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This report is referring to the case study presented in the task description, where a consultancy firm (represented by me) is trying to contribute to the buildup of a team of three coordinated by a team leader, designated to deliver a project covering and connecting three European Capitals. 
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1. Introduction 

This report is representing a letter of recommendation delivering towards a team leader possible solution for the buildup of a team supposed to work together for getting a project acomplished. 
The team buildup seems to be difficult while both, the team members and the team leader, are working from distance and they seem to face lack of communication and different interests in the participation and finalization of the project. 
The purpose is to advice the team leader on: 
- how to develop a team and what team development model to use;
- the team roles needed to create a team;
- the benefits of team work;
- the barriers to effective team work identified in the case study.  
  
References were taken from Katzenbach and Smith, Maund, Bruce Tuckman, Belbins, Wheelan, Neuman and Wright, Hersey and Blanchard.  

2. Overview - team working 

"A team is a group of people who exist to accomplish specific tasks that are related to common goals." (Maund et al 2017). 
“The essence of a team is shared commitment; without it, groups perform as individuals; with it they become a powerful unit of collective performance; this kind of commitment requires a purpose in which team members can believe.” (Katzenbach and Smith (2005 p.3) quoted in Maund et al (2017) p.4).
Common objectives should be the aim; wanting a better income, getting into a leading position can be done through individual efforts, but through team work also - being part of a team, you must not think you are a tennis player, but part of a ship's crew - same aim, working together, sharing responsibilities, enjoying success, assuming failures, following the leader.
Susan Wheelan's model (2005) - effective team work can be done going through 4 stages:
2.a. dependency and inclusion - great deal of dependency on the team leader, team members having concerns about safety, relying only on the leader for direction, having an absolute agreement with the leader’s decision; productivity is low and members are more concerned about being accepted by others than about the task. 
Team leader introduces team members to each other, establish safety, make team members feel welcomed, and build sufficient structure for the team to start working.
2.b. counter-dependency and fighting - team members disagree within themselves about group’s goals and procedures and the attitude of conformity and dependence from stage 2.a decreases; conflict of interests.
Team leader should solve task conflicts, avoid interpersonal conflict, clarify team goals and work procedures; group’s task at this stage - develop a unified set of goals, values, and operational procedures.
2.c. trust and structure - members strengthen positive work relationships with each other; productivity increases with conformity to team’s goals and norms; the leader becomes less directive and more consultative; communication becomes more open, task orientated and less focused on power, status and influence. 
Team leader balances interdependence and individual freedom, continues clarifying goals, roles and working procedures, communicates openly.
2.d. work and productivity - productivity and effectiveness are growing, conflicts have been resolved; there is focus on accomplishing tasks; cohesion and work satisfaction is high, dependence on team leader is low.
Team leader should reward team and individual efforts.

3. Models of team development 

Wheelan considers that not all work groups go through these stages in a similar manner, in different situations proceeding and retreating, moving one step forward and two steps backward; anyway she sustained the idea that group development is not random, and that if groups do evolve (not all groups do) they do so in stages that build on earlier stages in a predictable way. 
Adopting either model reflects on team productivity; according to Wheelan (2009) "groups that function at the higher stages of either model (Tuckman or Wheelan) of group development tend to be more productive – for example, financial teams at higher stages of the team development model will generate more revenue in less time and will be more positively rated with regards to customer service."
For this particular case, I would choose the "Developmental Sequence in Small Groups". Forming, storming, norming, and performing, "would come to be used to describe developing groups for the next 20 years and which probably account for the paper’s popularity" (Tuckman 1984, 14). 
Forming - the team gets together, it becomes oriented to the task, creates ground rules, and tests the boundaries for interpersonal and task behaviors. "This is also the stage in which group members establish relationships with leaders, organizational standards, and each other" (Human Resource Development International 113).
Storming - this phase is characterized by lack of unity, tasks are forgotten, the team members avoid going into unknown areas, seek to stay safe. Tuckman (1965, 386) stated that "group members become hostile toward one another and toward a therapist or trainer as a means of expressing their individuality and resisting the formation of group structure". 
Norming - the team gets unified, the roles and norms are established for each team member. Neuman and Wright (1999) described this as "a stage of developing shared mental models and discovering the most effective ways to work with each other". 
Tuckman (1965) stated that "in this stage, the group becomes an entity as members develop in-group feeling and seek to maintain and perpetuate the group. Task conflicts are avoided in an effort to insure harmony.
Performing - in this final stage of the original model, the group develops functional role relatedness". (Tuckman 1965, 387). 
One of the most interesting findings is that "the group is a problem-solving instrument", while it can be observed that: 
- members adapt and play roles that will enhance the task activities;
- structure is supportive of task performance;
- roles become flexible and functional;
- group energy is channeled into the task.
The model above mentioned was created by Dr Tuckman back in 1965 and a decade later added a fifth element: 
Adjourning - this was meant to describe the breakup of a team after its project is completed; the model was part of a growing awareness, led by the organizational psychologists of the period, of the extent to which the success or otherwise of a business depends upon the relationships between its people - this is very close to Hersey and Blanchard’s well known Situational Leadership model; meanwhile, the revision made by Tuckman and Jensen (Mary Ann Conover Jensen was a doctoral candidate with a background in counseling psychology) reflected a group life cycle model in which separation is an important issue throughout the life of the group.

4. Team roles

Wheelan (2016, p131) states that “In small groups, each individual member and the leader can discuss her or his ideas and participate in decision making; in larger groups, a number of members may not have the opportunity to speak; usually, a small number of members discuss things while the rest of the members listen”. 
Meanwhile, he sustains that:
- every team will be different in terms of its goals, task and resources;
- for some teams four or five members will be optimum;
- other teams will benefit from having eight to ten members;
- larger teams will need greater support and leadership during the early phases of group development. 
When building up a team, the main factors we should look at, the main questions we should answer are:
- who is on the team;
- what are their personalities;
- what are their mental abilities;
- what are their values & motivation, experience & working environment;
- what are their culture and role learning. 
According to Belbin (1981), "team composition is crucial to the success of a team and is concerned with individual team member’s ability to fulfil or perform different team roles" and also "there is a better team balance when a diversity of all the ideal role propensities are present in the team".
Belbin developed the idea a team needs a balance of personalities and roles if they are to be successful. There are 9 roles divided into 3 categories:
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1. Action-Oriented Roles
1.1. Shaper:
- the task leader, where the Coordinator is a sociable leader;
- if no Coordinator is present, the Shaper will lead and give shape to the application of the team’s efforts;
- seeks to convert ideas into decisions/action;
- impulsive and impatient, people outside the team regard him/her as arrogant;
- can even make the team feel uncomfortable, but makes things happen. 
1.2. Implementer:
- the practical organiser, concerned with what is feasible; 
- turns decisions into defined and manageable tasks that people can actually get on with; 
- not easily discouraged, though will not do so well in unstable, quickly changing situations; 
- efficient, systematic, methodical, but can be inflexible; 
- if you need to know what was decided, or what needs to be done, the implementer is the one to see.
1.3. Completer/Finisher:
- worries about what might go wrong;
- checks every detail, this obsession being an expression of anxiety; 
- preoccupied with order, compulsive in meeting deadlines, maintains a permanent sense of urgency; 
- although an asset to the team, can be a morale-lowering worrier, and be side-tracked by trivia.
2. People-Oriented Roles
2.1. Coordinator:
- natural team leaders;
- intelligent rather than brilliant; 
- establishes roles/work boundaries according to individual abilities and focuses people on what they do best; 
- presides over the team and coordinates efforts to meet targets; 
- if a decision is necessary, it is taken firmly after everyone has had a say.
2.2. Team-Worker: 
- most aware of individual needs and emotional undercurrents within the team; most active internal communicator;
- likeable, popular, unassertive;
- loyal to the team unit, builds on ideas rather than demolishes them; dislikes confrontation, avoids it, and helps cool it down in others; 
- exemplary team member, particularly in times of stress.
2.3. Resource Investigator:
- sociable, positive, enthusiastic; 
- goes outside the group and brings back information, ideas etc. 
- the diplomat, the liaison officer, always looking for new possibilities in the wider world outside;
- needs the stimulus of others, gets bored in solitary work; 
- within the team, though, a good improviser, active under pressure; 
- prevents the team from losing touch with reality.
3. Thinking-Oriented Roles
3.1. Plant:
- innovator, works alone; 
- most imaginative and intelligent member of the team and the one most likely to look for a new approach to a problem if the team gets blocked; 
- can cause offence when criticising other people’s ideas, usually counter-proposing own ideas; 
- can be offensed if own ideas are dissected or rejected; 
- needs careful handling by the coordinator to ensure that vital spark is provided.
3.2. Monitor-Evaluator: 
- measured, dispassionate, analysis is his/her strength; separates good ideas from bad ones;
- critic rather than creator – but only if he/she can see a flaw in the argument; 
- the most objective mind in the team, likes time to resolve things over. 
3.3. Specialist:
- the Specialist is an expert;
- may be brought in as a consultant or an advisor for a team;
- because a specialist is often in high demand they are not a permanent member of the team.

5. Discussion

Regarding the industry, whatever sector we refer to, it is clearly demonstrated that team work:
Increases productivity:
- makes it easier to share workload
- with more people involved, task gets completed faster, efficiently.
Provides support network:
- team member will help and rely on each other for support on task;
- there will be more guidance and exchange of ideas.
Encourages Innovation:
- diverse views, efforts and strengths will lead to better ideas generation;
- two heads are better than one, and this is especially true in the workplace;
- teams are better able to produce more creative, innovative and practical solutions to problems than someone working alone.
Improves motivation:
- when the workload is shared, and team members collaborate, they can feel a greater sense of accomplishment when they complete a task and reach a goal that they would not have been able to achieve if they had been working alone;
- there is a sense of belonging and recognition that can drastically improve employee self-esteem and morale (see Maslow’s Hierarchy of Needs on Moodle).

6. Conclusion and recommendations 

Regarding the present theme, working in team is essential for the success of the project - considering the fact that this is about working from distance, in three different capitals of Europe, with different economical environments, different mentalities, different pay rates, and so many other different conjunctures, this is impossible to be implemented without team effort.
The team leader has a very important role, and the only way to become successful is to build up the team step by step, considering stages mentioned above and being very careful to each detail, to each individual member of the team. 
Leaving behind the industry and the quoted examples, let's take a look to a rugby team; a star performing in the team is the above mentioned specialist - but he can only have moments of glory and create a real show on the field, but he cannot guarantee the victory of his team.
Only the team effort, him being sustained by the rest of 14 players, him contributing to the general effort, can bring the victory.
Humans are social beings - this is not a mistake of the nature, this is a reality; only through common effort and team work humans could get through ages, confronting beasts, cold weather, enemies, diseases, wars. 
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