An example of a group behaviour is being critical (where the member is critical of the content or process of discussion) or quiet (where the member does not participate much in the discussions), etc.
The role of the leader or facilitator is central to ensuring that these group behaviours are managed effectively.
[bookmark: _Toc415420491][bookmark: _Toc172954976]Formative assessment: Group behaviours Group Activity
Tick which statement would be appropriate for the group behaviour(s)
	Dominator
	Critic
	Joker
	Quiet
	Statements to manage these group behaviours

	
	
	
	
	“You have raised important points, how does it relate to the main purpose of the discussion which is to…”

	
	
	
	
	“X has had her hand up for a while now, let us also hear what she has to say”

	
	
	
	
	“As the facilitator, I would like to remind everyone about our ground rules.  We said that we should encourage active participation from everyone…”

	
	
	
	
	“Let us discuss this issue using the round robin method, i.e. each person will have a turn in the team to comment on the issue for a maximum of two minutes…”

	
	
	
	
	“Mandla, would you agree with the point on…?”

	
	
	
	
	“That was a very amusing story.  Let’s continue sharing stories at the end of the session, which will be in an hour’s time…”

	
	
	
	
	“The points that you have raised are very important.  We are however, looking at this issue…”

	
	
	
	
	“You have raised very important concerns/fear/criticisms.  What practical suggestions do you have to ensure that we are able to still complete this task whilst we address those concerns?”

	
	
	
	
	“Nomonde, you look slightly concerned.  Would you like to share your thoughts?”

	
	
	
	
	“Thanks for your contribution.  We are unfortunately running out of time.  Can we move on to the next issue…or…could we get other people’s opinions?”

	
	
	
	
	“What is your understanding of the issue …?”


[bookmark: _Toc137116472][bookmark: _Toc172954968][bookmark: _Toc204426089][bookmark: _Toc415420492]Creating high performance teams
Managers must restrict the number of members in the team to less than 12.
A team needs different skills (technical, interpersonal and conceptual skills.) The right mix of these skills is essential.
Role allocation is also very important. The role must be allocated to benefit the team. Personal preferences cannot take precedence over that of the group.
Individual needs do need to be satisfied. When the teams needs and the needs of the employee are being met then the individual is the most motivated. 
The team should have a clear vision that everybody shares. This vision should provide guidance under any and all conditions.
The purpose must be translated into specific, measurable and attainable goals. 
Team members must be informed that they will be individually and jointly accountable for realising the team’s objectives.
The reward system should be based on performance. Increased performance should be reflected in the reward that is given.
[bookmark: _Toc137116473][bookmark: _Toc172954969][bookmark: _Toc415420493]Transforming individuals into team members
This could become difficult in South Africa. Many managers are white and are very individualistic and do not work well in a team. To introduce teams into this environment requires that the right people are selected for the job. 
People with the interpersonal skills to be team players should be employed. Secondly those employees should be trained to be team players. The reward system must encourage co-operation rather than individualistic behaviour.
[bookmark: _Toc137116474][bookmark: _Toc172954970][bookmark: _Toc204426090][bookmark: _Toc415420494]Teams and management functions
Teams and groups need clear goals; well-developed plans, effective decision making and relevant information but the management functions are handled in different ways.
A big difference between management and teams is who makes the decisions. In a team the manager must allow members to become involved in the planning function. Managers become more focused on involving all members.
When organising both groups and team members must have a clear understanding of authority. With groups the manager holds the authority. In teams the members have higher levels of authority.
With groups there is one clear leader whereas with teams there will be a specific leader but he shares the responsibility with other team members.
Controlling will be the responsibility of team members who are assigned the responsibility. 
[bookmark: _Toc128258150][bookmark: _Toc137116523][bookmark: _Toc172954971][bookmark: _Toc415420495]Management of team behaviours
[bookmark: _Toc137116524]Facilitation Skills
One of the greatest skills that you can acquire as a  leader and manager is the ability to facilitate a group process.  The word process is referred to as the interaction between people who are involved in an activity that requires an outcome, for example, a meeting, workshop, , learning group discussion, etc. 
The individual who acquires the skill of facilitation will be able to assist groups or people out of deadlock situations and/or create an environment whereby people can generate solutions to problems.  In other words, because the facilitator is aware of all the intangible and tangible processes in the group (that may obstruct or facilitate progress) she or he is in a position to enable the group to achieve their expected outcome.
Timel and Hope (1988) identified some of the skills that a facilitator can learn:
Observing what goes on in a group
Clearly identifying the main needs of a group
Learning ways of dealing with these needs
Applying and practising these skills in many different situations
Taking people’s feelings seriously
Listening to feedback about your behaviour as a facilitator and being open to changing it
[bookmark: _Toc137116525]The role of a facilitator
To provide a process which will help the group to discuss their content in the most satisfactory and productive way possible
In most cases the facilitator is neutral about the content of the meeting and has no stake in the decisions that are taken.
She/he is totally concerned about the process, not with the content.
She/he ensures that there is good communication in the group and that all the members are satisfied with and fully committed to the decisions taken.
[bookmark: _Toc128258151][bookmark: _Toc137116526][bookmark: _Toc172954972]Three levels to observe in groups and teams
1. Content - in order to get a grip of the content, ask some of the following questions: What is the group talking about?  What is each person saying?  Is the discussion related to the brief given?  Are people raising conflicting points?  What are the issues that people agree on?  What is the line of argument? 
2. Intangible behaviour or Non-verbal Expressions - note the feelings and reactions to the content i.e. the tone of voice, body language, facial expressions, order of speaking etc.  Non-verbal communication helps us to get an insight into how people may be feeling.  However we may be misguided in our interpretation.  It is therefore important to test or check out the assumptions we make about the person e.g. “It appears as if you disagree with the point made Mandla, would you like to offer an alternative opinion?”
3. Tangible behaviour - it is in most cases easy to identify the behaviour and roles of group members e.g. people who dominate, remain quiet, or clown around.  Moreover, these behaviours generally match the individual’s non-verbal expressions.  So, even though the discussion may be of a “high quality,” one person could be dominating the entire process, leaving little or no opportunity for others to add or disagree.  The end result will therefore be the product of one person, instead of the group’s contribution. 

It is the role of the facilitator to understand the inter-relationship of these three levels i.e. understand clearly how the process affects the level of discussion of the content, and the commitment of the group to carry out the decisions made.  
The role of the facilitator is to therefore provide the process which will help the group to discuss the content in the most satisfactory and productive way possible.
[bookmark: _Toc519583572][bookmark: _Toc128258154][bookmark: _Toc137116529][bookmark: _Toc172954975]Management of Team Behaviours
Anticipate that members will perform one or more of the above mentioned group behaviours in any group situation.  The facilitator or the group leader should ideally be the person who manages these group behaviours by ensuring that all team members perform a constructive role as opposed to a destructive role.  
If you are a facilitator or find yourself in a group where the facilitator is struggling to manage the group behaviours effectively, support the facilitator by doing the following:
Purpose
In order for teams to be high performing, all members should understand the purpose and goals of the team.  A clear purpose assists members to know why they are part of the team, how everyone fits in to the bigger picture and ensures that the needs and objectives of the individual, team, organisation and tasks are aligned with each other.
The level of commitment and ownership will be higher the more involved team members are in co-developing the purpose and goals of the team.
A purpose therefore ensures that every member will be able to recognise the important contributions their actions have to the greater whole, regardless of whether they perceive their roles as ‘important’ or ‘insignificant’.
If the team has already developed its purpose, but members are not working in synergy, remind all the members of why they are there.  If there is confusion regarding the purpose, clarify the reason for being together and the need to perform the task.  Discuss and clarify the significant contribution that each member has in the successful completion of the task.
If the discussion is not progressing, remind all the members of the purpose of the task.  Link the key points made by members to the purpose of the task.
Ground Rules
Establish ground rules to ensure that a conducive environment is created for constructive discussion and effective actions.
Ground rules should cover the following broad categories: 
Values – the values that will govern the team, e.g. trust, honesty, respect, etc.
Processes – how issues will be discussed, how feedback will be given; how the meeting will be chaired; how decisions will be made, etc.
Responsibilities – the roles that people will perform, e.g. chair, scribe, etc. and what is expected of each role; who will take responsibility for the actions arising from the discussions, etc.
Communication – the way in which issues will be discussed, processes to resolve conflict, etc.
Logistics – time of meetings, venue, length of meeting, etc.
Management of Ground Rules – what will be the consequences of a member not respecting the ground rules, etc.
Effective Communication
Listen attentively to everyone’s opinions – regardless of whether you agree or disagree.
Allow people to express themselves freely, especially if they appear to be angry or upset.  Remember if you suppress people from expressing themselves, they might remain quiet temporarily, but they might explode later on. For example, when you place a lid on a boiling pot the water will boil over. 
Miscommunication can be prevented if you summarise, paraphrase, repeat or rephrase certain points.
Ask questions to elicit effective results, for example, ask closed ended questions if you want to reduce the amount of discussion, and ask open-ended questions when you want someone to contribute to the discussions.
The facilitator should instead attempt to direct the individual’s comments so that they add value to the discussions.   You could say the following statements to address common communication problems brought about by group behaviours.
[bookmark: _Toc128258152][bookmark: _Toc137116527][bookmark: _Toc172954973][bookmark: _Toc415420496]Formative assessment SO3 AC2Group Activity 

[bookmark: _Toc49154133]

[bookmark: _Toc415420497]IMPLEMENT A PLAN OF ACTION TO STRENGTHEN A TEAM
Outcome
Implement a plan of action to strengthen a team
Assessment criteria
Implementation is executed according to the action plan. 
Implementation of the plan is monitored and amended accordingly. 
Provide feedback and recognise achievements. 
[bookmark: _Toc415420498]Implement An Action Plan
The previous steps in the planning process concerned the thought process.  These ideas and goals, as well as the manner in which they are to be achieved must now be brought into operation and must be evaluated continuously. 
Plans do not mysteriously activate themselves. You must put the plans into effect. One of the problems about planning is that too often the planners are not the doers. As a result, detailed plans running to hundreds of pages may do no more than gather dust.
Planning, no matter how carefully and painstakingly done, is useless and a waste of time without commitment and action.
This means that you have to start doing the things that must be done according to the action plan, or see that the people who must do it, are doing it.  This is the activating process.  You have to communicate your goals and objectives to the people involved, you have to delegate roles and responsibilities and you have to coordinate the efforts of your staff and other sections or departments.
You also have to organise your resources:
Man: Human Resource
Material: the raw materials you need for production
Machinery: the equipment you will need in production or transport
Methods:  the procedures and policies of the organisation
Money:  the money available to do the job
Markets:  the clients
Information:  needed to make decision


[bookmark: _Toc415420499]Managing Resources
Resource management is a very important task of the team leader.  In simple terms the successful management of an organisation implies the successful management of its resources. 
Human resources
Human resources are probably the single most important resource in business today. People make things happen and can surely be viewed as the heart and nerve centre of any business. 
Money
Without money no business can operate and it is therefore essential to secure the necessary funds to start and operate a business.
Material and Machinery
When we talk about machines as a resource, we do not only mean the big drills, presses, cutting machines, we also mean all the tools that are used, like spanners, hammers, saws, screwdrivers, etc.  Materials are also referred to as consumables, or things that are used up. This would include things like our raw materials such as wood (furniture), rolls of yarn (clothing), sheets or coils of steel (engineering) or sand (building), etc.
The supervisor usually entrusts his materials to the store for safekeeping and requisitions them out only when needed. The store's job is to look after and keep track of all the materials.
Material and machinery are also called physical resources.  Physical resources play a key role in the rendering of a service or the production of a particular product. In a transport operation, physical resources refer to premises, vehicles, operating equipment etc. 
Machines must be maintained and serviced, materials should be safeguarded and stored correctly.
Methodologies, policies and procedures
Knowing how to do a job is a very important resource for everyone in the organisation. This operator’s manual is a significant resource for the small operator. 
Information
When information is not provided on time and accurately, informed decisions about a problem cannot be made. In the transport environment, information is also of strategic and management importance. 
[bookmark: _Toc415420500][image: D0081]Communication
Once you have developed your action plan, you have to communicate the details of the plan to your fellow team members.  
What has to be done, 
By who it should be done, 
By when it should be done
How it should be done
Which resources do they have available to do the job
It is important to note that you should not only communicate the details of the job to the employees, you must also advise them 
How their jobs fit into the organisation, 
How their jobs help the organisation to achieve it’s goals and objectives 
And how their jobs relate to the organisation’s mission and vision statement, as well as that of the department.
When you communicate the action plan to your team members, you have to ensure that they understand exactly what they have to do.
[bookmark: _Toc156017998][bookmark: _Toc204426079][bookmark: _Toc415420501]Monitor Progress
Control is the process whereby management ensures that the work activities fit in with the goals and objectives.
If you have to control the work activities, it stands to reason that you have to know what you have to control – the specific work process, how you will know if the work is being done correctly and how you will know if there are errors in the work process. 
During the planning process you did an action plan where you specified who does what, when it should be done, how it should be done, etc.  During the control phase you have to make sure that everyone, including yourself, is doing what they are supposed to be doing, to the correct standard, in time, so that your team will meet the goals and objectives.
Everything you do at work is aimed at achieving the goals and objectives of the organisation.  Top management makes strategic plans and middle and junior management have to implement tactical and operational plans in order to achieve the goals and objectives as set by top management in the strategic plans.
For example, the top management of a car manufacturer such as BMW or Nissan may have as part of the strategy of the company to produce 5000 Light Delivery Vehicles (bakkies) but it is up to the employees in the production line to actually ensure that 5000 LDV’s are produced for the year.  Similarly, your organisation obtained a tender to provide, for example, public transport in the Gauteng area.  Now it is up to middle and junior management to ensure that the public transport is delivered in terms of the tender, so that the goals and objectives of the organisation is met.
In effect, this means that when you develop an action plan for your section, you are operationalising that part of the strategic plan of the organisation that applies to your section or department.
[bookmark: _Toc415420502]Establish Standards Of Performance
The actual performance should be the same as the planned performance.  So, the standards of performance are determined during the planning phase.  The standards have to be realistic, attainable and measurable to ensure that the actual performance and the planned performance are the same.
I can compare this to baking a cake or planting mealies.  If you have to bake a chocolate cake for a function, and you bake an orange flavoured cake instead, you have not performed according to the planned standards.  The cake might be perfect, but a chocolate cake was required, not an orange flavoured cake.  If you planned on planting mealies and you plant sunflower or peanuts instead, you have not performed according to the standards.  The standards required you to plant mealies.
The purpose of control is to ensure that mistakes do not happen and, if they do happen, that you can recognise the error in time to do something about it.
You need to realise that you are baking the wrong cake before the cake has been baked and is ready for icing.  You have to realise during the mixing of ingredients or the pouring of the mixture into the pans that you are doing the wrong thing.  
The same principle applies with the planting of mealies – when you only realise at harvesting time that you have planted sunflowers and not mealies, it is a bit late.  The sooner you realise you are doing something wrong, the better.  This is the purpose of control.
Measure actual performance
The performance variables must be measurable against the standards of performance and they must be reliable.  The methods of measuring performance must be specified and must take place at specific times during the work process.  
In other words, when planting mealies you have to make sure that you have the right seeds before planting, you have to check what the plants look like at a certain height – do they look like mealies, etc.  when baking a cake, who checks that the right ingredients are being used, who checks the colour of the batter, who tastes whether it taste like chocolate cake, and so on.
[bookmark: _Toc415420503]Evaluate Deviations
When there is a difference between the actual performance and the planned performance, the difference is analysed.   What are the deviations, what caused them and what should I do to put it right?
You have now determined that you are baking an orange flavoured cake and not a chocolate cake.  How did this happen, what systems can you put in place to ensure that it does not happen again and what can you do right now to remedy the situation?
You have to explore everything that could be responsible for the deviation during the evaluation process, to ensure that an error does not slip in again without you noticing.  You also need to know all the causes of the error in order to work out a plan to take corrective action.
[bookmark: _Toc415420504]Take Corrective Action
This is the action you take to correct the difference between the standards of performance and the actual performance – how you are going to fix the problem so that it does not happen again.
What are you going to do with the batter of the orange flavoured cake: are you going to bake the cake and try to sell it to someone else, are you going to make fairy cakes (little cakes each in their own paper cup) out of the batter, are you going to add cocoa and sugar to the orange flavoured batter and sell it as an orange flavoured chocolate cake?  What are you going to do in future to ensure that this does not happen again?
Once you have worked out the corrective action to be taken, you must implement the action and then start the control process all over again.
[bookmark: _Toc415420505]Formative Assessment SO4 AC1-3 Individual Activity


[bookmark: _Toc415420506]PROVIDE FEEDBACK
Outcome
Provide feedback and recognise achievements. 
Assessment criteria
Group dynamics is observed and reflected on by the team leader, according to theory and practice
Feedback is provided to each member of the team according to observation. 
Recognition is given to team members who have contributed to the development of the team
Feedback and observation is used to implement corrective action and provide changes to the action plan, where appropriate
[bookmark: _Toc133309422][bookmark: _Toc143871352][bookmark: _Toc415420507]Feedback
One of the most powerful tools used in an effective team relationship is the giving and receiving of feedback. 
Its use is influenced by factors such as the personality profiles of both the mentor and learner, the quality of the relationship, the particular situation and the desired outcome.
Feedback is often used to give positive reinforcement to a learner when he has done something well. Positive feedback, usually in the form of praise and recognition, is a powerful motivator in the workplace.
The way in which you give positive feedback is quite different to how you would convey negative feedback. The following guidelines for giving positive and negative to a learner may be useful.
[bookmark: _Toc415420508]Emphasise the Positive
Determine strengths in the learner and develop those, hence building confidence, self-esteem, and motivation.
Everyone (even handicapped, disabled or disadvantaged) have strengths. Make sure they are "real" strengths though, and not fabricated ones.
[bookmark: _Toc415420509]Remove the effect of Weaknesses
Negativity should not be avoided. It should be faced head on, but with tact.
Identify problems, and with the student develop plans to fix the problems.
Remove pressure from the student. Give them all of the time they want. Show them that small steps forward can
reach the same final goal as big steps forward.
[bookmark: _Toc415420510]Use a Participative Style
In order to gain the learner’s commitment to accepting and reacting to feedback, it is better to use a participative style by asking the learner to summarise his strengths and weaknesses on the topic under review as suggested below.

	Strengths
	Opportunities

	Invite the person to summarise his or her strengths.
	Invite the person to summarise skills not currently performed well. Objective is to gain acknowledgement of areas where coaching is needed.

	Clearly support the self-assessment of those you consider real strengths.
	Clearly support the self-assessment of those you consider real.

	Get further clarification on those behaviours you do not consider real strengths.
	Get further clarification on those behaviours you do not consider real opportunities.

	Identify other strengths that the person has overlooked. Cite specific examples.
	Identify additional needs the person may have overlooked or avoided. Cite specific examples.



[bookmark: _Toc415420511]How To Give Effective Feedback
Make your feedback specific – related to behaviour
Consider your timing, either before the event in the form of advice, or immediately after as constructive (positive) feedback or reinforcement.
Consider the needs of the person receiving the feedback as well as why you are doing it.  Are you “dumping” or genuinely attempting to improve performance or the relationship.
Focus on behaviour that can be improved.
Focus on the problem not the person.
Define the impact the performance/behaviour has on the team, the business, the individual.
Use “I” rather than “you” statements to reduce defensiveness.
Ensure clear communication has occurred.
Give feedback in a calm way, not allowing emotions to influence your language, tone or body language.

	Positive Feedback
	Negative Feedback

	Praise the learner immediately after the incident has occurred.
	Do not evaluate the incident, be specific and descriptive about the problem.

	Be sincere.
	Encourage the learner to self – evaluate the problem.

	Be specific about what he / she did right / well
	Reprimand immediately after the incident has occurred or unacceptable behaviour shown.

	Be clear about the effect it has had on you, the team or generally at the workplace.
	Do not attack the learner’s personality. 

	Tell the learner how you feel about it. 
	Do not use threats or intimidatory tactics.

	Pause so that the learner may respond.
	Do not reprimand in front of others.

	Encourage the learner to do more of the same if appropriate
	Describe the effect the problem has had either on you, the team, or the workplace in general.

	End discussion on a warm note.
	Solicit commitment from the learner of the need to change the behaviour or resolve the problem.

	Golden Rule:
Ensure that positive reinforcement is given to learners timeously (immediately after the praise- worthy action).
	Seek a workable solution from the learner and jointly agree on the way forward.



[bookmark: _Toc415420512]Receive feedback
A team leadedr’s ability to receive feedback is just as important to his or her success as giving it.
Listen carefully and clarify, where necessary.
Welcome the information as an opportunity to learn something.
[image: ]Ask for honesty and openness.
Ask for specific examples.
Do not argue.
Do not get defensive.
Thank the other person for giving you feedback.
Give a commitment that you will reflect on it and take necessary corrective action.
Think about it seriously and act thereupon
Evaluate your reactions to feedback.

[bookmark: _Toc415420513]Formative assessment Group Activity SO5, AC1-2
[bookmark: _Toc415420514]
Performance Assessment 
In order for an employee to succeed he must have feedback on his performance. In some companies this takes the form of an annual performance review. In other companies, unfortunately, it does not happen at all. 
Regular feedback should be given on performance and when feedback is given regularly it becomes a major motivational tool. 
1. Recap on the objectives set at your previous meeting
 One needs to have something to talk about. Standards of Performance and Objectives are good building blocks in an ASSESSMENT interview.
2. Ask the employee to tell you how far he has progressed with his projects and give recognition for achievements
Ask the employee to give feedback rather than telling him how you think he has done. This will enable you to see where he puts his emphasis. Recognition is an extremely important motivational tool - avoid saying You have done well ... But!!! .
3. Ask for and listen uncritically to his explanation of why the targets were not met
Listen openly. You may discover that there were some very real problems facing the employee. If you consider his answers superficial and indicative of laziness you may decide to employ the unsatisfactory performance  frame at this point.
4. Ask for his suggestions for completing the projects.
He will be more committed if he suggests solutions to his own problems. It must be important for him to realize that the projects must be completed.
5. Tell him where you consider he can improve and express your confidence in his ability to succeed, building on strengths
Take care to build the individual rather than break him down. It is in your interests as a manager to see that he succeeds.
6. Together set new objectives and ask if there is anything else he would like to achieve   
The key word here is together. You are discussing your employee's job and his future, so he must be involved. By asking him if there is anything else he would like to achieve and you may discover areas of concern of which you were unaware.
7. Ensure employee's acceptance of his objectives and standards of performance and agree on  follow up dates
Before closing the interview ensure that you are both in accord with what has been discussed. If the employee has only paid lip service to what has been discussed the chances of him attempting to meet the objectives are very slight.


Evaluation sheet:
Manager’s name:  
Employee’s name 
Instruction: 		Indicate whether the you followed the steps. If you think that any point was well handled or cold be improved upon, please make a few notes in theappropriate column.

	The frame steps –did  you:
	Yes
	No
	Well- Handled
	Could be improved

	1.  Recap on the objectives set at your previous meeting.
	
	
	
	

	2.  Ask the employee to tell you how far he  has progressed with his projects and give recog-nition for achievements.
	
	
	
	

	3.  Ask for and listen uncritically to his explanation of why the targets were not        met.
	
	
	
	

	4.  Ask for his suggestions for completing the      projects.
	
	
	
	

	5.  Tell him where you consider he can  improve and express your confidence in his ability to succeed, building on strengths.
	
	
	
	

	7.  Ensure employee’s acceptance of his  objectives and standards of performance and agree on follow up dates.
	
	
	
	





[bookmark: _Toc415420515]Dealing with unacceptable performance 
Unfortunately there will be times when an employee’s performance cannot be corrected at the coaching stage. 
You will then find that you have to take corrective action.
This action must be appropriate to the occasion and within the constraints of labour legislation.
1. Explain to the employee what you have observed and why it is unacceptable.
2. Ask for and listen openly to the reasons which the employee offers for his  behaviour.
3. State your requirements and guide the employee to formulate his programme to meet  these requirements.
4. Offer your help to the employee to meet the requirements. 
5. If applicable, indicate what disciplinary action will be taken and why.
6. Agree on the steps to be taken by each of you.
















This frame will help you to improve your subordinate's inadequate performance and to correct their unacceptable personal work habits. 
Many managers avoid such interviews with their staff because they hope that the situation will rectify itself. This rarely happens and the situation often deteriorates to the point of no return, namely resignation or dismissal. If you follow this frame it will help you handle the situation competently and without embarrassment.
Let us look at the major points. 
Explain to the employee what you have observed and why it is  unacceptable
Before calling in your subordinate, it is important that you have collected your facts and that you have compared his actual performance to what is required of him by yourself and the company. Ensure that you are dealing with specific problems and not reacting to the employee subjectively. When you call him in, explain what you have observed in a non-threatening manner.
Do not beat about the bush.
Explain how the observed behaviour falls short of the requirements of the job and why such a shortfall is unacceptable.


Ask for and listen openly to the reasons which the employee offers for his behaviour.
It is important that the employee feels that he is given every opportunity to explain himself.
This is vital as you may discover that the problem is not a disciplinary one at all.
It is essential that you ask open questions. These are questions that encourage him to speak, rather than limit his answer to yes or no.
Having asked your open questions, it is important to listen to his answers. 
Do not pre-judge him but concentrate on his answers with an open mind and evaluate what he is saying.    
If, after listening to his answer, you realize that the offence is so serious as to require action in terms of your company's disciplinary code, inform him that an enquiry will have to be held.
Give him the time and place and inform him that he may bring a representative and any witnesses he may wish to call.
State your requirements and guide the employee to formulate his programme to meet these requirements
The point of this interview is to identify and rectify performance problems, it is therefore important to highlight the requirements of the job and to refocus the employees attention on them. It is not necessary to spend a lot of time dwelling on the past once the employee realizes his mistake. It is necessary, however, to concentrate on the future and help him design an action programme which will help meet the standards expected of him
Offer your help to the employee to meet the requirements
The employee may need help in liaising with more senior staff or in obtaining interdepartmental co-operation, such help if required should be given. It is important that he knows of your interest in his successful resolution of the problem and feels that he can come to you if he runs into trouble.
If applicable, indicate what disciplinary action will be taken, and why
The offence may be so serious as to warrant disciplinary action, should it occur again. Ensure that such action would be appropriate to the offence and in accordance with the company's agreed disciplinary code. It is important to inform the employee if you intend to carry out disciplinary action should he not improve. The employee is thus fully aware of the possible consequences of his non-compliance.
Agree on the steps to be taken by each of you
It is essential that both of you are in agreement with the requirements, action plan and commitments discussed in the interview. This ensures that there are no misunderstandings which could give rise to a loophole for further non-performance.
One of the best ways to handle this point is to recap at the end of the session and to write down points agreed on, with both parties keeping a copy.


Evaluation sheet: 
Manager’s name:   
Employee’s name:     
Instruction: 	 Indicate whether you followed the steps. If you think that any point was well handled or cold be improved upon, please make a few notes in the appropriate column.
	The frame steps - did you:
	Yes
	No
	Well- Handled
	Could be improved

	1.  Explain to the employee what you have observed and why it is unacceptable.
	
	
	
	

	2.  Ask for and listen openly to the reasons which the employee offers for his behaviour.
	
	
	
	

	3.  State his requirements. Guide the  employee to formulate his programme to meet these requirements.
	
	
	
	

	4.  Offer your help to the employee to meet these requirements.
	
	
	
	

	5.  Indicate what disciplinary action would be taken, and why.
	
	
	
	

	6.  Agree on the steps to be taken by each party.
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