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1. [bookmark: _Toc48214849]According to Belbin’s theory, if your team does not have the required balance of roles, what two approaches could you take to rectify this?

[image: ]To have a successful team, it is important that you, the project manager understand all the roles from Belbin’s theory and what the expectations are from each role. By having an unbalanced team will lead to failure, so it is crucial to have a balanced team before moving on to any tasks. The best way to find which role each of your team members would contribute in, is ask them to list each Belbin role with a score of 1 to 9 with 1 being the strongest role. This can be seen below and also in appendix A of my assignment. However, not all roles need to be chosen from the number ones. Numbers two and three should also be taken into consideration as these are the person top three strongest roles. 
Figure 1. Assignment of Belbin Roles table.

From the above table, there is a void column. In this case, the purpose of this void column is to see if there are any overlapping roles within the team’s selection, which would create an unbalanced team. This can be seen in the Shaper, Completer Finisher and Team worker roles.

The first approach that I would take when having an unbalanced team is to use ‘Back-up’ roles. The first reason why I would use a back-up role is to allow the team members to play more than one role. This would require analysis of the ratings given by the team members to ensure the extra roles given suit each member with its responsibilities. The extra roles would need to fit the individual’s strengths to allow them to achieve the tasks given. Another factor that would need to be taken into consideration is the workload of the team member taking on the extra responsibilities and to ensure they would be able to meet the deadlines. Finally, some of the roles can be undertaken in relation to the project’s technical needs. 

The second approach that I would take to rectify an unbalanced team, is to look within the organisation to bring another team member into the group. By bringing in another team member, the workload would be slightly eased on the rest of the group which would make deadlines less stressful to achieve. The additional team member would be fitted to the Belbin role that needed to be fulfilled and would also bring in knowledge and experience which would aid the other members in the team to develop their understanding of the project. This can be summarised as a functional role. 

Out of the two approaches I believe that the second would be more beneficial to my team as not only would we be able to complete the work quicker, but the team would be able to build upon their current skill set which will give them an advantage when completing future projects as they could use these new skills. 

2. [bookmark: _Toc48214850]You state that Tuckman’s theory “was the best to assign roles and set targets to each individual as there was no limitations to each person’s role, like there is in Belbin’s roles”. Explain how you used the theory to assign roles.

Tuckman’s theory is made up of four main sections. These are; Forming, Storming, Norming, Performing. There was a fifth stage added at a later stage called Adjourning which is used to break up the group, if possible. This theory is known to work effectively in task completion from the beginning of a project to the end of the project, using the above stages. (Balls, 2019)

[image: Tuckman's Team and Group Development Model | by Emma-Louise Elsey ...]To assign roles within Tuckman’s theory, this would fall under the Forming stage. Typically, in this stage you’ll see new people working together. Some people become anxious in this stage and some were excited and ready to start working. Being the project leader, I had to play a dominant role at this point as the project’s objectives weren’t currently clear. The below image (figure 2) is Tuckman’s graph which shows the effectiveness of the team versus the performance of the team. For the forming stage this has relatively high effectiveness but a low performance. This is due to the team having high motivation and low stress levels but are unable to proceed with the project as they are only learning about their roles and meeting new members of the team.
Figure 2. Tuckman’s graph (Elsey, 2014).

To assign roles in this stage, it takes time to understand each team members strengths and what tasks would be associated to them the best. This was done by a handful of initial meetings as a group and individually. This allowed me to get a good insight to how the group would work well as a team and the strengths and weaknesses of each member of the team. Fortunately, the engineers that formed my team had a vast range of skills and experience. This helped me assign roles quickly to have a smooth and efficient project.  During this stage, there is often uncertainty from the group. This stage gives them an opportunity to ask me (the project manager) questions which I am then able to either answer directly to the individual or if necessary, address the team as a whole with an appropriate answer. By continuing to be involved within the group, it created good working relationships and provided trust within the team. It was very important to ensure the team was well balanced (Tools, 2019).

By using this method, it gave me some flexibility with who I delegated the tasks too. Within Belbin’s roles, only the people whose role fit the task in hand should undertake that task. With Tuckman’s model, I was able to make small groups for the larger tasks so I could bring forward the target dates to allow the project to run more efficiently. This allowed the team to develop their own knowledge as they would learn new techniques that other people used, therefore enabling them to apply what they had learnt in this project and any other projects they are involved in in their future careers.







3. [bookmark: _Toc48214851]Explain Herzberg’s factors
Herzberg’s theory is a motivational theory that is split into two factors. Psychologist Fredrick Herzberg set out to determine the effects of motivation in relation to attitude. He found that the more motivated people were for the tasks, the better responses to their working situations compared to the less motivated people. 

The first factor of this theory is the motivational factors, which are proven to yield positive satisfaction. Due to this positivity, motivators are essential to ensure a successful project is fulfilled. As well as motivators, you can also have satisfiers which fall under the motivational factors of Herzberg’s theory (tutor2u, 2019). The satisfiers are directly involved with carrying out the tasks and find completing tasks intrinsically rewarding. There are multiple factors that contribute to being motivational factors. These are as follows;

1. Recognition – Motivators should be recognised when achieving milestones by being praised by the project leader or management (Nizhebetskiy, 2017). 
2. Sense of achievement – For motivators, for them to complete tasks, they need to know what they can get out of completing these tasks. 
3. Growth and promotional opportunities – When completing projects, motivators want to see progression of their position within the organisation. This can also be a salary incentive. 
4. Responsibility – During projects, motivators like to hold themselves responsible for all the work being carried out. They don’t like managers having a big impact on the job they’re trying to do. (Guide, 2018)
5. Meaningfulness – The job at hand needs to be interesting and challenging for the motivators to be motivated to produce their best work. 

The second factor within Herzberg’s theory is the hygiene factors. These factors are completely different compared to motivational factors. Hygiene factors are job factors which are crucial for existence in the workplace. If these factors are missing, they won’t have much of an impact during the short-term timeframe of a project. However, when it comes to the long-term timeframe, these factors will lead to dissatisfaction which will have a negative impact on the project and organisation. Hygiene factors can also be known as dissatisfiers or maintenance factors and these are implemented to avoid job dissatisfaction. These factors can also describe the environment of the organisation. Like motivational factors, there are multiple factors that contribute to hygiene factors, and these are as follows; 

1. Pay – Between the members of the team, the pay scale should be appropriate and competitive. A person’s experience and qualifications should be taken into consideration to make pay fair. (Guide, 2018)
2. Company policy – Once the team has been formed, it is important to communicate all the company’s policies to the team. These policies should be fair and should state the working hours, breaks, holidays and dress code. (Nizhebetskiy, 2017) 
3. Health benefits – As the team are going to be working with Nickel powder, it is important to monitor each members Nickel levels on a regular basis due to Nickel having the potential to be carcinogenic. 
4. [image: Two Factor Theory]Job security – Throughout the project, it is key that the team are reassured that their position within the organisation is safe.

Figure 3. Herzberg’s Two Factor Theory (Management, 2018).
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