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the firm or industry, particularly its degree of exposure to international competition followed by the 

quality of labour management relations, especially the willingness of employers to involve 

employees and unions in decisions regarding changes in work organization. In the third place is the 

application of technology and the degree of technological change influencing the need for 

developing new forms of work organization to be developed (Okatch, 2001). In response to the 

demands of global competition and the increasing use of knowledge to create products and 

services, organizations have been moving towards a form of work that organizes employees into 

teams rather a rigid management hierarchy. As a result, teams and teamwork have received an 

increasing amount of attention and popularity over the last two decades. Various writers have 

studied teams and found out that strategies need to come into play to enhance teamwork. Asyali 

(2005) noted that leadership, cooperative learning, and human resource strategy are the most used 

to foster team working. Stoner et.al. (2001) also found out that empowerment of employees, 

motivation of staff, use of humour and communication to the team or within the team are the most 

practiced strategies that enable the team to function optimally. Avery (2002) observed that 

innovation, recognition, reward and team spirit have a role to encourage members to work 

effectively in teams.

1.2 The University Of Nairobi

The University of Nairobi owes its origin to several developments in higher education circles 

within the country and the region. The inception of the University of Nairobi is traced back to 

1956, when the Royal Technical College (RTC) admitted its first batch of A- level graduates for 

technical courses in the April, the same year. Soon after the arrival of students at the college, the 

pattern of education in East Africa came under scrutiny through the recommendations of a working 

party formed in 1958, chaired the then vice-chancellor of The University of London, Sir John
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thLockwood, leading to the transformation of The Royal College of East Africa. On 25 June 1961, 

the college became the second University of East Africa after Makerere University in Kampala, 

Uganda, under the name Royal College of Nairobi on 20th May 1964. On the attainment of 

University college status, the institution prepared students for bachelor’s degree awarded by the 

University of London, while it also continued to offer college diploma programs. It is now 

currently a fully fledged University with 8 Campuses, six within Nairobi, one in Mombasa and 

another one in Kisumu.

The University of Nairobi is ranked first in Kenya and among the best Universities in the world 

(Sunday Standard September 6, 2009). This signifies that it’s a performing educational institution 

with a large number of employees who work as a unit, who coordinate and practice teamwork.

The School of Business is housed at Lower Kabete Campus in a quiet, attractive suburb located 12 

kilometres from the Main Campus. It has developed teaching and research facilities to 

accommodate a student population of over 6,000. Its focus extends far beyond the School's 

original mandate. At its inception during the 1956/57 academic year in the Royal Technical 

College of East Africa, the School of Business trained students for professional examinations in 

Accountancy and Secretarial practice. Students throughout Kenya and the region received training 

from the faculty. This practice continued until the Faculty of Commerce was established in its 

present form in 1984, producing the first graduates with Bachelor of Commerce degree in 1987.

Coli (1997) highlighted that teamwork strategies must come into play for the success of such 

highly regarded institutions that have very many sections within departments, for example, in the 

Business Administration department; we have the sections of human resource management, 

strategic management, marketing management and international relations. It’s evident that
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

2.1.1 Overview

This chapter analyses various scholarly material concerning approaches to teams, team skills, team 

formation and monitoring of teamwork. It outlines the strategies that most organizations use in 

enhancing teamwork. The strategies include; empowerment and managing conflict, use of humour 

with appropriate frequency and promotion of a vision and a mission. Others are; building of 

commitment and involvement, creation of opportunities and other organizational perspective, 

motivation and communication and application of human resource together with learning strategy. 

Teamwork benefits and challenges to the organizations are also incorporated, since it is through 

them that managers can analyze their strengths, weaknesses and how to overcome them.

A team is made up of a group of people working together to achieve a common goal. An effective 

team has certain characteristics that allow the team members to function more efficiently and 

effectively. An effective team develops ways to share leadership roles and accountability for their 

work products thus shifting emphasis from the individual to several individuals within a team. A 

team also develops a specific team purpose and concentrates work product together (Katzembach 

and Smith 1993). Level (1972), defines a team as a group whose members have complementary 

skills and are committed to a common purpose or set of performance goals for which they hold 

themselves mutually accountable.

A team, according to Adair (1986) is more than just a group with a common aim. It is a group in 

which the contributions of individuals are seen as complementary. Collaboration, working together, 

is the keynote of a team activity. Adair suggests that the test of a good team is whether its 

members can work as a team while they are apart, contributing to a sequence of activities rather 

than to a common task, which requires their presence in one place and at one time. He emphasizes
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the importance of careful selection of a team member. The key factors here for individuals are not 

only technical or professional competence, but also the ability to work as a team member and the 

possession of desirable personal attributes such as willingness to listen, flexibility of outlook and 

the capacity to give and accept trust.

According to Mullins (2005), teams occur with a number of people who have a common goal and 

recognize that their personal success is dependent on the success of others. They are all 

interdependent. In practice, this means that in most teams’, people will contribute individual skills, 

many of which will be different. It also means that the full tensions and counter- balance of human 

behavior will need to be demonstrated in the team. However (Mullins) also points out that as we all 

interact with people a greater or lesser extent in our every day lives, there is tendency to assume 

that peoples management skills are merely an extension of our natural abilities. In fact, peoples 

management skills are the more difficult and rare type of skills but to a large extent, they can be 

learned. Building successful teams also require effective leadership with emphasis on trust, clear 

communications, full participation and self-management. The influence and usefulness of team 

leaders come not from the delivery of traditional supervisory and control methods but from the 

team members high standards of performance.

Daniel (1994) argued that regardless of the existence or absence of specialized teams within a 

company, the success of a company depends to some degree on teamwork that may or may not be 

beneficial for a company if its employees function as a team. A team is defined as two or more 

people who interact and influence each other towards a common purpose. Traditionally, two, types 

of teams have existed in organizations, Formal and informal. Teams have both formal and informal 

characteristics, are created delibcratelyby managers and charged with carrying out specific tasks to 

help the organization achieve its goals. The most prevalent type of formal group is the command 

team, which includes a manager and all employees who report to that manager. In some
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Frequently, organizations throw some employees into a few hours of team training and then turn 

them free to do “team stuff’. This leads to ineffective teams. Different authors have come up with 

different strategies to get maximum value from teams.

Empowerment and managing conflict

Empowerment is a concept widely used in management. Many managers and professionals in 

various organizations claim to practice it. Nowadays, empowerment has occupied a central point in 

many organizations of the 21st Century. Employee empowerment is said to have benefited many 

organizations if managed and well nurtured - especially in enhancing employee commitment and 

reducing employee turnover. In this era of globalization, there is need for employees’ 

empowerment in order to enable organizations respond quickly to any changes in the macro­

environment.

Internal conflict can also determine effectiveness of teamwork where conflicts arise not only 

among the groups but also inside those groups. Many people think that conflicts must be managed 

and solved; however Stoner et.al (2001) states that conflicts are characteristic to the conception of 

groups’ life and if the group cannot make conflicts on its own account, it can not develop.

Kasiulis and Barydiene (2001) also indicated psychological climate as a factor that influences 

teamwork. Climate shows relationship among employees, their orientations in values, interests and
•

morale norms. Team concentration can be described as a force that determines effective teamwork. 

Researchers have proofed that concentrated teamwork move evenly and their work results are more 

stable and even. Researchers have noted that more investments into cooperation and consolidation 

of relationships increase employee morale and productivity which is a move highly supported and 

accepted by employees. In addition, if the high level of confidence prevails in the team, it is 

believed that employees will be independent, will not be afraid to experiment and risk (Dessler
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(2001). Satisfaction with the problem solving skills, not being able to complete an assignment 

unless every one contributes, and sharing according to pre-arranged plans are found to be 

improved after the simulator based bridge team training where cooperation and planning is 

important.

Humour with appropriate frequency

Humour and laughter are excellent vehicles for building team spirit when used with appropriate 

frequency. The group needs to laugh enough to raise morale, increase the fun associated with the 

tasks, and stimulate creativity. The effective leader therefore has a good sense of humour but 

avoids the immaturity of non-stop laboratory down. For building team spirit, the most effective 

humour is linked to the situation in the form of humorous comments. Bringing rehearsed jokes into 

the meeting is much less effective (Avery, 2002). For example, R&D team was attempting to fill a 

position for a micro-biologist. A team member said she had an excellent candidate, but his current 

salary was $ 3500 higher than the maximum starting salary for the position. With deadpan 

expressions, the team leader said, “Call him back and ask him if he would like to take a pay cut to 

ease his tax burden” (Avery, 2002).

Promote Vision and Mission

Top executives set a vision for the firms yet teams can have their own visions that support the 

vision at the top. The leader of a research team might establish a vision of some day, becoming 

well known in the industry. Given that most corporate missions are lofty, team vision will usually 

fit a corporate vision relating to world class status. A mission is typically more specific and more 

related to implementation, than a vision. It is also tied more directly to the team’s present reality, 

such as providing investigations in to new technologies that are noted for their relevance for
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organization (Zairi, 1994; Taffmder, 1995). Good leadership needs to be demonstrated at all levels 

of the organization. A good leader in organization is in a position to tap into expressed thoughts of 

others, give verbal expression to their feelings, able to delegate and empower employees which 

make the vision created be brought into fruition.

Good leadership inspires the subordinates, creates a vision to be followed by the organization, and 

empowers employees through training and development. Hamish (2004) “leadership is not only 

having innovative ideas”, but it is also getting people to follow, not just in dragooned single file, 

but with pride, aflutter in their hearts and expectations Kirwan (1995).

Many organizations are transforming themselves, flattening hierarchies on rewarding teams rather 

than individual performance. Reward systems are an important part of the change that is necessary 

for such transformation to be effective. Thorough rethinking and restructuring of reward practices - 

aligned with new organizational goals and culture, will give companies the focused energy needed 

to succeed in challenging times. Those companies that use relevant compensation and reward as a 

strategic resource tools will be able to realize the tremendous potential of their employees working 

together. This requires the reorganization of incentive programmes to encourage new employee 

behaviors aimed at achieving team and organizational goals. This reward and recognition programs 

must also fit in with the culture and values that the organization wishes to develop (Zairi, 1994; 

Taffmder, 1995, Avery, 2002).

�-278(27-/�(/0��-;;./7)(27-/

According to Walther and Burgoon (1992), strong relational links are associated with enhanced 

creativity, motivation, increased morale and better decision process. There is no unanimous 

classification of management style. There are many of them and they are different. ASeilius (2003) 

stress that situational attitude towards management is necessary. It means that a choice of a
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management style is determined by correspondence of several essential factors that transform 

potential power of people and reinforce concentration of the management. Communication among 

the head and subordinates plays a big role .While delegating instructions and tasks to the 

subordinates, it is important the instructions of the head will not treat the subordinates with 

hostility - on the contrary, would stimulate initiative and motivate to perform the tasks well. 

Employees’ motivation system is the means that can arrange the relationships in both the 

organization and the team. The head should pay the greatest attention to motivation of the team 

members. However, according to A.Sakalas and V.Silingience (2000), if he wants to do this, he has 

to know the needs of the employees.

Encourage team spirit by allowing all ideas

Team spirit increases with a broad based contribution to the group effort. It’s especially important 

for the high performing leader to avoid the situation of few people taking the show and allow all 

the members to be involved so that they feel being part of the team. Give them a chance to air out 

their views, suggestions and expressions and analyze the ideas later to come out with concrete 

decisions. For example, a team member might conduct a literature search that eventually leads to 

an important technical innovation. As the organization moves towards a form of work that 

organizes employees into teams; education institutions must adopt themselves for these new 

requirements. Cooperative learning is an effective tool to fulfill these needs (Avery 2002,' 

Mullins.2005). Career satisfaction and Employee participation significantly enhances job 

Organizational commitment (Noorliza et al., 2006). Employee participation makes them feel that 

they are valued in organizations and will create a high degree of job satisfaction and commitment. 

Employees are motivated by both intrinsic and extrinsic rewards.

20



Human Resource and Cooperative learning strategy
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members and leaders. In the words of one expert, “Good team members are trained, not bom.” For 

example in the development dimension international, a printing and distribution facility for a 

human resource company, located in Pittsburg, Pennsylvania. This small company has each of its 

70 employees spend some 200 hours in training (in such areas as interaction skills, customer 

service skills, and various technical areas) during their first year and even more for new leaders. 

Then, after this initial period, all employees receive a variety of training on an ongoing basis. Two 

areas of emphasis are essential to the success of any team training effort i.e. training in being a 

team member and training to commitment.
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Teams are more productive than groups that have no clear performance objectives because their 

members are committed to deliver tangible performance results. Teams and performance are an 

unbeatable combination. They offer belongingness and thus provide a source of satisfaction. This is 

due to the bonds formed by the members while working on the different tasks assigned to them 

(Eales-white 1995). Teams provide innovative ideas which the organization can use to set goals 

and objectives, for example, a quality circle in most organizations play a big role on organizational 

development efforts by using all the skills present. There is a saying that many hands make light 

work. The essence of this statement is that more can be achieved collectively than individually. 

There are numerous benefits of teamwork. Organizations put efforts to support and encourage 

teams and its activities for the optimal team effectiveness. Then, there must be potential benefits 

that teamwork can achieve over individuals performance. (Huszczo 1996) suggested that some of 

the potential benefits of teams such as teams provide important sources of stimulation to the 

individual members of the team.
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It provides a structure that encourages a sense of involvement in large organizations. This is 

because all the members have to share a task and their participation is vital for the fulfillment of the 

task (Jusco, 1996, Ease white, 1995). Teams provide a platform for constructive conflict resolution, 

as any conflicts arising can be solved easily by team members (Williams 2002). They provide 

chances for more individuals to develop utilize leadership skills and fulfill personal needs 

(Huszczol996, Williams 2002). Teamwork improves productivity through a more flexible 

approach to utilizing the knowledge and skills of employees. This is because a team will usually be 

formed by employees in different departments and will therefore look for the best approach to 

carry out the task assigned to them. It brings about a structure that helps employees to depend on 

each other for organizational success through creativity, as all have different skills, knowledge and 

personal attributes by utilizing all of these different aspects in a team. More ideas can be generated 

leading to creative solutions and better results.

Satisfaction is another benefit of teamwork. Lack of job satisfaction is often one of the key things 

highlighted in surveys of employees. Individuals working together as a team to achieve a common 

goal are continually developing. As they interact, more energy and enthusiasm is created. When 

this energy is utilized, it produces results which positively impact on motivation and leads to even 

more success. Skills are also the result of teamwork. Even the best qualified individual cannot have 

all of the skills to do everything. Some people excel at coming up with the new ideas. Others love * 

analyzing the details while there are those that focus on the big picture. There are those who can be 

counted on when it comes to implementing and following up a plan. The key point is that when a 

team works together, it has a huge .range of skills available that it can utilize to deliver 

extraordinary results and speed. For example, imagine that you have a project that needs research, 

pulling together a proposition, financing it, implementing it and delivering specific benefits. If one
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communication. This was done through email, shared folders in the server and in some cases 

intranets. This made it possible for each member of the team to follow team progress at all times 

especially if team members were not in the same geographical location. 27% said it was used to 

reduce workloads through sufficient teamwork, where different members of the teams are assigned 

tasks according to the resources under control. An example is where the members with access to 

the internet would be given the research component of the task.

Pie chart Representing the Role of Technology

□  Preparing Reports, 
10%

□ work load, 27% I □ Departmental 
Organization, 49%

□ Communication �  

information, 14%

□ Departmental 
Organization

□ Communication & 
information

□  work load

□ Preparing Reports

Source: Research study

4.6 Resources used to develop team building skills

Respondents said that both in-house resources as well as external consultants were used to develop

team building skills. In some cases only one set of resources is used while in some, both sets were

used. 60% of the respondents use m-house resources to develop teamwork. This involved both the 

Deans office and the departments coming Cfp with activities geared towards team building. 40% of 

the respondents used the services of external consultants to develop team building skills.
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4.7 Difficulties in forming teams and maintaining teams

The difficulties encountered by the respondents when forming teams include a 19% resistance to 

teamwork. This is mainly with high achievers who prefer to be apprised as individuals rather than a 

team. 20% motivating teams, this is especially in situations where resources are not readily 

available and where management is not very supportive.

45% of the respondents attributed lack of cooperation by team members to situations where some 

people refuse to participate and expect the other members to do all the work. In some situations, it 

was members being critical of the decisions made by the team without giving alternative options. 

10% appraising teamwork as it is difficulty at times to measure the contribution of all the 

teammembers. 10% rewarding teamwork. This is because is difficulty to please members while 

others prefer recognition.

When it comes to maintaining teams, the respondents said 18% resistance to work in teams. This is 

especially with people whose inputs keep on being rejected and are therefore unhappy with 

teamwork. 28% lack of corporation by team members especially when some members are never 

available for team meetings or do not do the work assigned to them such that the other members of 

the team have to carry their weight. 30% motivating teams. This is especially common where no 

Benefits are seen for working in a team and members prefer to work on their own where their 

individual contributions are recognized. 15% appraising teamwork. This is especially because it is 

difficulty to measure the contribution of each member of the team. Some members may work very 

hard but their efforts are sabotaged by those members who always have good ideas but are never 

allowed to express them.30% Rewarding teamwork. This is because different members of the team 

will prefer different rewards. Not every body will appreciate the rewards given. These difficulties 

are handled by the employees participating in forming teams, discussions amongst employees, 

setting up of team objectives together and incorporating management into the teams.
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the group and are freely able to contribute to the meeting. If the meetings are, however used to 

dictate the wishes of management, it would weaken the performance of the team.

Technology’s role in enhancing the performance of the team mainly concentrated on the 

communication and Research services. There is need for the University to continually improve and 

invest in the latest technology to ensure that it is efficient. The staff of the University needs to be 

trained to ensure that they do quality work and are at par with the changes in the environment.

From the respondents, it was revealed that in-house training was used in the team building. It is 

important to include external resources since they bring important ideas, knowledge and 

perspectives to team work. This is done especially where there is resistance to team work.

The in-house resources need to be trained to ensure that they transfer the skills effectively.

The focus of team building exercise should among other things be on leadership skills, 

interpersonal communication skills and self -development. It should build trust and confidence 

between members of the team, establishing a common ground where they can work together 

effectively.

The findings also indicate that training activities geared towards team work are not taken seriously. 

This is seen with only 54% of the respondents carrying out cost benefit analyzing of the team 

building exercises. This needs to be addressed and measures taken to improve the situation to 

ensure that the University receives the real value of training.

From the study, it was discovered that factors that hindered the effective use of team work included 

resistance to work in teams. This could be as a result of two categories of the employees found to 

be non team players. These employees may have their goals on personal gains and also competition 

against their co-workers.
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APPENDICES

QUESTIONNAIRE

PART 1: GENERAL INFORMATON

1. Name of the respondent......................................................................

2. what position do you hold in the university

Lecturer ( )

Doctorate ( )

Professor ( )

Others (SPECIFY).....................................................................................

3. How long have you worked in this university (tick where appropriate)
Z Z

A) Less than one year

B) one to three years 1 1

C) three years and above ,------ ,

4. Which department do you belong? (Tick where appropriate)

A) Business administration  ̂ ^

B) Management science I I

C) Finance and accounting | |

Others (SPECIFY)
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8 How often are these strategies employed? (Tick appropriate)

Daily | |

Weekly I I

Fortnight I I

Monthly L -  1

Annually I— 1

Others if any specify....................................................................................................

9 How do you reward teamwork as a manager or supervisor? (Tick appropriate)

A. Management of bonus from a team perspective

B. Monetary rewards

C. Recognition through display of teams activities

D. Celebrations to mark teams’ achievements.

10 How do you supervise teamwork? (Tick appropriate)

a) By incorporating a member of the management into the team

b) By reviewing the teams project Charters and minutes after each meetings

c) Through weekly meetings with management

d) Others (specify)...................................................................

11 What role does technology play in enhancing teamwork?
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17 Are there any other strategies you would wish to use but cannot be used?

Yes □

No □

(a)If yes, what are they?

(b) What would hinder their use?

18 What percentage of the staff training budget is allocated to activities that enhance teamwork?

19 What is the role of non- management staff in maintaining teamwork? (Tick appropriate

A. Forming teams I I

B. Motivating teams 1 I

C. Others (specify)............................................................................................

20what is the role of management in maintaining team work? (Tick appropriate)

A. Forming teams I I

B. Guiding teams I 1

C. Appraising teams . I 1

D. Rewarding teams I ■ I

E. Others( please specify)
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