Question 1
In your Belbin self-assessment you came out as a Teamworker with the strengths of listening, cooperation, averting friction and the weakness of “indecision in crunch situations”. Give an example(s) of times in a project you used those strengths to their best advantage or employed a strategy to overcome the weakness.
Example 
Whilst working at the Metalbox Neath I lead a team of Toolmakers and my key responsibility was the first point of contact for all production breakdowns and to manage workload and responsibilities. During one day three production lines failed at similar times, the three engineers from each line were within the toolroom asking for solutions.
The first task was to speak to each engineer individually and report on the breakdown noting on possible solutions to their answers and reviewing any physical evidence, this would aide in my initial assessment and would be key to thinking of times to complete each job. I would consider the difficulty of the job which leads to the capability needed to remedy the fault, during this stage it is important to listen, problem solving requires the correct questions being asked in response to engineer’s answers. The five whys are a good way to drill into a problem but can often cause unnecessary altercations with production workers, it’s important to avert friction, for example, you may have a suspicion that the fault was caused by the engineer, this is usually clear from the physical evidence but to maintain fairness and focus on the end goal I do not jump to conclusions. Metalbox require a fast solution as time is money and it’s not good practice to suggest an individual is at fault with no clear evidence, the wiser choice is to cooperate and listen and avoid unnecessary arguments.
Cooperation is used when delegating responsibilities, I discussed with each engineer the problems and made a decision based on which toolmaker would lead that fault-based on complexity. Whilst talking to each toolmaker it’s important to read their willingness to do the job because wouldn’t want to cause unnecessary accidents. Some members may show an unwillingness to take on the responsivity this is usually down to a lack of experience I would assign myself with an inexperienced toolmaker to tackle a two-handed job. My second in command usually takes the most complicated job as he is aware of my responsibilities to attend daily meetings.
So the plan was set we assessed the problem, the tasks are delegated using all strengths seen from a Teamworker, but during this day I was questioned by senior management on my decisions. I explained my reasoning by using the experience of each toolmaker but they thought in necessary to work on time. They would like the quickest job back first using the most experienced toolmaker which made me question my decisions, and made me indecisive on what route to follow next. To overcome this challenge, I requested a priority chart from senior management by using this I could prioritise the most experienced Toolmaker to the highest important production line and every other job according to importance to the business for that day, I would also weigh each job against experience and time. By using a priority chart, I had answers when challenged and a strategy to negate my indecisiveness.
Question 2
Explain the statement “Our motivators were Engineers morale” in your section on Hertzberg’s motivation theory.
Answer 
Hertzberg motivation theory describes how people have different motivators and certain characteristics of any job have satisfaction factors consistently, although not stated I would suggest that “Morale” would be a key factor for satisfaction. Morale is described as confidence, enthusiasm and discipline of a group or individual, it’s not easily categorised but an Engineers morale suggests having a purpose, companionship and these could link to Hertzberg satisfactory motivators of achievement, recognition, advancement.
We choose the motivation factor of improving engineer’s morale, because our team was formed from personnel that worked on the production line which accounted for the highest spoilages figures as indicated within my project. During brainstorming and whilst talking to the engineer’s poor morale due to working conditions was highlighted, the reasons given were unachievable daily production targets, and stress from senior management to hit targets resulted in short cuts being taken, and also the tendency of ignoring the faulty malfunctioning equipment to hit these targets.       
We chose engineers morale under the umbrella of improving satisfaction over environmental factors after speaking to production engineers running the line, it was never suggested that poor working environment was a factor of spoilage, but we regularly heard purpose and companionship was missing on production line four, management had built an environment where shifts were working against each other. A sense of purpose was removed because management adopted a “do as I say” rather than trusting the engineers to resolve the issues, management pushed this because they had prioritised targets over spoilage and workers morale. 
Improved and satisfied Morale factors using these methods: -
1. Management decided to solve the problem using a mini manufacturing team made up of the engineers and personnel directly accountable to that production line.
2. A daily progress board was stationed on that line for all to view including a comments section.
3. A weekly newsletter to keep everyone engaged.
4. All shifts were asked to contribute and the culture of competing against each other was replaced with teamworking.
5. Moved away from production targets until spoilage was back within the target, this relied on management prioritising spoilage over line hour efficiency. 
6. Rectification work was planned and everyone involved had a purpose, at the end management arranged a meal.
How making engineers morale made this project a success, it helped the engineers reengage with the spoilage problem. Before recognising morale as the main motivator, engineer’s motivation was at a low, but because the team made this problem a priority over environmental factors, we could address and engage.

Question 3
What do you see as the two key things to do at the start of a project?

Answer 1 = Scope
 
Scope gives a purpose and reasoning, it sets a statement of intent, it should define the project or problem, and also a time frame to work too. It should set smart goals meaning you can dictate your focus and effort and use of time productively increasing the chances of achieving your goals.

The scope statement should give reasoning to any project, defining what’s the purpose and why? And to highlight a desired outcome. All solutions are reliant on meeting the deliverables the purpose of this is to satisfy the customer, a good tool to weigh solutions to the scope requirements is to draft a kano diagram using the requirements from the scope statement to drill into and categorising customer's specification requirements and preferences. Another way to focus the team from the scope statement is to use a project priority matrix which is within my project and allocates resources effectively, using the scope statement for the importance of each field.

A scope statement can define milestones from the start with important dates from the owner's perspective, it can be used as a system of control by management, they can define priorities and dates within a project, this helps them measure if the project is on schedule for success, Its key for management but it’s also used by the project team to manage tasks as seen in my Gantt chart.

Another key thing is to define any limitations or technical knowledge needed and is usually defined in a scope statement. Technical knowledge would define part of the project which is out of the capabilities of the team assembled, this would usually require bought in equipment or contractors to assist.
Scope Limitations defines what could limit the project, this could be a maximum spend, a project team size, it’s there to control the project from the start and can be key when considering solutions to the problem.

Answer 2 = Brainstorming

Brainstorming is an effective solution to problem-solving and generating new ideas, its key to solving any problem after the work is defined within a scope. These sessions help to break the ice and build a bond, which helps individuals work more collaboratively towards a common goal as a team. Here are some examples of why brainstorming is key.

· Allowing people to think more freely and without fear of judgment.
· it encourages open and honest conversations, which lead to a team bonding session which generate innovative ideas.
· Putting your heads together, larger teams generate more and better ideas quicker, this leads to well thought our and better solutions, it also opens the floor for your ideas to be challenged.
· Brainstorming builds companionship allowing all members to float ideas, this helps everyone feel more comfortable and builds bonds which are helpful for when projects go through tough times.
· It can introduce new perspectives and new experiences this could lead to imaginative solutions.
· team members have the freedom to express themselves and their ideas which are then refined and expanded upon.
· It builds a strong team where everyone is equal to express their opinions at an equal level no matter what the standing within the company.

To summarise the main advantages of brainstorming are it’s a way of collaboration to a common purpose, to use many minds instead of one to achieve a common goal. It’s a coming together as a newly formed team who can resolve a problem collectively, and generate exciting and an enthusiastic approach which helps the business.

