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Does Team Training Improve Team Performance?

A Meta-Analysis

Eduardo Salas, Deborah DiazGranados, Cameron Klein, C. Shawn Burke, and Kevin C.
Stagl, University of Central Florida, Orlando, Florida, and Gerald F. Goodwin and
Stanley M. Halpin, Army Research Institute, Arlington, Virginia

Objective: This research effort leveraged the science of training to guide a taxonomic
integration and a series of meta-analyses to gauge the effectiveness and boundary con-
ditions of team training interventions for enhancing team outcomes. Background:
Disparate effect sizes across primary studies have made it difficult to determine the true
strength of the relationships between team training techniques and team outcomes.
Method: Several meta-analytic integrations were conducted to examine the rela-
tionships between team training interventions and team functioning. Specifically, we
assessed the relative effectiveness of these interventions on team cognitive, affective,
process, and performance outcomes. Training content, team membership stability, and
team size were investigated as potential moderators of the relationship between team
training and outcomes. In total, the database consisted of 93 effect sizes representing
2,650 teams. Results: The results suggested that moderate, positive relationships exist
between team training interventions and each of the outcome types. The findings of
moderator analyses indicated that training content, team membership stability, and team
size moderate the effectiveness of these interventions. Conclusion: Our findings sug-
gest that team training interventions are a viable approach organizations can take in
order to enhance team outcomes. They are useful for improving cognitive outcomes,
affective outcomes, teamwork processes, and performance outcomes. Moreover, results
suggest that training content, team membership stability, and team size moderate the
effectiveness of team training interventions. Application: Applications of the results
from this research are numerous. Those who design and administer training can ben-
efit from these findings in order to improve the effectiveness of their team training

interventions.

Attention to team training has grown exponentially
during the past 10-20 years. It is driven by at least
the perception that the “high performance team”
is a critical element in the design of organizations
that will be effective in the global economy.

— Campbell & Kuncel (2001, p. 299)

INTRODUCTION

The nature of work has changed. Organizations
now face increased competition and collaboration
within and across organizational, geographic, and
temporal boundaries; a need to engage a demo-
graphically heterogeneous workforce; a need to
deal with advancements in information technol-
ogy; a need to promote safety; and a need to fos-

ter enduring customer relations (Noe, 2002; Pfeffer
& Sutton, 2000; Tannenbaum, 2002). One re-
sponse to these changes has been the use of work
teams as a preferred performance management
technique. “Teams are ubiquitous. Whether we are
talking about software development, Olympic
hockey, disease outbreak response, or urban war-
fare, teams represent the critical unit that ‘gets
things done’ in today’s world” (Marks, 2006, p. 1).

Both governmental agencies and private indus-
try are increasingly relying upon work teams as a
preferred performance arrangement to fulfill their
visions, execute their complex missions, and ac-
complish their goals (Salas, Stagl, & Burke, 2004).
In fact, a recent random sample of U.S. organiza-
tions indicated that nearly half (48%) used some
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type of team-based structure, with ongoing project
teams being the most frequently reported (Devine,
Clayton, Philips, Dunford, & Melner, 1999).

The increasing frequency of team-based forms
of organizing presents unique opportunities and
creates challenges. Opportunities via the use of
teams abound. For example, collectives can lever-
age shared mental models, compensatory pro-
cesses, and affective states such as cohesion to deal
more effectively with the complex, stressful, and
sometimes chaotic contexts that typify modern
operations (Orasanu & Salas, 1993). The process
gains yielded by teams can ultimately culminate
in enhanced efficiencies, quality and safety im-
provements, creativity, and/or adaptation (Banker,
Field, Schroeder, & Sinha, 1996; Burke, Stagl,
Salas, Pierce, & Kendall, 2006; Cohen & Led-
ford, 1994; Foushee, 1984).

However, challenges inherent to the use of
teams exist. Most notably, how should organiza-
tions compose, manage, and develop team mem-
bers? More specifically, how does one design and
deliver team training? What kind of team train-
ing should be implemented? And finally, does it
work? This research was motivated by the need to
answer these questions.

Team training targets latent teamwork knowl-
edge, skills, and/or attitudinal competencies (KSAs)
as well as manifest team processes and performance
for improvement (Salas & Cannon-Bowers, 1997,
2000). Teams can be trained to make better deci-
sions (Orasanu & Fischer, 1997), to perform better
under stress (Driskell, Salas, & Johnston, 1995),
and to make fewer errors (Wiener, Kanki, & Helm-
reich, 1993).

Enhancing teamwork through team training is
a chief concern in many industries, including com-
mercial and military aviation (Boehm-Davis, Holt,
& Seamster, 2001; Helmreich & Foushee, 1993;
Oser, Salas, Merket, & Bowers, 2001), health care
(Baker, Salas, Barach, Battles, & King, 2007; Da-
vies, 2001; Salas, DiazGranados, Weaver, & King,
2008), and energy (Flin, 1995; Flin & O’ Connor,
2001), to name just a few. In these industries (and
others), a great deal of research has been generated
on team training. Unfortunately, no comprehensive
source exists in the team training literature that
demonstrates whether or not team training even
matters and, if it does, by how much. Further, no
source outlines the conditions under which team
training works. This research initiative seeks to fill
these voids.

The following sections of this paper are orga-
nized as follows. We first describe the rationale for
the current meta-analytic initiative. Next, we ad-
dress the conceptual foundation on which this
research is based. Included here is a short discus-
sion centered upon the nature of teams and team
performance, as well as a longer discourse on the
current state of team training efforts. Eight specific
study hypotheses are then put forward, followed
by a detailed accounting of the study methods. An
ensuing description of meta-analytic results is sub-
sequently presented, followed by implications for
applied work with teams — a discussion that fully
incorporates study limitations and directions for
future research on team training.

WHY A TEAM TRAINING INTEGRATION?

This research effort includes a series of meta-
analyses, each of which was conducted to gauge
the effectiveness of team training for enhancing
team outcomes. Specifically, we sought to (a) clar-
ify and contribute to the science of training by pro-
viding a clarification of the nature of team training
via a taxonomic integration of team training inter-
ventions; (b) establish the boundary conditions of
team training for enhancing team outcomes via
moderator analyses with additional variables of
interest; and (c) impart valuable information for
organizational stakeholders charged with design-
ing, delivering, and evaluating team training inter-
ventions.

First, several limitations of the existing base of
research on team training and development have
served to impede knowledge accumulation and in-
tegration (Campbell & Kuncel, 2001). As Judge,
Cable, Colbert, and Rynes (2007) recently noted,
“Regardless of the quality of an idea, the ability
to draw inferences about a phenomenon is con-
strained by the quality of the methods used to
gather data about it” (p. 493). In the team training
area, practical methodological limitations wit-
nessed in primary studies that rely on relatively
small samples of teams generally result in an unac-
ceptably large sampling error — error that can ad-
versely influence the consistency and quality of
independent research studies’ conclusions. At the
same time, disparate effect sizes across primary
studies have made it difficult to determine the true
strength of the relationships between team train-
ing techniques and team outcomes.

The use of meta-analysis can help overcome
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these issues. Specifically, meta-analytically inte-
grating the results of independent studies allows
one to amalgamate, with increased precision and
certainty, the significance, strength, and predictable
variation of the effects of team training on team
functioning. Although recent attempts have been
made to empirically (and meta-analytically) review
the influence of team development interventions
on team functioning (e.g., Salas, Nichols, & Dris-
kell, 2007; Salas, Rozell, Mullen, & Driskell, 1999),
this research advances (and expands upon) prior
efforts by including more primary studies, employ-
ing enhanced methodology, and examining key
variables that will help clarify the existing knowl-
edge base on team training.

We should note that most team training evalu-
ations have been conducted in the military and in
aviation. These sectors are the primary investors
of funding and effort to understand team perfor-
mance and how to develop and deliver team train-
ing. The current research includes team training
evaluations from several sectors (i.e., military, avi-
ation, industry, lab/classroom, and medical set-
tings). As will be discussed at a later point, the
primary studies included in this meta-analysis are
heavily represented by military research.

This meta-analysis also provides clarity and
understanding concerning the amorphous empir-
ical literature on team training. In practice, team
training appears in many shapes, sizes, and forms
and is called by many different names and labels
(e.g., assertiveness training, crew resource man-
agement, Cross-training, group process training,
problem-solving training, task-focused simulation
training). What has long been needed in this do-
main is a taxonomic integration and empirical in-
vestigation of the utility of these interventions
based upon the content or focus of the interven-
tions, rather than upon the myriad of names given
to these strategies by independent researchers.

Fortunately, an inclusive taxonomy has already
emerged. Upon summarizing work conducted by
Salas and colleagues (e.g., Cannon-Bowers, Tan-
nenbaum, Salas, & Volpe, 1995; McIntyre & Salas,
1995, Salas, Dickinson, Converse, & Tannen-
baum, 1992), Goldstein and Ford (2002) argued
that [team] training methods are designed to en-
hance taskwork, teamwork, and process improve-
ment skills. Meta-analytic reviews have been
conducted of team interventions that focused on
process improvement skills (i.e., team building;
Klein et al., in press; Salas et al., 1999), so there is

now a need to empirically analyze the team train-
ing literature along the teamwork-taskwork con-
tinuum. The current research investigates the
unique and relative value of these two distinct
focal points of team training.

A second impetus for this research is to inves-
tigate moderators of team training effectiveness.
These investigations will help provide answers to
a number of important questions, including the
following:
¢ Does the effectiveness of team training vary based

upon the content of the training?
* Does team training work better with intact versus
ad hoc teams?

* Do larger teams benefit more from team training than
smaller teams?

Answers to these questions will go a long way to-
ward advancing the literature and providing deeper
insights into the effectiveness of team training.

Finally, although there is evidence to suggest
that training (and team training) has a significant,
positive impact on key measures of business
performance (e.g., George, Hannibal, & Hirsch,
2004; Mathieu & Leonard, 1987) and safety
(Salas, Burke, Bowers, & Wilson, 2001; Salas,
Wilson, Burke, & Wightman, 2006), there is a
need to form a more accurate understanding of the
impact of team training, specifically. Accurate esti-
mates of the efficacy of team training are impor-
tant for both researchers and practitioners because
tens of millions of dollars are spent annually on
team training in military, aviation, health care, and
other industry settings.

In short, the present research provides a sub-
stantial contribution to the current understanding
of the efficacy of team training. In comparison
with other quantitative reviews (e.g., Salas, Nich-
ols, etal., 2007) and qualitative reviews (e.g., Salas
etal., 2001, 2008), the current effort uses more rig-
orous methods to assess a greater number of pub-
lished and unpublished primary studies; distills
knowledge from a wider range of interventions,
outcomes, and moderator variables; and offers
actionable guidance to organizational decision
makers. Before describing in detail the research
questions and hypotheses posed in the present ini-
tiative, a brief discussion of teams, team perfor-
mance, and team training is provided.

TEAMS, TEAM PERFORMANCE, AND
TEAM TRAINING

“Teams embedded in organizations exist to
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perform tasks” (Ilgen, 1999, p. 131). These tasks
are often complex, difficult, and dynamic. They re-
quire expertise, experience, and the perspectives
of multiple individuals synchronizing their work
to perform collectively in the pursuit of common
goals (Mohammed & Ringseis, 2001).

For the purposes of this meta-analysis, teams
are defined as a distinguishable set of two or more
individuals who interact dynamically, adaptively,
and interdependently; who share common goals or
purposes; and who have specific roles or functions
to perform (Salas et al., 1992). Teams can be dis-
tinguished from work groups by their task, feed-
back, and goal interdependencies (e.g., Saavedra,
Earley, & Van Dyne, 1993) as well as by their
formal structure and coordination demands (Tan-
nenbaum, Beard, & Salas, 1992). That is, groups
are usually more loosely constituted. They are col-
lectives that may be perceived as social entities,
and they may even have common goals, but they
also possess task connections that are less well de-
fined (e.g., juries, committees, councils).

For the current research integration, team per-
Sformance is defined as an emergent phenomenon
resulting from the goal-directed process whereby
members draw from their individual and shared
resources to display taskwork processes, team-
work processes, and integrated team-level pro-
cesses to generate products and provide services
(Kozlowski & Klein, 2000; Salas, Stagl, Burke, &
Goodwin, 2007).

Frameworks of team performance and effec-
tiveness generally follow an input, throughput, and
output format (e.g., Hackman, 1983, 1987; McGrath,
1984; Nieva, Fleishman, & Rieck, 1978; Salas, Stagl,
etal., 2007 Steiner, 1972; Tannenbaum et al., 1992)
in which inputs might include individual and team
characteristics, capabilities, and states; through-
puts include team communication, coordination,
collaboration, and decision-making processes; and
outputs consist of the goods or services produced
by ateam. Stakeholders make judgments about the
effectiveness of the quality, quantity, and timeliness
of the products or services produced, as well as
about the changes in the team and its members that
result as performance unfolds (Hackman, 2002).

Training is a systematic, planned intervention
designed to facilitate the acquisition of job-related
KSAs (Goldstein & Ford, 2002). Concerning team
training, one widely cited definition positions it as
“a set of tools and methods that, in combination
with required [team-based] competencies and

training objectives, form an instructional strategy”
(Salas & Cannon-Bowers, 1997, p. 254). Task-
focused team training enables team members to
become aware of, learn about, and practice requi-
site team competencies (i.e., KSAs) and perfor-
mance processes while receiving feedback on their
performance. Moreover, similar to that of individ-
ual training, the science of team training involves
identifying the optimal combination of tools (e.g.,
team task analysis), delivery methods (e.g., practice
based, information based, demonstration based),
and content (e.g., knowledge, skills, attitudes; Salas
& Cannon-Bowers, 1997).

Many narrative and empirical evaluations of
team training have been conducted (e.g., Denson,
1981; Dyer, 1984; Marks, Zaccaro, & Mathieu, 2000;
Mathieu, Heffner, Goodwin, Salas, & Cannon-
Bowers, 2000; Salas et al., 2001, 2006). Although
the majority of these assessments have yielded
ample support for team training, differences have
been observed in the efficacy with which assorted
team training strategies improve team outcomes.
In an effort to summarize the relative contributions
of various team training strategies, Salas, Nichols,
et al. (2007) recently conducted a meta-analysis
on the subject. Specifically, they investigated the
relative efficacy of three team training strategies:
cross-training, coordination and adaptation train-
ing, and team self-correction training.

Their database consisted of 28 effect sizes (from
seven studies) assessing the efficacy of team train-
ing for team performance. For the overall test, there
was a low, significant tendency for team training
to improve team performance (r=.29). However,
when they examined the relative efficacy of dif-
ferent team training strategies, cross-training did
not appear to be effective (r = —.09), whereas the
efficacy of self-correction training (r = .45) and
team coordination and adaptation training (r=.61)
was confirmed.

Although the findings from the Salas, Nichols,
et al. (2007) team training meta-analysis suggest
that coordination and adaptation training is ef-
fective for producing team performance im-
provements, some caution should be exercised in
interpreting these results and directly comparing
them with those of other meta-analyses. The meta-
analytic technique that Salas, Nichols, et al. (2007)
utilized was based on procedures outlined by
Mullen (1989), Mullen and Rosenthal (1985), and
Rosenthal (1991). That approach to meta-analytic
integration is considerably different (e.g., use of

Downloaded from hfs.sagepub.com at SUFFOLK UNIV on February 24, 2014


http://hfs.sagepub.com/
http://hfs.sagepub.com/

TEAM TRAINING EFFECTIVENESS

907

transformations, not calculating confidence inter-
vals) from the procedure we utilized in the present
study, which followed the procedure provided in
Hunter and Schmidt (2004).

In sum, the findings from qualitative and lim-
ited quantitative research on team training inter-
ventions have largely supported the effectiveness
of these techniques. However, none is as compre-
hensive, robust, or systematic as this one. This is
(to our knowledge) the first thorough research en-
deavor undertaken to gauge the impact of team
training on team outcomes. Given the widespread
use of team training in many important settings,
it is also a timely and critical integration.

HYPOTHESES: THEIR RATIONALE AND
CONCEPTUAL FOUNDATION

As noted, several research questions concern-
ing the importance of team training for enhancing
targeted team outcomes guided this effort. In an
effort to address these questions, we present test-
able hypotheses and their theoretical rationale in
the following sections. A model that graphically
illustrates these research questions is offered in
Figure 1.

Does Team Training Work?

The first question posed in this meta-analysis is
whether team training works. This general ques-
tion treats all forms of team training as equivalent
and, likewise, treats all targeted outcomes of team
training interventions as interchangeable. Al-
though simplistic from a scientific standpoint, this
overarching issue is the single most important
question posed in the current study. It asks, in a
general way, whether team training is useful as
a lever to produce change. If the answer to this
question is no, then an enormous amount of sci-
entific effort and limited organizational resources
have surely been wasted. Moreover, such null re-
sults would more broadly call into question the
widely accepted premise that planned interven-
tions are useful in some measurable way.

Fortunately, research on instructional design
theory and, more recently cognitive, metacognitive,
and macrocognitive theory, collectively suggests
that team training is indeed useful for prompting
meaningful change and in helping teams achieve
performance levels deemed effective by organiza-
tional stakeholders. Supporting this growing base
of theory are the mounting findings from primary

Moderators
Training Team
Content Membership Team Size
Stability
e Taskwork e Small
e Teamwork e Intact e Medium
e Mix e AdHoc e Large
H3 - H6 H7 H8 Outcomes
Cognitive
. Affective
Team Training Y Y >
H1 - H2
Process
Performance

Figure 1. Model depicting study hypotheses (H1-HS).
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team training studies (e.g., Ellis, Bell, Ployhart,
Hollenbeck, & Ilgen, 2005; E. E. Entin, Serfaty, &
Deckert, 1994; Klein, Stagl, Salas, Parker, & Van
Eynde, 2007). Given the abundance of theoretical
support and empirical evidence speaking directly
to the usefulness of team training, the following
hypothesis is advanced:

Hypothesis 1: Team training is positively re-
lated to overall team outcomes.

Separating Outcomes

In any meta-analysis, a balance must be struck
between casting too wide a net (i.e., including
widely disparate independent and dependent vari-
ables) and being too restrictive (i.e., reducing the
meta-analytic database to a small number of stud-
ies). Clearly, results likely to be obtained from the
examination of the first research question can be
criticized for thoughtlessly combining “apples and
oranges” and concluding that “fruit tastes good”
(Kraiger, 1985). Thus, there was a need for more
finely tuned analyses that examined the relation-
ships between more specific and restrictive defi-
nitions of independent and dependent variables.
This set of analyses is directed at the next question
posed in this study, namely, “Is team training, when
conceptualized as a single overarching interven-
tion, an effective technique for producing planned
changes in specific types of team-level outcomes?”

This issue is important, as team researchers have
offered compelling propositions about (Marks,
Mathieu, & Zaccaro, 2001), and meta-analytic evi-
dence for (LePine, Piccolo, Jackson, Mathieu, &
Saul, 2008), behavioral and cognitive processes
constituting teamwork. Team performance emerges
as teams and their members draw upon individual
and shared characteristics, capabilities, and cogni-
tive and affective states to enact the core processes
that constitute teamwork (Burke, Stagl, Salas, et al.,
2006). In turn, the performance outcomes result-
ing from this unfolding, recursive process are eval-
uated by organizational stakeholders in terms of
their effectiveness (Hackman, 2002). If the utility
of team training is to be fully realized, it must be a
lever to affect all of the core components of team-
work and produce performance outcomes that are
deemed effective in the workplace.

Gagné (1962) astutely argued that the most fun-
damental design issue in training is the specifica-
tion of what is to be learned. This is the specification
of training or instructional objectives. These objec-

tives specify the knowledge, skills, beliefs, atti-
tudes, or choice behaviors that a trainee or trainees
should be capable of accomplishing upon success-
ful completion of the training program (Campbell
& Kuncel, 2001; Goldstein & Ford, 2002). Team
training is no different from individual training
in this regard. Once these objectives are chosen,
the training environment is tailored to achieve
them in the most efficient way possible. Thus, in-
structional objectives provide input for the design
of training programs as well as the criteria used
to judge the programs’ adequacy (Goldstein &
Ford, 2002).

Because the primary studies included in the
present meta-analytic initiative addressed a wide
variety of instructional objectives, a meaningful
taxonomy for organizing training outcomes was
needed to guide this effort. In line with the team
theory noted previously and with prior team train-
ing meta-analyses (e.g., Salas, Nichols, et al.,
2007) — and consistent with Kraiger, Ford, and
Salas’s (1993) taxonomy — training outcomes can
be classified as cognitive, affective, and perfor-
mance outcomes as well as behavioral processes.
Each of the training outcomes investigated in the
primary studies included in the present meta-
analysis were classified into one of these four
taxons.

In the present study, team member cognitive
outcomes predominantly consisted of declarative
knowledge gains from pre- to posttest measure-
ment. Team member affective outcomes included
socialization, trust, confidence in team members’
ability, and attitudes concerning the perceived ef-
fectiveness of team communication and coordina-
tion processes. Team processes examined in this
review included behavioral measures of commu-
nication, coordination, strategy development, self-
correction, assertiveness, decision making, and
situation assessment. Finally, the assessment of
team performance integrated quantity, quality, ac-
curacy, efficiency, and effectiveness outcomes. To
help answer the question posed at the beginning
of this section, the following hypotheses are ad-
vanced:

Hypotheses 2a to 2d: Team training is positively
related to team-level (a) cognitive outcomes, (b)
affective outcomes, (c) behavioral processes, and
(d) performance outcomes.

Training Content

It is interesting to know whether team training
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is useful for improving specific team outcomes,
but it is perhaps more important to ask, “What type
of team training is most effective for improving
team functioning?” To this end, the current re-
search addresses the relative influence of specific
training interventions on valued team outcomes.
Although particular team training interventions
are often referred to by many different names, it
can be argued that every team training interven-
tion targets some combination of taskwork or
teamwork skills (e.g., Cannon-Bowers et al., 1995;
Goldstein & Ford, 2002; McIntyre & Salas, 1995;
Salas et al., 1992). Thus, three content categories
were coded in the present study: taskwork, team-
work, and interventions that utilized a mix of
taskwork and teamwork content. [lluminating the
relationships between these three types of team
training and each of the four types of outcomes
noted previously is important to the objective of
the present study.

Team training interventions targeting taskwork
KSAs seek to develop the technical competen-
cies of team members (Salas et al., 1992). Cross-
training is a common example of a team training
intervention that includes a heavy taskwork com-
ponent. In cross-training, members learn about
and sometimes practice the responsibilities of mul-
tiple positions and/or roles, including those of
their teammates. Having acquired interpositional
knowledge and honed teamwork KSAs, indi-
viduals who have been cross-trained are better
prepared to recognize when their teammates are
overburdened and to step in and perform their co-
workers’ duties when called upon.

In contrast, training interventions targeting
teamwork KSAs are focused on improving how
individuals work together effectively as a team.
For example, teamwork skills targeted by team
training may include mutual performance moni-
toring, feedback, leadership, management, coor-
dination, communication, and decision making
(e.g., Cannon-Bowers et al., 1995; Stagl, Salas, &
Fiore, 2007). Team coordination and adaptation
training is one example of a team training inter-
vention that is focused on providing teamwork
skills content.

Hypotheses 3 to 5 expand upon the basic ques-
tions addressed in the earlier hypotheses because,
assessed in their entirety, they provide preliminary
estimates for determining which configurations of
team training content are better than others. How-
ever, given the absence of a priori expectations for

this set of hypotheses, the investigation into the
moderating impact of training content is explora-
tory. Nonetheless, the following hypotheses are
advanced to investigate these questions:

Hypotheses 3a to 3d: Taskwork training is pos-
itively related to enhancements in team-level
(a) cognitive outcomes, (b) affective outcomes,
(c) behavioral processes, and (d) performance
outcomes.

Hypotheses 4a to 4d: Teamwork training is pos-
itively related to enhancements in team-level
(a) cognitive outcomes, (b) affective outcomes,
(c) behavioral processes, and (d) performance
outcomes.

Hypotheses 5a to 5d: Team training that includes
a combination of teamwork and taskwork con-
tent is positively related to enhancements in
team-level (a) cognitive outcomes, (b) affective
outcomes, (c) behavioral processes, and (d) per-
formance outcomes.

One truism of collectives is that teams of ex-
perts often fail to evolve into expert teams (Salas,
Cannon-Bowers, & Johnston, 1997). In other
words, the possession of copious amounts of task
knowledge is insufficient to overcome the perfor-
mance decrements that can result from the coor-
dination demands teamwork imposes on team
members.

In order to assist teams in fulfilling their poten-
tial, it is often necessary to move beyond the pro-
vision of mere task-specific content to feature
teamwork and team interaction training as well
(Hollenbeck, DeRue, & Guzzo, 2004). For exam-
ple, a team of medical professionals that possesses
ahigh degree of skill in mutual performance mon-
itoring will not only have the task expertise to of-
fer suggestions but will also know when to do so
in a timely manner. Therefore, team training that
targets both task-specific content and generic
teamwork competencies is expected to provide the
greatest benefit in terms of enhanced team out-
comes. Given this line of thinking, the following
hypothesis is advanced:

Hypothesis 6: Team training that includes a com-
bination of teamwork and taskwork content will
be more effective than interventions that target
either phenomenon in isolation.

Team Membership Stability

The aforementioned research questions will
help illuminate the importance of team training as
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alever for facilitating change in a variety of team-
level phenomena. However, it is important to move
beyond these preliminary questions about the
main effects of team training to begin to address
other pertinent questions, such as, “Under what
conditions is team training most effective as a
planned intervention?”” Thus, in the remainder of
this section, questions are posed and hypotheses
are advanced to address additional variables that
may moderate the effect of team training on team-
level outcomes.

Of primary importance to the present meta-
analysis are the potential moderating roles of team
membership stability and team size. Membership
stability addresses the length of time team mem-
bers have worked together interdependently to
solve joint challenges, and team size indexes the
number of team members assigned to a given col-
lective.

In regard to membership stability, studies of
team training interventions generally consist of two
varieties: (a) studies of training interventions con-
ducted with intact teams, whose members have a
shared history as a result of a commonly held as-
signment to a given collective operating inside an
organization (e.g., an energy exploration team);
and (b) studies of interventions delivered to a group
of ad hoc strangers purposively assembled to con-
duct either basic or applied research in a contrived
setting (e.g., a tank crew composed of randomly
selected and assigned students performing in a
university lab). In comparison with their ad hoc
counterparts, intact teams tend to have relatively
stable membership and a shared history of work-
ing together (Devine et al., 1999). The total sam-
ple of primary studies included in the present
meta-analysis is representative of both intact and
ad hoc teams.

In their recent meta-analysis on team training,
Salas, Nichols, et al. (2007) made a conscious
decision to examine the effects only of interven-
tions that were delivered to intact teams. How-
ever, these researchers also suggested that future
meta-analytic efforts should examine levels of
team membership stability as a potential modera-
tor variable. We accept that call and will investi-
gate whether team training works better for intact
or ad hoc teams.

Based upon prior research addressing the stages
of team development, it seems plausible that team
training will be more effective for intact teams.
This is because intact collectives presumably have

already navigated at least some of the process chal-
lenges that characterize the preliminary, and often
rocky, stages of group development (e.g., storm-
ing, norming [Tuckman, 1965]) that newly formed
teams must overcome to develop cohesion. The
baseline level of shared expectations, competen-
cies, and emergent states developed from a shared
history will likely free up cognitive and interper-
sonal resources, allowing intact teams to focus
more of their resources on skill acquisition during
team training. Given these arguments, the follow-
ing hypothesis is advanced:

Hypothesis 7: Team training will be more effective
for intact teams than for ad hoc teams.

Team Size

This research also examines the relative impact
of team training for teams of varying sizes. It has
been noted by several researchers that teams are
highly effective when they have a sufficient, but
not greater than sufficient, number of members to
perform team tasks (Guzzo & Shea, 1992; Hack-
man, 1990). The definition of sufficient, however,
is somewhat unclear, in part because the research
findings on the impact of team size on effective-
ness have been mixed.

Some studies have found that larger teams are
more effective (Magjuka & Baldwin, 1991; Yetton
& Bottger, 1982), whereas other studies have re-
ported that larger teams suffer from coordination
and process losses (Gooding & Wagner, 1985;
Mullen, Symons, Hu, & Salas, 1989). Kozlowski
and Bell (2003) summarized these mixed results,
concluding that the benefits of larger teams are
dependent on the nature of the task and the team’s
environment. For example, one study that evalu-
ated team size and its impact on the performance
of tasks that required innovativeness found a
negative correlation between team size and team
processes, r =—.18 to r =—.51 (Curral, Forrester,
Dawson, & West, 2001).

Also bearing on this issue is the seminal work
of Steiner (1972), who examined how increasing
the size of the team impacted team processes.
Steiner’s (1972) findings suggested that an increase
in team size resulted in increases in productivity
but also introduced inefficiencies (e.g., decreased
motivation, poorer decision making, poorer coor-
dination, and higher levels of conformity). Other
studies have also found additional detrimental
effects attributable to large-sized teams — for
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example, an in-group bias effect (Mullen, Brown,
& Smith, 1992), a participation leadership effect
(Mullen, Salas, & Driskell, 1989), a decrease in
group liking (Indik, 1965), and a decrease in per-
formance (Mullen, 1987).

A common undesirable group phenomenon is
social loafing. It has been found that larger groups
are more prone to social loafing (Latané, 1981).
Because larger groups lose the connection between
their inputs and the rewards that are received, in-
dividuals in large teams become less motivated to
perform (Kidwell & Bennett, 1993). Karau and
Williams (1993) discussed what they termed the
“dilution” effect. This effect manifests itself in a
variety of dysfunctional ways (e.g., free riding, get-
ting lost in a crowd, shirking group work), all of
which are associated with an increase in team size.

A study by Hackman and Vidmar (1970) set out
to find the perfect size of a team. Based on ques-
tions asked of teams large and small, they found
the optimal number of team members to be 4.6.
Moreover, in a recent study by De Dreu (2007), a
weak correlation was found between team size and
the measured outcomes of learning (r=.15) and
team effectiveness (r =.16). De Dreu also found a
negative correlation between team size and infor-
mation sharing (r=—.11). These results show that
the key to enhancing team functioning does not
necessarily lie in increasing the size of the team.

The current research categorized teams into
three groups; small teams (7 = 2), medium teams
(2<n<95), and large teams (n = 5). Arecent meta-
analysis on team building interventions found that
large teams benefited the most from team building
interventions, resulting in a mean true score corre-
lation of .66 (Klein et al., in press). Given this find-
ing and past findings suggesting that medium-sized
teams will already be performing at a high level,
we suggest that team training interventions will
show greater effects for dyads and large teams. In
other words, team training, whether it is geared to-
ward teamwork or taskwork, will aid small and
large teams more than medium-sized teams in im-
proving their inefficiencies. Given this thinking,
the following hypothesis is proposed:

Hypothesis 8: Team training will be more benefi-
cial for small and large teams than for medium-
sized teams.

METHOD

This study applied meta-analytical techniques

to previously conducted research in an effort to
obtain a numerical estimate of the relationships
between team training and team outcomes. Analy-
ses were also conducted in order to determine the
existence of moderators. The following sections
describe in detail the identification, selection, and
coding procedures for primary studies. In addition,
a description of the method for calculating effect
sizes is provided.

Literature Search

More than a half century ago, B. Glass (1955)
observed that “no problem facing the individual
scientist is more defeating than the effort to cope
with the flood of published scientific research, even
within one’s own narrow specialty” (p. 583). And
even within the relatively narrow specialty of team
training, there is indeed a rising tide of empirical
research. Surfing this tide required a calculated
line of attack. In total, four distinct and diverse ap-
proaches were used to identify studies for poten-
tial inclusion in the meta-analytic database.

First, comprehensive electronic searches of
computerized databases were conducted using
multiple combinations of appropriate keywords
(e.g., teams, cross-training, team performance;
a full list of keywords used can be obtained from
the authors). Specifically, the search engines,
electronic databases, abstracting services, and
proceedings of Google Scholar, ScienceDirect,
EBSCOhost, Academic Search Premier, Business
Source Premier, PsycINFO, PsycARTICLES, Mil-
itary and Government Collection, SPORTDiscus,
the Interservice/Industry Training, Simulation and
Education Conference, and the Defense Technical
Information Center were searched for articles pub-
lished through August 2008.

Second, a targeted electronic search of the fol-
lowing journals was conducted, using the key-
words team training and group training, with no
restriction on dates: Journal of Applied Psychol-
0gy, Personnel Psychology, Military Psychology,
Organization Development Journal, Academy of
Management Journal, Small Group Research, and
Human Factors. Third, an ancestry approach was
employed, whereby the bibliographies and refer-
ence sections of relevant studies that had already
been retrieved were searched to locate earlier rel-
evant studies. Finally, an informal network of col-
leagues was queried for potential unpublished
articles, manuscripts, and conference papers. The
complete study identification and search process
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resulted in more than 500 articles for possible in-
clusion.

In the next phase of the literature review, two
authors reviewed abstracts and online versions of
the identified articles and came to a consensus con-
cerning whether the full text document should be
obtained. At this stage, articles containing the fol-
lowing characteristics were excluded from further
analyses: (a) master’s theses; (b) use of clinical
populations; (c) use of children as participants;
(d) collectives and groups characterized by a defi-
cient degree of task interdependence; (e) studies
failing to report a usable test statistic (e.g., F, t, Xz’
z,d, r) or the raw data necessary to calculate these
statistics (e.g., means, standard deviations, sample
size); and (f) studies failing to utilize an actual
team intervention.

As aresult of this effort, 168 relevant published
and unpublished papers were identified. These
articles, book chapters, dissertations, technical
reports, and conference proceedings were subse-
quently obtained in full text and coded by study
authors. A discussion of the specific coding strat-
egy employed for these articles is presented next.

Coding Procedure

Various meta-analytic integrations often use
a similar coding scheme to quantify study char-
acteristics and results (Lipsey & Wilson, 2001;
Stock, 1994). The coding strategy used in the
present research included capturing 20 pieces of
information from each study: (a) publication type,
(b) study setting, (c) study design type, (d) nature
of the organization and participant sample, (e)
team type, (f) team membership stability, (g) task
interdependence, (h) number of teams, (i) average
team size, (j) predictor level of analysis, (k) crite-
rion level of analysis, (1) training content, (m) name
and description of training intervention, (n) method
of training intervention, (0) criterion report type,
(p) criterion description, (q) reliability of predic-
tor measures, (r) reliability of criterion measures,
(s) effect size or sizes, and (t) recommendation for
inclusion.

For the criterion level of analysis coding, the
initial database consisted of 19 effect sizes at the
individual level and 93 at the team level. Although
it is desirable to include in the subgroup analyses
the largest possible number of effect sizes, re-
searchers have strongly recommended against
mixing levels of analysis in research integrations
(e.g., Gully, Devine, & Whitney, 1995; Hunter &

Schmidt, 1990). For the purposes of this research,
only team-level outcomes were considered eligi-
ble for analyses.

Rater Reliability

One or more study authors independently
coded each of the 168 articles originally identified
for possible inclusion in the meta-analysis. The
coders for this research had previously pilot tested
the coding scheme and possessed an adequate
level of expertise in the substantive areas being
coded. Moreover, before coding began, the au-
thors met to discuss and develop detailed instruc-
tions for coding the 20 categories of information
from primary studies. More specifically, a resource
manual was developed in order to provide the
coders with standardized information to code the
primary studies. Coders met in order to discuss
the coding manual and ensure a shared under-
standing of the concepts being coded. Furthermore,
the coders were trained by coding two articles and
then holding a meeting to discuss the information
extracted from the articles. Once a satisfactory
level of understanding of the categories was
reached by all coders, the coding for the present
meta-analysis began.

The coding was done in stages, with two checks
performed to assess interrater reliability. First, two
authors and one of their colleagues (who was blind
to the study hypotheses) each independently coded
15 articles from the database. At this point, the in-
terrater reliability for the three coders was assessed
by calculating intraclass correlation coefficients
(ICCs; Nunnally, 1978; Shrout & Fleiss, 1979).
The ICC is a measure of reliability among two or
more raters. An ICC can be conceptualized as the
ratio of between-group variance to total variance.
When an ICC approaches 1 it can be interpreted
that the variance between the raters is essentially
zero; thus the raters give the same ratings. Further-
more, the variation in the ratings or measurements
is attributable solely to the target being rated.

The reliability at this stage was deemed satis-
factory (ICCs ranged from .75 to .85) and the full
coding procedure continued. The second check on
interrater reliability was performed near the end of
the coding process, when 10 more articles were
chosen to be coded by each of the three coders.
The reliability of the coding for these final 10 arti-
cles was assessed at the end of the coding process
and again was acceptable (ICCs ranged from .85
to 1.0). Taken together, 25 of the 168 articles
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were coded by two authors and a colleague. These
25 articles represented approximately 15% of the
total number of articles.

After the 25 reliability sample articles were
coded, the combined codings were assessed for
rater reliability. We were particularly interested in
the coding for the data that would be contributing
to the investigation of the hypotheses. We were
also keenly concerned with whether the coders re-
liably coded the same effect sizes and whether they
made the same decisions in regard to including the
article in the final database. Upon examination, the
coding of the data used for the hypotheses was sat-
isfactory.

Specifically, for the criterion description cate-
gory, the ICC (3, k) = .89. Similarly, for training
content, team membership stability, and team size,
the ICCs (3, k) were equal to .77, .94, and 1.00, re-
spectively. Moreover, the coding for the effect size
or sizes and inclusion/exclusion decisions were
highly reliable (ICCs = .99 and .89, respectively).
These estimates of the reliability with which 25
common articles were coded gave us confidence
that the coding for this research was performed
reliably. The remaining 143 articles were coded
independently by one of the two authors who also
served as coders for the reliability sample. Any
initial ambiguity or uncertainty about whether to
include a particular study result or characteristic
in the final meta-analytic database was resolved
through a consensus discussion by two or more
study authors.

Meta-Analysis Procedure

The data analysis for this research was aided by
the Hunter-Schmidt Meta-Analysis Programs 1.1
(Schmidt & Le, 2005). Effect sizes were first sorted
within their associated subgroups (i.e., outcome
type, training content, team membership stability,
team size), and then a combined effect size esti-
mate was generated for each subgroup and/or level
of each moderator (e.g., small, medium, and large
teams).

This software utilizes a random effects model,
rather than a fixed effects model, to analyze the
data. This model allows the true effect sizes to
vary, instead of assuming that the true effect sizes
have fixed values. Field (2001) noted that the ran-
dom effects model is considered to be “more real-
istic than the fixed-effect model on the majority of
occasions” (p. 162). The data output for the pro-
gram includes (but is not limited to) the mean true
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score correlation, the standard deviation and vari-
ance of true score correlations, credibility inter-
vals, and the percentage of variance attributable
to observed correlations after the removal of arti-
facts. Confidence interval estimates were calcu-
lated separately in Excel using formulas provided
by Hunter and Schmidt (2004).

Effect Size Calculations

In order to aggregate findings across studies, all
effect size estimates culled from primary studies
were converted to a common metric, » (correla-
tion). Formulas found in Hunter and Schmidt
(2004) were used to transform primary study ef-
fect sizes that had been reported as other statistics
(e.g..t, F,d, Xz, or Z). Upon being placed on this
common metric of effect size (i.e., r), the primary
study results can be pooled and evaluated for fit
with the predicted hypotheses in this research.

An important issue that presented itself was that
several studies contained more than one effect size
estimate. This circumstance occurred for two rea-
sons. First, several studies reported findings for
separate samples under investigation. In this in-
stance, it is acceptable to include the findings as
separate effect sizes in the database. Alternatively,
a large number of studies reported multiple effect
sizes from single samples that were either (a) for
the same outcomes or (b) for different outcomes.
For example, a study might have reported two
process outcomes and one performance outcome.

To be clear, however, stochastically dependent
effect sizes were not included in the current data-
base (which, if included, would patently violate the
assumption of independent effect sizes). In other
words, findings generated on the same (or similar)
outcomes from the same sample were averaged
prior to entry in the database. In contrast, when
studies reported findings from the same sample on
different outcomes, these findings were included
separately in the overall database but were not
included in any of the same subgroup analyses.
Effect size estimates from primary studies that
were combined prior to entry in the meta-analytic
database are denoted with an asterisk in Table 1.

Corrections for Unreliability and
Range Restriction

Meta-analysis is especially useful for determin-
ing whether conflicting results in the literature are
attributable to artifactual or actual variation (G. V.
Glass, 1976; G. V. Glass, McGaw, & Smith, 1981;
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Hunter & Schmidt, 2004; Hunter, Schmidt, & Jack-
son, 1982). Part of this determination stems from
an assessment of the amount of unreliability and
range restriction that is present in the data. For ex-
ample, it is standard practice for authors of meta-
analyses to attempt to correct obtained reliability
coefficients for unreliability in measures of the
predictor and criterion (e.g., Hunter & Schmidt,
2004). For the current research, it was an unfor-
tunate reality that primary studies often failed to
report all of the auxiliary information necessary to
perform corrections for study artifacts. Criterion
reliability estimates were available for only 44%
of the effect sizes in the database (41 of 93). Thus,
in order to best deal with this issue, we utilized
artifact distribution meta-analysis, rather than per-
forming corrections for unreliability on each indi-
vidual effect size.

In addition to making corrections for the unre-
liability of predictors and criteria in primary stud-
ies, researchers using meta-analytic techniques
often attempt to account for the effects of direct
or indirect range restriction. In a recent article,
Hunter, Schmidt, and Le (2006) argued that cor-
recting for range restriction will generally result
in more accurate combined estimates of the rela-
tionships between variables. However, the articles
included in the current database did not report the
necessary information on restricted and unre-
stricted samples that would be needed to perform
corrections for range restriction. As a result, we
could not make these corrections in the current re-
search, and our effect size estimates may be con-
servative. That is, they may underestimate the true
nature of the relationships between team training
and team functioning if the biasing effects of
range restriction could be corrected.

Weighting

Itis often recommended that studies with larger
sample sizes receive more weight in meta-analyses
in order to increase the precision of the estimate
of the average effect size across studies (Hunter &
Schmidt, 2004; Shadish, Cook, & Campbell, 2002).
Although estimates obtained from studies with
larger samples are not necessarily more valid, they
are presumed to be more stable (i.e., accurate). At
the same time, recent simulation studies have
found that one can obtain a very accurate com-
bined effect size through procedures employed to
weight studies by sample size (e.g., Field, 2005).
Taking these considerations into account, the pri-
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mary study effect sizes that were utilized in the
current series of meta-analyses were weighted by
their sample sizes.

RESULTS

Description of the Database

The final database for this research consisted of
atotal of 93 correlations obtained from 45 primary
studies. These 93 effect sizes represented 2,650
teams. Of these, 1,660 teams were teams from the
lab or classroom setting, 762 teams were from
the military sector, 138 teams were aviation teams,
80 teams were medical teams, and 10 teams were
from business organizations. It should be noted
these 93 effect sizes were not all from independent
samples (there were 52 independent samples).
However, every subgroup analysis that was per-
formed included only independent samples. Of the
45 studies included in the meta-analytic database,
31 were published (25 journal articles, 4 confer-
ence proceedings, and 2 book chapters) and 14
were unpublished (3 conference papers, 6 techni-
cal reports, and 5 dissertations). Table 1 summa-
rizes some of the key information that was recorded
from each primary study.

Meta-Analytic Results

The meta-analytic results for the four primary
areas of investigation are reported in Tables 2
through 5. In each of these tables, key pieces of in-
formation from each analysis are displayed. This
information includes the number of teams in each
analysis (N), the number of independent effect
sizes (correlations) in each analysis (k), the mean
weighted observed correlation (7), and the 80%
confidence interval for that correlation. In addi-
tion, the tables display the estimated true score cor-
relation (p), the standard deviation of this true
score correlation (SD,,), the 80% credibility inter-
val (10% CV and 90% CV), and the percentage of
variance accounted for by statistical artifacts.

It is important to explain why both confidence
and credibility intervals are reported with this re-
search. In general, they each provide information
that contributes to the process of estimating the
true nature of the relationships between two vari-
ables (Whitener, 1990). However, confidence in-
tervals are applied to observed scores, are centered
upon a single mean score, and take into account
the effects of sampling error. Alternatively, cred-
ibility intervals provide information concerning
text continues on page 922


http://hfs.sagepub.com/
http://hfs.sagepub.com/

‘uoneue|dxe ps|ie1dP SI0W B 10} UONDSS
s)|nsay dnhjeuy-e19|Al 9y O} Jopeal sy} 193JIp SAN “1oejie Apnis Aq Joj pe1unodde aq pinod seipnis Alewlid wolj sezis 1999 USaMIaq SdueLIeA Y} || 18yl yons palaidisiul aq ued siy| "0l Ueyl Je1eab Jaquinu
e Ul payjnsau spoeyie Aq o) pajunodde ddueLiea jo abeusdiad syl Yolym ul sesed Juasaidal saljue asay ] o 'sa|dwes a|buls Woly paALBp a1aMm 1ey} selewse ozis 109ye a|diynw suIqod 0} papaau am ‘Buluon
-ouny wea} uo Bulujel} Wea) JO 1994 ||BISAO U 21eWIISS O] JOPIO Ul 'JSABMOH 'SBWIODING 1DUNSIP 10} sashjeue ¢4 palussaidal yolym ‘sazis 10ayya Juspuadapul gG Jo aseqeiep a1jus sy} syussaidas Aijus sy,

's1oejilie [edlsiels Ag Joj palunodde eduelLIBA PaAIasqo Jo abelusdiad = s1oelily Ag o) PaIUNODY UBA % ‘uoiNgLISIP
yoea Jo} [easqul AYjiqIpaId 8y jo punog Jaddn = AD 906 ‘UOINGLISIP Yoes Joj [eAISIUl AN|IGIPSID BU1 JO PUNOQ JOMO| = AD %0 ‘UOIE[S1I0D 8nJ) Y} JO UOIBIASP piepue)s Pajewnse = dgs {(UoLeld pue 103dIp
-a1d 8y1 Y10q Ul JO.II3 JUBWIBINSESW JO) PB1D31I0D A||NJ) UOLIBILID JUBAS|S. 8} PUE 1DNJ1SUOD J0DIpaid By} USamMIaq UOIIe|8l0D anJ) Palewnss = d 1 PaAISSO 10} [eAJ81Ul 8DUSPIUOD 8y} Jo punog Jaddn = 906 1D
{1 POAISSCO IO} [eAIDIUI SIUSPHUOD Y1 JO PUNOQ ISMO| = %0 “|D ‘UONL[SII0D PAAISSO UesW = J 'paseq Sem UONNGLISIP Yoed YdIYym UO SIUSIDIYS0D SUOIIR|@.I0D JO Joquinu = 3 ‘SWeal Jo Jaquinu = N "910N

q00°001L 149 129 00’ Ve LE LE 149 A} €9G°L eSOWOIINO ||
£9°98 oS LT 60 6¢° LE 6C e (017 ¥20’'L Sduew.opsd
q00°001L 122 122 00’ 122 122 129 6¢’ 14 L09 ss8d0.d
q00°001L Qe 1 00’ 15 LE 9C (4% 9l Q9 SAOBY
L8VE L9’ 8L’ 6l 44 oY og’ 8¢’ ¢l ¥SS aAHuboD
mu»uﬂ_t,q AD %06 AD %01 ‘as d %06 '1D %0L71D 4 b N adA| swooinp
q 10}
_UQHCDOUU<
Jepn nYo

adA| swoonQ uodn paseg Bululel] wes)] Jo sssuaAiday] oyl Jo siskleuy :Z 319VL

Downloaded from hfs.sagepub.com, t1$§FFOLK UNIV on February 24, 2014


http://hfs.sagepub.com/
http://hfs.sagepub.com/

‘uoneue|dxa pa|ie1ap 2I0W B 10} UONDISS S} NSay dNAjeuy-e1aA Byl 01 Jopeal ayl 19alIp 9\ "19ejie Apnis Aq 1oy pajunodde aq p|nod salpnis Atewd
WO $9ZIS 10948 USBMID] SDUBLIEA B} ||B 3By} YoNs pajaidiaiul 89 ued siy ‘00l uey: Jejeaub aquinu e ul paynsas syoeplie AQ Joj paunodde sduelieA Jo sbejusdiad ayi Yoiym up sased Jussaida seLiue esey]

's}oejijie [eDISIIe)S AQ 104 POIUNODIR 8dURLIEA PAAISSO JO abejuadiad = s1oeyily Ag 1o} peIUNODDY “IeA % ‘uonnguisip
yoea 1o} [essqul AljiqipaId 8yl Jo punog Jaddn = AD 906 ‘UONGLISIP Yoes Joj [eAISUl AU|IGIPS.ID BU1 JO PUNOJ JOMO| = AD %0 ‘UOIE[S1I0D 8NJ1 Y} JO UOIIRIASP piepue)s Pajewnss = dgs {(UuoLalld pue 1o1dip
-a1d 8y1 Y104 Ul 10118 JUSWIBINSESW IO} P128.1I0D A||nj) UOLISILID JUBAS|D] SY1 PUE 1NIISUOD JoIdIpald 8yl USaMIS] UOIE[SI0D anJ) palewilss = d 1 POAISSQO IO} [BAI9IUI 9DUSPIUOD 8yl Jo punog Jaddn = 906 *|D
/1 PaAISSCO 10} [eAIDIUI BDUSPHUOD Y1 JO PUNOQ JBMO| = %(] “|D ‘UOIIR|21I0D PBAISSHO UBSW = J {paseq Sem UOINGLISIP YoBa UDIYM UO SIUSIDIS0D SUOIR|S1I0D JO JaquInU = ¥ ‘SWes) O Jaquinu = | "910N

LS. 65 oc 1 ov 8¢ €C o¢” Ll (0137 8oUewlIOHSd
:00°001 9s 9s 00 9s" 1) ov v 6 9¢c $$920.d
«00°001 9¢ 9¢ 00 9¢ 8y T4 9¢ 14 6y SAOdRY
8lLc €8’ oc 14 LG’ 89" L SY 9 9¢c aaubo) XIN
¥5°68 8y 6¢ 80° 8¢ [42 8¢ GE Ll viE SouBW.IOLIS
=00°00L 127 122 00’ 122 Ly €e ov’ €l 9¢ec $$820.d
00001 Ly’ Ly’ 00 Ly’ eV [4% LE Ll 9¢e SAIDBYY
«00°001 4 cs’ 00 cs 85" oY cs [4 98 anubo) JHomwies]
.00°001 18 18 00 18 Ly’ 8¢ 18 9 ove 8oUeWlIOHSY
€286 LE 9¢ 40 8¢ LE 9L L € Syl $$820.d
- L L 00’ L oL oL oL l 06 SISV
€Le9 eV LV oL o LE 8L’ 8¢ % cve aARIubo) JHoMyseL
SPeY  AD %06  AD %01 ‘as d %0610 %0L°1D 4 A N adf| swomnnQo LoD Bulures)
Aq oy
paunody
Jep 9

1usu0) Bulules] uodn paseg Bululel| wes] Jo ssausAdag ayl Jo sishjeuy :€ 319VL

Downloaded from hfs‘sagepub.comdt SbFFOLK UNIV on February 24, 2014


http://hfs.sagepub.com/
http://hfs.sagepub.com/

‘uoneue|dxa pa|ie1op 2I0W B 10} UONDISS S Nsay dlAjeuy-e1a|A 8yl 01 Jopeal ayl 19allp 9\ "19ejie Apnis Aq Joj pajunodde aq p|nod salpnis Atewd

WO S9ZIS 10940 USBMID] SDURLIEA B} ||e JBYL YoNns pajaidiaiul 89 ued siy] 00l uey: Jejeaub aquinu e ul paynsas syoejilie Aq Joj paunodde sduelieA Jo abejuadiad syl Yoiym ul sased Jussaidal seLiue esay ],
's1oejipie [ednsiiels AQ Joj PaIUNOIDE 9dUEBLIEA PAAISSO JO abeluadiad = s1oelinly Aq o) Pa1uNoddY “ep % ‘uonnguisip

yoes Joj [easaul AYjiqipaId 8y jo punog taddn = AD 906 ‘UOINGLISIP Yoes Joj [eAISIUI AN|IGIPSID BU1 JO PUNOQ JOMO| = AD %0 ‘UOIE[S1I0D 8nJ) Y3 JO UOIIBIASP piepue)s pajewnse = dgs {(UoLeld pue 103dIp
-a1d 8y1 Y104 Ul J01IS JUSWISINSESW IO) P198.1I0D AJ|nj) UOLISILID JUBAS|S] SY1 PUE 19NIISUOD JO1dIpaid 8yl USaMISq UOIIR[S.I0D SN} pajewilse = d 1 PSAISSQO I0) [AISIUI 9DUSPIUOD 8y Jo punog Jaddn = %06 *|D
‘1 POAISSQO 10} [eAID]UI BDUSPIUOD Y] JO PUNOQ JOMO| = %( | *|D ‘UOI1L|21I0D POAISSHO UeaW = J {paseq Sem UOINGUISIP Y2ea UYdIYM UO S1USIDI90D SUOIR|a1I0D JO Jaquinu = ¥ ‘SWea) o Jaquinu = N "810N

99'€8 0s’ T oL’ oo 9¢ 9T LE ze 206 aduBWIOLad
G0'G6 6y 68 70} a a ve 68 Ll zes $59201(
:00°001 8z 8z 00’ 8z ve gL 9T L L aAIBYY
[8°VE L9 8L 6l A7 ot os 8¢ zl ¥SS anubo) 20H pY
:00°001L vs vs 00’ vs 95’ Ly 6y 8 zzlL adueWLIOLIa
«00°001 8t 8t 00’ 8t ol os I 8 G/ $5920.4
«00°001 Ly L 00’ Ly i og’ LS 6 vSZ annayy
— — — — — — — — — — anIubo) 1081U|
SPEIUY  AD %06  AD %0l ‘as d %0610 %0L°1D 4 b N adA] swooinQ Aupgess
Aq Joy diysiaquia|p
_UOHCJOUU<
Jepn nxu

Aupgers diysiequisiy wes| uodn paseg bBuiuled] wes| Jo sssuaAndayg ayl Jo sisAleuy 1y 319VL

Downloaded from hfs‘sagepub.comdtzngOLK UNIV on February 24, 2014


http://hfs.sagepub.com/
http://hfs.sagepub.com/

‘uoneue|dxa pa|ie1op 2I0W B 10} UONDISS S Nsay dNAjeuy-e1a|A 8yl 01 Jopeal ayl 19alIp 9\ "19ejie Apnis Aq Joj pajunodde aq p|nod salpnis Atewd

WO S9ZIS 10948 USBMID] SDUBLIEA B} ||B 3By} YoNns pajaidiaiul 89 ued siy] 00l uey: Jejeaub aquinu e ul paynsas s1oeplie Aq Joj paunodde adueleA Jo sbejusadiad ayi Yoiym ul sased Jussaidal seLiue esay]
's1oejipie [edNsiie)s AQ Joj PaIUNOIIE 9dUBLIEA PAAISSO JO dBeluadiad = s1oejinly Aq o) Pa1UNODDY “eA % ‘uonngLasip

yoes 1o} [easqul AYjiqipaId 8y Jo punog taddn = AD 906 ‘UOINGLISIP Yoes Joj [eAISUl AU|IGIPSID BY1 JO PUNOQ JOMO| = AD %0 ‘UOIE[S1I0D 8nJ) Y3 JO UOIIBIASP pJiepue)s Pajewnse = dgs {(UoLelld pue 1oip
-a1d 8y1 Y104 Ul J01IS JUSWIBINSESW IO} P128.1I0D A||nj) UOLISILID JUBAS[S] SY1 PUE 19NIISUOD Jo1dIpaid 8yl USaMIaq UOIR[S.I0D anJ] pajewilss = d 1 POAISSQO 10} [eAI9IUI 9DUSPIUOD 8yl Jo punog Jaddn = %06 *|D
‘1 POAISSQO 10} [eAID]UI BDUSPHUOD U] JO PUNOQ JBMO| = %0 *|D ‘UOI1L|21I0D POAISSHO UeaW = J {Ppaseq Sem UOINGUISIP Y23 UYDIYM UO SIUSIDIJS0D SUOIIR|a1I0D JO JIaQUINU = ¥ ‘SWea) O Jaquinu = N "810N

.00°001 0s 0s 00 0s LG’ LE 122 €l Syl 8oueulioped
«00°001 6% 6% 00 6% 9s 6C ev 8 99 sse30.d
«00°001 80° 80° 00 80° [44 60— L0 € €€ SAIIOSHY
— — — — — — — — — — aAIHubo) abue
96°LL v 4 60° ve or 8¢ ve Sl LoP SouBWIOHSd
.00°00L €e €e 00 €e Le ve LE L 88¢ ssed0.d
.00°001 8¢ 8¢ 00 8¢ 9¢ 8L’ L L €8l S
6C'S¢E 69 4 8L’ oV 0s Ve [42 ol LLY aAuBoD wnipsiy
€9°1L9 4 Sl 8L’ 6¢ 9¢ 0c 8¢ cl 8Ly 8ouewiopsd
«00°001 65 65 00 65 1) [42 8y ol €S¢ $$820.d
.00°001 6¢ 6¢ 00 6¢ eV ve 6¢ 9 (374 dAIdYY
.00°001 9L 9L 00 9L o¢ €0 9L [4 LL aAuBoD [[ewS
mu%mtt,q AD %06  AD %0l ‘as d %0610 %0L°1D 4 A N adA| swoanQ 8zI5 wes|
q 104
pa1uno2dy
Jep 9%

9zI5 wea| uodn paseg Bulule] wes| JO sSOUSAIDSYT 9yl JO sisAleuy :G J19VL

Downloaded from hfs‘sagepub.comdti‘.%FFOLK UNIV on February 24, 2014


http://hfs.sagepub.com/
http://hfs.sagepub.com/

922

December 2008 — Human Factors

the distribution of effect sizes after other research
artifacts have been removed. That is, credibility in-
tervals use the estimated true correlation between
constructs as their basis. Moreover, credibility in-
tervals, along with the estimate for the percentage
of variance attributable to statistical artifacts, can
provide information on whether moderators may
be operating (Whitener, 1990). As the percentage
of variance attributable to artifacts increases, the
more certain it is that additional moderators are
not operating.

Abrief discussion explaining the percentage of
variance accounted for by artifacts is appropriate.
The meta-analytic procedure that we used is based
on the hypothesis that much of the variation in
study results is often based on statistical and
methodological artifacts, rather than true under-
lying population relationships. These artifacts may
distort study findings in many ways. For exam-
ple, sampling error distorts study findings ran-
domly, whereas the effect of measurement error
is to systematically bias study results. Thus, this
meta-analytic procedure corrects for the artifactual
differences in study results. The amount of vari-
ance accounted for by study artifacts is based on
calculating the ratio of the variance attributable to
artifacts to the total variance.

This index, as calculated by the Hunter-Schmidt
Meta-Analysis Program 1.1 (Schmidt & Le, 2005),
represents the amount of variance in the observed
correlations (those gathered from the primary
studies) attributed to artifacts. In other words, this
number indicates the amount of variance that is
accounted for by sampling error and unreliability.
This index allows one to judge whether substan-
tial variation attributable to moderators exists. A
number greater than 100% is not uncommon and
is an indication that the variation in effect sizes
from the primary studies could have been attribut-
able to second-order sampling error and not exist-
ing moderators (Hunter & Schmidt, 2004).

If the percentage of variance accounted for by
artifacts is calculated to be 100 or greater, whether
the number is 150 or 300, the correct conclusion
would be that all the total variance could be ac-
counted for by artifacts (Hunter & Schmidt, 2004).
The magnitude of the number does not reveal any-
thing about the quality of the analysis. Rather, what
is meaningful is if the number is greater than 100%
or less than 100%. A number under 100% indicates
that some of the variance left to account for may
be attributable to unhypothesized moderators,

whereas a number over 100% indicates that the
total variance could be accounted for by artifacts
such as sampling error or measurement etror.

There is no relationship between this number
and the confidence in the estimated true correla-
tion. Rather, this is another piece of information
that is used in order to interpret the findings. More-
over, when the percentage of variance accounted
for is greater than 100%, the credibility interval be-
comes a point estimate. The credibility interval is
yet another indicator of the existence of modera-
tors. When a credibility interval is a point estimate,
it is unlikely that moderators exist based on the
analysis.

In the following sections, the results derived
from our investigations into the four primary areas
of interest in this research are presented. In meta-
analysis there is no criterion that illustrates the
minimum number of effect sizes to include in an
analysis. We do acknowledge and understand that
conducting an analysis with a small number of
effect sizes does increase the possibility of second-
order sampling error (Arthur, Bennett, & Huffcutt,
2001; Hunter & Schmidt, 2004). In order to be com-
plete and to fully illustrate the database used in this
meta-analysis, we conducted all possible analyses
with one or more effect sizes. However, we do em-
phasize, as did Arthur, Bennett, Edens, and Bell
(2003, see p. 238), that any meta-analyzed effect
size based on fewer than five effect sizes should be
interpreted with caution.

Does team training work? The overall results
support our hypothesis that team training does
work. For the combined (and averaged, when nec-
essary) set of independent outcomes, team train-
ing was shown to have a moderate, positive effect
on team functioning (p =.34; 10% CV =.34;90%
CV = .34). This analysis was based on 52 effect
sizes representing 1,563 teams and provided sup-
port for Hypothesis 1.

Criterion description. The results of our analy-
ses revealed team training to have a positive effect
on each of the four outcomes under investigation
(see Table 2). For the 12 available effect sizes for
team-level cognitive outcomes, the estimated true
score correlation (p) was .42. The 80% credibility
interval (10% CV and 90% CV) ranged from .18
to .67. For affective outcomes, the analysis of 16
effect sizes (representing 465 teams) revealed an
estimated true score correlation of .35. Next, team
training appeared to work best for process out-
comes (p =.44; 10% CV = .44; 90% CV = .44);
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this analysis was based on 25 independent effect
sizes representing 607 teams. However, given the
overlapping confidence and credibility intervals,
this assertion is merely suggestive and not defin-
itive. Finally, team training was also shown to be
effective for performance outcomes (p =.39; 10%
CV=.27;90% CV =.50). Overall, these findings
provide support for Hypotheses 2a through 2d.

Training content. The content of training in-
terventions was also investigated as a potential
moderator variable (see Table 3). For this analysis,
the content of study interventions was coded as
primarily taskwork, teamwork, or both. Overall,
the analyses provided support for Hypotheses 3
through 5 but not necessarily Hypothesis 6. That
is, although each type of intervention was shown
to be useful, there is insufficient evidence to con-
clude that mixed content interventions are supe-
rior to taskwork or teamwork interventions alone.

Moreover, there was very little difference
among taskwork (p =.35), teamwork (p =.38), or
mixed content (p = .40) interventions for the im-
provement of performance. However, for process
outcomes, taskwork training (p = .28) did not work
as well as teamwork (p = .44) or mixed content
training (p = .56); caution should be exercised in
the interpretation of the taskwork effect size, as it
is based on three effect sizes. Similarly, teamwork-
focused training appeared to result in enhanced
affective outcomes in comparison with taskwork
training (p = .41 and .11, respectively). We again
caution the reader in the interpretation made on
the estimated correlation for taskwork content on
affective outcomes, as it was based on one point
estimate.

Team membership stability. The results for the
analyses on team membership stability provided
partial support for Hypothesis 7 (see Table 4). Spe-
cifically, team training appeared to work just as
well (if not better) for intact teams. This was es-
pecially the case for performance outcomes, for
which p = .54 and .38 for intact and ad hoc teams,
respectively. At the same time, the findings for
process outcomes were highly similar across the
two team membership configurations (p =.48 and
.44 for intact and ad hoc teams, respectively).

Team size. For the analyses addressing the po-
tential moderating effect of team size, we divided
studies into three categories based on the average
size of the teams under investigation: small, me-
dium, and large. The most informative comparison
here concerns performance outcomes. Our results
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suggest that team size impacts the benefit from
team training in terms of improved performance
(p=.39, .34, and .50, respectively, for small, me-
dium, and large teams; see Table 5). These results
are based upon having 12, 15, and 13 effect sizes
in each group, respectively. The findings from the
other three outcomes with team size as a potential
moderator are not as clear. For example, team train-
ing appeared to influence cognitive outcomes to
alarger extent in teams of medium size (p = .46).
Conversely, small teams benefited the most in
terms of improvements in affective (p =.39) and
process (p=.59) outcomes. This diverse set of find-
ings does not provide any appreciable level of sup-
port for Hypothesis 8.

Post hoc analyses. We conducted some post-
hoc meta-analyses on effect sizes based on domain
and strategy (see Tables 6 and 7). The five primary
domains that are represented in our sample are
studies conducted in the aviation, military, med-
ical, and business sectors and those conducted in
laboratories with student samples. The training
strategies that were represented in our database
consisted of coordination training/crew resource
management, cross-training, communication train-
ing, critical thinking training, self-guided training,
self-correction training, team adaptation and coor-
dination training (TACT), stress training, tactical
training, and team knowledge training. These re-
sults should be interpreted with caution but none-
theless can be used to paint a picture of not only
team training in each of these domains but also
where the research and quantifiable data on train-
ing effectiveness are lacking.

Most of the primary studies could be catego-
rized into two domains: studies conducted in the
military and those conducted in the lab with stu-
dent samples. These analyses were based on 39
and 37 effect sizes, representing 762 teams in the
military domain and 1,660 student teams. Team
training appeared more effective in military set-
tings (p =.59; 10% CV =.59; 90% CV =.59) than
in laboratory settings (p =.33; 10% CV =.22;90%
CV = 43).

The other three domains represented by the pri-
mary studies in our analyses were from the med-
ical, aviation, and business settings. These three
domains did not render a significant number of pri-
mary studies that reported the necessary quantifi-
able data to use in meta-analysis. Six independent
effect sizes were utilized to conduct the analysis for
medical and aviation studies, and five independent
text continues on page 926
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effect sizes were found from studies conducted in
business settings. The results indicate that team
training conducted with business groups (p = .85)
resulted in greater effect sizes than did studies
conducted with medical teams (p=.23; 10% CV =
.11; 90% CV = .35) and aviation teams (p = .33;
10% CV =.08;90% CV = .58). Again, we caution
the reader in interpreting these analyses.

Our last post hoc analysis was based on the
training strategy used. The two most popular strat-
egies represented in our database were coordina-
tion training and cross-training. Thirty-three effect
sizes were meta-analyzed in order to assess the
impact that coordination training had on team out-
comes. The results indicated that this type of train-
ing had a moderate positive effect on outcomes
(p=.47;10% CV = 47;90% CV = .47). Cross-
training was represented in our database by 14 ef-
fect sizes and 432 teams. These results suggest that
cross-training does have a moderate positive effect
on outcomes (p = .44; 10% CV =.26;90% CV =
.62). We direct the reader to Table 7, which in-
cludes all the analyses based upon strategy. And
again, we strongly caution the interpretation of
these analyses and can state only that more re-
search is needed based on strategy.

DISCUSSION

Meta-analysis is a valuable tool for navigating
the research literature when conflicting findings
are the norm rather than the exception. Most areas
of research fall prey to this issue, and the team
training literature is certainly not immune. A meta-
analysis of this area is beneficial so that the find-
ings across studies can be integrated and reveal
some simpler patterns of relationships. These pre-
liminary patterns can then provide a basis for
theory development. In addition to this benefit,
meta-analysis can be particularly advantageous for
research on teams because of the small-sample
studies that are typical of this area. The current in-
vestigation therefore provides an overdue empir-
ical accounting of the team training literature and,
in turn, identifies important patterns of results.

What Works and Why?

The findings from the present study provide in-
sight into the extent to which team training inter-
ventions relate to team outcomes. That is, across
a wide variety of settings, tasks, and team types,
team training efforts were successful. Although

“a positive relationship between training and per-
formance in team settings is and has been clear for
some time” (Hollenbeck et al., 2004, p. 360), this
research is, to the best of our knowledge, the first
to comprehensively and quantitatively evaluate
the relationships between these interventions and
outcomes.

These findings suggest that team training inter-
ventions are a viable approach for organizations to
take in order to enhance team outcomes. They are
useful for improving cognitive outcomes, affec-
tive outcomes, teamwork processes, and perfor-
mance outcomes. That is, team training accounted
for approximately 12% to 19% of the variance in
the examined outcomes. This percentage, though
statistically correct, is an underestimate of the prac-
tical and theoretical significance of the relation-
ships between the variables investigated in the
present meta-analysis (e.g., Hunter & Schmidt,
1990). Thus, the utility of team development tech-
niques is likely understated by the present find-
ings. Further, the large number of studies in the
database and the large overall observed effect size
make these findings robust to disconfirmation, ex-
cluding those analyses that included fewer than
five effect sizes.

Across all outcomes, team training interven-
tions were more effective for team processes than
for the other outcome types. As a primary expla-
nation, in dynamic input-throughput-output mod-
els it is generally understood that team-member
and team-level processes such as communication
and coordination are determinants of team perfor-
mance and effectiveness. Although the training
interventions reviewed in the present study did
appear to have a nearly equal impact on outcomes
as processes, it stands to reason that improving
processes will also positively influence perfor-
mance outcomes.

For example, training teams to communicate,
coordinate, and make decisions should ultimately
increase the quantity of products produced. Finally,
it is also recognized that team performance is
shaped by additional environmental and/or orga-
nizational characteristics and contingencies that
are out of the control of team members; team mem-
bers actively execute team processes but are often
at the mercy of a larger organizational system
to produce more distal performance outputs. Of
course, team processes may also be influenced by
the larger organizational system, but probably not
to the same degree as team performance outcomes.
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In contrast to our hypothesis, team training in-
terventions with a mixed training content (i.e.,
teamwork and taskwork) were not superior to those
with a taskwork or teamwork focus in isolation.
Team training was deemed useful for improving
team performance outcomes, regardless of the type
of training content. This finding could be inter-
preted such that team training is helpful but that
combining teamwork and taskwork content does
not necessarily make the training incrementally
more beneficial. The problem could potentially
be that too much information was included in
the training given to teams. As such, the teams ex-
posed to mixed-content training may have been
overwhelmed and could not successfully grasp the
intended concepts and information that were pre-
sented to them.

An additional explanation is available, but it
merits more research. Specifically, Salas, Burke,
and Cannon-Bowers (2002) identified the impor-
tance of both taskwork and teamwork training.
They argued that it is best to develop a team’s task-
work knowledge prior to the team’s acquisition
of teamwork skills. Alternatively, the results from
arecent study by Ellis et al. (2005) suggested that
enhancing teamwork skills prior to taskwork
knowledge leads to greater performance improve-
ments. Although these explanations do not com-
bine to provide a clear explanation for the lack of
support for Hypothesis 6, they do serve as a call to
researchers to further examine the impact of tem-
poral factors when designing training that contains
both teamwork and taskwork components.

Our research also showed that membership
stability moderated the relationship between team
training and team outcomes, such that intact teams
that underwent training improved the most on
process and performance outcomes. Our hypoth-
esis that intact teams would benefit most from
team training interventions was only partially sup-
ported, however. There was clear support, given
the nonoverlapping confidence intervals, for our
assertion that intact teams would benefit the most
from training interventions when the focus was on
performance outcomes. This finding was consis-
tent with our belief that those teams that had an op-
portunity to work with one another would benefit
the most from team training.

Intact teams should have already overcome
some of the maturational challenges that newly
formed teams would not have had the opportunity
to navigate. Ad hoc teams are likely forced to at-

tend to many more factors during their training
session than intact teams, and thus intact teams
should benefit the most from team training. An
additional explanation could be that intact teams
may have seen the benefits of training more so
than ad hoc teams and, thus, were more likely to
attend to the important aspects of training, whether
taskwork or teamwork focused in nature. In other
words, intact teams may have perceived the train-
ing as being more instrumental to their team’s per-
formance improvement and, ultimately, to the
attainment of valued outcomes in the workplace.

The moderator analysis on team size helped to
further clarify when team training is most helpful
for collectives. Team performance, as expected,
improved the most for large teams. Moreover, team
processes improved the most for small teams.
These findings partially supported our hypotheses.
Intuitively, if the members of a small team are
behaving in a way that impedes their performance,
once they are trained how to properly communi-
cate and coordinate with one another, they may
have an easier time maintaining those process en-
hancements.

A surprising finding was the extremely low ef-
fect size (p = .08) for affective outcomes in large
teams. However, it is important to interpret this
finding with caution because there were only three
effect sizes to combine for this calculation. Addi-
tionally, it speaks to the need for more research on
these phenomena in order to appropriately deter-
mine the effect of team training on affective out-
comes for large teams. Moreover, as there were no
effect sizes available to meta-analyze for cognitive
outcomes for large teams, more research is neces-
sary in this area as well.

Implications for Practitioners

We believe that much progress has been made
with respect to team training, both in research and
in practice. The meta-analytic findings are encour-
aging in that they show team training to be ef-
fective. However, these findings highlight some
practical issues for organizational change agents
to consider when designing and implementing
training. First, practitioners should relish the fact
that team training is effective. The implications of
this are critical. To know that team training can ex-
plain 12% to 19% of the variance of a team’s per-
formance (i.e., better-performing teams will exhibit
more effective team behaviors than their counter-
parts) can mean reducing medical errors (in health
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care), saving an aircraft (in aviation), increasing
the bottom line (in business), or saving lives
(in the military).

Second, given the heightened interest in team
training in health care, change agents in health care
institutions should utilize this information to bol-
ster their argument for implementing such training.

Third, in deciding on the specific type and fo-
cus of team training, practitioners need to be cog-
nizant of the ultimate outcome they are interested
in, as our findings indicated differential effects.
Sometimes these effects were rather small, but at
other times they were rather large, depending on
the specific outcome targeted (i.e., cognition, be-
havior/process, affect, performance).

In conclusion, the data we present, as we have
stated several times, are encouraging. Of most im-
portance, however, is what individuals do to im-
prove the training and development initiatives that
they manage. We hope that practitioners and re-
searchers alike find useful and practical advice to
follow based on the findings presented.

Study Limitations

In general, a large number of methodological
tools are available to researchers who attempt to
discover the meaning of organizational phenom-
ena (McCall & Bobko, 1990); meta-analysis is
just one such tool. The validity of inferences con-
cerning any relationship examined through meta-
analysis is a function of several factors, including
(a) the representativeness of the sample of primary
studies considered by the meta-analyst, (b) the de-
gree of validity of each of the primary studies, and
(c) the number of primary studies (Bobko & Stone-
Romero, 1998).

Despite the strengths and contributions of the
current study, several potential limitations should
be noted. First, although extensive efforts were
made to be inclusive and a large number of pri-
mary studies were included, definitive conclusions
regarding the validity of each included study can-
not be made. To the extent that the primary stud-
ies lacked proper control mechanisms, either via
design features or statistically, it is not possible
to unequivocally conclude that team training in-
terventions cause improvements in team func-
tioning.

Second, as Rosenthal and DiMatteo (2001) sug-
gested, every meta-analysis has some inherent bias
attributable to the selection of inclusion/exclusion

criteria and the methods chosen to review the
literature. To the extent that the studies in the data-
base come from populations that are more homog-
enous and nonrepresentative than is typical, the
more likely it is that the external validity of these
findings may be threatened. For example, the over-
whelming majority of the studies included herein
were conducted using college students acting as
action and performing teams in simulated en-
vironments (e.g., aviation, military). Clearly, this
focus has been influenced by years of generous
funding by the Department of Defense and var-
ious military institutions (e.g., U.S. Army, U.S.
Navy). Although these studies have obvious merit
in advancing the science of this area, they often do
not capture the unique dynamics and context in
which other teams perform.

Finally, in our attempt to drill down and gauge
relationships at more finite levels, we unfortunately
left many of our subgroups lacking a robust num-
ber of effect sizes to analyze. This was both a nec-
essary evil and a cogent assessment of the current
state of research on teams. It was necessary because
we deemed it important to provide more prescrip-
tive findings than simply saying, “team training
works to improve team outcomes.” The goal of ad-
dressing when and where it works best is an im-
portant undertaking. This research takes an initial
step in that direction, but it is worth repeating that
more and better evaluations of the impact of team
training in organizations are needed.

In addition, we ask researchers and practition-
ers, in any domain, to consider the data that they
present when reporting their findings. Whereas
p values and percentage improvement provide an
indication of the impact of team training, they
leave the reader with no true measure of the mag-
nitude with which team training improved desired
outcomes. We call for researchers (and editors of
journals) to report (and to demand) informative
statistics, such as the group means and standard
deviations, rather than solely p values or percent-
ages. Researchers need to examine diverse sam-
ples and settings and to elicit more published data,
which would allow for additional meta-analyses
in the future.

Recommendations for Future Research

The results of the present meta-analysis sug-
gest several avenues for future research. First,
most of the articles contained in the database
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focused on teams working jointly on a task in the
same location. However, many organizations have
operations in multiple countries. In multinational
organizations, globally distributed teams are often
responsible for making and implementing impor-
tant decisions. Research is needed that examines
whether team training improves team outcomes
in distributed teams. Distributed teams have to
resolve the same problems that other teams en-
counter; however, these challenges are often more
pronounced when team members are distributed
across temporal and geographic boundaries (Stagl,
Salas, Rosen, et al., 2007). This type of research
would provide useful information to managers and
human resource professionals regarding the in-
creasing use of globally distributed teams.
More than a decade ago, Stout, Salas, and
Fowlkes (1997) noted, “there are few systematic
evaluations of the effectiveness of particular team
training efforts” (p. 169). Unfortunately, the large
amount of published literature that had to be ex-
cluded from the meta-analytic database bears evi-
dence that this critique still merits attention. That
is, although the study of work teams has increased
in the past 2 decades (Cohen & Bailey, 1997; Niel-
sen, Sundstrom, & Halfhill, 2005; Sundstrom,
Mclntyre, Halthill, & Richards, 2000), relatively
few researchers properly report their findings. In
short, there is a plethora of team training but little
systematic evaluation and dissemination of results.
Practitioners who facilitate team training inter-
ventions and researchers who study teams and
team training should make increased efforts to col-
laborate and empirically evaluate and publish their
findings in peer-reviewed scientific outlets.
Another area meriting further attention involves
the extent to which the team leader is incorporated
as a critical component of team training design.
Research has demonstrated the beneficial influence
of team leader support, by way of leader briefings,
for posttraining recall and the performance of train-
ees (e.g., Mathieu et al., 2000; Smith-Jentsch, Salas,
& Brannick, 2001). Following this further, a recent
meta-analysis found that person-focused and task-
focused behaviors by the leader were related to
team effectiveness and team productivity (Burke,
Stagl, Klein, et al., 2006). However, it was an un-
fortunate fact that very few studies in the database
included any discussion of the role of the leader in
team training. This is in contrast to the vast liter-
ature on team leadership in general. Given the
identification of a sufficient number of empirical

articles on the topic, a moderator analysis inves-
tigating the presence or absence of team leader
support during training may be an informative
avenue of future research.

Also highlighted within the current findings
was the potentially important role of time in inter-
vention delivery. This area has been recently high-
lighted as one that needs more attention in the
team’s arena by several researchers. For example,
with regard to developmental interventions, Hack-
man and Wageman (2005) noted the importance
of timing. Specifically, they discussed how team
coaching interventions should be made: “at times
when the team is ready for them and able to deal
with them” (p. 283). They suggested that coaching
be done at the beginning of the team’s task cycle
for effort-related interventions, near the midpoint
for strategy-related interventions, and at the end of
a task cycle for interventions that address knowl-
edge and skill (Hackman & Wageman, 2005). We
join with those authors and others in arguing for
research that examines issues related to time and
developmental interventions —in our specific case,
team training interventions.

Last, our meta-analysis did not consider the
impact of team composition on the effectiveness
of team training. Most of the primary studies in
the database did not consider team composition.
Thus, considering the dearth of reported data on
team composition variables in team training stud-
ies, we make a call to researchers. Specifically, al-
though much research has been done to evaluate
the moderating effects of individual characteristics
(e.g., goal orientation, motivation to learn, consci-
entiousness) on individual learning, how does a
team’s composition impact team learning?

Concluding Remarks

Team training works! The findings from this re-
search are encouraging. In general, our results also
suggest that training content, team membership
stability, and team size moderate the effectiveness
of team training interventions. This study was the
first to thoroughly and quantitatively summarize
the team training literature. We hope our findings
provide valuable information to those stakehold-
ers charged with making informed decisions re-
garding the planning, design, development, and
delivery of team training interventions. We also
hope it inspires more and richer team training eval-
uations from a variety of sectors.
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