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Teamwork and its contribution to High Performance 
Workplace Organisation – Portugal 

This is the national contribution by Portugal to the topic report on teamwork. 

Introduction 
The impact of teamwork on High Performance Workplace Organisation is not a generalised issue 
in Portugal. The concept of teamwork itself has not been mentioned often in the Portuguese 
scientific research. It is brought up in a series of publications on different subjects (for instance, 
sectoral studies), but any specific research on the matter has not been quite developed. 

The task to provide interesting and recent data was far from easy and several questions could not 
be answered; therefore, this contribution relies on the single national representative survey 
providing data on teamwork and on a piece of research regarding the influence of group processes 
on the innovation production of creative teams.  

 

Q.0 Firstly, the correspondents are asked to describe shortly the surveys  

Q.0.1  working conditions national representative surveys (quantitative 
methodology) 
The Portuguese Inquérito de Avaliação das Condições de Trabalho dos Trabalhadores (‘Survey 
on Workers' Working Conditions’ - SWWC) was conducted for the first time between 1999 and 
2000 by the Departamento de Estatística do Trabalho, Emprego e Formação Profissional 
(DETEFP) of Ministério do Trabalho e da Solidariedade (MTS).  

This survey is based on a sample of 5.000 workers from a population of 2,346,031 (workers of all 
economic activities except sections L, P and Q of NACE: public administration and defence; 
compulsory social security; other services); 4252 employees were included in the data (85% 
response rate). The interviews were made in the workplace, face to face.  

The survey questionnaire considered several subjects, such as: occupational safety and health 
(OSH) management, exposure to physical agents (noise, radiation, vibration, etc.), exposure to 
chemical agents, exposure to biological agents, safety at the workplace, occupational and health 
outcomes.  

A new survey questionnaire is ready but, in this moment, its implementation is not forecasted.   

   

Q.0.2  other establishment or company surveys  (quantitative methodology - e.g. 
larger sample of employees; structured questionnaire used ) 
In 1999, a research study on innovation in the context of team work within creative teams of a 
number of advertising companies was published. Its goal is to understand how certain interaction 
processes occurring within work groups influence their performance on the innovation level. This 
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objective was attained through the study of interaction processes within creative teams of 
Portuguese publicity agencies.  

Methodology 

Sample 
This study was developed based on analysis of 26 teams comprising in total 70 individuals. These 
teams belong to the creative departments of seven publicity agencies from the Lisbon region. 
Most groups participating in this study are creative doubles, composed of a copywriter and a 
‘visualizador’ (n=16). The remaining groups are composed of a creative double and a contact 
person (n=4), and a creative double with two contact persons (n=6). These groups carry out 
creative tasks, consisting of producing original and efficient publicity campaigns, according to the 
guidelines of the client-companies. Although the creative teams’ organisation may vary from one 
agency to another, mainly in size, the kind of task developed and the way the groups work is very 
similar. One of the conditions for participation in this study was that the creative teams worked 
on a regular basis and together for at least six months.  

Proceedings 
Initially, 12 publicity agencies with the highest turnover in Portugal were contacted but only nine 
accepted to participate. The contacts were made directly with the creative managers of these 
agencies, who were responsible for delivering and collecting the questionnaires. Each individual 
in the creative teams was obliged to fill out the questionnaire and hand it over to their creative 
manager. With the questionnaires in hands, the creative managers evaluated each team, using a 
scale built for that purpose. In those agencies where there were two creative managers, both made 
the evaluation together. In the end, only seven agencies delivered the questionnaires.  

Q.0.3  qualitative studies (at different levels)  

Q.1 National correspondents are asked to give question 
wordings and figures which deal with the incidence of teamwork 
in their countries.  

Question wordings (Q.1a) 
National representative surveys and quantitative case studies:   

The question used in the DETEFP’s SWWC is: 

‘In what situation do your perform your job?’ 

The answers of this multiple choice question are:  

- ‘Working alone 

- Working independently, but in the company of colleagues 

- Cooperation with colleagues 

- Team work’ 

 



 

Content and main findings – national representative surveys (Q.1.b) 
The results from the DETEFP’s SWWC provide data on teamwork incidence by sex, sector and 
occupation.  

According to the DETEFP´s SWWC, in 2000, most workers mentioned they worked in 
cooperation with colleagues (43.3%), but some 21% of workers mentioned to work specifically in 
work teams. The incidence of teamwork is higher within men (24%) than women (17.4%). 

 

 

Figure 1 Situation in workplace, by sex
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An analysis by sector shows that the higher percentages of workers working in teams can be 
found both in the manufacturing sector and in the services sector. In the first case, the sectors of 
production of transport equipment, electrical and optical equipment and food products – all have 
percentages above 30%. In the services sector, ‘electricity, gas and water supply’ has the highest 
incidence of team work – almost 45% of the workers mentioned it – but financial intermediation 
and computer and related activities also recorded high percentages of workers reporting working 
in teams.  

By opposition, ‘real state and renting’ and ‘agriculture and fishing’ are the sectors recording the 
lower incidence of team work.  

Table 1 - Team work by sector (%) 
Percentage of workers working in teams by sector, 2000 

 % 
Agriculture and fishing 11.1 
Mining and quarrying 16.4 
Manufacture of food products 30.6 
Manufacture of textiles and leather 20.7 



Manufacture of wood 17.8 
Manufacture of pulp, paper; publishing and printing 26.7 
Manufacture of coke, refined petroleum products, chemicals 
and chemical products, rubber and plastic products 20.4 

Manufacture of other non-metallic mineral products 15.5 
Manufacture of basic metals and fabricated metal products 25.2 
Manufacture of machinery and equipment 14.9 
Manufacture of electrical and optical equipment 34.7 
Manufacture of transport equipment  36.9 
Electricity, gas and water supply 44.6 
Construction 13.8 
Wholesale and retail trade; repair of motor vehicles, 
motorcycles and personal and household goods 17.5 

Hotel and restaurants 24.1 
Transport, storage  17.7 
Post and telecommunications 26.5 
Financial intermediation 34.1 
Real state and renting 9.6 
Computer and related activities, research and development 
and other business activities 

29.8 

Education, Health and social work and other related 
activities 

21.7 

Total 21.0 
Source: Inquérito de Avaliação das Condições de Trabalho dos Trabalhadores, (Dez 
99 – Jan 00). 

In terms of workers’ occupation, teamwork has a higher incidence within ‘professionals’, 
‘technicians and associate professionals’ and ‘managers’. The lower percentages can be found in 
the agricultural and fishery workers and ‘service workers and shop and market sales workers’.  

Table 2 - Team work by occupation (%) 
Percentage of workers working in teams by occupation, 2000 

 % 
Managers 26.7 
Professionals  34.6 
Technicians and associate professionals  34.3 
Clerks  14.9 
Service workers and shop and market sales 
workers  

13.8 

Skilled agricultural and fishery workers 13.0 
Craft and related trades workers 20.6 
Plant and machine operators and assemblers 18.8 
Elementary occupations 21.7 
Total 21.0 

Source: Inquérito de Avaliação das Condições de Trabalho dos Trabalhadores, (Dez 
99 – Jan 00). 

 



Q.7 Team effectiveness subjectively perceived 

Question wordings (Q.7.a) 
National representative surveys and quantitative case studies:  

Since the questionnaire used in the study about team work in Portuguese advertising agencies was 
not published, it is not possible to present the question wording. However, this questionnaire is 
composed of 44 items referring to the four types of processes of interaction in groups. These  are 
as follows:  

• Participation: this factor assesses the information sharing processes (three items), mutual 
influence (three items), participation security (two items) and interaction frequency of the 
team elements (four items).  

• Innovation support: this factor assesses the processes of verbal support (four items) and 
behaviour support (four items), that stimulate the innovative behaviour of the team 
members.  

• Vision: this factor assesses the processes of clarification of objectives, (two items), the 
perceived value of the objectives (four items), objective sharing (two items) and the 
degree of feasibility of objectives (two items). 

• Task orientation: this factor evaluates the processes of establishing excellence patterns in 
performance (two items), performance evaluation to maintain high standards (three 
items) and generation of ideas (two items). The individuals evaluate the degree to which 
these processes can be observed in their team through a five point scale, between totally 
disagree and totally agree.  

The evaluation of the degree in which the teams were more or less innovative was made through 
a specific questionnaire. This questionnaire is composed of four items that try to measure 
different facets of the teams’ creative work, such as quality and quantity of produced ideas. The 
supervisors evaluated each team in a five point scale.  

Regarding the innovation measures, the authors obtained them from the classifications of 
specialists in this domain (namely, creative managers), to ensure that the definition of that 
criterion depends on the context. However, this assessment was based on two quality dimensions 
(originality and adequacy) and one dimension of innovation quantity (productivity), leaving aside 
other specific dimensions of the context where these teams can be found.   

 

Content and main findings – case studies or other qualitative research (Q.7.c) 
The reference background of this research assumes that the processes of interaction in group can 
only be understood indirectly through the way individuals look at the functioning of the group 
they belong to. The way how individuals see the group is in the origin of a structured system of 
perception regarding the specific aspects of group functioning, the so-called group climate. The 
authors tried to understand how certain interaction processes, expressed in the specific climate of 
creative teams, may constitute a facilitator of the innovation produced by these teams.  

This study identified four group processes and defined two hypotheses about the relationship 
between these processes and the innovation generated by the creative teams, measured in terms of 
quality and quantity of those innovations.  

Hypothesis 1 – there is a positive and strong relationship between the quantity of innovation 



produced and the processes of innovation support and participation. 

Hypothesis 2 – there is a positive and strong relationship between the quality of innovation 
produced and the processes of vision and task orientation.  

Comparative analysis between very and less innovative teams  
To better understand the predictive relations between the group processes and the innovation they 
produce, variance analysis on one factor was made in all group processes, using the innovation 
measures as grouping variables. The teams were split into very innovative and less innovative, 
according to the evaluations made by the respective creative managers regarding quality and 
quantity of innovation in teams. Teams with a score between 3,5 and five were considered as 
having high quality of innovation and those with a score between one and three as having low 
quality in innovation. The same criterion was used regarding quantity of innovation.  

Average scores of teams with high quality are higher than those of low quality teams in almost 
every process. The exceptions are the perceived value, the objectives feasibility and the 
preoccupation with excellence, in which there are no significant differences between high and 
low quality of innovation teams. These results suggest that is possible to distinguish those two 
types of team.  

Table 3 – Group processes scores by innovation degree 
Group processes scores by innovation degree 

 Innovation quality Innovation quantity 
 High Low High  Low 
Vision     
Clarity of objectives 4.2 3.6 4.0 3.7 
Perceived value 4.1 4.0 4.1 3.9 
Sharing 3.9 3.5 3.9 3.3 
Feasibility 4.1 3.9 4.0 4.0 
Task orientation     
Excellence 4.4 4.0 4.4 3.9 
Evaluation 4.5 4.1 4.4 4.1 
Idealisation  4.6 4.2 4.5 4.1 
Participation     
Information sharing 4.5 4.1 4.3 4.1 
Participation security 4.2 3.8 4.2 3.7 
Influence 4.3 3.8 4.2 3.8 
Interaction frequency 4.5 4.0 4.4 3.9 
Innovation support     
Declared support 4.2 - 4.0 3.7 
Effective support 4.5 - 4.4 3.9 

Source: Curral, L.A., Chambel, M.J., Processos de Grupo em Equipas de Inovação, 
1999.  

Regarding quantity of innovation, it is possible to observe a similar pattern between high and low 
quantity teams. In this case, the processes where the differences found are non significant are the 
perceived value, feasibility, objectives clarification, performance evaluation and information 
sharing. As before, these results suggest that the perceptions of these group processes allow to 
distinguish between high and low innovation quantity groups.   



Results 
Regarding hypothesis 1, which foresees a positive and strong relationship between the quantity of 
innovation and the processes of participation and support to innovation, the results partially 
support the hypothesis.  

Comparing the more productive teams with the less productive ones, one can observe that there 
are striking and significant differences between the processes of participation occurring in the two 
sets. The frequency of interaction between team members emerges as a good predictor of the 
quantity of innovation, which corroborates the theoretical model. The more productive teams 
perceive a higher degree of participation security, i.e., a feeling of confidence and mutual support 
that implies more information sharing, more participation in the decision making and generation 
of more ideas. A high degree of participation leads to team members who are more stimulated to 
contribute with ideas, suggestions and information to the process of innovation that occurs within 
teams, contributing to more solutions.  

Regarding the influence of innovation support processes in the quantity of innovation produced, 
the more productive teams have more active support processes, both declared and effective, than 
less productive teams. The declared support, in particular, emerges as a significant predictor of 
the quantity of innovation that teams are producing. More productive teams seem to have a more 
positive perception of their own creative capacities, probably arising from the verbal support 
provided by colleagues and supervisors.  

Regarding hypothesis 2 that foresees a positive and strong relationship between the quality of 
innovation and the processes of vision and task orientation, the results partially support this 
hypothesis. The comparison between teams with different levels of quality of innovation 
produced reveals that those with higher quality levels have higher measures of vision and task 
orientation measures than those teams with less quality. The preoccupation to make the team 
objectives more clear and understood by everyone, as well as the creation of new and useful ideas 
and the preoccupation with continuous evaluation of their performance regarding the established 
quality standards, seems to be the most distinctive process between teams with high and low 
quality of innovation. Moreover, objectives clarification emerge as a significant predictor of the 
quality generated by the creative teams. On the other hand, the value that objectives may have to 
the organisation or to society seem to have little impact in the quality of the innovative 
performance of these teams.  

None of the task orientation group processes appears as a predictor of quality of innovation in the 
creative teams participating in this study. Furthermore, there is a positive and strong correlation 
between performance evaluation and ideation and the quality of the creative teams’ innovative 
performance. This leads one to suppose that the teams with higher quality of innovation have 
mechanisms of control and supervision of the quality of their work. This idea is reinforced by the 
comparison between teams. The high quality teams mention a great concern in maintaining the 
excellence levels of their performance (Mean = 4.5), characterised by a process of critic 
evaluation, ideas modification and exploration of opposed opinions, while the low quality teams 
mention a lesser concern with the excellence of their work (Mean = 4.1).  

Still regarding quality in innovation, one must underline the fact that the interaction frequency 
emerges as the best predictor of quality of innovation. This was somehow expected, because a 
higher participation in the process of innovation of individuals with diversified knowledge leads 
to a higher quality in the result of this process. 

This study suggests that the innovation in work groups depends on the type of interaction 
processes occurring. When using the quality and quantity of products and ideas produced by 



groups as measures of innovation, one may see that the groups which produce innovations of 
higher quality define their objectives clearly and try to achieve common agreement by all 
members of the group; they also have means of innovative performance control, processes of 
evaluation and reformulation of ideas and critical appreciation of opinions and suggestions from 
the team members. Moreover, these groups also have a climate of high participation security, 
which allows them to introduce more information necessary to the development of good ideas. 
The groups which produce more innovations, trade a large amount of information, participate in 
the decision making and feel confident to give more suggestions and present different ideas; 
additionally, they refer the existence of verbal incentives to innovate, inside and outside the 
group.  

The group innovative behaviours seem to depend on particular ways of interaction and the quality 
of the relations. The results from this study show that different ways of interaction have a 
differentiated influence on the process of innovation in a group, mainly in the results of that 
process measured in terms of quality and quantity of ideas, products or procedures.  

Although the best predictors of the quantity of innovations are participation and the declared 
support, in the same way that clarity of objectives and participation are for quality, when 
comparing high quality group with low quality groups, and more productive groups with less 
productive groups, the first ones have higher and significantly different means from those of the 
second groups in all the measured factors, except for feasibility and utility of objectives. This 
observation leads to the hypothesis that, in innovation groups, these processes can not be set apart 
and that, in the case of very innovative groups, they tend to occur simultaneously. All in all, to 
define consensual objectives, to introduce critical evaluation processes or to achieve an effective 
cooperation, there must be a relationship of trust and mutual support between the team members.  
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