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Common Team Issues

The following outlines some of the common issues facilitators will encounter with teams and tips on how to encourage a more effective and enjoyable team training experience.

1) Group Think – This concept is a psychological phenomenon that occurs when the desire for harmony or conformity in a group results in an irrational or dysfunctional decision-making. Group members try to minimize conflict and reach a consensus by avoiding critical evaluation of alternative viewpoints, actively suppressing dissenting views, and isolating themselves from outside influences. This phenomenon counters the benefits of teamwork, such as  the sharing of unique perspectives,  the voicing of minority opinions, and exploration of external viewpoints.

Tips for Facilitators: 

· Devil’s Advocate – Ask each member to come up with one weakness for his or her own idea in order to consider alternative viewpoints and invite external influences.  

· Post-Mortem technique - Tell the team members to imagine that their decision was wrong or their idea failed, and then take turns explaining why this could have happened. In reflecting on this, they can find ways to improve on the idea.

· Dialectical Inquiry – Ask team members to come up the best competing decision or idea and articulate why it is a contending idea or decision.
2) Overpowering Team Members – Teamwork brings together diverse individuals, sometimes with very strong personalities. In order to capitalize on the benefits of teamwork, all unique perspectives should be heard.

Tips for Facilitators: 

· During the activity, ask teams if each member has shared a unique idea, viewpoint, opinion, or perspective. Encourage them to do so if not. Be aware of individuals that may be overbearing. Be sure to interject and ask for a quieter member’s opinion.

· During task debriefs, remind students to be aware of their own personalities. Prompt those who are more outgoing to encourage their quieter team members.

3) Criticizing Team Members – When you are listening to teams work through the activities, you may over hear members attacking the person instead of the idea. It is vital that you intervene in these moments. 

Tips for Facilitators: 

· Remind individuals that they can constructively comment on the pros and cons of the idea without hurting another team member’s feelings. The dislike of the idea should focus on very specific reasons, rationale, or data. It should not be based on opinion, gut feelings, or a potentially bias toward a particular perspective. In addition, individuals should summarize each other’s ideas to show that they understand them.

4) Quick Teams – As a facilitator, you will notice that some teams come to a final decision much quicker than others. This could be due to Groupthink (see above) or disengagement in the activity. In order to come to better decisions, teams need to engage in healthy, fact-driven debate. This process will encourage unique idea sharing and minority opinions against the majority (post-mortem).

Tips for Facilitators: 

· Remind teams that the benefit of teamwork is the chance to actively engage in a debate about ideas. If a team is finished before the rest of the class, engage them in a “Post-Mortem” activity or “Dialectical Inquiry” in the ‘Group Think’ section. 

5) Slow Teams – Some teams may have trouble even approaching a final team decision. They may let the debate portion of their discussion go on too long and not fully understand one another.  

Tips for Facilitators: 

· A lack of agreement may result from a lack of understanding. Ask team members to summarize each other’s positions and ideas to clarify any misunderstandings.

· Facilitators may encourage straw polls to speed up decision making as a last resort. A straw poll is a secret and unofficial vote to see where the group is at the moment. Then it is open for discussion, and no one is committed to the straw poll vote.
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Common issues teams can encounter that are specific to the SUIT training activities:
Common Brainstorming Issues

1) Focus on the Shared Ideas – We are naturally drawn to ideas and perspectives that we all share. This means that teams may choose to focus on an idea that they all had in common. While this is a natural tendency, it is not the best path to innovation. Innovative ideas come out of the integration of unique ideas and perspectives.

Tips for Facilitators: 

· Remind teams that one of the benefits of teamwork is the ability to share and integrate unique information. Encourage teams to consider the unique information and ideas that were not common among team members and potentially integrate  aspects of unique ideas to create a novel solution.

2) Skipping the Share – It is very difficult to resists starting a discussion about a shared idea, but it is important that teams do not jump straight to critically analyzing ideas before everyone has finished sharing. Once teams start to dig into a single concept, it is difficult to return to ‘Share’, and it is best to have all the information presented before considering the values and weaknesses of ideas.

Tips for Facilitators: 

· Remind teams to make sure everyone has shared an individual idea or perspective before moving on to the ‘Understand’ phase. 

3) Integrating ideas – Often teams can think they are coming up with a single, unified idea when in fact they are just clumping their individual ideas together instead of integrating aspects. 

Tips for Facilitators: 

· In addition to emphasizing a “unified idea,” encourage teams to consider breaking up aspects of each idea and taking the positive parts of it. For example, ask team members to consider what aspects of their idea work and suggest trying to integrate those specific pieces. Furthermore, during the ‘Understand’ stage of SUIT, teams should be able to critically analyze ideas  and narrow them down to strong aspects that can be integrated.

Common Decision-Making Task* Issues

1) Asking for More Details – Be careful when teams are asking for additional information about a decision-making task. It is important to not give away key information that gives one team an unfair advantage over the others. 

Tips for Facilitators: 
· Make sure to familiarize yourself with the task background and information so as to not give away key clues for making the correct decision. Encourage team members to discuss the task and share their unique knowledge to come to the most informed decision.
2) Getting Stuck – Sometimes a team cannot seem to agree on the ranking of items and time is running out for a final team decision. 
Tips for Facilitators: 
· If a team seems to be stuck, prompt them by encouraging a decision on a plan of action. For example, in a survival challenge, teams must first decide the biggest problem they face (e.g., cold, food, etc.) and set a plan to solve that problem. Once a plan of action is decided, the importance of each item becomes clearer, making decisions easier.
* Decision Making Tasks can include but are not limited to: Survival Tasks (e.g., Arctic, Island, or Moon Landing – available online), Hidden Profile Tasks, Team Meetings tasks, In-Baskets, etc.

Common Team Contract Issues

1) Vague Behaviours – While walking around and facilitating this activity, you may notice that there is very little writing (e.g., only a couple of words). Teams may not realize that the norms they are writing down are too vague to hold anyone accountable. Specific behavioural norms are the best way for teams to create a positive climate.
Tips for Facilitators: 
· Ask teams to explain a vague or unspecific norm they listed. You can ask, “How will you know when someone has successfully or unsuccessfully demonstrated that behavior? Or is not meeting the standard for that behavior? How will the group react if someone violates the norm and hold him or her accountable?” 
2) Incorrect Categorization – A common problem that facilitators encounter is groups putting a norm into the wrong category. For example, students may put “criticize the idea, not the person,” under ‘Share’. This is incorrect because individuals should not be criticizing at all in Share. Be sure to point out incorrect behavioural or norm categorizations as you come across them.
Tips for Facilitators: 

· Make sure to familiarize yourself with SUIT and the details of each aspect of a team decision so that you can easily identify when a team has wrongly categorized a norm or behaviour. Acknowledge that it is a good idea but explain where it belongs and why. 
3) Voting – A common norm teams write down under ‘Team Decision’ is voting. While voting can have some benefits in extreme examples where there is a stalemate and teams are on a timeline, a lot of negative results can stem from voting. When a majority rules, there may be a disgruntled minority who will now feel uncomfortable standing up to the group and sharing their unique knowledge or information. These minority opinions can be vital in preventing harmful group phenomenon such as groupthink. 
Tips for Facilitators: 

· Under ‘Team Decision’ we encourage full team agreement and support. If not all team members are agreeing on a decision, it is likely because individuals do not fully understand each other’s perspectives. Encourage members to reconsider steps 1 and 2, Share and Understand, to discover new (or former) ideas and to identify the data, empirical rationale, logic, science, or even expert external opinion underlying particular suggestions. If ideas cannot be supported with hard evidence the team is advised to be wary about putting their decision to a vote.
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