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Abstract

How teams evolve is a topic of concern to researchers, and questions remain to be
answered. This study is based on two mainstream team development theories, i.e., the
lifecycle model and the equilibrium model. The authors investigate three project teams in
a hospital organization, adopt a qualitative cross-case comparison method, and explore the
lifecycle process of team development and multi-level factors that affect the process. This
study finds a non-linear phenomenon in team lifecycle development; task and relationship
behaviors develop separately but interact with each other. The influencing factors of the
process include relatedness between project tasks and team members' organizational roles,
leadership, psychological safety, task interdependence, team constraints, and member
churn. These factors can accelerate or delay the team development process. In addition,
team equilibrium states tend to alter due to the evolution of social structure and resources.
Finally, we develop research propositions for future research and practice.

[ Keywords ] team development process, task behavior development, relationship behavior
development, hospital project team
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2R HEF R MR RIS & R Tuckman (1965) 3¢ H At A BE H BU#R P s 7Y
#£J# (Humphrey and Aime, 2014; Larson et al., 2020; Mathieu et al., 2019; White et al.,
2001) 5 11 B3¢ 28 e PR AR A L ) B T B i B L IR R B R 2 2 AR HY - (BT
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1. Purpose/Objective

How teams evolve is a topic of concern for researchers, and questions still need to
be answered. This study explores the nature of the team development process and the
multilevel factors that affect the process based on the lifecycle model (e.g., Tuckman and
Jensen, 1977) and the punctuated equilibrium model (e.g., Gersick, 1988). Specifically,
this study intends to answer the following research questions: (1) what factors influence
the development of task and relationship behaviors within a team?; (2) what influencing
factors lead to a nonlinear team development process?; (3) how do task and relationship
development mutually influence each other?; and (4) what factors contribute to the

punctuated equilibrium of team development?

2. Design/Methodology/Approach

We employ the qualitative cross-case comparison method (Eisenhardt, 1989) to
investigate three cross-functional project teams that operated for eight months in a hospital
organization. We obtain data through observation, interview, and document collection,
resulting in 250 hours of observations and interviews. We adopt the grounded theory
analysis process to derive insights from the collected data. The definitions of the four
phases of relationship behavior and task behavior proposed by researchers (Jones and
Bearley, 2001; Tuckman, 1965; Varney, 1989) serve as references for analyzing the team
development phases. Accordingly, team task development encompasses four phases: (1)
orientation, (2) organization, (3) open data flow, and (4) problem-solving. Consequently,
team relationship development consists of four phases: (1) dependency, (2) conflict, (3)

cohesion, and (4) interdependence.
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3. Findings

This study finds that although the three teams operate in the same organizational
context and face the same task deadlines, some of their developmental processes differ due
to variations in input factors, mediating factors, and specific events.

Firstly, the task development process timeline for the three teams is similar. For
example, the Orientation and Organization phases occur approximately between time 1-4,
the Open Data Flow phase takes place around time 5-9, and the Problem-solving phase
occurs after time 9. These results reflect the impacts of task deadlines, as emphasized by
the punctuated equilibrium model (Gersick, 1988).

Secondly, the development of relationship behaviors differs among the three teams.
For instance, Team 2, which has a competent and recognized leader during the initial stage,
experiences a more extended Dependency than Team 3. In contrast, because the project
tasks have lower relatedness to most of the team members' organizational roles, team 3 is
delayed in entering the Cohesion phase. These findings respond to the literature's call for
examining the factors that trigger team development at multiple levels and multiple time
points (Hare, 1976; McGrath, 1986; Seers and Woodruff, 1997; Tuckman, 1965).

Thirdly, regarding the impact of significant events, all three teams demonstrate that
important events have either constructive or disruptive implications on their development.
As an example, during the early stages of Team 2, the executor's resignation impacts the
Orientation and Organization phases. However, in the later stages, the team's operations
become more stable, and the leader's departure does not affect the team's functioning
anymore. These findings align with the proposition of the punctuated equilibrium model,
which states that special events from internal and external sources are the primary
forces that drive changes in team development (Gersick, 1988; Zellmer-Bruhn, 2003).
Furthermore, this study supplements aforementioned argument by introducing the
boundary condition that the influence of special events depends on the stability of the
team's current equilibrium.

Finally, prior literature has implied that task and relationship development co-
occur as pairs (Tuckman, 1965). However, this study discovers that task and relationship
development trigger each other. For instance, task development takes the lead and triggers

the development of relationship behaviors.
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Consequently, based on the study’s findings, we propose the following eight
propositions :
Regarding the factors that influence the development of task and relationship
behaviors within teams:
Proposition 1: Low team psychological safety will delay the entry into the Conflict
phase.
Proposition 2: Low relatedness between project tasks and team members'
organizational roles will delay the entry into the Cohesion phase.
Proposition 3: Having a competent and recognized leader during the early stages will
extend the Dependency phase.

Proposition 4: Significant team constraints will prolong the Orientation phase.

Regarding the factors that lead to nonlinear team development:

Proposition 5: Low task interdependence will reduce the chances of entering the
Interdependence phase.

Proposition 6: Having a transformational leader during the early stages will reduce

the chances of entering the Conflict phase.

Regarding how task and relationship development mutually influence each other:

Proposition 7: The development of task and relationship behaviors in teams is
mutually intertwined rather than progressing simultaneously. For
example, the Orientation and Organization phase triggers the Conflict
phase; subsequently, the Cohesion phase triggers the Problem-solving
phase. Lastly, the Problem-solving phase triggers the Interdependence
phase.

Regarding the influence of punctuated equilibrium in team development:
Proposition 8: Unforeseen changes in team social structure and resources will impact
the equilibrium and progression of team development. However, the

impact will depend on the stability of the current developmental phase.
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4. Originality/Contribution

This study responds to the literature's call to explore the factors that trigger team
development in a multilevel and multiple time point manners (Hare, 1976; McGrath, 1986;
Seers and Woodruff, 1997; Tuckman, 1965) and proposes specific factors that influence
team development and non-linear development.

According to the life cycle model (Tuckman, 1965), task and relationship
development do not occur in pairs simultaneously; however, the current study proposes
that they trigger each other, similar to the movement of two feet, where one foot leads and
the other follows. The supplements proposed by this study to the life cycle model include:
(1) the factors that influence team development are psychological safety, the degree of
relatedness between team tasks and team members' organizational roles, leadership, and
team constraints; and (2) the factors that lead to non-linear team development are task
design and leadership style.

These modifications and supplements respond to criticisms of the life cycle model in
previous literature, such as treating teams as closed systems, overlooking mechanisms of
change, and neglecting the influence of team-context relationships on team development
(Gersick, 1988).

In terms of its contribution to the punctuated equilibrium model literature, this study
simultaneously incorporates multiple temporal and multilevel factors called by Seers
and Woodruff (1997). The results of this study support the assertion of the punctuated
equilibrium model that special events trigger team development (Gersick, 1988; Zellmer-
Bruhn, 2003), while also supplementing a boundary condition. Specifically, whether
special events affect the team's equilibrium state depends on the stability of the current
phase.

Additionally, this study identifies three categories of factors that impact the
equilibrium state: (1) member churn, (2) changes in leadership, and (3) changes in team
constraints. These results correspond to and validate the factors mentioned in the literature
(Gersick and Hackman, 1990; Seers and Woodruff, 1997).

Finally, studies on team development and team performance are typically conducted
separately. This research integrates the two study areas and explores the factors that may

influence team development based on the IMO model (Mathieu, Gallagher, Domingo,
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and Klock, 2019). This results in two theoretical contributions: Firstly, among the many
factors influencing team performance, structural features (e.g., task interdependence),
compositional features (e.g., member churn), structural and mediating features (e.g.,
leadership), and compositional and mediating features (e.g., psychological safety) not only
affect team outcomes but also impact the team development process. In other words, the
factors that affect team development can be identified by understanding team performance.

Moreover, the literature review in Humphrey and Aime (2014) reveals that although
research on team performance has incorporated multi-temporal changes, it has less
often included issues of multilevel concerns. This study responds to this assertion by
incorporating cross-level, cross-temporal, and cross-theoretical aspects. The results
show that over time, specific inputs and mediating features change due to the interaction
of cross-level variables, such as individual psychological safety, group task scope and
leadership, and team constraints at the organizational level. Future research on team
performance should consider the dynamics and interactions among multilevel variables to

establish a more comprehensive theory.
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