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The Dynamics of Individual Team Roles
Even though a team member in a poorly assigned role could have that function absorbed by another teammate, single team member who lacks teamwork skills could weaken the effectiveness of the entire team. The strength of the team can be measured by the role of each individual member. A good project manager must consider how roles will be delegated to the individuals that the team is composed of. A team’s success depends on the individual roles played by each team member. Assigning team members to roles that are tailored to use their individual strengths will result in a strong team.

The assignment of roles, the delegation of work and dissemination of details is reliant upon the current project and certainly the strengths and weaknesses of each individual on the team. In order for a team project to be a success, everyone involved must understand the project and work towards one common goal. For the team to have success, the project manager, the team manager, and every member of the team should all have a clear understanding of the tasks to be accomplished. The team members must have a clear understanding of the project roles to be assigned.

The first step in building a successful team in order to complete a project or achieve a goal is guaranteeing that the project manager understands the project. The project must be thoroughly researched so that complete understanding is achieved by the team manager. Any confusion must be resolved before the next stage of project planning is embarked upon. If a manager does not understand a project, the project is impossible to assign.  Without understanding the project, it is difficult to successfully delegate member roles and convey project details to team members.

The next step in building a successful team is choosing the right individuals for the right role. Separation of duties is dependent on so many factors and the manager must be an expert at each. The project manager as well as the team manager must become acquainted with the strengths and weaknesses of each team member. Knowing the basic personality traits of each team member is needed as well. Productive ways of learning these qualities are having a casual conversation, or even a brief questionnaire. After all the information is gathered, the project manager must review every part of the data and along with the project details. The project manager will then be able to assign team roles according to individual strengths, weaknesses, and personalities of the team members. 

The individual team members are partially responsible for the role assignments issued by the project manager. When being interviewed or questioned by the project manager, each teammate must be straightforward about his or her strengths, weaknesses, and personality traits. Being dishonest about any personal characteristics will undoubtedly lead to an incorrect role assignment. An example would be a untruthful team member that claims to expertly organize referenced material. The entire team and project can fail once the bibliography is submitted. Conversely, a team with members that honestly share individual strengths and weaknesses with the project manager can subsequently be assigned to a role utilizing strengths and minimizing weaknesses. Having the roles delegated to the appropriate team members are tremendous is leading the project towards success.

The entire team as well as the project manager must discuss both work ethics as well as the common goal. In a group, not everyone will share the same work ethics however, everyone must commit to doing his or her best ad putting 110% into the project or assignment at hand. “What do we hope to accomplish?” This should be asked by all members of the team and directed to the project and team managers. Success will be the common answer however; the level of success expected by each individual involved may vary. To some, simply completing the project in a timely manner will be sufficient while others may expect and settle for nothing short of perfection. Everyone should agree to either meet on one level of success or to meet somewhere in the middle. By doing this, there will be no regrets or disappointment at the project’s completion. Before the common goal is completely decided upon, the team members should reflect and ask themselves the following question: How much of my time, talent, and self am I willing to dedicate to this project? Again, honesty is a very important factor because anything short of the truth may cause ill and bitter feelings between team members at the end of the project. 

After roles are assigned and individual work begins, individual team members must commit to be in constant communication with other members of the group. Each individual assignment will eventually be put together and presented as one project. One of the goals of a group project is for the project to seem diverse enough to be done by a group but still have a sense of uniformity. The pieces of the project must fit together and gel in order to be successful. If an individual is nearing the end of his or her part of the project and is concerned about how it will fit with the beginning of the next piece, he or she must communicate with the person working on that piece. The two individual team members will then be able to collaborate on how to link their portions together, resulting in a more successful project. 

With such a diverse project team involving different personalities and levels of creativity, conflict is sure to arise. Studies have lead researchers to concur that conflict amongst an online learning team can have both positive and negative effects. Emotion and cognition are two fundamental aspects of human mental processes that are believed to interact to account for individual differences in personality (Mischel & Shoda, 1995), decision making (Damasio, 1994), and aspects of intelligence (Mayer & Salovey, 1995; Salovey & Mayer, 1990). Affective (emotional) and cognitive are just two types of conflict that can arise, but Swenson (2002) cites these exclusively as major conflicts. Researches have concluded that cognitive conflict can have a motivational affect while emotional conflict can hamper a team. A good conflict should be a source of inspiration and progress while bad conflict could be detrimental to team rapport and eventually hamper the project. The management team must to be proactive instead of reactive. The beginnings of a conflict can be detected very early on if the manager is in tune with the team and stays abreast of the team’s progress. Once the beginnings of a conflict are detected, the manager should determine the root cause of the issue before attempting a resolution. After determining the root cause, the manager should then approach the individuals objectively and act as a mediator. The manager should never take sides or do anything to cause offense to any of the team members. A resolution should be reached that is win-win for everyone involved because a one sided resolution may discourage an individual or kill creativity which will take away from the completed project. If a manager waits too long to act on a rising conflict, it will be necessary to be reactive. Being reactive to a conflict can be explosive and cause the entire project to fail. There are also other consequences to a manager waiting to be reactive such as arguments, run-ins, discipline, and worst of all resignation by one or more team members. Resignation by even one team member can cause failure of the project because the burden to delegate the abandoned portion falls upon the shoulders of the manager. Then the burden to complete the unfinished details will fall on the remaining members of the team which will cause additional conflicts within the team, fueled by anger towards the team members originally involved in the conflict. 
The process of successfully creating and accomplishing a team project is illustrated wonderfully by Bruce Tuckman who developed a concept called “Stages of Team Development.” The stages in this process are as follows:

· Forming – The project team initiation stage

· Storming – Conflict arises and the manager preaches resolution

· Norming – Rules, values behavior, methods, and tools are being established

· Performing – The interpersonal structure becomes the tool of task activities.  Roles become flexible and group energy is channeled into the task.

· Adjourning – The tasks are being completed and the team is disassembled.

· Success – According to Tuckman, success is guaranteed if all steps are followed.

A team is only as successful as its manager.  After gaining project understanding, the manager must gauge the project as well as the project completion time frame to insure that goals set are realistic. No matter how many people are on a team, if ample time is not allotted, a project is sure to tail. “The time frame and requirements of them factor into the success as well the size of a team” (Cosse, 2001). Independent studies have shown conflicting data, which shows that team size did affect performance and morale. The study also showed that smaller teams had poorer feedback and approval. A team consists of two or more people confirming that smaller teams do not always have the advantage. The maximum amount of people assigned to a team is questionable and totally dependent on the dynamics of the project. Although large teams may be extremely difficult to manager, studies show that large teams are able to produce satisfactory results. Smaller teams have also proved to be extremely effective and very adept at avoiding and managing conflict. 

To reiterate an earlier point, team goals can only be accomplished if everyone is on the same page. A team cannot and will not succeed it if one person attempts to outperform the others or a teammate does not perform his or her responsibility. Project completion cannot be carried by one person. “The strength of the team is each individual member...the strength of each member is the team.” - Coach Phil Jackson, Chicago Bulls.

Success of a team can have many rewards for the members. Deciding to perform as a team instead of as individuals can be a struggle, but the triumphs reached with teamwork are immeasurable. A great team is shaped not only by the individual members, but also by a great manager.  A great manager is only as strong as the team he or she leads. Having the project manager, team manager, and each individual team member working as one all but guarantees the success of the team. Without teamwork, there is no team. Any individual can understand this. A successful team can practice it. 
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