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TEAf.1BUILDING 

Organizational Development for Improved Treatment Effectiveness 

By 

Frank Petrock, PH 0 and James D. Stilwell 

Do you have deficiencies in the following areas? Check those that fit 
your organization. 

-- EstablishinQ goals and objectives. 
-- Staff commitment to goals and procedures. 
-- Effective use of leadership and authority. 
-- Know when to make decision through command, consultation, or consensus. 
-- Effective problem solving. 
-- Implementation and follow-through on action plans. 
"- Role definitions and role overlap. 
-- Effective utilization of staff. 
-- Managing staff conflict and developing cooperation. 
-- Trust between staff. 
-- Effective work relations between your organization and other organiza-

ti ons ~. or beb/een your work group and other work groups. 
The above ;s not an inclusive list. But it is a significant list. A def;· 

ci ency ; n anyone area can mean a seri ous problem for your organi zati on! 
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If you found yourself checking many of the items above, don't feel uddly. I 
You have a 10t of company. You are in company not only with other people involved 
in private or public Homes for Children, Halfway Houses, or community based 
Social/Treatment Agencies, but also with business and industry, volunteer organi
zations, correctional institutions, etc. Any time two or more people get together 
to achieve some goal through a cooperative effort, problems in these areas are 
likely to surface. They are in ineVitable part of organizational life. Simply 
because these deficiencies are inevitable, however, does not mean that we must 
live with them. Appropriately, we should be developing and implementing methods 
for resolving these issues. Unresolved problems typically result in unachieved 
organizational goals. You may survive as an organization, but what will you 
achieve? Many organizations perceive the list above as either insurmountable 
problems or unattainable ideals. They are not! They can be achieved through 
an Organizational Development/Teambuilding process. 

THE IMPORTANCE OF TEAr1HORK 
Before we present what Teambuilding'is --the purpose of thi sarti cle-- let IS 

first examine why teamwOl~k is important. 
Whenever an organization is faced with the objective of solving complex and 

unique problems, whether routinely or periodically, a team approach is the best 
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way. Certainly, nothing is more complex and more dependent on the cooperative 
effort of highly skilled individuals than helping your clients or residents to 
dev1op. People are very complex. 

Teamwork is an acknowledged given in Halfway Houses or other Social/Treat
ment Agencies and this was recently conceptualized as the teamwork primacy. 
You will probably find that there are very fev.J people who will disagree with this. 
Yet, how much time is actually spent in developing team skills in these organi
zations that are so dependent on teamwork? Very 1ittle time is spent, if any at 
all! The usual thinking seems to be that if you have competent individuals, 
you will automatically have an effective team of people. Not true! Or, another 
line of thinking is that if you hold a group of people equally responsible for 
results and allow them time to meet to discuss problems of mutual concern, then 
an effective team will develop. Again, not true! It is possible, but not very 
probable. 

Think of it this way. A football coach, or a coach in any sport, recruits 
the best talent that is availablt. All of the players are highly skilled. Then, 
how much time does it take to develop these individuals into an effective team? 
There are weeks of concentrated practice before the season begins and then there 
is daily practice throughout the season. All of this is geared towards having 
the best team on the field for only one hour of actual playing time each week. 
The football players that win games--achieve results--are the best team. And, 
winning the game is not totally dependent on just having the best players. Hinn;ng 
depends on how the pl ayers are organ; zed and thei r abil; ty to work together as a 
team towards one goal. 

~Jorking in Social/Treatment Agencies is more complicated thana football 
game. We have many more goals to achieve, our goals are often in conflict with 
each other and are usually poorly defined. But, this does not negate the fact 
that teamwork is necessary. If anything, it makes teamwork more importdnt. Yes, 
teamwork is important and it ;s a learned skill with which many of us are not 
really familiar. 

It is important for the manager to recognize that the concept of people 
working together interdependently is a new idea for many. We have not 
been taught that way. In our schools and universities we have emphasized 
competitive, noncoll~borative behaviors as a means of accomplishing tasks. 
Problem solving is done by the person along; regards are given to individuals 
rather than the group work-group; students are trained not to share or ask 
for help, expecially from one another; goals are set by others and most 
decisions for a workgroup are made by others. Small wonder then, that what·· 
ever collaborative behaviors our tribal ancestors had seem to have, have been 
lost! 
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Yes, teamwork is important. Most of use would agree. But when is the last 
time that you, and those who work with you, took the time to concentrate solely 
on determining how well your team is functioning in relation to its goals and 
then decided upon ways to improve team effectiveness? 

TEAMBUILDING 
Teambuilding is a~rategy to develop those skills and behaviors that foster 
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team functioning. It has had a long history of success in improving the effective .. I 
ness of work-groups. Surprisingly enough, since the middle 1950's it has been 
used predominately in business and industory. Actually, teambuilding is just one 
of many strategies within the general technology knowr as Organizational Develop-
ment. Organizational Developmpnt is usually defined as a planned and sustained 
effort of applying behavioral science knowledge for improving organizations. It 
is based on the scientific method and the underlying values which broadly embrace 
the concepts of democracy, open investigation, and experimentation. The goal 
of Organizational Development is improving the quality of life in organizations, 
solving work related problems and the achievement of results. 

Underlying Premise of Teambuilding: The underlying premise of teambuilding 
.... --~"- ~ "'y--' --

is that each organization, or sub-unit within an organization, has within it the 
t,esources, knowledge and skills to solve its own problems. The task of Team
building is not so much of creating these resources, but of unfreezing and utiliz
ing them. Teambuilding takes a positive approach to human behavior in organiza
tions. It assumes that people are capable and motivated to improve their own or
ganization. It accepts as inevitable the conflicts that exist between the needs 
of individuals, between the needs of work-groups, and the needs of the organiza-
tion as a whole. But, Teambuilding advocates confronting these conflicts openly, 
when staff ahve the necessary team skills to do so constructively, and using 
these conflicys as a catalyst for creative problem solving. A specific goal of 
Teambuilding is to maximize the solving of significant work related problems 
through the best use of the organization's human potential, 

The Process and Key Elements: Teanlbuilding is a planned change process that 
takes place over time. It is not a "one shot dea1." In effect, Teambuilding 
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is a series of brief, but carefully planned interventions into the ongoing II 
dynamics of an organization. The phrase, "carefully planned ll cannot be emphasized 
enough. A "hit or miss" approach can tlo more harm than good. Each Organizational;" 
Development/Teambuilding intervention must be designed specifically for a par-
ticular team or organization. No two teams or organizations are alike~ even 
though they perform the same function. The overall structure of an Organizational 
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Deve10pment/Teambuilding intervention may be the same, but the content and 
st~ategies within each phase of the intervention may be different. 

There are a variety of ways to do Teambuilding. l~hat follows is a brief 
outline of a model we are currently using for a major Organizational Developmentl 
Teambuilding effort for the State of ~1ichigan's Halfway Houses under the direc
tion of the Department of Community Resid~mtial Care Services (CRC). This 
project ; nvol ves key StatE! Department admini strators, county admi ni strators, 
field placement specialist, Halfway House directors, Halfway House staff and 
residents. It should be understood that the decision to involve all of these 
people in a major Organizational Development/Teambuilding effort was not made 
because the Halfway House~. were not doing well. On the contrary, they were 
reasonably effective. Deciding to get involved in this process was based on a 
desire to do even better. Getting involved in Teambuilding does not mean that 
one has to be experiencing major operational problems. The phases of Teambuild-
1ng used in the Michigan CRG Project are as follows: 

I. PLANNING AND ENTRY 

II. 

III. 

Executive Development Workshops were conducted with the administrators, 
directors and field placement specialist before any ~Jork was started 
in the houses. Two major objectives were! (1)- to design the total 
intervention in collaboration with the consultants, and (2) to parti
cipate in the same activities that the Halfway House staff would ex·· 
perience. The latter was done to insure that these key people would 
know exactly what would be done and that they could be supportive. 
After the initial planning me~tings, these key people were involved 
in their own Teambuildfng sessions concurrently with the Teambuilding 
in the houses. It would have been foolish to develop the "bottom" 
wihtout developing the "top". 

STAFF ORIENTATION 
A session with the staff of each house was he1d in order to Qive them 
an understanding of the entire design, the objectives, and th!~ir role. 
Modifications in the design were made based on staff input. 

ASSESSMENT AND EVALUATION 
The staff in each house was directly involved in identifying key 
prob1ems within their own organization. This entailed the following: 

A. Staff completed a sllrvey related to how they perceived 
their program functioning and how they \~ould like it to 
function ideally. This same survey was also given to the 
residents of each house. Examples of areas measured are 
relationships between and among staff and residents,treat
ment program~ and ~he quality of the organization. 
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I 
B. Staff completed a survey related soley to organizational I 

climate, team functioning and leadership. 

C. Each staff person was personally interviewed by the consul-
tants in order to gather data and information not included I 
in the surveys and to insure that each person's individual 
views, needs, and objectives were known and inc1uded. 

D. While these interviews are being conducted, the consultants 
had an opportunity to observe program operations. These 
observations served as another source of data. 

IV. TEAH CONCEPTS ~\IORKSHOP 
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v. 

The staff of each Halfway House, including the director, participated 
in a Team Concepts Workshop. This was an experience-based learning 
1aboratory. The purpose was to have staff exerpience how an effective 
team functions and learn personal and team related skills so that they 
would be able to manage the data collected in Phase III. Staff were in
volved in experiMces related to such cOl1cepts and skills as leadership, 
decision making, problem solving, competition versus collaboration, 
team member roles, etc. 

It should be noted that the Concepts \'lorkshop, taken by itself, can be an 
effective trainino session. It can also be used as a method to make 
a decision as to ~hethor or not to get involved in Teambuilding. But, 
taken by itself, it is not Teambuilding. I 
DATA ANALYSIS AND PROaLE~1 IDENTIFICATION I 
Soon after the Concepts Workshop, staff Darticipated in another workshop. 
At this session, the data cOllected in Phase III was fed back to the 
staff of each house. There was no confidentially! The objective of 
this session was for the staff to analyze their ovm data ( to find the 
meaning that it had for them) and to identify and agree upon the signi
ficant problems that they must solve in order to become an effective 
organization, 

I 
I 

VI. PROBLEM SOLVING 

VIII. 

After analyzing their own data and identifying significant problems; I 
staff at each house was involved in a se~ies of meetings with and 
without the consultants, The objective was to methodically solve 
each problem and deve10p action plans to implement the solutions • It 
was at this time that the ski 11 s developed i'n the preceding phases were I 
put to use. 

REASSESSMENT AND RE-EVALUATION I After ilnplementing the action plans, staff then got reinvolved in re
nssessing and re~evaluating the results, Much the same procedures out
H ned ; n Phase I II were used again ~ ~Iith new data and informati on the I 
process begins over again starting with Phases V and VI and possibly 
Phase IV. This is done with little or no assistance from the conSUltants, 
Uhat the staff has developed with the ai'd and expertise of the conSUltants I 
is now an integral part of the organization. Team and organizational 
development continues. 
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The entire process for each house, beginning with Phase II up to Phase VII,' 
collecting new data and feeding it back to staff, took sixteen (16) days over 
an average time span of three months. 

This was a very brief outline of a very complex process. It is not within 
the scope of this article to give a complete understanding of the content of 
each phase of the intervention or what staff and consultants did between each 
phase. The significant learnings should be that Teamv/ork is a learned skill and 
that Teambuilding is carefully planned, with objectives unique to each organiza
tion or team. In addition, staff get directly involved in assessing their own 
organization and working realtions, and work together to solve problems that are 
significant to them and the effectiveness of their organization. This is the 
process that buil ds an effecti ve team. 

OUTCOMES 
The outcomes that can be expected from a successful Organizational Develop

ment/Teambuilding effort is the achievement of those areas listed at the beginning 
of the article. In effect,a better organizational climate where staff derive 
greater job satisfaction, where problems are perceived as opportunities for 
improvement, and where chango and adaption become an impnrtant dimension of or
ganizational life for staff. 

But, you may say that the goal of your organization is not to make staff's 
work expereiences more satisfying. You are correct. The goal is to help residents 
to make a satisfactory adjustment in the community. Therefore, let's look at the 
major outcome of Teambuilding as reported by staff who \'Iere involved in the ~Hchigan 
Project. The major outcome was almost immediate behavior change on the par't of 
the residents and greater commitment on the part of residents to the program and 
their own development. This resident growth was the actual goal of Teambuilding. 
As staff developed into effective teams and problems were solveci, residents also 
changed without ever being the direct object of modification. 

\-lHAT DOES ALL THIS NEAN? 
Hhat does all this mean? Hhy were there beha-lior changes on the part of 

residents when staff were the ones who received direct services? One meaning, 
or conclusion, is that a large part of inappropriate behavior on the part of 
residents or clients in our Social/Treatment Agencies is a direct result of the 
organization itself; how it is managed and how staff work toegther. Therefore, 

I 

should the first object of modification always be the residents? Should \'Ie ah'lays 
be looking for those "treatment programs" that are going to solve "all" of our 
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problems by controlling residents in order to have them conform to an organiza
tional structure that may be causing the problems in the first place? Or, if 

I 
I 

you are experiencing problems with resident behavior and the achievement of your I 
goals, should not the first object of modification by the organization? If you 
do develop your organizations and teams to be the best posc;;ble, then any continued I 
inappropriate behavior on the part of residents is that \'Jhich should be treated 
through specific treatment programs or procedures. 

Another meaning of all this, as reported by staff involved in Organizational 
Development/Teambu11ding, is that the residents do what the staff do and not what 
they staff say they should do. That is, behavior change') in the residents result 
from modeling staff behavior! Are some of your goals to have residents develop 
trust in other people, work constructively through conflict!!. ti1~:t 'l~hey encounter, 
help and care for people, work cooperatively with others~ .:lnd be committed to 
continued growth throughout their lives? Then, what better way tD achieve this 

I 
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I then for residents to observe staff behaving this way towtU:~I~ @(H.:h other daily. 

Residents do model staff behavior. 
Two other less complex conclusions are:l) through Organhation",,' Development/ I 

Teambuilding, ::.taff finally have the opportunity and skills to solve some major 
operational problems and 2) as staff develop into cohesive teams and agree upon 
goals and procedures, it becomes more difficult for residents 
staff by playing one against the other. 

CONCLUSION 

to manipulate 

The technology of Organizational Development/Teambuilding has much value 

I 
I 
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for our work in Social Treatment Agencies. Business and industry had recognized 
this value 20 yeal~s ago. He are only beginning, Through this process some inherent I 
organizational problems can be dealt with, staff can be developed, innovative 
programs can be designed, and the organization can achieve a capacity for continued II 
growth in an ever changing environment. All of this means improved treatment 
!ffect;veness _' 

t1any of us have had the opportun'ity to be involved in major changes in pro~ 
grams where we t~lrrently work, or even to have been involved in the starting of 
new programs, units or organizations. What we rmember is how energetic and 
committed staff were, how staff looked forward to coming to work, and how creative 
solutions were generated to solve difficult problems. We remember how exciting 
everythi ng \otas. But, as time went on and stabi 1 i ty often referred to as organ; za
tiona' rigor mortis , was achieved these rewarding experiences diminished. We 
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tend to blame this pehnomena on changes in staff, not being able to find as 
qualified staff as in the "good old days", changes in the type of residents, and 
beauracratic and 1egal constraints. These may have contributed to some degree. 
But, what wa~ missin, frum our original planning was building in some mechanism or 
procedure in the organization that would continually revitalize and renew the 
organization. Something that would maintain the organization in a youthful 
stage of development and thereby prevent it from becoming stagnant and ;nflexi .. 
ble. This mechanism or procedure is what Organizational Development/Teambui1ding 
is all about --continued organizational renewal. It is a process to be used when 
starting new organizations, developing new programs, modifying existing programs, 
and for revitalizing organizations that have been in operation. 
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REPORTED CHANGES 

The basic intent of the Organizational Development/Teambuilding Project 
for the Halfway Houses in M'lchigan \~as to intervene in the on~going processes 
of each house in order to bring about change desired by both Staff and Residents. 
As mentioned, the targets for changes were the organizational structure and the 
staff teams. Below is a list of changes reported by the staff of the six Houses 
involved in the Project from February 1976 to February 1977. 
1. Acting-out beha~ior on the part of youth decreased. 
2. New residents are easily assimilated into the program and get off to a better 

start faster than before the Project. 
3. Residents seem to be more responsive to all staff and not just responsive to a 

select group of staff. 
4. Staff is assuming more of a treatment role with residents. Staff has taken 

over responsibil ity for developing and implementing treatment plans. 
5. The counseling role is more evenly spread among all staff. 
6. Agendas for staff meetings are prepared in advance. 
7. The YlOrking relationship between County Supervisors, Field Placement Special-

ists and House Directors has improved. 
8. Treatment p1an formats have been developed and implemented. 
9. There is greater input from staff at the staff meetings. 
10. Staff has greatly improved in their ability to implement action-plans for 

problems to be solved. Before, decisions would be made and then nothing would 
come of them. 

11. There has been an equal distribution of the work-load. 
12. There is more personal sharing between staff. 
13. Disruptive humor and comments has decreased during staff meetings. 
14. Staff members are listening to each other more and are becoming aware of the 

difference of opinions. 
15. Problem-solving and planning skills have improved. 
16. The Directors are able to delegate more tasks and the staff is assuming the 

responsibility. 
17. The staff has developed a genuine concern for program imp\~ovement. 

18. Staff has become more sensitive to each other's feelings. 
19. Staff has implemented ~Jays to get more resident involvement in program and 

decision-making. 
20. Shift schedules are being \'/orked alit for better programming for youth as 

opposed to staff convenience. 
21. The amount and wuality of staff interaction has improved greatly. 
22. There is more teamwork within staff. People \'lark together to solve problems. 
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All staff are voicing more opinions instead of sitting back and letting 
thi ngs go by. 
Differences of opinion are accepted and conflict resolution has been legitimiz
ed. 
Staff members are volunteering their own time more often to help the youth 
outside of their regular work schedule. 
More ex~erienced staff are trainina less experienced staff. 
Staff has learned the procedures for solving problems and are using the 
procedures. 
Staff rn~mbers are providing each other with more positive feedback and rein
forcement as they work together. 
Residents recogn1ie that the staff is becoming a team. 
As staff has begun helping each other more, the residents have also begun 
to help each other more. 
Residents have ceased playing staff off against each other. 
The verbal and written communication bet\'leen shifts has greatly improved. 
The job has become easier because staff members are making more use of in
formation in the log. 
Staff has learned that there are many alternative solutions to any problem. 
Staff members are trusting each other more. 
Staff has learned to take leadership roles in staff meetings. 
Staff has revamped organizational goals and policies. 
All program rules have been evaluated by staff and residents. Those rules 
no longer functional have been eliminated. 
The residents are more relaxed. 
Group meetings with youth are of a better quality. 
Residents are invited to attend staff meetings. 
Staff members a~~e ove\~lapping in the performance of their roles. 
Staff finds work more enjoyable and they look forward to it every day. 
Staffs' family relations have improved. 
Staff can use various decision styles and are becoming skilled in consensual 
decision-making. 
Nore communication between directors and staff. 
Directors making more and better decisions. 
Directors get more feedback from staff. 
Staff understands how good teams work and are able to maintain the pt·o~ess. 

Group dec'lsion making is mor~ constructive and of a better quality than 
individual decision making for complex problems. 
Staff now perceives problems as opportunities for improvement. 
Able to make program changes based on goal evaluation. 
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53. Staff is able to accept input from residents about program changes. 
54. Staff shares more information with the residents. 
55. Staff has become aware that there is an interdependence between them 

and the residents. 
56. Program activities are better organized. 
57. Staff is beginning to feel important on the job. 
58. Each staff person has better insight into his/her own behavior and 'feelings. 

I 
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59. Staff;s becoming more career-minded. II 
It should be noted that this is not an inclusive list. f1any other changes have 
been reported by staff in the six houses. I 
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