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[bookmark: _Toc39866903]Introduction and Project Scope
[bookmark: _Toc39866904]Project Outline
The project determines levels of demonstrable competency within technical laboratories in Tata Steel. A plan is scheduled to improve the level of competency to meet company-wide objectives within reasonable timeframes. 
The project scope is to ultimately work in accordance to company standards whilst continuously striving for innovative improvements. 

“It is mission-critical work, ensuring that operational standards remain consistently high, that downtime is minimised and that efficiency is maximised.” 
(Tata Steel Strip Products UK, 2020)

[bookmark: _Toc39866905]Purpose
The project outcome is to ensure adhesion with all safe working practices to better health and safety policies, standardise all training, documenting the evidence effectively, improving the quality of procedural results. 

[bookmark: _Toc39866906]Time Objectives and Deadlines
The project starts 1st of April 2019, taking into consideration the number of tasks, volume of work and potential errors occurring, a decision was made to run the project to an aspirational one-year period.

The project content and objectives can be categorised into the following actions:
· Determining current level of demonstrable competency.
· Creating training plans for each individual laboratory based on functionality and purpose.
· Producing reliable databases to manage, assign and record competency, incorporating laboratory training plans.
· Ensuring all controlled documents are live and relevant relating to training and procedural tasks.
· Deciding standard formats to verify competency.
· Producing verification documents for specific job roles for each laboratory and assign to applicable personnel. 
· Carrying out physical training and verification with employees based on standard formats previously determined.
· Uploading and backdating verifications to employee profiles using the created database. 
· Implementing reoccurring training plans, utilising databases for continuous training for current and new employees.
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(Figure 1)
[bookmark: _Toc39866908]Methodology of Assigning Team Roles
[bookmark: _Toc39866909]Team Working Methodology
To capitalise on the team’s varied skills and experience, assignment of tasks throughout the project must be strategically considered to meet objectives via the most efficient method. 
Communication strategies and interactions must take account of team dynamics and personalities.

A team building theory developed by Bruce Tuckman in 1965 categorises a team’s working mentality into five stages; Forming, Storming, Norming, Performing and Adjourning.
(Bruce.W.Tuckman, 2005)

1. Forming 
When a team is initially formed, members typically work independently until trust is established. During this stage the team will have high energy, lots of enthusiasm and minimal conflict. 
2. Storming 
Team members will begin to establish relationships and split into smaller groups; disagreements my lead to increased tension, which if left can undermine overall objectives.
3. Norming
When structure is established and a clear vision is set, the team enter into the norming stage. Members accept and trust each other and their contributions, working harmoniously towards the end goal. 
4. Performing
If the team maintain high standards, they will enter a period of high performance, achieving results against agreed objectives. 
5. Adjourning
Covers completion of the project and dissolving of the team. Members will reflect on what went well, what could’ve been better, the overall experiences; culminating in a celebration of success and lessons learnt. 
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(Figure 2) (Dhillon, 2019)


[bookmark: _Toc39866910]Team Roles and Individual Contributions
For a team to perform at its best, there has to be clear ownership and accountability with individuals supporting objectives. By assigning tasks based on skills, ability and potential, maximises both quality and throughput of work. 
(James Sommerville, 1998)
Dr Meredith Belbin carried out research to identify nine team roles that underlie team success based on observed behaviours and interpersonal styles.
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(Figure 3) (Baker, 2016)








Action Orientated Roles;
· Implementer 
Well organised, converts concepts into actions, efficient 
· Shaper 
Enthusiastic, challenges members to improve, can be argumentative
· Completer/Finisher
Conscientious, driven to finish actions, works off deadlines 
Thought Oriented Roles;
· Plant 
Creative, develops new ideas, can have poor communicating skills
· Monitor/ Evaluator 
Objectives, makes decisions based on pros and cons, can be poor motivators
· Specialist 
Has the required specialised knowledge, does not often contribute to other tasks
People Oriented Roles; 
· Co-Ordinator 
Good listener, leader of the team, able to identify value in team members 
· Team Worker 
Provide team support, perceptive, tend to be indecisive 
· Resource Investigator 
Innovative, curious, able to explore lots of potential options, can lose enthusiasm
(Team, Mind Tools, 2009)

Belbin’s study states that individuals can develop strengths, manage weaknesses and contribute to overall team performance when they understand their role. 
Using Belbin’s methodologies, individual roles were assigned at the start of the project.
Members were asked to rate how well their skills and personalities ranked against Belbin’s nine key roles (figure 4). 
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(Figure 4)

A well-balanced team will ideally have a range of complementary strengths, without this balance certain skills criteria will not be met and unhealthy tension could emerge.

The self-rating exercise identified individual’s strengths and weaknesses, potential gaps in key roles and where specific skills are more heavily weighted than others. This task was carried out during the preliminary stages of the project to surface potential issues.
The following roles were then determined based on the analysis (figure 5).
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(Figure 5)
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[bookmark: _Toc39866912]Time Management 
Through time management, tasks are to be prioritised, multi-tasking limited, distractions minimised and regular breaks are to be incorporated. 
(Kashyap, 2019)
The following time management ideas and techniques were applied to the project. 

Identification
Objectives and actions to be determined to establish an appropriate time-lines. 
Reduce Wastage 
To perform effectively and efficiently, procrastination and distractions should be minimised. 
Setting Objectives 
Assign tasks with clear ownership, checking understanding and embedding SMART objectives. S, Specific. M, Measurable. A, Agreed. R, Realistic. T, Time Bound.
Prioritising 
Tasks are identified and assigned according to priority and categorised into; have to, want to, should do, nice to do (figure 6).
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(Figure 6)

Preparation
When objectives are established, individuals need to prepare and plan ahead. According to Benjamin Franklin “By failing to prepare, you are preparing to fail.” 
Problem Solving
To increase efficiency, problem solving exercises should be considered and carried out to overcome obstacles, (for example, mind mapping or brainstorming). 
Communication
Effective communication strategies are critical to achieve high standards of both quality and quantity outputs. Seeking clarity and tailoring communication approaches suit both team and individuals with a regular review process in place will serve to enhance performance.   
Motivation
Motivation is a key driver to achieve the best possible project outcome.
Application 
Better time management, different methods of working and collaborating should be considered when determining objectives. 
Decision Making 
For consistent decision making, adopting a structured approach will ensure objectivity and control. Effective decision making provides clarity and determines outcomes. 
Delegating 
To maximise a team’s assets, effective delegation will increase the productivity of the team.
Team Building 
Successful teams achieve better results through collaborating and sharing a common goal; team building sessions can help build this.
Managing Stress 
Excessive stress levels will have a negative impact, regular well-being sessions identify and reduce the affects.

[bookmark: _Toc39866913]Project Planning Methodologies and Refining 
According to Henry Mintzberg, planning is one of the five P’s of strategy; Plan, Pattern, Position, Perspective and Ploy. The five components allow a team to implement more effective strategies. 
(Mulder, 2018)
Project planning discipline can determine critical success criteria across credibility, costings, time consumption and validity. Incorporating key milestones allows for monitoring progress against deadlines, identification and mitigation risks. 
(Suchada Chareanpunsirikul, 2002)

Various project planning techniques were considered, the benefits and weaknesses were discussed as a team to decide the most effective methodology. The technique analysis was summarised (figure 7).
[image: ]
(Figure 7)
A Gantt chart was agreed to plan and mange this project (figure 8) when considering project time scale and minimal training requirements. A Gantt chart provides clear milestones, allocates resources and understands task relationships.
(Nishadha, 2018)
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(Figure 8)
[bookmark: _Toc39866914]Project Management Methodology
[bookmark: _Toc39866915]Successful Project Management 
Effective project management is integral to provide the necessary focus and commitment to achieve objectives. The project co-ordinator will contribute skills to meet the governing project needs such as budgeting, planning, motivating and leading the team. 

[bookmark: _Toc39866916]Managing Cost
The ‘S-curve’ management tool was used to track the progress of spend vs budget for this project over time. The project co-ordinator chose this as the curve provides an immediate visual representation that can be used effectively to determine actual spend against cost targets.  Figure 9 shows actual progress in relation to target.
(Miller, 2017)

[image: Progress Performance Evaluation Through a Combination of S Curves explained]
(Figure 9) (Imran, 2020)

[bookmark: _Toc39866917]Team Motivation
Team behaviours can be influenced by various motivational methods to maximise individual’s potential. Three basic theories of motivation are;
· Maslow 
Abraham Maslow’s motivational theory categorises human needs into five tiers as shown below. He explores the idea that needs lower down in the hierarchy triangle must be satisfied before individuals can attend to needs higher up. 
(McLeod, 2020) (Jaime Allen, 2019)
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(Figure 10) (McLeod, 2020)

· Herzberg 
Frederick Hertzberg developed a theory called the ‘Two-factor Theory of Job Satisfaction’, it states that there are factors within a person’s workplace that determine job satisfaction and job dissatisfaction. 
‘Motivators’ control job satisfaction whereas ‘hygiene factors’ control job dissatisfaction. Hygiene factors include perceived poor salary and working conditions. Motivators can be welcomed responsibilities, challenges and opportunities. 
The theory outlines that for an individual to be motivated they must have maximum job satisfaction and minimal job dissatisfaction. 
(Bundgaard, 2017) (Lo, 2016)
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(Figure 11) (Bundgaard, 2017)




· Expectation
The expectancy theory was developed by Victor Vroom in 1964, it proposed that an employee is motivated if they believe that there is positive correlation between effort and performance, and that favourable performance will result in a desirable reward.
(University of Cambridge, 2016) (Gyurko, 2010)

To motivate the team, the project co-ordinator should provide incentives for positive performance, enthuse individuals to increase job satisfaction and meet all of an individual’s basic and phycological needs. 

[bookmark: _Toc39866918]Managing Stress
According to the Charted Institute of Personnel and Development “Workplace stress is one of the biggest causes of employee absence – and also one of the more difficult issues to manage.” 
It is imperative that individuals in the team are not stressed to best protect their mental health and as a result their capability to work. The Health, Safety and Environment (HSE) describes stress as an adverse reaction to excessive pressure; all individuals will experience pressure throughout their career which can have a positive effect on productivity. When that pressure becomes overbearing it leads to stress.   
(HSE, 2008)
There are various techniques to relieve work related stress, Taiichi Ohno developed a 5S methodology for organising spaces so that work can be performed effectively and efficiently, in order to aid stress reduction. The Japanese theory stands for the five words Seiri, Seiton, Seiso, Seiketsu and Shitsuke, which are translated into English in figure 12. (5S for Workplace Improvement, 2018)
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(Figure 12) (5S for Workplace Improvement, 2018)





Project progression will benefit from adopting the 5s ideals in additional ways such as reducing costs, eliminating wasted steps and reducing breakdowns and accidents. 
(5S for Workplace Improvement, 2018)
[image: ]
(Figure 13) (5S for Workplace Improvement, 2018)
[bookmark: _Toc39866919]Communication Processes and Reviews
Good communication is a key aspect in project planning and monitoring, to track project progress, small scale and large-scale meetings were held regularly at set frequencies throughout the year to update the project planner Gantt chart and also to assess whether the team were on target in terms of budget, time and objectives. 
Only essential team members attended each local meeting to eliminate the number of unnecessary people present to make the meetings more productive, a representative from each local meeting would feedback key information to the overarching project meeting.  
Potential and current issues and setbacks were discussed at all levels and actioned to address and progress effectively with the project scope.  
Deviations from the project plan were tackled and reduced where possible. 
(Bryant, 2019)

[bookmark: _Toc39866920]Minimising Conflict and Maximising Cohesion Methodologies
An effective, cohesive team must have clear shared objectives, good working relationships and successful communication on a local and broader scale. Team members must have functional equipment, sound procedures and effective leadership. 

Tuckman’s teamwork methodology shown in figure 2 describes that a team can revert to any stage of the model when a they experience change so it is imperative to build a resilient and flexible team through consistent communications and effective leadership.  
(Bruce.W.Tuckman, 2005)
Only teams that possess independence, motivation, knowledge and competence will reach the ‘Performing’ stage so appropriate role assignment is key.
(The Team Building Company, 2020)

[bookmark: _Toc39866921]Project Outcomes
[bookmark: _Toc39866922]Meeting Objectives
Effective time management is crucial to successful project planning and completion. On both individual tasks and underpinning milestones, time should consciously be controlled to increase efficiency, meet deadlines and to identify and mitigate risks early.
Poor time management can result in procrastination, a lack of focus, unwanted stress, inefficient workflow and reduced work quality.

Planning is key to ensure that time is well managed during a project and ultimately meet the objectives, Best-seller author Brian Tracy once said, “Every minute you spend in planning saves 10 minutes in execution; this gives you a 1,000 percent Return on Energy.”

The project objectives were met to improve the level of demonstrable competency in order to meet company-wide objectives within the agreed timeframe of one year. Updated training plans have been completed and stored on a new training system which is now live and in use by all personnel in the department for training progression. This has become the blueprint for all document reviewing processes.  

[bookmark: _Toc39866923]Problems Encountered and Resolutions 
The team faced a number of setbacks throughout the project period which resulted in some tasks in the critical path being delayed. Postponements were minimised where possible, through temporarily suspending non-critical tasks to prioritise critical tasks. A list of these problems and associated solutions were summarised in figure 14.
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(Figure 14)

The Gantt chart was frequently referred to throughout the process to track progress, despite individual tasks being off-track, the project completion date objective was met.

[bookmark: _Toc39866924]Project Reflection
[bookmark: _Toc39866925]Considering the Importance of Technological Improvements
As time goes on, technological innovation is changing industry more and more, as steel manufacturers we need to be able to produce better products to compete with the industry best and achieve greater inventions. To be able to do this effectively all processes within steel making must adapt to new technologies, from IT systems to new testing equipment. 
(Janjua, 2020)
Throughout the project we were able to use new tools to communicate with each other, 
New databases to improve training processes and new testing techniques to further advance laboratory procedures.
(Alison E Berman, 2016)

[bookmark: _Toc39866926]Successes 
The project successfully implemented a plan to improve the level of demonstrable competency in accordance to company standards.
Training complies with all safe working practices in a standardised format and relevant documents are traceable for auditing purposes. 

[bookmark: _Toc39866927]Potential Improvements
If the project were to be repeated the following changes would be executed to capitalise on lessons learned to improve efficiencies, effectiveness and outputs; 
· Whist establishing timeframes, better prepare contingency plan for unexpected leave and absences to reduce delays. 
· When implementing new IT systems, conduct user acceptance testing sessions to certify that it’s reliable prior to going live.
· Rather than allowing team motivation to fade and reactively carry out team building sessions, proactively schedule regular team engagement activities. 
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