


Introduction
This essay aims to critically reflect on a project entailing the replacement of damaged test hardware with modernised equipment. The Gibbs reflective cycle [1] will form my chosen tool of reflection. It is an important tool for professionals who wish to undertake lifelong learning [2].  I hope to encourage personal and professional growth by critically evaluating my own actions in the context of a team characterized by Belbin [3]. 
Description
Following a review of a technical standard and product capability. Bend testing volume increased rapidly from 30-40 per month to 40-80 per day. The bend test is a two-stage process where a V is formed then crushed flat. An observation of the bend radius is made to determine if any formed cracks constitutes a fail. Damage to a load cell cable on a Zwick 1200kN testing frame had rendered the machine inoperable and the age of equipment made the cost of repair uneconomical. Contingency was available in an old hydraulic press, but a replacement was urgently needed. I was to scope out, critically evaluate, negotiate, order, deliver, install and handover a solution that was both compliant and deliverable on a limited budget.
The limited budget eventually meant that instead of new equipment being sourced. Obsolete equipment on site could have its control and mechanical systems upgraded, this also allowed for two machines to be put into operation, allowing for a dedicated machine for each of the steps in the process in normal operation and contingency should one fail. 
The systems were delivered and made operational, with some minor setbacks regarding the removal of the old system. The removal had knock on effects to other parts of the project due to the floor space taken up by the outgoing system. The operational systems were commissioned and handed over to the shifts who began operational testing following a short training period.
The following stages were identified as the main tasks relating to this project. Actual start finish times are used. And their overall view and dependencies is in the accompanying Gantt chart
The Plan
Below is a generic outline of each task
	Task No.
	Task Name
	Duration
	Start
	Finish

	1
	Z1200 Decommissioning
	41 d
	Mon 19/11/18 16:00
	Tue 15/01/19 16:00

	2
	Z1200 Removal
	3.63 w
	Tue 15/01/19 16:00
	Sun 10/02/19 16:00

	3
	Civils work on floor and ceiling
	28.88 d
	Mon 11/02/19 08:00
	Thu 21/03/19 16:00

	4
	Electrical Supply Work
	1.2 w
	Thu 21/03/19 16:00
	Fri 29/03/19 16:00

	5
	Air Supply for Instron 3
	1 d
	Thu 21/03/19 16:00
	Fri 22/03/19 16:00

	6
	Instron 3 Move
	3 d
	Sun 24/03/19 16:00
	Wed 27/03/19 17:00

	7
	Instron 3 Calibration
	2 d
	Tue 26/03/19 16:00
	Fri 29/03/19 17:00

	8
	Z100 CAPL Move
	0 w
	Mon 18/03/19 16:00
	Mon 18/03/19 16:00

	9
	Z100 Lab Move
	1 d
	Thu 28/03/19 08:00
	Thu 28/03/19 17:00

	10
	Bend Test Equipment Comissioning
	19.2 w
	Mon 19/11/18 16:00
	Tue 02/04/19 16:00

	11
	IT Equipment Installation
	39 d
	Mon 18/03/19 16:00
	Fri 10/05/19 16:00

	12
	Training
	2 d
	Fri 10/05/19 16:00
	Tue 14/05/19 16:00
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Feelings
After overcoming the initial exasperation of such a rapid change to the workflow I had developed. I settled into determining the next steps of the project. I had heard of project management techniques but had received no training. I was concerned that my inexperience would prevent success. I sought to visualize the logical next steps for completion as seen above.
Initially my apprehension was that in such a limited time frame. Completion would be difficult to achieve, I was relatively new to my post, and my network of contacts was understandably limited. I had a small network of colleagues whose experience I could draw on when necessary, but I was to complete much of the management myself.
Initial scoping was novel for me but certainly played to my strengths. I was excited to test different methods with prospective suppliers while visualizing effective solutions to the task at hand and seeing benefits to the whole lab.
It was very frustrating organizing contractors to undertake tasks. I had a very definite view of when work should be completed and any setbacks to contractor availability had a negative effect on dependent actions within the project. I had to make assertions at times to protect some of the more critical timescales. This was unusual for me as my normal method of conflict resolution is to discuss and persuade. This kind of assertion is normally reserved as a last resort and I wondered if it might impair my working relationships with some groups.
I was glad to have delivered the project, even though it was later than originally planned. The technicians were engaged with the change which certainly mad the roll out-easier.
Evaluation
The strengths of this project were the nature of the steps in order to achieve success, each step was logical and predictable allowing a Gantt chart of each major stage to be created before project execution. This gave me opportunity to visualize all steps and possible conflicts before problems arose. Where this approach suffered was in my own application of each step. During the initial phases of the project, I found scoping solutions to be one of my strengths. Industry standards and novel solutions were explored and evaluated as per the thinking subgroup of Belbin team roles. I experienced a failing in this phase as limited budget prevented my desire to pursue more novel solutions. I suffered a loss of interest due to factors outside of my control determining budget. Overcoming this was a challenge, but following critical evaluation of cost-effective solutions, I felt more engaged and I was determined to move on to the delivery stage. 
During the delivery phase the need for organisation was most prevalent. Using the plan I had created allowed me to coordinate contractors effectively as dependencies were easy to visualise. There were minor setbacks with some delivery timings, but I believe this played to some of my strengths as it allowed me to rearrange work in a logical manner. However even though dependencies were easy to visualise, engaging with contractors to adjust initially scoped out timings proved difficult as previously discussed.
After delivery and installation was completed, the project moved into the handover phase equipment was commissioned. I had mixed results during this phase, as I learned more about the equipment and had more experience in developing test methods, I had more ideas on how the final product should function. On reflection I believe this may have been a weakness at this late stage in the project. I should have focused on achieving delivery to the original scope rather than improving as I went along.
Analysis
There are different methods for analyzing team composition, Team Management Profile (TMP) seeks to categorise individuals based on their relationships with others, the gathering and use of information. The individual’s decision making and organisations are considered [4]. In this report I will analyse the team roles as described by Belbin.
Belbin describes 9 team roles that are key to success [3]. They can be organized into 3 subcategories:
Thinking
Plant 
Can be described as the idea’s person, creative solutions to complex problems come naturally, however the Plant can often lack the impetus to see an idea to completion and has no reservations in suggesting new ideas at inappropriate times, potentially leading to friction in a team. [5][7]
Monitor Evaluator 
Can be described as a judge, casting unbiased observations. This judgement can be slow, but the methodical approach rarely yields incorrect results. This devil’s advocate mentality can be interpreted as criticism, which can reduce team enthusiasm, particularly among more upbeat members of a team. [5][7]
Specialist 
The expert. This person will be the subject matter authority on the team and won’t mind telling you. If there is something they don’t know, they will find out. Unless it falls outside of their discipline, in which case interest can struggle to be maintained. [5][7]
Action
Shaper 
The winner. This person has a deep desire to achieve and this energy normally manifests itself as an extroverted personality. This person while not always seen as the leader of the team will certainly be the driving force behind the members. Shapers can fall into the trap of becoming aggressive to other team members as a method of maintaining momentum. [5][7]
Implementer
The doer. This person takes the team’s ideas and churns out action. They are reliable and focused to a fault. This focus can be seen as inflexibility by other members. [5][7]
Completer Finisher
The perfectionist. Delivers to their own exacting standards, if these align with the team’s objectives this can be a boon, However the need for perfection can lead to an anxious team member who is unable to offload any work to members they feel don’t match up. [5][7]
People
Team Worker
The glue. While this role may not bring technical know how and laser focused ideas. This person is crucial in ensuring the team holds together and communicates effectively. Conflicts are resolved diplomatically, and team structure is maintained. The team worker can be seen as weak in situations where diplomacy can be misconstrued as an inability to make decisions. [5][7]
Resource Investigator
The networker. Enthusiastic to new ideas and the right person to chase them down. Has excellent contacts in wide reaching fields. Can lack focus in later stages where initial enthusiasm falls off. [5][7]
Co-Ordinator
The leader. This person will be a confident person, able to see the big picture and understand the strengths and weaknesses of the team. This innate understanding of team structure makes them an ideal chain person, delegating task and conveying clarity of action to team members. Can be manipulative if not kept in check and can easily delegate themselves out of doing work. [5][7]
These roles are not mutually exclusive, a person can exhibit traits of more that one role and perhaps more importantly. The role that a person predominantly exhibits can depend on the project/team at hand [6]. 
Understanding these roles has allowed me to reflect on the project. During the scoping phase while I did not have the contacts that a true monitor evaluator would have. It certainly played to my strengths in the Plant role in problem solving with equipment manufacturers.
Throughout the project being able to call on my colleague’s specialist knowledge of testing standards allowed me to critically evaluate all options before proceeding with an order.
The omission of one of these roles in a team can inhibit performance and on reflection the completer finisher role was missing in this project. The end result was lacking final polish. This was due to my own strengths in the plant role. [7] I found it difficult to temper my enthusiasm for new equipment features previously unknown and focus on delivering the original specification and treating such discoveries as enhancements to be completed as future projects.
Another omission was in my own leadership and management of the project. Understanding the difference between the coordinator and the shaper has helped me understand the finer points between the two. I think naturally I tend toward the co-ordinator role, seeing the bigger picture and being able to divide task effectively. However this project could have benefited from a shaper, as the team lacked the forceful drive that was needed at times.
[bookmark: _GoBack]Conclusion
I now have a more developed understanding of team structure and how my own weaknesses need to be offset with the strengths of others. I feel more confident in how a good team needs to be structured and how to adapt my own personality to ensure missing roles can be accounted for. I have a better understanding for how different people react to adversity and methods for resolving conflict.
In all the project delivered its original objectives and I understand that project management, like learning is an iterative process and I will continue to improve with time. I plan to include my learnings from this project in future work and teams.
My project management skills during this task were based on intuition. The tasks detailed in the plan above are not detailed enough and do not show responsible persons. This is something I plan to improve on 
Action Plan
To improve my ability in future projects of a similar nature I must ensure that project plans are detailed from the inception of a project. I plan to undertake some formal training on project management, the business encourages the use of PRINCE2 as an acceptable methodology.
In order to reign in my enthusiasm for ever more complicated solutions I must focus on creating a scope that can be reviewed more regularly to ensure adherence.
In my current projects I plan to undertake a team composition and keep a journal so that I may reflect again in future.
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