










 Abstract
Greenfields care home is a 56-bed care home which caters for a diverse group of elderly patients. This report has been commissioned by the management to look into how they create a cohesive team to ensure the continued and smooth running of the home. In this report recommendations will be made as to how to they can create the right team within this care facility.

Introduction
The purpose of this report is to research and discuss how to implement an effective and cohesive compatible team to ensure the smooth and continued running of the business. Greenfields care facility caters for elderly people from different ethnicities and religions. The management of Greenfields have commissioned a report to find out why they are receiving so many complaints from concerned residents and their families about the care being provided, staff not being respectful or understanding of residents cultural or religious beliefs. In turn staff are leaving at an alarming rate and if this continues would be devastating for patients and staff alike, resulting in Greenfields having to close its doors for good.
This report will now look at different models and theories of group development by Dr Raymond Meredith Belbin and Dr Bruce Tuckman both well known for their literature on group working and team development.
Overview of team working
 The difference between a team and a group can be described as a group being a random collection of people, they may not know each other initially but they have a common interest a journey to the same destination, or they could belong to a social club that performs together. They are not together for any other reason, where as a team is defined by many factors, such as team defines itself as a group of people who all share a common goal. It has a determined number of people and a clearly defined leader. (Coyle, 2017). If a team has too many members it will not be able to operate effectively, to little members and it will not function (Belbin, 1993). An effective team is important in terms of how a business operates, an effective team will ensure continued success for all involved as well as helping to secure future clients for the business. 
 Harari (2014) stated that homo sapiens recognised the importance of group forming and have formed groups from the beginning of their existence, firstly because of a natural desire for survival, there is safety in numbers and to continue existing in the first place. From herding wild animals into great canyons so they can be easily slaughtered to building and creating on all levels
Dr Meredith Belbin a well renown British researcher identified what he referred to as a model for effective team development, he observed that different people are capable of more than one role within a team, his research originally claimed  that a team needed to consist of no less than six, (Belbin, 1981)  further studies later adjusted this  to no more than nine people in order to be efficient and effective, ( Belbin, 1993) talked about the different characteristics of a team, he identified and demonstrated through sound  research, that within a team you need a variety of personality traits, that both challenge and complement each other, that an effective group ultimately needed individuals that had different and at the same time some similar traits common in a majority of people. 

See figure 1 Belbin, Jensen (1977)
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In Ohio USA another well renowned academic scholar a Dr Bruce Tuckman stated through his research that a team goes through four stages of development before it begins to recognise itself as a functioning team. Tuckman, (1965) initially stated the four were forming, storming, norming and performing later on (Tuckman and Jensen, 1977) this was revised to include a fifth stage, adjourning. This last stage allowed for reviews, assessments, initiations, and acknowledgement of team member contributions as well as the dissolvement if necessary. 
See picture two below: Tuckman’s early version of group development.
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Models of team development
There are many different models of team development that have been used over the last 70 years, with many organizations adopting parts of various relevant models to create the ideal team for their business needs. Amongst some of the more popular authors Dr Eduardo Salas professor of psychology created the five key dimensional model which consists of team leadership, mutual performance monitoring, backup behaviour, adaptability, and team orientation. (Salas, 2005). The balanced scorecard is another model that was designed and then trademarked by a Dr Samuel Kaplan and David Norton (Kaplan, Norton 1996).
 It was a widely popular and used model in business performance companies. Both of these models have proven to be successful, however neither are suitable in a health and social care setting such as greenfield care home. This is because their single one-dimensional approach is more aligned with future financial projections rather than patient focused care.
 In this environment Tuckman’s model seems to be the more appropriate one. This is because many other care organisations have previously used this model when creating teams for the different departments, it is amazingly easy to follow and can be adopted and modified to fit the requirements of many different businesses. (Mathieu and Rapp, 2009) found evidence that supported the idea that although a team could find no problem in developing task driven lists, often the team failed because it had no clear strategy in place to support task completions, they argued that a team needed a team charter to be used in conjunction with Tuckman’s (1993) model, as it is a written document that sets out expectations, boundaries, team purpose and scope, limitations all things that contribute to an effective team. It is created by all members of the team at the start of a project to build consensus and lay the foundations for achieving tasks and team ambitions.
See Figure 3: Kaplan and Norton business model.
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Team Roles
In order to create a well-functioning team. it has been established by (Belbin, Jenson 1977) that you need to have the right amount of people, they need to be individually compassionate empathetic and understanding. A diverse collection of individuals with some similar characteristics. A team needs good organisational structure with all the necessary tools in order to facilitate success. Communication needs to be open and honest, and every member of the team needs to feel they are valued and respected, not just as important as any other member but vital to the effectiveness of the team, a sharing of ideas and strong interpersonal relationship. the best way to describe a team is a group’s ability to work cohesively and resolve any issues that arise in amicable fashion that leaves all parties satisfied. (Morgan,2017, p204).
See figure 4: Belbin and Jensen (1977).
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 As detailed in the image above individually the strengths and weaknesses are identified, and all of these characteristics are what Belbin, Jensen (1977) are needed to create a cohesive and well-functioning team. 
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Whilst Tuckman and Jensen (1977) and Wheelan (1999) all suggest that a team goes through what is described as stages of development. These were later observed as more relevant to how a group would operate emotionally. Numerous authors have disagreed with this theory, for example one author Connie Gersick (1988) proposed that a group goes through just three stages before it begins to work as a team. Gersick (1988) argued that a team actually experiences what she labelled as three phases and her three-phase theory suggests that a group has established whose who and whose doing what by the end of the first meeting this she refers to as the stability phase. phase 2 which she calls instability phase happens during the 2nd and 3rd meetings, which is Tuckman’s storming and norming stages. before the third and final phase which is when the group is now stable. This is the only time the group will encounter disorganisation as they initially mistrust each other’s experience, knowledge and skills set. There will be interpersonal conflict, social loafing, indecisiveness, disinterest, and defiance   authority of leadership challenged as certain members try to push the boundaries. Dependant on the qualifications of participants one or more members may feel a sense of superiority or a justified sense of entitlement to the leadership position. Offerman and Spiros (2001) who conducted research found that of the 250 plus models in use today, Tuckman’s was still the most commonly used today. Equally McMorris et al, (2005) noted in their study on developmental stages in public health many organizations chose it for its common-sense approach, its framework and ease of use at practitioner level. When recruiting inexperienced staff, team roles are an incredibly important part of the process because of its common-sense approach, its framework and ease of use at practitioner level. (McMorris et, al.2005)



Discussion
There are many advantages of working in a team the list is extensive to name a few
· A shared goal
· A sense of belonging
· Camaraderie
· Job satisfaction
· More productivity 
· Task competent
· Problem solving
· Available 
· Increased work ethic
· Increased business revenue
· There are numerous academic scholars whose proposed arguments have stood the test of time. in terms of patient care, teams have been recognised as having positive impacts on the overall quality of the care provided. Binstock, Spector (1997) the workloads were more manageable for the staff on shift at the time, less injuries for staff, patients and staff felt happier and able to manifest good relationships with the patients’ families by creating a more nurturing environment. Jelphs, Dickinson and miller (2016). The disadvantages and negative impact team working can have been things like being unable to resolve interpersonal conflicts, inferior quality care for residents’ complaints, a loss or revenue, the home could be fined or downgraded to the point where it becomes impossible to gain any new clients, low staff morale leading to staff shortages. A study recently by the Care Quality Commission found that elderly patients routinely felt out of the decision-making processes in terms of their care it also highlighted that, “Older people and their families or carers did not routinely receive clear information about how their health and social care would be coordinated, in particular if there were changes in their circumstances or if there was an unplanned or emergency admission to hospital.” (CQC,2020).

Recommendations
1. In order to maintain staff retention Greenfield should consider using to both Belbin and Tuckman’s models of group development when looking to recruit fresh staff in the future as they are both very well known and used models already present in various different areas of the health and social care sector.
2. Consider employing qualified nurses who are able to facilitate training programmes during the induction stages of newly employed staff to ensure greater knowledge and understanding of the residents who have chronic illnesses such Dementia, Parkinson’s, and Alzheimer’s. 
3. A team charter which is written together to underpin the fundamentals of being part of the team at a Greenfields care home, it will help to build confidence and trust in every member of the team, which will help keep staff motivated and enthusiastic. 
4. A nurturing environment is morale boosting for all involved in the running of the home 
5. Encourage open communication. S space for staff voice any issues or concerns they may have. This will show compassion and earn their respect.
6. Management should try engaging more with staff, in order to facilitate good strong working relationships within the home.
7. Create safe cohesive environments for all, by delegating some tasks to encourage a sense of teamwork.
8. Have a clear system for covering staff shortages , consider taking on bank staff to help alleviate stress and pressure on the team.
9. Allow for feedback from the team on any ideas of put forward which have been implemented.
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