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Overview and Definition of Concepts 
 

Team development can be defined as a process involving the formation and 
maintenance of healthy, productive relationships within a group of people who are jointly 
responsible for achieving a common goal. These team members often have varied but 
complementary backgrounds, skills, and experiences and are committed to a common 
purpose.1 “Through the team development process, the group learns how to make 
decisions and take those actions that will lead to better efficiency, productivity, product 
quality and quality of work life.”2  
 
Teams may be created for many reasons and in many ways. A team may be made up of 
personnel from different departments of an organization, working together on a specific 
project or objective. In the case of community development, a team may be made up of 
representatives from different organizations or even from members of the public, working 
towards a goal that will benefit the larger community. Teams may also be created to 
facilitate communication and cooperation within and between organizations. Team 
development is an important aspect of community development because teams bring 
together individuals from different parts of the community, with differing backgrounds and 
interests, to share knowledge and resources, make collective decisions and work 
towards implementing community plans. Team members may also be from outside the 
community and bring new knowledge and other resources to the team. But teamwork is 
not always easy and team dynamics must be taken into account, beginning with who is 
selected to be on your team. 
 
Selecting Team Members 

Choosing the right team members is the first step towards the successful completion of 
a community development initiative. When choosing team members, there are some 
key factors to take into account. These factors include team size and composition. 
According to Dr. Ines Salas, who studies team building for cancer control programs, an 
ideal team should have 5-7 members, but teams can also function well with 3-12 

                                                           
1  Sharon Mickan and Sylvia Rodger, “Characteristics of effective teams: a literature review,” Australian 
Health Review 23, no 3(2000): 201-8. 
2 Dorothy M. Neddermeyer, “Definition: Team Development,” accessed March 18th 2012,  
http://www.selfgrowth.com/articles/definition_team_development.html 
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members.3 While smaller teams of 3-4 are capable of working faster and producing 
results more quickly, fewer members means less diversity which reduces the range of 
possible results. Larger teams of 7-9 are capable of generating more ideas because of 
the increased diversity in membership, but in the case of a larger team, it’s important to 
have a skilled facilitator or chairperson.4  When teams get too large, it may be harder to 
reach a consensus or even get everyone together regularly.  
 
When choosing a team it is extremely important to choose members that are diverse, 
dedicated, and have a good knowledge of the project (or an interest and willingness to 
gain this knowledge). This should reduce the number of problems the team will face.5 In 
fact, you may want to develop a set of member selection criteria. In general, try to 
choose people who bring a high level of enthusiasm and commitment. You will also 
need to select people with the specific knowledge and/or skills needed to develop and 
oversee the implementation of your project. For example, you may need members with 
technical, administrative, communication or facilitation skills.6  
 
When considering who to exclude or include, you should also take an individual’s 
personality and working style into account, asking the question: will this person hinder 
the progress of the initiative or foster collaboration and camaraderie?7 You should also 
be sure to include members who represent groups or individuals who may be affected 
by your team’s projects or goals. For example, if you’re planning to develop a project for 
young people, your team should include youth representatives from the area you are 
targeting. This will provide you with valuable, realistic information about what needs to 
be done and how it can be carried out. This will also give your team added credibility. 
Or, if you are developing a tourism advisory team, for example, you will need to involve 
stakeholders such as tourism operators, government agencies with tourism-related 
responsibilities, and community leaders. In both cases, it would be valuable to find a 
team member with community project experience who could serve as counsellor or 
mentor to the team. Remember, when selecting members it’s not someone’s status 
within their organization that counts, but rather their ability and willingness to work hard 
and contribute as a team member. 
 
Stages of Team Development  

The key stages of successful team development are known as Tuckman’s Four Stages 
of Development. These stages are: forming, storming, norming and performing.8 During 
the first stage, forming, team members get to know each other. Using team building 
exercises could decrease the time it takes for team members to get used to each other. 

                                                           
3 Ines Salas, Team Building (Geneva: World Health Organization, 2007), 5. accessed March 18th 2012, 
http://www.who.int/cancer/modules/Team%20building.pdf   
4 Ibid. 
5 Audra Bianca, “Challenges in Team Development”, accessed March 18th 2012, 
http://www.ehow.com/info_7752308_challenges-team-development.html 
6 Ibid.  
7 Ibid. 
8 Salas, Team Building, 7. 
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This is also the stage where members start to clarify team goals and assign tasks. This 
stage ends when members begin to identify themselves as part of a group.9  
 
The next stage is storming. In this stage the team members now “feel more comfortable 
giving their opinion and challenging the team leader's authority and 
recommendations.”10 This is the stage where conflicts could start to occur within the 
group, as members start to build relationships and generate ideas. Members who are 
dissatisfied with the leadership, direction or approach of the team may begin to voice 
their objections.11  
 
The third stage is norming. At this stage team members engage in self-reflection and 
increasing their awareness of the conditions that provide the team with strength as well 
as those that keep it from functioning effectively. The team sorts out the challenges and 
opportunities they have encountered thus far and decides how to best proceed in order 
to achieve their goal(s). This is the stage where the team becomes a cohesive group 
and pulls together to establish procedures for team members to follow when making 
decisions and handling conflicts.   
 
By the fourth and final stage, performing, “the team has achieved harmony, defined its 
tasks, worked out its relationships, and has started producing results. Members have 
learned how to work together, manage conflict and contribute their resources to meet 
the team's purposes.”12 
 

Approaches and Strategies for Team Development  
 

Team building is a key component of team development. The purpose of team building 
is: “To help people who work together to function more effectively in teams and to assist 
the team itself to work more effectively as a whole.”13 Effective team building is 
concerned with improving performance and results, making greater use of individual 
and team strengths and weaknesses, resolving conflicts, and creating trust.14  
 
One important strategy in team development is choosing a highly capable leader who is 
well-matched to the task at hand. The leader should be able to direct and motivate the 
team throughout the entire process. If the leader is able to assess the strengths and 
weaknesses of the various team members, the leader will be able to assign tasks to 
keep each member challenged and engaged. A leader should be able to pull a team 
together and help team members overcome conflicts and obstacles. A team without a 
strong, respected leader will be at a great disadvantage in terms of planning and 
                                                           
9 Salas, Team Building Tool, 7.   
10 Ibid. 
11 Ibid. 
12 Ibid. 
13 Kamran Sharifabdi and Claudia Grot, Team Development and Pair Programming –Tasks and 
Challenges of the XP Coac, 167, accessed March 18th 2012, 
http://cf.agilealliance.org/articles/system/article/file/935/file.pdf 
14 Ibid. 
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carrying out tasks. In addition to selecting a capable leader, effective teams encourage 
and support their members to participate in leadership training and development and 
engage in succession planning (planning for who your future leaders will be).   
 
Another approach to team development is the GRPI Model. GRPI stands for goals, 
roles, processes, and interpersonal relationships. The model “shortens the amount of 
time teams spend in their storming and forming phases, thus improving team 
effectiveness, ensuring productivity, efficiency and quality and at the same time 
enhancing the way members work together.”15 It helps to define goals and clarify roles 
and responsibilities, processes and the ways team members work with each other.16 By 
helping a team establish and prioritise its core mission(s), this model allows a team to 
focus on developing a plan to reach its goals. By setting out clear roles and 
responsibilities, the model allows members to work together effectively, minimizing the 
potential for conflict. 
 
Another strategy teams can use is to hold meetings that go beyond discussing tasks 
and delegating work. These meetings could involve establishing objectives, organizing 
the team, developing and explaining rules, promoting team responsibility, and 
establishing time commitments.17 With these key components in place, the team will 
have a better chance of success. 
 
Experts also emphasize the importance of paying attention to group dynamics. Group 
dynamics can be defined as the social process by which people interact and behave in 
a group environment. As a team member or leader, looking at group dynamics will help 
you understand how personality, power and behaviour influence team development and 
performance.18 This understanding will also help you “to acquire the skills necessary to 
intervene and improve individual and group performance…and to build more successful 
organizations by applying techniques that provide positive impact on goal 
achievement.”19 
 
Challenges and Opportunities for Team Development 
 

Team development comes with many challenges. A major challenge is keeping 
members motivated and engaged, especially when they are volunteering their time. 
Members may lose motivation when they are not suited to the tasks they have taken on 
or been assigned. If a task is boring or too difficult, a member may not have the 

                                                           
15 Han Tang and Claas Wenzlik, “The GRPI Model: An Approach for Team Development” (Berlin-Mitte: 
Systemic Excellence Group, 2008), 6. accessed March 18th 2012, http://www.systemic-excellence-
group.com/shared/files/papers/SEgroup_GRPI.pdf; 
16 Ibid. 
17 MSH and UNICEF, “Strategies for Developing an Effective Team,” A Joint Effort by MSH and UNICEF, 
accessed March 18th, 2012,  http://erc.msh.org/quality/ittools/ittipstm.cfm  
18 IBRD, “Group Dynamics: Unit 10,” IBRD, accessed March 18th 2012,  
www.intrd.gov.nl.ca/intrd/regionaldev/gd.pdf  
19 Kedar Karki, “Group Dynamics,” PowerPoint Presentation, accessed March 2012, 
http://www.authorstream.com/Presentation/kedarkarki-193406-group-dynamics-education-ppt-
powerpoint/  
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motivation to follow it through. In this case, tasks can be reassigned. People may also 
lose motivation if they don’t feel their hard work is appreciated or their opinions are 
being heard. Leaders and team members should acknowledge each other’s 
contributions and take time to listen to all voices. Sometimes something as simple as a 
fun team building exercise can help boost morale and increase motivation.    
 
Knowing when a project is failing is also a challenge associated with team development. 
Putting effort and resources towards a project that is clearly not going anywhere can be 
a major problem. Recognizing that your team is failing is very important and can save 
you time, effort and money. Teams can fail from internal or external barriers. External 
barriers may include a workload and expectations that are too heavy for the human 
resources of the team; or a lack of financial resources, support or recognition for efforts. 
Internal barriers may include a lack of leadership, frequent changes in team 
membership, unresolved interpersonal conflicts, inefficient meetings, not setting clear or 
appropriate goals for the team or not implementing a plan for reaching them.20  
 
Groupthink also poses a challenge to successful teamwork. In a group think situation, 
instead of coming up with their own ideas, team members try to go along with what they 
think the larger group believes or wants. Groupthink can occur when one or two 
members dominate the discussion. This is dangerous because it keeps the group from 
examining alternatives, creates bias and can cause dissatisfaction within the group.  A 
team can avoid group think by keeping group size small, politely discouraging thought 
domination, giving everyone an opportunity to speak and encouraging participants to 
challenge the views of others.21 

Conclusion 
 

Team development plays an important role in community development initiatives. Having 
an effective leader who can motivate a team and help people work together towards a 
common goal is a crucial to a team’s success. Team member selection and team 
building activities are also critical factors in creating an effective team. Each member 
must understand their roles and responsibilities. This will help establish clear 
expectations and outline the limits within which teams and team members are expected 
to perform their tasks. Members of an effective team recognize both their distinctive roles 
and their interdependence with other team members.22 Finally, effective teams continue 
to reflect on their own group dynamics, as well as on their goals and the ways they 
attempt to reach them. By taking these steps teams can increase their community 
development impacts and improve the experience for community members who 
participate in the process. 
 

                                                           
20 Salas, Team Building, 11. 
21 Ibid. 
22 Michan and Rodger, “Characteristics of effective teams: a literature review,” 204. 
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About this Community Development Toolkit  
 

This community development toolkit was created by Tyler Howlett, with editorial review by Kelly 
Vodden, Ahmed Khan, and Gail Collins. The toolkit was created as part of a community-based 
research project undertaken by students in an undergraduate course at Memorial University, 
Department of Geography, instructed by Dr. Kelly Vodden (Geography 3350 – Community and 
Regional Planning and Development). The project was completed in partnership with the 
Central Region Community of Practice – Community Development. Using a ‘Community of 
Practice’ learning approach the project was intended to provide resources that introduce 
students and community development practitioners to several key community development and 
regional planning tools and concepts. The financial support for this project provided by the Rural 
Secretariat-Executive Council, as well as the support and participation of Regional Partnership 
Planners Linda Brett and Tanya Noble, is gratefully acknowledged.  
 

 

 
 


