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What is the goal of this module?

This module will help to enhance team members’ understanding of each other’s
roles and responsibilities in the team.

What is the collective leadership focus of this module?

+ Cooperation and coordination between members

- Engagement of all team members

+ Recognising and valuing contribution of others

+ Sharing leadership roles and responsibilities

+ Mix of leadership and followership (people leading on topics where
they have expertise and motivation)

What areas of team behaviour does this module focus on?

+ Cooperation between team members
+ Cohesion and coordination
+ Cross-monitoring

Who is this module for?

All team members.

What is the patient safety impact of this module?

When roles are clear, team members are more motivated, less stressed and
perform better. Role ambiguity and role conflict are key factors in the development
of work stress.!

When objectives and roles are clear, teams perform significantly better, with fewer
errors, greater productivity and higher levels of innovation.2:3

Role ambiguity is negatively associated with role performance,* team
performance,®> and job satisfaction.®
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Additional resources

If you are not sure if the role clarity intervention is needed in your team, the
diagnostic tool below can be used in advance to assess the role clarity/ambiguity on
the team. This can be conducted in advance to inform the session. It will take 5
minutes for individuals to complete it and approximately 30 minutes for one person
to score all responses (the UCD Co-Lead team can advise and assist with this if
required). 10 minutes discussion to evaluate whether there is need for in-depth
discussion on roles and responsibilities.

Diagnostic Tool

Completion of scale by all team members to assess goal (items 1-5) and role
process (items 6-10) clarity in the team.”

Please indicate your response to the following statements using the scale
below, where 1 indicates very uncertain and 6 indicates very certain: (*
indicates item should be reverse scored)

1. I am certain of my duties and responsibilities
2. I am uncertain of the goals and objectives for my job*

3. Itis clear to me how my work relates to the overall objectives of my
work unit

I am certain of the expected results of my work*

5. I am uncertain as to what aspects of my work will lead to positive
evaluations*

6. I am clear on how to divide my time among the tasks required of my job
7. I am clear on how to schedule my work day

8. I am uncertain how to determine the appropriate procedures for each
work task*

9. I am certain the procedures I use to do my job are correct and proper

10. Considering all your work tasks, how certain are you that you know the
best way to do these tasks?

High variance in scoring between team members or a score perceived as low
overall score by the team suggests need for group intervention.
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Additional resources

Below is an example of a way for teams to visualise their member’s roles, from “High
Performing Interdisciplinary Teams” by Jeff Capobianco, of the National Council for
Behavioural Health.8

Areas of expertise
Diagnosis
Monitoring psychopathology
Crisis intervention
Engagement in treatment
Motivational interviewing
Functional assessment
Psychopharmacology
Family psychoeducation
Patient psychoeducation
Skills training
Cognitive-behavioral therapy
Supported employment
Assertive community treatment
Team leadership
Program development

Cultural competence
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'Solid circles indicate the highest expectations.
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SESSION OVERVIEW

Purpose: This session will enhance participants’ understanding of
their roles and responsibilities, and those of others on the
team.

Timing: 60 min.

Setup: Introduction > Discussion > Group exercise > Feedback

Outcomes: Through group discussion, participants will gain
understanding of various team members’ roles, and teams
will implement ways to maintain and monitor role clarity.

Facilitators: 1-2 team members to facilitate; 1 team member to act as
flipchart scribe to record ideas, discussion points, and
outputs.

ADVANCE PREPARATION

Materials: Printed outputs from vision and mission session.

Equipment: Flipcharts, markers, pens, paper, post-it notes.

Room: Configure for round table discussion or small groups for
larger teams

Attendees: If some team members cannot attend due to geographic
location, they may participate remotely via teleconference.
In such cases, session materials should be shared in
advance via email.

Before the session, the diagnostic tool (see “"About this
module”) can be completed as online or paper-based
anonymous survey. Facilitator can score results and report
back to team for brief 10 min discussion on perception of
need for role clarity intervention.
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START OF SESSION

1) Welcome and introduction (10 min.)

Welcome and re-cap on Co-Lead (aims, sharing of leadership across team,
etc.) Introductions if new people in attendance

The aim of this session is to explore and enhance role clarity among team
members. There is strong evidence from the literature that when roles are
clear, team members are more motivated and less stressed, and
performance improves. In instances where there is poor role clarity, this has
a negative impact on individual performance, team performance and job
satisfaction.

v

2) Opening discussion / icebreaker (10 min.)

Ask the team to reflect on the below question:

Identify at least one quality appreciated about another professional group
working on the team (e.g., a nurse would highlight something he/she
appreciates about physicians/HSCPs/another professional group on the

team)

Use 1-2-4-all approach - allow one minute to reflect on the question; 2
minutes for discussion in pairs, and 4 minutes for group discussion and
feedback from small groups (make notes on flipchart paper).

3) Group exercise and discussion to explore role
perceptions / expectations (20 min. + 10 min. feedback)

If possible, create sub-groups that are discipline-specific: ask nurses to
work together on this task in one group, doctors in another, HSCPs, HCAs,
etc. as appropriate for your team.

If this is not possible, cluster professionals to create 2-3 sub-groups by
combining professions (e.g., by putting nurses and HCAs together).

One person in each small group should make bullet point notes for
purposes of summarising discussions, with particular emphasis on how
people describe their roles and key responsibilities.

(Continues on next page)
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(contd.)

Ask individuals to reflect quietly for 1 min. on the following questions and
to make notes for discussion in their sub-group.

Then ask sub-groups to spend approx. 5 min. discussing perspectives.
These answers will be fed back to the wider group for discussion:

1. How would you describe your role?
2. What do others perceive as your role?

3. Choose another professional group represented here today (or on the
team) and describe what you believe their role to be.

Facilitators should then lead a group discussion and ask team to reflect on
what has been said. Begin with any major discrepancies/misunderstandings
and talk though these issues. Facilitators should ensure the discussion
remains respectful and inclusive.

Questions below may help stimulate discussion:

1. Were you surprised to hear other team members’ role descriptions or to
hear their perspective of your professional role?

2. What roles/aspects of roles lead to confusion on our team? Why?

3. Is it clear how individual/professional group work together to achieve
the goals we have set for our team?

. If time permits: Are there tasks that you do because you feel you are
good at them or you like doing them or you feel it is helpful to other
people, even though they are not necessarily part of your role?

. And/or: Ask each individual to identify one thing that others could do to
make it easier for them to do their job. What can we do to help each
other?

3) Close of session (5 min.)

Give brief feedback on the session. Notes can be collected and collated by
one individual to maintain a record of the discussion. This can be useful for
inducting new members by making explicit the roles of everyone on the
team.

Collection of notes from small tables to document key roles and
responsibility for each team member present (or for professional groups if
more appropriate to the team)

Is there a way to visually represent the goals of the team and how your
roles and tasks/responsibilities within those roles fits into the team goals?
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