Questions for Group Project – M5X00400


1. What were the reasons behind your decision to use transactional leadership?
To lead my team I used Transactional Leadership where possible. I focused on supervision I liked to reward the team for outstanding performance and I also would use disciplinary powers to ensure employees performed to their best. Transactional leadership also tries to maintain the normal flow of operations.
As some of my team were green and as the team was newly put together it seemed the obvious choice of leadership style. The whole team needed supervision and this was enforced from the start, I am the one to lead, I am the one to supervise the whole shift! Along with supervision and transactional leadership comes disciplinary proceedings where team members are not performing. 
As this was a new team and as we were going through change it was vitally important that everyone performs to the required standards to make this work. We had KPI’s to hit as a team and ultimately as a whole shift, the emphasis for achieving these were put on the MAL’s and they were performance managed if the KPI’s were not being hit without legitimate reasons. 
Transactional leadership also tries to maintain the normal flow of operations, therefore I have to be mindful when carrying out disciplinary meetings as the result can sometimes lead to dismissal, this then has a direct effect with the flow of operations and may mean that I will need to recruit to fill the position.
Within Zimmer Biomet we have a drive on promoting the good within the company. I reward good performance to encourage best practice and continual improvement. I do this by using a scheme called “impact award”. This awards the personnel with a financial bonus. I would usually award this when someone has performed above and beyond their role or has come up with a significant idea which has potential to change.
I am naturally a transactional leader, I recognise that my transactional style could be seen as autocratic when I am instructing someone on a day to day basis however I would revert to a democratic style or transformational style if needed and if better suited the team, probably when the team becomes more mature.

2. How do you feel the Belbin roles assigned to your team fit them in practice? Give examples.
[bookmark: _Toc39824409]Shaper – Thrives on pressure, has great drive to overcome challenges (Myself)
As the manager/leader, my role is to also drive the team and motivate them to hit the target and achieve the goal. Every day there is pressure on myself to ensure the shift is running at its absolute best and for it to hit the KPI’s. When we were restructuring there were only three shift managers for four shifts, I would always cover two shifts usually working more than 16 hours a day helping the business overcome these new challenge. 
[bookmark: _Toc39824410]Completer – Searches out errors, polishes and perfects (QA techs)
The QA techs have responsibility for all quality related issues on shift. They will inspect all parts manufactured for any anomalies, if there is an issue, for example, they will literally touch the product up on a polishing mop until satisfied with the end result.  
[bookmark: _Toc39824411]Implementer – Reliable and efficient, turns ideas in to actions (MAL A)
As a team we always have idea and bran storming activities, as Mal A is the most experienced he will always turn the ideas into actions. An example is the WIP flow through one of our manufacturing cells, we thought it would be better to have the WIP on some sort of vehicle to help in the transportation to different cells. MAL A successfully introduced WIP trolleys into the plant enabling operators to move their own WIP around the plant. 
[bookmark: _Toc39824412]Resource Investigator – Explores all opportunities and develops contacts (Shift engineer)
Whenever there is a breakdown and change to process, as the technical lead on shift, the shift engineer will always attend. His job is to look for any way possible to reduce downtime and deviation of process. A machine will breakdown, the shift engineer attends, he will look at what is required, can the machine be fixed, how will it be fixed, short term fixes, long term fixes, he will call contractors, he will arrange for maintenance techs to assist, he will escalate when required, these are all traits for Resource Investigator within Belbin’s team roles. 
[bookmark: _Toc39824413]Co-ordinator – Clarifies goals and delegates effectively (Myself)
As the manager/leader, my role is to also drive the team and motivate them to hit the target and achieve the goal. As I began to understand the different needs my team required I was able to delegate to them. I understood what each person’s motivational needs were and this greatly helped in delegating to the individual. Each member of my management team had their own area of responsibility and they then, under my direction, tried to achieve the task set out. I always took into consideration who in my team was be best suited for each task and whenever possible I used that individual. Delegation is an opportunity for extra responsibility, recognition and promotion. 

[bookmark: _Toc39824414]Team Worker – Co-operative and listens well (All)
The team all understood the goal and believed in my vision. They began to buy in to the idea and were able to commit to it. Even when they found themselves in challenging situations they were able to work as a team and only ask me for advice when it was absolutely necessary.

[bookmark: _Toc39824415]Plant – Creative and imaginative (MAL C)
MAL C wants to dominate and impose on others and always tried anything to succeed. The MAL would often come up with out of the box ideas on how to outdo the others. An example of this was when we had a particularly long spell of very warm sunny weather and the temperature on the shop floor was uncomfortable. MAL C thought it would be a good idea to get ice lollipops for the whole shift, Myself and MAL C went to the local supermarket and bought over 100 ice lollipops. 
[bookmark: _Toc39824416]Monitor Evaluator – Can see all options and makes correct judgement (Myself & MAL A)
Each member of my management team had their own area of responsibility and they then, under my direction, tried to achieve the task set out.
[bookmark: _Toc39824417]Specialist – Dedicated and provides knowledge and skills in rare supply (Shift engineer)
The technical lead on shift, the shift engineer’s job is to provide the skills required for minimal impact to the business.

3. What do you see as the key problems of leading a team that know each other?
Two issues I see in leading a team that already know each other are,
The team would have stagnated. They will stop performing to the best of their ability due to a number of reasons, they would be so used to each other and the ways in which they work that the team would stop becoming innovative, they would become lazy and would accept this as a normalised situation. The team would stop continually improving and stop becoming innovative as there will be no new competition within the team and no new challenges. They would have built relationships with one and other and would stop calling each other out when things don’t work out. The vision may well have been achieved but because they are all so familiar with one another they stop. For a good team to succeed they all need to offer different attributes such as emotionality, control, affection, energy and will. Every member of the team needs to have different amounts of each of these facets to stay in a performing state, a team that know each other doesn’t always allow for this as their own amounts of each facet can become similar. The whole team profile becomes stagnant. 
[bookmark: _GoBack]Another issue is the team could become resistive and militant towards a new leader, they would purposefully resist any new ideas generated and fail to follow what the leader suggests, this would then rub off on all direct reports and cause organisational destruction if left get too far. New visions and goals would be set out by the leader but the team would already have a way in which they like to do things, they would resort to the “old style” which used to be the norm. As the leader tries to manage the team especially for underperformance the team may close ranks and cover for the underperformers inevitably bringing the whole team into underperformance issues. Also bad habits already present within the team will stay as there is no turn around in personnel and no new ideas generated to keep the team motivated.
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