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Summary: The purpose of this study is to present and analyze tho-
se topics that are crucial from the point of view of the functioning of
project teams. The article presents issues referring to the improve-
ment and development of a project team. It includes following deli-
berations on the selection of team members, building the team,
training and leadership. The article was drawn up on the basis of
the review of the literature on the subject.
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Streszczenie: Sukces zespotu projektowego zalezy od tego, jak
tworzace go jednostki beda ze sobg funkcjonowaé i kooperowac.
Przyjmuje sie, ze w petni rozwiniety zespot nie tylko ma autonomie,
aletezczynnie reguluje kierunek swoich dziatan (jest samozarzadzajacy
i samosterujacy). Celem niniejszego opracowania jest prezentacja
i analiza weztowych z punktu widzenia funkcjonowaniem interdyscy-
plinarnych zespotéw projektowych kwestii, takich jak: dobdr czton-
kéw zespotu, budowanie zespotu, szkolenia i przywdédztwo. Artykut
przygotowano na podstawie przegladu literatury przedmiotu.
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1. Introduction

Contemporary economic conditions result in the fact that
the use of group forms of work organization is becoming
more and more common. This is justified, among others,
by the fact that the objectives determined by the organi-
zation to be implemented (tasks) remain unattainable in
individual actions due to their complexity. It is also nec-
essary to emphasize the fact that ensuring the flexibility
of actions on the part of the organization often requires
the organization to undertake ad hoc and non-standard
actions which, as a result, deepens the specific “liquidity
of demand” on the part of the organization for specific
skills of its employees (both in terms of the type of these
skills and with regard to the method and the period in
which they are used). The actual growth in the practical
interest in project management as well as related matters
regarding team leadership is reflected in the publications
related to management. Much attention is paid to the
knowledge, competence, suitability, skills, motivation
and commitment of the people forming the team as well
as to the cooperation within the team.

The project team’s success depends to a large extent
on how the units forming the team function and cooper-
ate with one another. In the case of a project team, im-
provement (and the subsequent development of this
team) should be understood, first of all, in terms of the
growth in the efficiency of the team’s operation. The fol-
lowing are recognized as the key issues in team improve-
ment in this aspect: the selection of team members,
team building, the team’s training and the development
of leadership [Unsworth, West 2003, p. 378]. The pur-
pose of this study is to present and analyze these topics,
which are crucial from the point of view of the function-
ing of project teams. The study was drawn up on the
basis of the review of the literature on the subject.

2. Group, team and project team

The notions “group” and “team” are clearly separated in

studies related to management.

A group is most often defined as at least two people
who interact with one another so that they mutually af-
fect each other, and (what is important) these people do
not need to pursue a mutual objective [Griffin, Moorhead
2011, pp. 240-241].

The notion of a team, in turn, refers to such a group
which meets all the following conditions [Griffin, Moor-
head 2011, pp. 268-269]:

e This group is not too numerous. The level of
interrelations and interactions proper from the point
of view of the effectiveness of work may only occur
in a small community. The majority of methodologies
assume the functioning of a team usually consisting
of 3-5 people (up to 8-9 people under special
circumstances.

e The competences and skills of the group members
are complementary towards one another.

e The members of this group have a mutual objective,
and they all remain involved in its execution and
they jointly bear the responsibility for this execution.
It is also assumed that a fully developed team not only

has autonomy but also actively adjusts the direction of its

actions and is thus self-managing and self-controlling.

Not every group is thus a team, although every team is

a group. The transformation of a group into a team re-

quires, first of all, the shaping and strengthening of bonds

between the team members (building an appropriate

level of consistency between them) [Barinaga 2007,

p. 3371. This is not possible without the development of

communication and cooperation processes within the

group [Paul, Cadle, Thomas 2012, p. 251.

The notion “project team” is used to identify a formal
group of people appointed to execute a specific project.
A project is a separate and unique (one-time) enterprise
executed within a certain organization that is different
from the routine actions executed within this organiza-
tion. To be more specific — it is an enterprise which con-
sists of a sequence of unique, and complex tasks con-
nected with one another with a mutual objective as well
as intended for execution according to previously speci-
fied requirements, within a specified deadline and within
an agreed budget [Wysocki, McGarry 2005, p. 47;
Kisielnicki 2011, p. 15]. This means, at the same time,
that a project team is dissolved when the project ends
(the team operates in “a period”). The time interval in
which this type of team operates depends on the level of
the complexity of the project adopted for execution (this
may take several months or several years). The specific
nature of the objective adopted for execution results in
the fact that there are teams working in one place and
time (“the same time, the same place”), dispersed in
terms of space (the same time, different place) or teams
which additionally involve the asynchronous execution of
tasks (“the same place, different time” — or — “different
time, different place”). Except for the first case, the
members of such teams communicate with one another
mainly with the use of electronic means of communica-
tion.

The composition of the project team is subordinated
to the execution of specific enterprises. The project team
involves people whose participation in the project is de-
sired due to their knowledge, competences, skills and/or
experience (this takes place regardless of whether they
are full-time employees, contractors, or the former and
the latter participate in the project). Therefore, people
who never cooperated with one another before, who
have different education and professional experience,
sometimes also a different cultural origin (project teams
are relatively often teams diverse in cultural terms) are in
many cases recruited for a project team. It is a com-
monly adopted practice that some people are involved in
the team’s work on a project only at a specific stage of
this work (e.g. on request). As a result, both the compo-
sition of the team throughout the project may change
(this may also apply to the so-called basic composition of
the project team), and the structure of the project team



is sometimes unstable. It should also be emphasized that
there are also cases when a single employee participates
in several different teams, in the execution of various pro-
jects, at the same time. In particular, this is true with
regard to a person who serves as the manager of the
project team. In many cases the project team manager
supervises the work of more than one team at the same
time (additionally, the manager also often remotely man-
ages the team’s work). In practice, there are also no top-
down guidelines as to the size of the team. The project
team may have several people (3-9), more than ten, or
even several dozen people.

3. Selection of project team members

In the context of the specific nature of the operation of
the project teams discussed above, it is particularly im-
portant to note the fact that not every outstanding spe-
cialist is fit to be a project team member. It is also worth
mentioning that, according to the assumption of the ma-
jority of methodologies, in order to guarantee the highest
effectiveness of operation, the number of people in the
project team should range from within 3-5, exceptionally
(under special circumstances) up to 8-9 people [Litke
2007, p. 1811.

When selecting people for the project, the people
selected for such teams should accept the adopted ob-
jective, should be involved in its execution and should be
jointly responsible for the obtained effects. The objective
adopted for execution not only steers the actions of the
entire team but is also the reason and justification for its
existence (it also determines the time horizon of the
team’s duration). Therefore it is important to acquire
people for the team who not only have the appropriate
knowledge and skills but also: demonstrate orientation
on the task (namely have the ability to adopt a task-ori-
ented attitude), have high communication skills, and can
also work in a team [Unsworth, West 2003, p. 378I.

With regard to task orientation. The selection of pro-
ject team members only in terms of their education and
professional experience may, in consequence, contribute
to a situation in which people begin to focus to a greater
extent on the differences, barriers and unavoidable con-
flicts presented by multilateral and close cooperation (the
responsibilities of each person in random cases should
be smoothly taken over by other team members) rather
than on the action itself. Practical experience indicates
that if team members are characterized by task-based
orientation, this contributes to the stabilization of the
work of the entire group mainly because people with
task-based orientation try to fight any possible difficulties
as quickly as possible without debating them excessively
and assigning disproportionately great importance to
them.

In the context of communication competence. Ensur-
ing communication characterized by high quality is in-
valuable for the proper operation of each team. The spe-
cific nature of the work in a project team requires
a system for transferring information based on the reci-

procity and universality of information. Furthermore, the
effectiveness of the project's execution depends, to
a large extent, on sharing knowledge within the project
team. Knowledge as a resource does not have an imper-
sonal nature. The processes of acquisition, distribution or
exchange of knowledge take place in contact with people
and require acts of communication . Therefore members
of the project team should present an open communica-
tion attitude expressed in the readiness to transfer infor-
mation obtained individually which is sought by other
members of the team [Wasiela-Jaroszewicz 2008,
pp. 123-124]. Furthermore, the degree of openness of
communication flows shapes the level of people’s commit-
ment to the organizational process of seeking and solving
problems [Romanowska 2001, p. 43]. A conscious com-
mitment, communication openness and carefulness are
the grounds for good dialogue. Potential project team
members should also be characterized by well-developed
communication competences, so they should fluently use
the base language for cooperation, be able to initiate and
maintain communication interactions, adequately choose
means and channels of communication, formulate the
message according to social rules valid in communica-
tion interaction (choosing both linguistic and non-linguis-
tic means of expression according to the situation), in an
ordered, clear (understandable), unambiguous manner,
and have the ability to exert interaction impact on com-
munication interaction partners desired from the point of
view of effectiveness [Winkler 2004, pp. 1266-1267],
and in addition should be able to listen and aim at ex-
plaining any emerging discrepancies or misunderstand-
ings.

The composition of the team may be improved by
properly shaping the profiles of the required competen-
ces of the project team members, adequately choosing the
selection criteria and improving the methods of selection.
If the context of the discussed topics takes into account
the desired ability to work in a team which, being an
extensive competence, includes a number of skills such
as: communication skills, building relations with other
people, stress management, pursuit of outcome, orienta-
tion on actions, motivating oneself and others [Marzec],
we may say that the acquisition of the appropriate people
for projects is a greater challenge than the classic recruit-
ment process.

4. Building the project team

At the beginning of the cooperation the project team is
a group, not a team. A group of individuals who begin
working for the execution of the project’s mutual objec-
tive. A group which needs to pass through certain phases
of development in order to be transformed into a team?.
In the first stage, people involved in the group behave
definitely moderately aiming at becoming familiar with
one another and trying to assess what the actual terms of
cooperation are. As a result, their behavior which is more
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toned-down and more polite than usual hides the differ-
ences and possible disappointments. In the next phase,
we are dealing with undertaking bolder and bolder at-
tempts to see to what extent the standards they were
convinced were binding, actually exist. The units also
aim at identifying (or strengthening) their position, and a
network of informal interrelations starts to emerge. In the
next phase, the standards determining the manner of co-
operation between people in this group are finally consti-
tuted and internalized and the structure of this group is
finally determined. The scope of loyalty of the group’s
members towards one another is shaped at the same
time. The group reaches maturity and the energy of the
group members is focused to achieve the assumed objec-
tive because the group members perform their assigned
roles and execute the assigned tasks. The group is
“ready” to become a team.

The concept of team building was developed in the
1960s [Payne 2001, p. 4] from social psychology, in
connection with the wave of interest in the process of
group dynamics and the popularization of sensitivity
training. Team building was originally dedicated to the
improvement of relations within the group. Team build-
ing thus applies to forming team processes, integrating
team members and building a clear, motivating vision
of teamwork. This area is particularly important when
people who have never cooperated with one another
before are employed to the project team, or the team'’s
composition changes throughout the project’s duration,
or particular members are geographically separated (spa-
tial dispersion of the team and the resulting lack of direct
cooperation face to face), or the work of particular team
members is asynchronous in terms of time or it is neces-
sary to create a very numerous team.

Team building involves the execution of various ac-
tions making it possible to achieve such a level of the
group’s integration with a mutual objective so that it is
transformed into a team. Although team building in-
cludes such shaping of the group and the group process
structure so as to create commitment, bonds and to
strengthen mutual trust between people, it is used, first
of all, to improve the efficiency of the team’s work. It is
not only about building “the spirit of teamwork” or social
integration itself [Weingart et al. 2005, p. 96]. Team
building involves focusing mutual effort on coordinating
resources owned by the group to pursue a mutual objec-
tive. The objective of the team is clarified and unambigu-
ously specified throughout team building, and the struc-
ture of team roles is selected and stabilized. It is assumed
that team building: supports the process of group deci-
sion-making, enables the integration of individual objec-
tives with group objectives, harmonizes cooperation, re-
duces the level of conflicts in the team, fosters a higher
level of motivation, fosters the adequate assigning of
roles in the team, strengthens bilateral communication
(manifest and open communication is of crucial import-
ance for team building), strengthens the sense of respon-

sibility and makes it possible to build the team’s own
culture (see: [Tanke 2001, p. 212; Parker 2010, pp. 2-3]).
It is accepted that team-building sessions bring better
results if they are run by external coaches rather than the
project manager [Payne 2001, p. 3].

The six following phases may be basically distin-
guished when taking actions focused on team building
[Payne 2001, pp. 4-51:

e the identification of needs,

e the acquisition of commitment,

e the assessment of needs and the expression of
opinions,

e conducting team-building sessions,

e the implementation of results,

e the assessment of effects.

The following should be defined in the phase of iden-
tifying needs: the team’s mission, the styles of leader-
ship, the attitude of units towards one another, the at-
mosphere of work, the group’s development phase, the
implemented objectives, as well as the formal organiza-
tion of work (including the binding procedures), the
styles of leadership, the attitude of units towards one
another. It is worth answering the following questions to
identify and assess the needs [Adeniyi 2007, p. 671: “Do
the team members understand and accept the group’s
objectives? Do particular group members have individual
hidden objectives (not shared by other members of the
group) which may affect group achievements and/or re-
duce the commitment of these people? Is the leader’s
role carried out adequately? How are decisions made in
the group? Do the group members have respect for one
another? Do the group members trust one another? What
emotions do they have towards one another?”. With re-
gard to which area in the team friction appears (conflicts
become visible)? — if the team operates within an or-
ganization, the following question as well — What rela-
tions link the team with other organizational units? It is
worth emphasizing that building an appropriate level of
consistency requires building an atmosphere of mutual
respect of the team members towards one another.

The team-building sessions may take very diverse
forms. Their duration may also be diverse. Team-building
sessions lasting 1-2 days bring particularly measurable
benefits. In the case of a geographically dispersed team
or when the project requires a change in the team’s com-
position, integrating meetings with a top-down specified
structure used only for the group members to become
familiar with one another are invaluable (they are neces-
sary, although they obviously are not sufficient. Spatial
unity, temporal synchronicity and a stable composition of
the group substantially support not only the process of
social integration, but the team building as well).

The implementation of people joining the group
throughout the project’s duration into the team’s work
and integrating them within the group is a separate prob-
lem. The institution of a ghost is a solution found quite
often in the practice of project groups (this is a person

2 These phases in the Tuckman model are defined as: (1) the forming phase, (2) the storming phase, (3) the norming phase, (4) the per-

forming phase [Nelson, Quick 2008, p. 205].



introducing a new person to work who “accompanies” a
new member of the team for some time) or a supervisor
(a delegated person to whom a new member may go to
with a request for necessary information/explanations).

5. Training the project team

Training is used to prepare the human factor to function
efficiently under new conditions. Training includes inten-
tional and systematic actions aimed at supporting the
learning of training participants, supplementing or deep-
ening their knowledge, modeling their skills as well as
appropriate attitudes and competences to shape the de-
sired suitability with regard to the probable behavior of
these people in specified circumstances (also for new
training participants). Training makes it possible to un-
derstand certain phenomena and dependences, learn
proper methods/schemes of conduct in certain situations
as well as acquire some experience in controlled “safe”
conditions. This is also true when the training does not
provide new or original content from the point of view of
people participating in the training. The training enables
the formation of change in the employees themselves
and in the methods of their operation due to the extrac-
tion, naming and arranging the knowledge already pos-
sessed by the participants and thus training involves
added value.

Training may be closed (intended only for the em-
ployees of a specific organization and designed in terms
of the requirements and needs of this organization), or
open with the subject matter and form specified in ad-
vance by the training company. Open training includes
the recruitment of participants coming from various or-
ganizations [taguna 2004, pp. 17-181. The specific na-
ture of work in a project team results in the fact that it is
worth preferring those methods of improving qualifica-
tions which are associated with the place of work and
develop interaction skills at the same time [Listwan
2011, p. 125]. The importance of communication train-
ing should also be appreciated because: first, properly
shaped communication competences of the team mem-
bers are extremely desired; second, the implementation
of communication processes strictly depends on one ob-
taining, creating, extracting, consolidating, codifying,
transferring and reducing knowledge, and the processes
of acquisition, distribution or exchange of knowledge
take place in contact with people and require acts of
communication); third, “communication errors” are an
obstacle in obtaining the actual involvement of employ-
ees in actions undertaken by the organization and reduce
the effectiveness of using complex forms of their interac-
tion and cooperation.

The duration of training depends on the adopted pro-
gram/substantive scope. This may either be a workshop
lasting 1.5 hours or a regular training lasting several days
(or weeks) for several hours a day. For purely practical

reasons, it is recommended that the program scope of
training is determined after: (1) recognizing and diagnos-
ing the type of problem areas the specific training is to
solve, (2) determining the priorities for the training as
well as (3) determining the objectives of this training. It
is important that the substantive scope of the training (its
content) is not too wide3 but it should be diverse at the
same time. It should also be emphasized that transfer-
ring only the theory, with regard to the majority of issues
presented during the training, proves useful only for
people who already have some experience in a given
scope [Landis, Bhawuk 2004, p. 455]. In the case of
people without experience, it is recommended to organ-
ize training with the behavioral component (e.g. simula-
tion, exercise). This results from the essence of the pro-
cess of acquiring competences which comes down to
achieving three levels of knowledge: declarative (see what),
procedural (see how), tacit [Landis, Bhawuk 2004,
pp. 455-457].

The method of conducting the training should de-
pend both on the content of the training and on the size
of the group. Practical reasons support the fact that the
most diverse methods and techniques as possible should
be used to execute the content of the training, including
those with a form assuming the active incorporation of
participants in specially prepared model interactions.
Contact with various forms and channels of transferring
knowledge makes it possible to accelerate the acquisi-
tion of experience. The group of the most verified and the
most effective training methods includes: a lecture,
a presentation, a discussion, a session of group problem
solving, an analysis of critical events, role playing as well
as a simulation.

A wide range of training courses is difficult to obtain
in a project team if the schedule is tight. However, their
value should be appreciated. This applies, in particular,
to training: (1) making it possible to maintain rights (or
extend qualifications), (2) related to updating knowledge
on legal regulations related to the area of the project
group’s professional activity, (3) related to updating
knowledge on this type of the company’s operations for
which the client is willing to pay, (4) shaping compe-
tences related to learning, critical analysis of knowledge
and creativity, (5) focused on developing teamwork skills.
If we want the training to meet the designated role in the
team (in this case, a project team) and make it possible
to obtain the expected results, it is worth (see: [Hyla
2007, p. 26; Jemielniak 2008, p. 146; Kossakowska,
Softysinska 2002, p. 14; Evans 2005, pp. 115-1161]):
1) properly ensuring the motivation of the target training

participants,

2) avoiding training in a fully remote manner,

3) building a training program focused on acquiring and
developing a certain type of competences?,

4) ensuring that the training is constructive and not
incidental®,

3 An excessive quantity of provided content makes it significantly harder to distinguish content significant from the point of view of the

performed work from secondary content.
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5) closing the training program®,

6) developing a system of strengthening the training
effects as part of the company’s daily practice,

7) obtaining the full support of the management for the
training.

At the same time it seems justified to leave the project
team employees not only with the possibility to choose the
topic of the training, the scope in which it is to be con-
ducted within the selected topic or the form of its organi-
zation, but also to include these employees in designing,
creating and even implementing the training itself.

6. Leadership in the project team

The essence of leadership is defined as exerting influence
on a community of people in order to achieve a mutual
objective. The effectiveness of leadership depends to
a large extent on whether and what possibilities of creating
conditions encouraging active involvement in achieving
mutual objectives are possessed by the person exerting
the influence [Pocztowski 1996, p. 821. This depends,
among others, on the composition of the team, with whom
and where this team cooperates, what types of tasks it is
to execute, and what is the quality of relation between the
leader and particular members of the team and the entire
team as a whole. It is also important how this team’s work
is organized in legal and technical terms. Therefore, the
most important factors for the success of the team man-
ager may be found both in the scope of the manager’s
suitability and the personal qualities, competences and
professional experience possessed by the manager, as well
as within strictly organizational factors (see: [Brake, Walk-
er, Walker 1995, p. 230]).

In terms of the project manager’s suitability and per-
sonal qualities, the following variables seem to be of par-
ticular importance in the context of the conducted analy-
ses: the ability to exert influence, skills inspire others,
being reliable (dependable), the team manager’s person-
al involvement, persistence and determination, being ca-
pable of making objective assessments, being responsi-
ble as well as the ability to inspire trust [Winkler 2013,
pp. 475-478]. It is by no means enough for a project
team manager to pursue classic actions related to plan-
ning, determining tasks, coordinating, assessing and mo-
tivating. According to J.E. Adair [2008], ensuring the
duration of the team and maintaining the mutual imple-
mentation of the task is not possible without giving in-
structions, supporting and giving example characterized
by faith in people and faith in the possibility to achieve
mutual success’.

In turn, when it comes to organizational variables,
the following should be considered the most crucial for
effective leadership within the project team: the ability to
shape the distribution and amount of payroll elements of
motivation by the manager, assigning the respective
rights to the manager to guarantee relevant resources
(measures) for the work of the manager’s subordinated
team, as well as the possibility to define the deadlines
and particular stages of actions.

7. Conclusion

The discussed issues referring to project teams obviously
do not cover the entire complexity of the issue, nor are they
a ready-made recipe for solving all problems present in this
type of teams. We should take into account numerous
other aspects (for instance, conditions related to a possible
language barrier between the team members or the diver-
sity of personal qualities). However, there are strong indica-
tions as to the activities that can give real grounds to form
a team which is effective and efficient in dealing with chal-
lenges during the implementation of a project. First, in the
recruitment for project teams taking into account the as-
sessment of the candidates’ task-based attitude, their
teamwork skills and communication skills. Second, the is-
sue of methodical team building and emphasizing the need
to create an atmosphere of mutual respect and trust in the
team. Third, appreciating the value of training and organ-
izing them according to premises which contribute to the
implementation of the role assigned to them. Fourth, the
adequate selection of the team manager along with grant-
ing the relevant resources to the manager.
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