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Teamwork in Environmental Manage-
ment

i11.1 [Introduction

Human beings live, work and function in groups. They are social
beings. Usually they like working together with one another for
various reasons including the desire to satisfy the basic human need
of belongingness (Maslow; 1954), to provide partnership, eliminate
dissonance, produce sufficient personalised contact for survival,
reduce redundancy and establish a future through relationships. But
because of personality and other differences, conflicts usually arise.
However amicable solution of such conflicts bring about various
improvements. No wonder then that team dynamics continues to

attract attention among psychologists, educators, environmentalists

and others who are interested in teamwork.

When people work, play or act in any form together for a
common purpose, a corporate image manifests. A team image is
the projection of the team personality which is usually completely
different from the personality of any single entity or member of the
team but which reflects the modal image of the members and more.
Such corporate image formation may be influenced by individual
and sub-group perception, motivation, group goals, the organisational
structure, team interactional level and its general dynamics among
others. Since successful environmental management projects and

Teamwork in Environmental Management 217

programmes depend to a great extent, upon human co-operation
with nature and fellow humans, teamwork and its dynamics become
an area of major interest to all concerned. This is particularly
important because the quality of the present and future environment
should be of major concern to everyone irrespective of race, religion,
gender or nationality. This chapter on teamwork in environmental
management therefore examines not only some major relevant
theories associated with its definition and functional dynamics but
more importantly desires to use some experimental exercises to
sensitise and encourage the much needed team spirit and functional
co-operation.

11.2 Objectives

During and after an effective interaction with this chapter, you should

be able to:

(i) define the team and teamwork in terms of any three viewpoints;

(i) compare any two theoretical positions of team dynamics;

(iii) justify the role of facilitators of team productivity in relation to
environmental teamwork sessions;

(iv) specify the characteristics of effective feedback in
environmental teamwork; '

(v) compare some positive with negative roles of environmental
teamwork members;

(vi) establish a feasible observational checklist for an environmental
teamwork;

(vii) analyse the characteristics of task-oriented environmental team;

(viii) evaluate the need to establish the entry behaviour for and to
get acquainted with environmental team at the early stage;

(ix) assess the need to any environmental team you are working
with;

(x) justify the need for positive perception and objective evaluation
of team members on environmental projects;

(xi) examine carefully how shared responsibility can be enhanced
in teamwork on the environment; and

(xii) use the qualities of good team working relationship to run and
evaluate teams working on any environmental project.
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11.3 Definition

The terms “team” and “group” are often used inter-changeably
because they are perceived as synonymous. Essentially however
they can be differentiated in terms of structure, process, level of
unity and purpose among other characteristics. However,
“togetherness” is one vital element for both team and group
existence. The family, class or congregation of worshippers may be
seen as three different groups because each exists together. That
groupness gives each of them a separate identity and structure where
headship (leadership), follower-ship and goals or objectives may be
easily differentiated. The same members of the family can also
constitute a team when there is a need and major specialized task to
be performed. Teams of engineers, medical doctors, inspectors,
environmentalists, among others are made up of specialised
professionals. From these teams, one team of, say, footballers could
be constituted. Although the semantic differences between team
and group should not be unduly orchestrated. It is pertinent to
emphasise that the word “team” connotes more urgency,
specialisation and singleness of purpose than ‘group” which could
he used more as a generic term.

11.3.1 Definitions According to Viewpoints

The definitions of team could be done in terms of various overlapping
psychological view points among which the following are briefly
discussed to reflect some classic authorities.

(i) Perception: People with identical perception of definite
purpose can form and operate a team. Smith (1945) defines it
as a social group or unit made up of many separate organisms
with “collective perception of their unity” so that their “ability
to act... in a unitary manner on the environment” becomes
obvious. This definition emphasises membership based on
unitary perception of both relationship and functions. This
singleness of perception results from unity of desire and
purpose and ability to act collectively for a definite purpose.

A team could also be seen as people engaging in “eye-ball to

(i)

(iii)
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eye-ball” interaction with one another and which perceive the
other members as being distinct personalities who can question,
react in some way or simply recall the existence of others.
Bales (1950) emphasises distinctive personal perception of
other members in the team. This view not only appreciates
the importance of direct face-to-face interaction but also the
value of individuality and reactions.

Motivation: Teams can also be defined in terms of the stimulus
which energises people to form and belong to teams. In other
words, the motivational perspective argues that people belong
to teams to satisfy some social, economic, spiritual or other
needs or to fulfill a burning desire to improve society. Perhaps
that is the reason why Cattel (1951) sees a team as a collection
of organisms which provides inter-relationsips as the basis for
satisfying some needs. That means such a collection is rewarding
to the individuals in the team. Bass (1960) agrees with the
motivational views. Obviously if the original motivation is no
more, the team disintegrates unless it is substituted with other
motivators which are perceived as equally, if not better,
satisfying.

Goals: The purpose of the team can also be a major
determinant for its attraction and formation. Every team has a
target either determined by the team members or their
sponsors or are imposed on the team by the society or its
agencies. Mills (1967) agrees that a team forms when two or
more persons come into meaningful contact for a purpose.
However, it is indisputable that goal satisfaction itself is
motivating and can therefore be intrinsically rewarding to team
members. For example, the various environmental Non-
Governmental Organisations(NGOs)working as environmental
teams have different goals with sustainable development as
the underlying theme. This can be more motivating when their
activities express the desire of the avowed goals.
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(iv) Organisation: This viewpoint as a perspective of the definition
of team emphasises unitary functionality, interrelated team
components and sofne regulatory mechanism. According to
McDonald and Harari (1968) a team can be viewed from the
organisational systems perspective which emphasises functional
relationship, role differentiation and regulatory norms that guide
both the team functioning and the roles of the members.

The implication here is that the team is accepted to be
interdependently functional as a holistic human structure made
up of complex definite elements which purpose is to achieve
specific and predetermined goals or objectives common to all
team members. However, existence of effective power
relationship in team functioning should be recognised.

(v) Interdependence: The dynamics and interdependence as a basis
of team functioning seems to be the focus of modern studies of
team behaviour. In the light of this Fiedler (I 967: 6) sees team as
a combination of individuals who share a common fate and “are
interdependent in the sense that an event which affects one
member is likely to affect all”. This viewpoint emphasises
groupness and mutual relationship. Cartright and Zander (1953)
had earlier accepted this position. They see the team as a class of
interdependent social activities with a common goal.

Without interaction there can be no interdependence.
Consequently, teams provide a basis for open interaction whereby
individual actions contribute to both structural organisation and
successive interactions of co-equal effect upon team identity.
The five viewpoints briefly surveyed above are not mutually
exclusive. Essentially therefore, an environmental management team
should express functional co-existence of two or more persons who
interact in such a way that they mutually influence themselves, the
environment, their environmental related goals and their personality.
Still related to environmental management goals, sustainability of
the earth and the biospheric diversity should be two major green
goals that bring people with identical ideas together and which should
positively influence all environmentally related behaviours expressed
by a team.

I
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I11.4 Team Dynamics

Approaches to analysis of team behaviours, stability, goal formation
and execution along with changes in roles, components, the
organisational structures and strategies as well as all the driving forces
instrumental to the growth or social change in a team constitute its
dynamics. It has many theoretical basis some of which are briefly
reviewed below.

(i) Field Theory: This gestaltist theory emphasises that the whole
team is greater than the mere combination of the individual
members. Its major goal is effectiveness and efficiency through
organisation. Related to teamwork in environmental
management emphasis is on holistic sustainability of the total
environment (land, water and air) for the benefit of man
presently and in future. The reason is that if any part of the
biosphere is degraded the whole environment and all that
depend on it suffers because of the existing intricate
relationship. Teamwork emphasises that all must co-operate
to achieve the sustainability target. If all individuals are actively
involved in environmental sustainability, thinking globally and
acting locally; and are committed personally towards reversing
the environmental problems, then the human-induced
environmental disasters shall have been overcome.

(ii) Interaction Theory: Activity, interaction and sentiments are
three key emphases here. For example, activities provide the
basis for interpersonal relationship among people and
interaction with the environment. In the course of carrying
out the activities one cannot resist interacting. Consequently,
some sentiments, emotions or feelings and attitudes are
naturally generated in that process. Positive affectivity can unite
the team towards environmental sustainability through a wide
variety of activities directed to energise relevant interactions.
This can however be affected by the personality characteristics
and abilities of team members and the size of the team.
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(iii) Systems Theory: This emphasises interlocking elements,
positions, roles, among other factors which facilitate team spirit
and productivity. The focus is on input-process- output. For
example, membership in conservation clubs, their goals and
resources (inputs) if properly managed, well co- ordinated and
integrated (process) can lead to stability and goal achievement
as related to environmental sustaihability (outputs).

(iv) The Psychoanalytic Theory: Emphasis here stems from the
Freudian psychology which focuses on motivational and
defensive processes. They include repressed instinctual urges,
deep unconscious fixations, and weak self-esteem all of which
can find solution in team functioning. For example, an effective
management team should give opportunities for individuals to
overcome weak self-esteem, develop communicative abilities,
leadership qualities and self-assertion.

(v) The Reinforcement Theory: This theoretical viewpoint

emphasises essentially the reinforcing nature of Learn
functioning where need for leadership, followership and
belongingness can be easily satisfied and thus reinforced.
Personal satisfaction for protecting the environment or for
initiating sustainable activities can by itself be reinforcing,
especially if such activities were part of the team expectations.

(vi) Firo: Fundamental Interpersonal Relations Orientations (FIRO)
is a theory formulated by Schutz (1958). It has a psycho-
analytical basis. This three-dimensional theory of inter-personal
behaviour explains team orientations in terms of certain
characteristic patterns which Schutz called inclusion, control
and affection. Inclusion, according to him, refers to the need
for togetherness and association.

This need can be exhibited by team members by friendliness,
possessiveness or attempts to punish team-mates who try to
establish deep affiliation with others. Control refers to a
decision-making process in a team. It is exhibited as a need to
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dominate others through power and authority or its reverse:
need to be controlled. Affection, the third important factor, is
expressed through love or hatred as a mark of close or hostile
personal feelings between or among team members. It is
obvicus that these theories share a lot of ideas in common. All
of them try to explain the basis for team formation and
functioning dynamics especially when such teams are voluntarily
originated. As related to environmental management, one thing
is obvious: best results are achieved through team rather than
individual functioning.

I1.5 Facilitators of Team Productivity

The theoretical bases discussed above notwithstanding, productive
teams associated with the environment require effective
communication, dynamic leadership, critical goal setting, judicious
resources management and proper orientation for team members.

Effective communication among team members can facilitate
clarification of doubts. It intimates team members of direction,
purpose and other details. It engenders belongingness and better
commitment. Dynamic leadership is necessary to direct, motivate
and co-ordinate the activities of the team members towards goal
achievement. Critical goal setting is an important pre-requisite in
environmental management teams because it determines the
direction, selects suitable resources and proposes the acceptable
criteria for evaluating success level of the proposed team goals.
Without judicious management of various non-human resources,
the team cannot achieve the desired environmentally related goals.
Ideas, time, space, funds, materials and equipment are some of the
necessary resources other than the human. Their recruitment,
orientation and modification, deployment and maximum utilisation
are important for team goal achievement. The team also requires
adequate and proper orientation as to the team goals, available
resources, expertise, attitude, the individual expectations and role
definition as related to the team task at hand.

Effective communication among management team members may
often require work meetings to actualise team goals. No matter the
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nature and brevity, work meetings. are a crucial, powerful team
development strategy which need efficiency and dynamic
management. Three teamwork meeting types have been identified
by Mahoney (1982:46): basic work sessions, action sessions and
critique sessions. To these three, feedback is added. Each of them
provides opportunities for both team leaders and members to
suggest inputs towards effective teamwork.

®

Basic Work Sessions: According to Mahoney (1982:46) the

bask work session involves two key elements: problem solving

and planning process. It encourages a two-way communication

process. It encourages a two-way communication outline which

involves the need to:

(a) specify objectives and goals clearly;

(b) evaluate current status in relation to expected goals/
objectives; :

(c) identify and define problems as specifically as possible;

(d) establish factual anticident causes against opinions and

assumptions;
(e) select best alternative solutions;
(f) implement;
(g) observe contradictions and deficiencies in the
implemented solutions; and
(h) review and recycle. :
The emphasis at the basic work session is on joint contribution
especially because some team members could have widely
varied possible and feasible alternatives to the team problems.
Moreso the expressed attitudes to the resources and
leadership and team mates can facilitate teamwork where there
is an effective and guarded communication among team
members. Environmental management team leaders should
therefore sharpen their focus on feasible alternatives and
possible implementation steps suggested by the team members
without losing control of the team. They must also provide
factual inputs to team members as related to goals and
objectives, operations, equipment, priorities and schedules and
facts unknown to team members. On the other hand, members

@)

(iif)

(iv)
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have to provide inputs to leaders in terms of additional facts,
possible alternatives and preferred solution.

It is instructive to emphasise that apart from their number
and variety team members may also have more direct contacts
with the wider world and may have first hand operational and
field knowledge which the team leader may not. Their
contribution to effective basic work sessions should therefore
not be taken for granted.

Action Session: This involves effective participation of all team
members on actual problem solving. Leadership and team
management may have to be decentralised because of the need
for several smaller work teams to focus on specific aspects of
the problem. The most important roles of sub-team leaders
and the overall leadership are to encourage interaction,
cohension and team spirit through free and innovative thinking
(as in brainstorming), effective conflict management and
consensus. Each of these is briefly discussed below.

Freedom of Thought and Brainstorming: Free and innovative
thinking is the end-result of effective brainstorming exercise.
Brainstorming demands that team members be encouraged
to generate ideas, solve problems, suggest alternatives and
originate plans, no matter how wild and unrelated initially,
without criticism, hindrance or restraint. Later on the
potentials, merits and feasibility of such ideas, plans and
alternatives are evaluated, hitch-hiked and ordered for
implementation.

Conflict Management: Effective conflict management focuses
on how to constructively handle disagreements arising from
the interaction of team members. Disagreements in any
teamwork should not be seen as being completely bad; they
can sometimes result in constructive innovations when properly
resolved; they can also provide a litmus test for acceptability
of ideas.

Conflicts in teamwork may arise as a result of communication
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gap, disagreements or when “two or more desiderata require
mutually incompatible actions in the same situation” (Landauer,
1972:76). When team members are not getting on well, think they
may suffer or are actually suffering some psychological, physical,
social or personal disadvantages; some disagreements and
consequently conflicts may arise. In teamwork constructive rather
than destructive conflicts should be pursued.

To effectively manage conflicts before they degenerate into crises,
their causes should be nipped in the bud. But most often and in
actual practice this neither happens easily nor early enough. Generally
therefore, reactions to disagreements can take any or a combination
of five strategies: evasion, confrontation, force, compromise,
integration. Conflict management or resolution strategies in
teamwork usually focus on areas of disagreement.

Evasion as a conflict management strategy involves dodging or
avoidance of situations that breed open disagreements or even
avoiding the offended party and claiming ignorance thus maintaining
perceptual constancy. But when serious disagreements arise they
cannot always be easily dodged, especially when deep- rooted socio-
cultural practices come face-to-face with modern thinking. For
example, when team members are challenged by sustainable
environmental practices against socio-cultural, family or religious
practices which encourage high population growth rate. Such types
of approach-avoidance conflicts are usually difficult to resolve, so
choices based on value systems have to be resorted to.

Confrontation and use of force are two ends of the domination
continuum as conflict resolution strategy. For example, confrontation
can be used by the team members to gain temporary victory over
the team leadership, so also can the leadership use force, to get the
team members to temporarily succumb. Both confrontation and
force are domination strategies. They involve the victory of one
side over the other. They are also the easiest and the quickest but
the least successful method of dealing with conflicts. They are not
usually effective.

Compromise, the most commonly used conflict management
strategy, involves each side moderating its demands and neither
side obtaining all its demands. It calls for give-and-take “in order to
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have peace”. But it may not always produce the best and lasting solution
to conflicts, because it may involve abandoning the objectives or
substituting something inferior. Mahoney (1982:52) points out that
“confronting disagreement and working through to a consensus
position is usually the best route to follow even though a tough one.”
Perhaps that is what Morphet, johns and Reller (1974) call
integration. They agree that the highest level of conflict management
occurs “when ideas of both sides are integrated into a solution that
encompasses the desires of both side” (Morphet et al 1974). This
conflict management and resolution strategy is highly recommended
for environmental team workers because what is best from each
party is considered for the good of all. For example, in some national
park communities the integration strategy rather than compromise
is used. By this is meant that instead of hunting and cultivating into
the reserved forest, improved intensive cultivation systems and
animal husbandry are encouraged in addition to limiting hunting to
the peripheral forest region of the support zone. The village liaison
officers and the forest guards are used to create environmental
awareness and to enforce the practice in the national part areas. It is
obvious that while feasible alternatives are provided for the
traditional occupations and means of livelihood, adequate care is
also taken to create the necessary environmental awareness so that
with time the villagers living around the support zones will become
protectors rather than exploiters of the national parks.
However conflict management and resolution process usually
involve interrelated steps and demand the following:
(a) define the problem clearly;
(b) generate possible solution no matter how wild or
commonplace;
(c) evaluate the solutions through objective open discussion; select
the best alternative solutions;
(d) determine implementation strategies and criteria;
(e) adopt the selected alternatives and strategies;
(f) assess the solution effectiveness; and

(g) recycle.
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(v) Consensus: When the final degision represents and reflects

the best of everyone’s contribution there is an agreement. A
consensus has been reached. In order to do this the team
members and the leader must:

(a) be flexible;

(b) develop a basis for decision-making, for example, establish
standard criteria as guide;

(c) explore facts, screen opinions and assumptions and use
the decision criteria effectively:

(d) encourage dlarification and hitch-hiking or ideas;

(e) summarise discussion regularly and pull the points
together;

(f) avoid heated arguments, artificial harmony, easy-way-
outs, short-cuts and quick decisions without adequate
data and factual basis; and

(g) settle for win-win or compromise position.

Occasions may arise where consensus cannot be arrived at, and
the basic disagreements and conflicts cannot be resolved. Such
situations call for deferred actions to permit further analysis,
discussion and study of the problem. Occasions may also arise where
immediate action may also be necessary although the existing
disagreements cannot be resolved. Such situations also call for
temporary action to be taken with open caution that they can be
reviewed when new facts leading to final conflict resolution have
emerged.

Essentially therefore, team action sessions require that members
make inputs to leaders’s related to innovative alternatives,
recommended decisions and relevant implementational steps. The
team leaders on the other hand have to manage conflict, summarise
final decision and intimate team of acceptable implementation plans,
among other such functions.

(vi) Team Critique and Diagnostic Sessions: These sessions are
usually designed to evaluate the overall team behaviour and
performance vis-a-vis the objectives of the team. The focus
therefore should be sharpened on:
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(@) level of performance of the team in relation to the
objectives;

(b) causes of non-performance of certain aspects;

(c) team improvement strategies;

(d) general attitude of team members towards
leadership, tasks, members and resources among
other team components;

(e) side effects of teamwork on individual behaviour.

Basic Work Session Team Action Variation Team Critique
(problem-solving or Variation
planning process)

Team’s Critique

Group leader input Team input to group

to employees: leaders: . of team’s
Nature of problem/ Innovative alternatives  performance.
opportunity.

Recommended decision(s)
or position(s)
Implementation steps.

Operations issues.
Equipment issues
Priority/scheduling
issues.

Goals/objectives Group leader input to

issues team:
Facts not known to Conflict management.
employees.

Employee input to Final decision.

group leader:
Additional facts
Alternatives
Preferred solution(s)

Source: Mahoney (1982, 46)

Implement plan(s).

Figure 9.1: Teamwork Sessions







