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Abstract
Aston Martin Lagonda are building a Sports Utility Vehicle (SUV) in their new factory in St Athan. This is the first SUV this iconic brand has made. To enable a vehicle to be tested it needs to go through some vigorous attributes testing. This reflective essay will highlight how the team was formed and performed.
This essay shows the roles of the individual members and how it worked as a team and the requirements needed to perform well. This was a complex machine installation that needed planning and managing throughout the duration.
This machine has now been installed and commissioned and we are currently finishing off the repeatability and reliability checks which currently is going very well. We are nearing the time where we will produce production cars and are on our way to be able to fully sign off and accept this machine.
Throughout the installation there were some disagreements but with the direction of the facility engineer and regular meetings these disagreements were understood and mutual understanding and group activities solved the issues.
Our team is very strong, we still work together on several other projects like this and with records of lessons learnt each project has improved.
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[bookmark: _Toc40001107]Introduction
Aston Martin Lagonda Global Holdings plc is a British independent manufacturer of luxury sports cars and grand tourers. It was founded in 1913 by Lionel Martin and Robert Bamford. Steering from 1947 by David Brown, it became associated with expensive grand touring cars in the 1950’s and 1960’s (Wikipedia, 2020).
 Aston Martin opened a new facility to build their new model. The facility is empty and requires machinery installed. All installations require a dedicated team with knowledge in all areas of the equipment. 
The following reflective essay will identify the development of the team throughout the installation. How we were formed and how we performed.



















[bookmark: _Toc40001108]Forming of the Team 
Due to the size and complexity of the project a team was required to deliver the plan (Openlearn, 1999 - 2020) 	
[bookmark: _Toc40001109]Team structure
The team structure that has been employed is the ‘Flat Organisational Structure’. According to Collette L. Meehan, a flat organisation means there are little or no level of management. This style of organisation emphasises less on managing the team but encourages the teams’ involvement in the decision-making process. One advantage of this structure is it eliminates the need of too many managers which will improve the speed of decision making (Meehan, 2019). 
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[bookmark: _Toc38794041][bookmark: _Toc39997895]Figure 1 Flat Organisation chart (Lumen, 2020)



One disadvantage of this style of organisation is that the team are inclined to have a more varied knowledge and little expertise of the desired project (Meehan, 2019). 
This structure suited our team because we knew all the individual tasks and we worked well together as we were an established team in line with Belbin’s team roles.








[bookmark: _Toc40001110]Team roles
According to Dr Meredith Belbin, people within a team are inclined to adopt different ‘team roles’. By understanding the roles of each personnel can improve the effectiveness of the team. Belbin has highlighted nine roles (emerald works, 2019).
	[image: ][bookmark: _Toc38794042][bookmark: _Toc39997896]Figure 2 Belbin’s Team Roles (IfM Management Technology Policy, 2016)




[bookmark: _Toc40001111]Manufacturing Engineer
My top three roles are the Shaper, coordinator and the specialist. I am motivated to complete a task and able to overcome a problem rather than give up. I am a communicator and very sociable. I am confident and can make decisions but I also upset everyone at some point of the project. I was also being single minded and provided knowledge to the project but dwelled on technicalities
[bookmark: _Toc40001112]Facilities Engineer	
The facilities engineer top three roles are teamworker, coordinator and shaper. He worked well with the team he listened and controlled the team but he couldn’t make decisions on his own, he chaired and organised meetings and delegated work but didn’t like it if we disagreed with him at time. He worked well under pressure.
[bookmark: _Toc40001113]Systems Engineer
This persons Belbin’s roles are Monitor, implementer and teamworker. He could sit back and look at the bigger picture and made his decisions according to this. I had to motivate him at times to get things done. He was reliable in his role but when he decided on an idea he stuck with it and sometimes took a lot of convincing to change his mind.
[bookmark: _Toc40001114]Software Engineer
This engineer was a plant, completer finisher and a shaper. He was very accurate in his work but found it hard to delegate (he thought his job was too complicated to delegate). He was creative and good at problem solving but did not communicate regularly but worked well under pressure.
[bookmark: _Toc40001115]Layout Engineer
Belin’s roles were Shaper, teamworker and implementer. She worked well to overcome layout alterations but was straight to the point in some instances which upset the team. She was however cooperative to help the team.
[bookmark: _Toc40001116]Maintenance Engineer
His roles were shaper, coordinator and teamworker. He worked well under pressure as he was a part of other projects too. He is good at his job and helped very much in making decisions which upset the team at times. Having said that he would make a decision that made the team understand and worked together with the team.









[bookmark: _Toc40001117]Team Development
The team development model was circulated in 1965 (Chapman, 2001 - 2013). According to Gina Abudi there are five stages a team will go through:
1. Forming
2. Storming
3. Norming
4. Performing
5. Adjourning
(Abudi, 2010)
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[bookmark: _Toc39997897]Figure 3 Phases of development (Exceptional PPM and PMO Solutions™, 2018)



[bookmark: _Toc40001118]Forming
We already understood the project and we worked well together as a team on previous projects so this was a quick stage.
[bookmark: _Toc40001119]Storming
Due to the makeup of the team (Belbin’s roles) there were dissimilar views that triggered conflict. The facilities engineer who overlooked the team controlled the conflict and we all came to an agreement on how to proceed. As explained in Belbin’s roles above (emerald works, 2019) we did not feel comfortable with this stage of forming a team but the facilities engineer helped the team through this stage and lead the team.
[bookmark: _Toc40001120]Norming
We moved to the next stage ‘Norming’ quickly and we concentrated on the finished process. We understood everyone’s roles in the team and could discuss and share ideas. Some teams however may not get to this far and they stop on ‘Norming’. Even at this stage a team can still fall backward a stage or two, but we remained as a group.
[bookmark: _Toc40001121]Performing
We worked well as a team and performed well together, and showed we could work independently and as a team. The team solved problems between ourselves we also shared ideas and techniques to each other to help (Exceptional PPM and PMO Solutions™, 2018)
[bookmark: _Toc40001122]Adjourning
Towards the end of the project some team members moved to other projects as they are not required anymore, such as the layout engineer. The team has been successful went through all five stages and we still stay in touch and will probably work on another project together (Abudi, 2010). 















[bookmark: _Toc40001123]X-Road Installation
For the team to have a visual on what is required to deliver this project, (and to manage personal time), I planned a ‘SMART objectives’ to go on the meeting room wall. This ensured the team knew what was required to be done.
[bookmark: _Toc40001124]SMART Objectives
Setting objectives at the start of a project presents direction of where we want the project to go and what we want to achieve. Fig 4 is a diagram of the SMART objectives with their description and requirements.
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[bookmark: _Toc39997898]Figure 4 SMART goals: Definitions and Examples (Indeed, 2020).



[bookmark: _Toc40001125]Managing time
To assist in planning my own time I used the Eisenhower decision matrix, fig 5.
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[bookmark: _Toc39997899]Figure 5 The Eisenhower Decision Matrix (Luxafor, 2018)
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Figure 6 The Eisenhower Decision Matrix – Urgent vs. Important (Ambition & Balance, by Doist, 2018) 
This figure is a breakdown of the areas in more detail.

	



[bookmark: _Toc40001126]Mintzberg
This project was managed by our facilities engineer. According to Henry Mintzberg, a manager should understand and use the different roles (Caramela, 2018).
The roles are separated into three groups fig 7 below is an example.
	[image: Mintzberg Managerial Roles, a great executive & manager tool ...]
[bookmark: _Toc39997901]Figure 7 Mintzberg Managerial Roles (toolshero, 2013)



Fig 8 describes the roles. With reference to (Taskworld, 2016) the facilities engineer was the point of contact and the ‘go to’ person when problems arise. He communicated with everyone involved and kept us motivated. He collected relevant data and relayed it to the team (Management at Work, 2008). He agreed and delegated work to team members. He allocated and negotiated relevant resources and represented our team (Kumar, 2015).
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[bookmark: _Toc39997902]Figure 8 Mintzberg’s set of ten roles (Cliffs notes, 2020)








[bookmark: _Toc40001127]5S
Aston Martin uses the ‘5S’ tool, this tool is used so work can be carried out safely and quickly. This process emphasises keeping areas clean and locating everything back where it belongs.
[bookmark: _Toc40001128]5S Translation

	1) Seiri
	Sort

	2) Seiton
	Set in order

	3) Seiso
	Shine

	4) Seiketsu
	Standardise

	5) Shituke	
	Sustain


[bookmark: _Toc39997903]Figure 9 5S translation

(5S TODAY, 2020)
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[bookmark: _Toc39997904]Figure 10 5S audit requirements to sustain a lean laboratory (METTLER TOLEDO, 2020)
 







[bookmark: _Toc40001129]Critical Path Analysis (CPA)
Critical path analysis is the system we use in project planning. This system uses network analysis to help managers to control time limited projects (tutor2u, 2018).
According to Andrew Slate, the important areas to build a CPA is to itemise the jobs, tasks and timings needed to complete each task. This shows what tasks need be completed, or can wait until others are finished.
	[image: ][bookmark: _Toc39997905]Figure 11 The Gantt chart
This is the high level Gannt chart we used.






The data shown on this chart highlights the shortest time this project can be completed. It highlights what tasks are critical to finishing the project at the defined date and tasks that can be re-prioritised, tasks that are not critical are said to have ‘float’, this method allows tasks to be delayed without any effect to the project (Slate, 2018).










[bookmark: _Toc40001130]Motivation
This project had regular meetings. The purpose of these meetings was to create a plan on how the project will be completed. We used these to understand problems and resolve them, make decisions and to stipulate functions to complete the task (SKILLSYOUNEED, 2011 - 2020). The minutes of these meetings are recorded as they will offer legal protection, structure, drive action, help in measuring the progress and give ownership of tasks (allbusiness, 2020). 
[bookmark: _Toc40001131]Brainstorming
We had one set-back. There was no power and network! To understand this problem, I organised a ‘Brainstorming’ session with the team and the supplier. Brainstorming is a useful tool where the team meet to give ideas and thoughts. It was chaired by myself and recorded all ideas on a mind mapping tool. 
	[image: ]
[bookmark: _Toc39997906]Figure 12 Mind mapping (Quality Matters, 2017)



This exercise proved important as it allowed everyone to add their explanations (MindManager blog, 2019). It permitted each of us to feel a part of the team when we all collectively decided to continue with the build and work around the external electrical team to install the cables. After the brainstorming session, and the agreement of working around areas that didn’t need power and network, the motivation re-presented itself and the installation continued.
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[bookmark: _Toc39997907]Figure 13 Brainstorming (Englund-Geiger, 2017)



[bookmark: _Toc40001132]Motivation
The motivation of the team dropped significantly. According to Maslow, he specified that we are motivated to accomplish evident requirements. Fig 14 shows a diagram of Maslow’s Hierarchy of Needs. Maslow’s five-tier theory describes individual needs required to become motivated. To progress up the pyramid all requirements in the bottom tier need to be fulfilled prior to moving on to the nest stage (Saul McLeod, 2020).
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[bookmark: _Toc39997908]Figure 14 Maslow’s Hierarchy of Needs (Chapman, 2001-7)



Herzberg worked with Maslow and came up with a two-factor theory for motivation. He claimed that there are two factors that a team could initiate to increase motivation within the team. There is a factor that could also de-motivate the team, motivators and hygiene factors (tutor2y, 2018). Fig 15 below is a diagram of the two-factor theory.
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[bookmark: _Toc39997909]Figure 15 Two Factor Theory (toolshero, 2013 - 2020) 
Motivators are worried about the job itself where hygiene factors are where a member of the team will only carry out the work delegated to him / her (tutor2y, 2018).
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[bookmark: _Toc40001133]Lessons learnt
Following the successful delivery of the project we finished it off with a ‘lessons learnt’ meeting. The reason for this is to gather all the data and examples so we can use the same process or understand what not to do on new projects (Project Smart, 2010).
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Maslow’s Hierarchy of Needs

Self-actualization
personal growth and fulfilment

Esteem needs
achievement, status, responsibility, reputation
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family, affection, relationships, work group, etc.
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basic life needs - air, food, drink, shelter, warmth, sex, sleep, etc.
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