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[bookmark: _Toc38303822]Introduction
Aston Martin Lagonda (AML) have opened a new facility to build their new model. The facility is empty and needs machinery installed. All installations require a dedicated team with knowledge in all areas of that equipment. 
The following reflective essay will identify the development of the team throughout the installation. How we were formed and how we performed.






















[bookmark: _Toc38303823]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: _Toc38303824]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). [image: ]
FigXXXXX Flat Organisation chart (Lumen, 2020)
[bookmark: _Toc38303825]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).
[bookmark: _Toc38303826]Shaper 
I came under this role as I am motivated to complete a task or uncover best practices to overcome the problem rather than give up. I am good at communicating, very sociable and good for motivating the team. 
[bookmark: _Toc38303827]Implementer	
These team members ‘get things done’. These members are hands-on, professional and methodical. The downside of implementers is they take time to adapt to change. The controls engineer fitted into this role 
[bookmark: _Toc38303828]Completer / Finisher
These characters are classed as someone who will carry out tasks properly and ensures they are carried out on time. The negative side of this character is they are careful and insecure and feel anxious at the smallest of issues, they are uneasy with work re-allocation and do not like to delegate work. The facilities engineer fitted this role as he didn’t understand the machinery completely and didn’t have the confidence to make decisions.
[bookmark: _Toc38303829]Coordinator
This team member will be experienced. These characters are effective in assigning tasks to individual team members. The disadvantage of a coordinator is they can come across as controlling when trying to achieve the teams’ goals. This is another role that I carried out, I upset everyone at some point of the project.
[bookmark: _Toc38303830]Team Worker
This character will ensure they stay combined as a team. They are a well-liked member of the team. The negative role of a team worker is they don’t like making decisions as it makes them look like they are taking sides. The layout engineer carried this role out which made it difficult to make decisions.
[bookmark: _Toc38303831]Resource Investigator
These characters are eager and probing within the teams and are good delegates and are good at interacting inside and outside the team to meet the goals. These people are ‘doers’ and are useful in retrieving information from different resources. This was carried out by the layout engineer also.
[bookmark: _Toc38303832]Monitor Evaluator
These are the analytical thinkers of the team. This trait is strong-minded and careful in making decisions. The negative side of this role is they are not good motivators. The maintenance engineer fitted this role.
[bookmark: _Toc38303833]Specialist
These are members of the team that have great knowledge for the specific role. Due to their knowledge they are a crucial to the team’s success. Carried out by myself in this instance.
[bookmark: _Toc38303834]Plants
These characters are the ‘thought’ roles. They will have ideas that will guide the team in problem solving and any encounters they meet on the project. They are not good at communicating and favour working on their own, our software engineer fitted this role (Merchant, 2019).




[bookmark: _Toc38303835]Team Development
According to Gina Abudi there are five stages a team will go through:
[bookmark: _Toc38303836]Forming
When we got together for the first time. We understood the project and how we would cooperate with each other. The project lead announced the requirements and what is expected of each member and how we need to work together. 
[bookmark: _Toc38303837]Storming
This is where we all contend for our position and approval of the concepts. This will caused dissimilar views and will triggered conflict. The project lead needs teach the new team to work together and independently. As explained in Belbin’s roles above (emerald works, 2019) not all team members will feel comfortable with this stage of forming a team. The project lead helped the team through this stage and lead the team.
[bookmark: _Toc38303838]Norming
When the team understood the requirements, it is classed as they have moved to the next stage ‘Norming’. We then concentrated on the finished process. We now understand everyone’s purpose in the team and therefor 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: _Toc38303839]Adjourning
There are now times where individuals will move to other projects as they are not required anymore such as the layout engineer. The team has been successful and gone through all five stages and we stay in touch and probably work on another project together (Abudi, 2010). 
[bookmark: _Toc38303840] X-Road Installation
For the team to have a visual on what is required to deliver this project I designed  ‘SMART objectives’ to go on the meeting room wall. This ensured we all knew what was needed to be done.
[bookmark: _Toc38303841]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. FigXXX is a diagram of the SMART objectives with their description and requirements.
[image: ]
FigXXXX SMART goals: Definitions and Examples (Indeed, 2020).







[bookmark: _Toc38303842]Mintzberg
To successfully deliver this project it was managed by the facilities engineer. According to Henry Mintzberg, a manager should understand and use the different roles. (Caramela, 2018)
The roles are separated into three groups, Interpersonal, Informational and Decisional. FigXX below is an example.
[image: Mintzberg Managerial Roles, a great executive & manager tool ...]
FigXXX Mintzberg Managerial Roles (toolshero, 2013)
[bookmark: _Toc38303843]Interpersonal Roles
The project lead needs to have interpersonal skills to lead a successful team, they need to be:
[bookmark: _Toc38303844]The Figurehead
The point of contact, the ‘go to’ person. This role requires the manager to carry out the traditional responsibilities.
[bookmark: _Toc38303845]The Leader
Accountable for the work and to ‘motivate’ and ‘encourage’ the team whilst implementing their authority.
[bookmark: _Toc38303846]The Liaison
Interacts with different teams outside their individual groups to enable the team to perform. (Taskworld, 2016)
[bookmark: _Toc38303847]Information roles
[bookmark: _Toc38303848]Monitor
Observes and reports any information regarding the task. Attend meetings. Ensures team training etc is current. Observes the team’s performance.
[bookmark: _Toc38303849]Disseminator
Distributes information to the team and the organisation via reports and meetings and shares information on decisions.
[bookmark: _Toc38303850]Spokesperson 
Conveys information to the team and outside the team. Represents the team in meetings and decisions. (Management at Work, 2008)
[bookmark: _Toc38303851]Decision Roles
[bookmark: _Toc38303852]Entrepreneur
Introduces change and agrees new projects, allocates these ideas and changes to individuals.
[bookmark: _Toc38303853]Disturbance Handler
Takes care of issues within the team or towards the team. Removes the threats / disturbance and takes remedial action to settle the disturbance.
[bookmark: _Toc38303854]Resource allocator
Delegates resources and budget, ranks the areas of priority and disseminate throughout the team.
[bookmark: _Toc38303855]Negotiator role
Bargains on behalf of the team / company and makes decisions on the team’s best abilities. (Kumar, 2015)
[bookmark: _Toc38303856]5S
AML use a ‘5S’ tool, this is a tool we used so work can be carried out safely and quickly. This process emphasises on keeping the areas clean and placing everything back where it belongs.
[bookmark: _Toc38303857]5S Translation
1) Seiri		-	Sort	
2) Seiton		-	Set in Order
3) Seiso		-	Shine
4) Seiketsu	-	Standardise
5) Shituke		-	Sustain
(5S TODAY, 2020)
[image: ]
FigXXXX 5S audit requirements to sustain a lean laboratory (METTLER TOLEDO, 2020)
[bookmark: _Toc38303858]Critical Path Analysis (CPA)
Critical path analysis is the tool we used in project planning. This system uses network analysis to help managers to control intricate and time limited projects (tutor2u, 2018).
According to Andrew Slate, the important areas to build a CPA for a project is to make a list of all jobs and tasks that need to be completed along with the timings for each job. This will show what tasks need be completed or can wait until a different task is finished.
[image: ]To carry out this project we created a Gantt chart. This Gantt chart highlighted the ‘critical path’ that needed to be completed before the next stage jobs can be carried out. Below is the high level Gannt chart that we used.
FigXXX Gannt chart
The data shown on this Gannt chart shortest possible time the project can be completed. It highlights what tasks are critical to finishing the project at the defined date and tasks that can be missed or 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: _Toc38303859]Conclusion
We started the project with regular team meetings. The purpose of meetings is to create a plan on how we will complete the project. We used these to understand any problems and resolve them, make decisions and to stipulate functions to complete the task (SKILLSYOUNEED, 2011 - 2020). The minutes of the meetings were recorded as they will offer legal protection, structure, drive action, help in measuring the progress and give ownership of tasks (allbusiness, 2020). 

[bookmark: _Toc38303860]Brainstorming
We had one major 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, where I gave a time limit and recorded all ideas on a mind mapping tool. 


[image: ]
FigXXXX 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. 
[image: ]
FigXXXX Brainstorming (Englund-Geiger, 2017)
[bookmark: _Toc38303861]Motivation
The motivation of the team to dropped significantly. According to Maslow, he specified that we are motivated to accomplish evident requirements. Figxxx shows a diagram of Maslow’s Hierarchy of Needs with the description of the needs required to progressing to the next level. 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).
[image: ]
Figxxx 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. Motivators are worried about the job itself where hygiene factors where a member of the team will only carry out the work delegated to him / her (tutor2y, 2018). FigXXXX below is a diagram of the two-factor theory.
[image: ]
figXXXX Two Factor Theory (toolshero, 2013 - 2020)
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.
[bookmark: _Toc38303862]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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