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Introduction

In this case study, we will advise Tom Jackson, the leader of a big Amazon team that has the difficult task of opening three large warehouses in Berlin, Paris and London.
He is required to build a strong team before embarking on this difficult journey. He has to set tasks and obligations for the team members, but his communication skills with the team is very poor. He cannot create cohesion in the team, and furthermore, two of the members, are following their own goals without being interested in the success of the team. The commitment from the group members is lacking, so Tom has no choice, but to seek professional advice from our consultancy firm.
Next, we will analyse the situation, find the causes, and propose viable and effective solutions that can enhance the teamwork and collaboration in order to achieve success and avoid failure.














How to develop an effective team and what team development stages model                                can be used?

In order to develop an effective team, we can use various models of team development.
None of the models are perfect , and all of them have more or less limitations.
In this case study report, I decided to use Tuckman's model of team development.
Bruce W. Tuckman, published this model in 1965 and became very popular.
This model has 5 stages:
· Stage 1: Forming
· Stage 2: Storming
· Stage 3: Norming
· Stage 4: Performing
· Stage 5: Adjourning
Next, we will expand a bit and explain all of the stages.
· Stage 1: Forming
Thus is the first stage of this model, where the team members and the group impose ground rules, get orientated to the task, and set personal and work boundaries. This is where the relationships between the group members, and between the group members and leader and established.
This stage is also known as ‘testing and dependence’.
· Stage 2: Storming
The second stage off the model is characterised by intergroup conflict, lack of unity and interpersonal issues.  In this stage the groups group members become emotional and hostile  towards each other.
· Stage 3: Norming
The third stage is the stage where the group begins to develop cohesion.  The group members are starting to accept each others differences in express personal opinions.  It’s the stage when norms and team roles are defined and the group becomes an entity. The group members are starting to develop in-group feelings and try to perpetuate the group by avoiding conflicts in order to ensure harmony and peace.
· Stage 4: Performing
Stage four is the final stage of the original model and in this stage the group becomes a problem-solving instrument and members are truly adapted to their roles. The group’s energy is channelled towards solving the tasks and the team roles become and functional.
· Stage 5: Adjourning
The entire model was revised in 1977, when Tuckman and Jensen added a fifth stage, called Adjourning. This concept reflects a group’s life cycle model in which throughout the life of the group, separation is a very important issue.
Although Tuckman’s model had many limitations pointed by many along the time, it still stood the test of time and it’s still relevant. Another model of team development is Jensen’s model, but I have chosen Tuckman’s model because it’s the most popular and more complete than the other models.














What team roles are needed to create an effective team?


When looking at creating an effective team, and especially at team roles, we will take a look at Belbin’s model. There are other models, but none is perfect, all of them showing strengths and weaknesses.
The major success factor for any team is the way that team is composed. This model states that when forming a team, we have to take into account each member’s mental abilities, personality, motivation, values, experience, environment and culture.
Belbin states that the team structure is vital for the success of that theme and every individual team member has to have the ability to complete different tasks and fill-in different team roles.
Furthermore he states that a team needs members with different personalities skills and roles in order to be successful. There or 9 roles that he divides into 3 categories:
· Action-Oriented Roles:
1. Shaper
2. Implementer
3. Completer/Finisher
· People-Oriented Roles:
1. Coordinator
2. Team Worker
3. Resource Investigator
· Thought-Oriented Roles:
1. Plant
2. Monitor-Evaluator
3. Specialist




What are the benefits of teamwork?


Working in a team has almost always more benefits than working alone. A team is a group of people with the common interest and goals. Some of the most important benefits of teamwork are:
· Increased productivity 
· Encourages innovation and creativity
· Greater synergy, increased motivation and fun
· Support  and help between teamworkers 
· Enhanced flexibility
· Better decisions, and risk management
Working in a team has also a few disadvantages, such as: personality clashes, ego driven actions, higher costs, variable work effort between members, and difficulty in reaching a consensus. We will not expand more on these disadvantages because they are not the point of our case study report. We will focus only on the advantages of teamwork.
· Increased productivity
Teams that are working together are far more productive, and motivated towards their company’s goals. A study has shown that highly engaged teams have a 21% increase in profitability. Everything gets easier because the workload is shared between the team members. The more people are involved, the faster a task gets completed, leading to an increased productivity and efficiency. This avoids work overload and stress.
· Encourages innovation and creativity
By having multiple team members,  you also have different opinions and views,  that usually lead do a better idea generation. This can be done by brainstorming and many other techniques. There is an old saying, that always, two heads are better than one. Working in a group, hugely improves the creativity, motivation and leads to the development of innovative and practical solutions  in solving the problems that that specific group is dealing with.
· Greater synergy, increased motivation and fun
Every team every team is formed with diverse people that have diverse skill sets,  and the cumulus of this diversity is creating a greater sum, than the total efforts of all the individuals of that specific group. Cooperation among team members is vital, and will lead to success. Experienced team members should always learn from each other’s successes or mistakes.
Also, when working in a group, you have a greater sense of accomplishment because they are able to achieve difficult goals that otherwise would have been impossible to achieve on their own. 
· Support  and help between teamworkers
 By working together in a team, people create bonds, and this results in creating a sense of belonging that always helps to uplift the morale and helps the atmosphere and productivity as well. A good communication inside a team is vital, and will reduce the conflicts and minimise frictions between team members. All of this leads to success,  by achieving the goals with a very high quality output and customer satisfaction level.
· Enhanced flexibility
Working alone, never offers much flexibility, but working as a team,  when encountering an obstacle,  a team member can ask for help from another team member. This is crucial in the overall success of the team and will avoid situations of being stuck into a problem that could ultimately lead to the project's failure.  An successful team has to be very adaptive to any kind of situation and challenges they might encounter.
· Better decisions, and risk management
Having many team members with multiple skills,  automatically means that a problem can be viewed from multiple angles and perspectives. These diverse viewing angles might spot a risk or hazard that could put the entire project in danger. Therefore, communication in the team, could save a project and make it really successful.












What are the barriers to effective teamwork identified in this scenario?

In order to have a successful and functional team, we need to have a good communication in the group.
Next we will take a quick look at some popular models of communication.
The Shannon-Weaver Model
Both Shannon and Weaver were working for Bell Telephone Labs in the USA, and their goal was to ensure maximum efficiency of communication.
The model looks like this:
[image: ]
Berlo’s Model of communication 
Berlo’s model of communication is more complex than Shannon-Weaver’s, but still has common elements. This is what it looks:
[image: ]
In the scenario of our case study, we can identify a few barriers that impede an effective teamwork efficiency.
In my opinion, these barriers are:
National Culture
Emmotions
Filtering

Defensiveness
Information Overload

Information Overload
As we know it from the start, Tom’s channel of communication and the interaction between Tom and the team is very poor. As a consequence, the message, containing the goals, strategy is not effectively carried out through a suitable channel and clearly received by the team members. This is a very ambitious project that clearly has many goals. The team leader, Tom, tries to send the message, but by not finding a suitable channel of communication, will lead to information overload. 
Information overload is defined as too much information that more than likely, is not structured well cannot be understand clearly by the team, overwhelming and intimidating them.

Emotion barrier
Clearly, Mihaela and Spencer are overwhelmed by emotions.



























Conclusion
I hope that this report was able to analyse this complicated situation we are dealing with inside our Amazon sales team. I hope I was able to identify correctly all the barriers that are stopping this sales team to function efficiently and have high productivity and success.
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