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The ImpacT of Team member 
behavIours on projecT effecTIveness

Katarzyna Piwowar-Sulej

Introduction

I t is very common nowadays to introduce organisa-
tional changes, improve products, and create and 

implement innovations in the form of projects. The 
project is defined as “an endeavour planned for a cer-
tain period of time that aims at achieving certain results 
within a  specified time scope” [Young, 2006, p.  21]. 
With an increasing number of projects carried out in 
organisations on an everyday basis a  need for finding 
new ways of boosting project effectiveness has arisen. 
In such organisations project management methodolo-
gy is being implemented in order to arrange and stand-
ardise processes involved in the project life-cycle.

 In scientific literature one can find a  number of 
publications on the problems of defining project ef-
fectiveness and efficiency  [Baccarini, 1999, p.  25; 
Wąsowicz 2009, p.  359; Piwowar-Sulej, 2011, pp.  38-
44; Mierzwińska, 2013, pp. 219-221; Lichtarski, 2013, 
pp.  262-273]. It is assumed that an effective project 
is one that, above all, meets established expectations 
(cost, deadline and the quality of the final product).

Not only is project management treated as a science, 
but also as an art. The scientific aspect of project man-
agement is quite easy to master, as it mostly requires 
learning the aforementioned methodologies. The art 
is to create a  model of effective communication and 
atmosphere of cooperation based on trust, integration 
and honesty. In other words the art is to manage  the 

project team (See [Walker, Peterson, 2001, p.  17]).  
F. O’Connell [2009, p. 77] puts managing people at the 
top of the list of project manager’s activities.

The word „group” is a  more accurate term than 
“team” when referring to a  certain number of people 
directly involved in an project. Thus, E. Schein defines 
the group as the number of people who are psycholog-
ically aware of each other and connected by mutual in-
teractions. Additionally, they also perceive themselves 
as a group (As cited in: [Kożusznik, 2005, p. 15]). Nev-
ertheless, for stylistic reasons, and due to the practice 
of using the word “team” in publications in the field of 
project management, the terms “team” and “group” are 
considered synonymously.

A project team consists of experts from various 
fields, often employed on the basis of different forms 
of contracts, who carry out their work either as part-
time or full-time employees. In literature on project 
management the competencies of project management 
team members are described widely (See e.g. [Trocki, 
Grucza, Ogonek, 2003, p. 96; Lock, 2009, p. 74; Melnic, 
Puiu, 2011, p.  477]). Special attention is paid to their 
knowledge, skills and experience. Nevertheless, it is 
worth mentioning that each project involves a certain 
dose of uniqueness and uncertainty. Therefore, it is dif-
ficult to determine a  universal list of competencies of 
project team members.
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Undoubtedly, particular behaviours in human be-
ings can be related to types of personality and shaped 
by experience and the process of socialization. Human 
behaviour is defined as a  coordinated action taken in 
a  particular environment at a  specific point in time. 
Behaviour can be reactive or intentional [Porta, 2008, 
p. 157]. Freud’s theory assumes that human behaviour 
is the result of a  conflict between the id, ego and su-
perego, where the ego represents the rational mind, id 
–  self-centred mind (striving for pleasure) and super-
ego – an internalized set of cultural rules (As cited in: 
[Baran, Davis, 2007, pp. 94-95]). 

In literature describing teamwork various types of 
team member behaviours are presented, which was 
found worth being referred to while conducting re-
search on the work in projects. Managing a  project 
team lies within the responsibilities of a project man-
ager. Nowadays, due to the increasing popularity and 
diversity of projects, anybody can become a  project 
manager, e.g. product manager, product engineer, mar-
keting specialist, HR specialist. The aforementioned 
people should be aware that apart from knowledge, 
skills and experience, there are other features of pro-
ject team members that do influence the overall effec-
tiveness of a project.

This article aims at presenting the issue of possible rela-
tions between behavioural types and project effectiveness 
by answering the research questions specified below:
1. What are types of team member behaviours?
2. How do particular types of team member behaviours 

influence the overall type of team behaviour? 
3. What type of team behaviour ensures achieving pro-

ject objectives? 
For the purpose of this paper literature studies were 

conducted in fields of psychology and team man-
agement (including management of project teams). 
Moreover, the secondary and primary research results 
which involve teamwork effectiveness were utilised. 
Since behaviour can be regarded as a cultural artefact, 
the author has also referred to results of empirical re-
search conducted on types of organisational culture fa-
vourable to project management. The research project 
was financed by the National Science Centre Poland 
(DEC-2013/09/D/HS4/00566).

types of human behaviours in a team 

b ehaviour is said to be “the link between what we 
want to achieve and what we get” [Gillen, 2002, 

p.  7]. Most often people behave instinctively in accord-
ance with habit, and when it ceases to be effective, they 
rarely think about changing it [Gillen, 2002, p. 8]. Accord-
ing to R.M. Belbin [2003, p.  48] behaviour of people in 
a group is affected by:
a) personality,
b) mental capacity,
c) current values and motivations,
d) external limitations,

e) experience,
f) learning a role.

In the group process there are three types of human 
behaviour, i.e. self-oriented, interaction-oriented and 
task-oriented. The characteristics of the behaviours 
mentioned above are shown in Table 1. Typically, one 
of these types of behaviour is dominant within an in-
dividual. None of the trends in the behaviour is either 
positive or negative in its nature. Nevertheless, de-
pending on the situation, a specific type of behaviour 
may have a positive, negative or neutral influence.

Firstly, work in a  project team for a  self-orient-
ed person can be an important step in personal de-
velopment, which should be followed by starting 
to perceive the team as a  reference point. Secondly, 
interaction-oriented people can learn that conflicts 
do not have to lead to team disintegration. What is 
more, they discover that expressing one’s anger and 
defending one’s own rights can be more successful in 
solving a problem than a prematurely offered compro-
mise. Thirdly, task-oriented people while involved in 
teamwork can get familiarised with the group process-
es and the importance of interpersonal relationships, 
communication and feedback.

A team balanced properly in terms of skills, experi-
ence, personality and behaviour is the basis for effec-
tive teamwork. Nevertheless, in practice it is difficult 
to provide a  multi-dimensional equilibrium in each 
team. The predominant types of individual behaviour 
are turned into the dominant type of behaviour in 
a team (called by the author, the type of team behav-
iour). For example, if task-oriented behaviours are 
dominant within the individuals of a particular group 
then the team behaviour is also classified as task-ori-
ented. In the following part of this article a  relation-
ship between a  type of team behaviour and achieved 
results will be described.

the impact of predominant 
behavioural types of individuals 
on achieved teamwork results 

T raditionally a team, in which one of the aforemen-
tioned types of behaviour is predominant, would 

not be successful. The team leader’s job was to restore 
the balance between these tendencies, both in the 
team as a  whole and within its individual members. 
”Behaviour Management” in the traditional approach 
would require the following actions from the project 
manager [Bożek, 2010]: 
•	In the case of strong self-orientation an interven-

tion should focus on showing that involvement 
of a  particular person in the project is important. 
The other team members are equally competent 
and they also greatly contribute to the project. To 
prevent the domination of the discussion by one or 
several persons, the leader may, for example, limit 
the duration of their contribution in advance.
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Self-oriented behaviour Interaction-oriented behaviour task-oriented behaviour

•	 healthy selfishness;
•	 willingness to take risks;
•	 courage to express beliefs, even ones 

that are unpopular and inconsistent 
with the opinion of the majority;

•	 self-confidence;
•	 motto: if my ideas are implemented, 

we will achieve optimal results;
•	 dominating discussions;
•	 high willingness to represent the 

team and its performance outside the 
team;

•	 a strong need for recognition.

•	 ensuring that all members are 
involved;

•	 facilitating cooperation and 
emphasising common issues;

•	 paying attention to the atmospherical 
changes in the team;

•	 eagerness to look for compromise;
•	 restoring harmony in a team is more 

important than achieving a good 
result;

•	 underestimation of the importance of 
productive conflicts;

•	 not paying attention to needs and 
negative feelings.

•	 a strong focus on completing tasks;
•	 organisation of work processes;
•	 taking care of flow of the professional 

information;
•	 accurate description and 

summarization of substantive issues;
•	 ignoring relationships, dynamic 

group processes and displaying 
affection.

Table 1. Characteristics of behaviour of individuals in a project team

Source: own study based on [Sikorski, 1999, p. 41; Bożek, 2010; Hallriegel, Slocum, 2008,  p. 367]

•	People with strong interaction-orientation should 
be encouraged by the leader to express their views 
and needs, and to confront them with the views of 
others. When the group is too focused on relation-
ships it is the leader’s role to remind them the ob-
jective of their gathering.

•	In a team dominated by the strong task-orientation 
the team leader’s role is to emphasise that good re-
lationships and smooth cooperation are necessary 
to achieve the goals. Thus, the team leader should 
encourage team members to give feedback and ask 
others about their needs and feelings. 
Taking all the above into consideration one should 

remember that negative reinforcement is much less 
effective than positive reinforcement. It is easier to 
modify a  particular behaviour with a  reward than 
a punishment [Kozielecki, 1998, p. 45].

As previously indicated team behaviours as well as 
individual behaviour of individuals can be interaction-, 
self- or task- oriented. Moreover, in the literature the two 
dimensions and the four basic styles of team functioning 
are distinguished (see Figure 1). The dimensions are as 

follows: “Results/Goals orientation” vs. “People orienta-
tion” and “Processes orientation” vs. “Tasks orientation”, 
where [Report, 2010, p. 21; Łobocki, 2010, p. 32]: 
a) Results orientation means focusing in particular 

on individual goals and monitoring their imple-
mentation. Competitiveness between the group 
members can be observed here.

b) People orientation is about paying attention to re-
lationships within the team and the motivation of 
its members.

c) Processes orientation means organising the team-
work on the basis of clearly defined roles, struc-
tures and processes.

d) Tasks orientation involves an individual approach 
to the majority of tasks including the creation of 
new practices and allocating resources in accord-
ance with current needs.

In addition to the four basic styles of team func-
tioning mentioned above there are also mixed styles 
[Report, 2010, p. 21; Łobocki, 2010, p. 33]:
•	the team of organised producers – goals- and pro-

cesses-oriented team,

Figure 1. The dimensions and basic styles of team functioning
Source: own study based on [Report, 2010, p. 21; Łobocki, 2010, 
p. 33]
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•	the team of independent hunters – goals- and 
tasks-oriented team,

•	the corporate family — processes- and people-ori-
ented team,

•	the flexible team — people- and tasks-oriented 
team.
Finally, there are teams whose style of operation 

can be described as balanced as they preserve the 
equilibrium between the four poles of the specified 
dimensions. But is it really a recipe for the success of 
a project team?

Unfortunately, in English language publications 
on the subject of team and project management, the 
issue of the influence of behavioural types on team 
effectiveness is not taken into consideration, although 
many authors created lists of effective team character-
istics. S.G. Cohen and D.E. Bailey [1997, p. 244] cre-
ated a  holistic model of factors of team effectiveness 
such as: task design, group composition, organisa-
tional context, psychological traits (e.g. cohesiveness), 
internal and external processes. E. McFadzean [2002, 
p.  465] believed that the appearance of a  number of 
models of team effectiveness was indicative of a vari-
ety of variables such as personality, group size, work 
norms, status relationships, group structure etc. that 
can impact on team effectiveness and its measurement. 

There are authors who focus on particular factors of 
team effectiveness (including project team) or its ab-
sence. For example R.M. Belbin ([1981, pp. 132-133] 
as cited in: [Senior, 1991, p.  245]) claims that each 
team needs an optimum balance in both functional 
roles and team roles. Team roles should be relevant 
to different stages of a  team’s project or other team’s 
activities ([Belbin, 1993, pp.  100-101] as cited in:  
[Senior, 1997, p. 247]). According to J.R. Katzenbach 
and K.D. Smith [2001, p. 71] the main factor of team 
effectiveness is the focus on results. On the other hand, 
D. Miller [2010, p. 24] claims that team effectiveness is 
determined mainly by personal contribution to team 
potential. The contribution concerns personal attitude 
to teamwork and positive personal energy. 

P. Lencioni [2002, pp. 188-189] describes five dys-
functions of teamwork which are: absence of trust, 
fear of conflict, lack of commitment, avoidance of ac-
countability and inattention to results. Finally, C. Bur-
ton [1999, p.  46], K. Kendra and L.J. Taplin [2004, 
pp.  30-45] stress that project effectiveness (which is 
a  result of project team’s work) is mainly based on 
project manager’s potential (including competencies 
and behavioural types). There are many character-
istics of desirable project manager’s competencies in 
the literature (For more see [Gehring, 2007, pp.  48-
53; Geoghegan, Dulewicz, 2008, pp.  65-66]). Moreo-
ver, C.Sh.  Burke et al. [2006, p.  299] shows that per-
son-focused leadership correlates with perceived team 
effectiveness higher than task-focused leadership. 
Overall, it is important that project managers create 
a  positive-emotional environment for effective team 
working [West, 2012, p. 61].   

The results of the study “Your Team” conducted in 
Poland at the turn of 2009 and 2010 by AchieveGlobal  
[Report, 2010, pp. 21-22; Łobocki, 2010, p. 35] clear-
ly shows that the teams judged as more effective are 
those that are people-oriented. Furthermore, the 
processes and tasks-orientation is not reflected in the 
team effectiveness according to the respondents’ opin-
ion. The survey was conducted among 300 members 
of different teams. A project team is a special kind of 
team, because projects can vary in terms of the aim, 
degree of complexity and time requirements. Projects 
are often implemented in different organisational 
(including cultural) conditions. Does it mean that an 
effective project team is always the one in which peo-
ple-oriented behaviours are dominant? 

The above question was addressed in structured 
direct interviews to 22 project managers working in 
different companies in Poland in 2012. This was a pi-
lot research focused on identifying the mechanism of 
people management in project-oriented organisations 
as well as verifying the research tool (questionnaire). 
Other conclusions drawn from this research were 
presented by the author in previous publications (e.g. 
[Piwowar-Sulej, 2013, pp. 165-174]).  The respondents 
were called upon to manage a variety of projects. Some 
of them were employed in project-based organisations 
(e.g. construction companies), while others in repet-
itive actions-oriented organisations (e.g. banks). The 
results of this research concur with previous results 
obtained by AchieveGlobal. All respondents (22 pro-
ject managers) chose people orientation as the main 
factor contributing to the effectiveness of different 
types of project.

One hundred project managers were asked the 
same question in structured direct interviews within 
the main author’s research project titled “Personnel 
function in project-oriented organisation” (DEC-
2013/09/D/HS4/00566) in 2014. Half of the respond-
ents worked in project-based organisations and the 
half in other business sectors in Poland. The author 
used a  purposive sample which was selected based 
on the knowledge of a population and the aim of the 
study. The number of organisations which are based 
on repetitive actions but also use tools of project man-
agement is not determined. Therefore, it is difficult to 
determine the number of subjects in the research pop-
ulation. The main goal of the research was to diagnose 
differences in HRM in both types of organisations. 
76% of project manager’s chose people orientation and 
24% task orientation as dominant behavioural factors 
which influenced a project effectiveness. The answers 
were not correlated with the type of organisation (pro-
ject-based vs. not project-based). The author realises 
that the findings of this study should be considered 
carefully. They are a  subject to the limitations of the 
method. 

The above mentioned results correspond with the 
outcomes of the empirical research on the impact of 
organisational culture on the effectiveness of project 
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management. Patterns of behaviour accepted within 
a  group as binding are at the same time one of the 
components of cultural artefacts [Roehm, 2006, 
pp. 24-30]. According to C. Sikorski [2005, p. 12] pat-
terns of behaviour, as a third type of cultural patterns, 
are formed due to popularisation of certain attitudes 
of group members towards particular objects and 
situations.

The empirical research held by H.J. Yazici [2011, 
p. 27] presents that the clan culture that is character-
ised by high coherence, collegiality in decision-mak-
ing and a special sense of organisational identity, sig-
nificantly increases the effectiveness of projects. The 
author used the culture typology by K.S. Cameron and 
R.E. Quinn (For more see [Cameron, Quinn, 2006]). 
The survey was distributed to 400 project profession-
als from chapter of Project Management Institute 
and chapter of American Society for Quality Control. 
Respondents were asked to divide 100 points among 
four types of organisational culture, depending on 
the extent to which each culture was similar to their 
own organisation and what they would prefer to see in 
five years (a desired culture for project and business 
performance).  

Such an opinion was also concluded during the au-
thor’s research (used case study method) conducted 
in one of the financial services companies in Wrocław 
in 2013. The author also used the culture typology by 
K.S. Cameron and R.E. Quinn. The data was collected 
by using structured as well as informal direct inter-
views with 7 people involved in projects (project man-
agers and significant line managers). Most of them 
acknowledged the existence of a relationship between 
organisational culture and the method of project com-
pletion. The cultural influence is visible in:
a) Project team structure, role distribution, time al-

location,
b) The prerogatives of project manager, project man-

agement methodologies, the way of accommodat-
ing changing customer needs

c) Topics and goals of a project.
The interviewed respondents clearly stated that 

the clan culture is the best positive stimulus, not only 
when it comes to the project work but all the activities 
undertaken in the organisation as well (For more see 
[Piwowar-Sulej, 2014, pp. 143-148]). 

Conclusions

I t is common knowledge that approaching various 
challenges as projects has been steadily gaining pop-

ularity. Using even the most basic techniques to facil-
itate planning and monitoring of projects contributes 
to boosting work efficacy. Therefore, project managers 
should be familiar with basic rules of project manage-
ment in order to handle the task at hand in a more ef-
fective way.

Project managers are directly involved in the process 
of project management. They coordinate tasks, keep the 
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