Effective Teamwork and Communication LCLM 4003


KEEPSAFE Case Study Analysis: Teamwork Development and Theory Application


















 Executive Summary
KEEPSAFE case study is a classic example of an organizational change where individual based operations change to a team based working. This paper will assess how the new leadership team achieved different phases of group development according to the relevant theories of team work such as the stages of group development as postulated by Tuckman (Tuckman, 1965), team roles as developed by Belbin and the modes of conflict management propounded by Thomas and Kilmann (Thomas & Kilmann, 1974).
Background and Context
KEEPSAFE is a company that manufactures domestic and industrial refrigeration equipment; it went under new ownership in the year 2024. The Managing Director found out that the running of the company was not based on the principles of teamwork, but encouraged working on the level of the individual people, and that is why the cross-departmental leadership team was established, which included the representatives of the Production, Sales, Legal, IT, Human Resources, Customer Services, Security, and Facility units.
The challenge given to the team was to look at expansion in such areas that were previously uncovered (cold climate climate of Alaska, Siberia, and Iceland) in just three months and this was a great strategic transformation of the team as their traditional approach was to look into warm/tropical countries.
Application of the Leadership Psychological Paradigm Models Tuckman Model
Forming Stage (Meeting 1)
The first stage of team formation is also evidence of Tuckman forming stage. Just as Sarah observed, though the members had prior professional interaction, when they are brought together in a room, they apparently had no way of talking to each other. They were like strangers to each other." It is at this stage of forming that makes team members awkward as they are unsure about their roles and relationships associated with each other.


The filling of the position of temporary team leader by the person of Nick and sequential approach to the introduction process introduced certain structure. The polite, tentative manner by which the team accepts his leadership position and the fact that they managed to realize an agreement on the time and frequency of meetings (once every two weeks) is a representation of the forming stage. The joke revolving around cricket between Marvin and Aslam signals the artificial formality that describes this opening stage.
Storming Stage (2 nd Meeting)
Meeting 2 is the most dramatic realization of Tuckman stage of storming. The way it shifts between a pleasurable first rendezvous to some strife provides evidence of how teams are bound to encounter turbulence as team members start to insist on their own points of view. The almighty row about who would lead the sub-team and everybody was yelling at each other and moaning that they were more qualified and experienced than the others is typical of storming behavior.
The fact that some of its members left because they had stopped speaking and refused to contribute is an example of the devastating power of the failure of storming conflicts. The realization of Nick that the main problem was that everybody was plucking in different ways and the realization that he has caused these difficulties and they had to be eradicated promptly displays the right qualities of a leader at this lower times of great need.
Norming Stage (Meeting 3)
A meeting 3 shows the way, in which the team has entered the stage of norming, as it is described by Tuckman. The development of the team norms and procedures is demonstrated in the resolution of the conflicts existing in the previous meeting with the help of Sylvia, who explains the rotating leadership opportunity. It is seen in the proposal given by Kasia to rotate the sub-groups to lead different group projects, which means the creation of systematic and fair organizational working conditions.
The fact that Tom has proposed to serve as an intermediary between sub-groups and presented how such a process would be organized (by searching consensus in the following way: "if Team A is talking about the engineering moves...") The collaborative styles of problem-solving become apparent in line like "I can go and liaise with Aslam and see what kind of money is around"). The fact that Nick is relieved by the reality that people appear to be consulting and agreeing with one another as opposed to arguing is an indicator that norm establishment has been successful.
Stage of perform (Meeting 4)
The final recorded encounter depicts the Tuckmans performing stage, in which the team becomes a unit and it works in unity. Mature functioning of teams is shown by the fact that the sub-teams worked autonomously and informed others about their progress. More importantly, when the team hit a snag in the form of an engineering issue where the team was unable to resolve the problem even with the skill of Nick, the team collectively decided to work around the problem by outsourcing external help instead of letting the problem become a divisive issue between the team members.
The successful completion of their researches and preparations of report in addition to this mature reaction to issues indicates that the team had reached the performing stage where the members were able to collaborate towards a mutual objective.
Belbin Team Roles Analysis
Coordinator Role
Nick possesses considerable traits of a Coordinator when put in his position as the team leader. The clarity of purpose, the delegation of activities by creating sub-teams, and control of the work that the team is doing to meet the deadlines are qualities of the Coordinator profile in Belbin. His identification of personal strengths in the introductions as well as how he coped with the group conflicts in the storming stage is part of the characteristics of a Coordinator.
Resource Investigator Role
It is the Resource Investigator position that can be explained by the emergence of Tom as a liaison between sub-groups. His dynamic nature in relating the various teams, in sharing information and in knowing the outside sources (like in the form of the specialist engineering firm) shows typical Resource Investigator tendency of networking and spotting opportunities.
Team Worker Role
Sylvia in HR is a Team Worker as he intervenes using diplomatic ways. Her description of rotating the leadership positions and alluding to team practices that worked in her former workplace speaks about the interest of a Team Worker in team harmony, the experience, and its use in settling conflicts.
Specialist Roles
Every representative of the departments contributes Specialist knowledge to the team. The various expertise skills offered by Nick in terms of engineering, Aslam with regard to financial, Santos in terms of law and as well as skills by Kasia in terms of sales are reflections of diverse expertise areas that are imperative in providing a comprehensive problem solving approach.
Emergence of Role in Plants
The fact that the group in the team is unanimous to consult external engineering services in case of technical difficulty is an indication of awareness that the team needs to introduce new ideas even though there is no particular Plant position that is clearly defined in the case study.
Thomas-Kilmann Conflict Management
Contrasting Mode (Meeting 2)
The conflicts in Meeting 2 reflect the destructiveness of the Competing style mode, as people put their individual standpoint in the first place instead of team goals. The differences on sub-team leadership where the team members cited that they were more qualified are manifestations of win-lose mode of thinking that almost crippled the working of the group.
Accommodating Mode
The withdrawal of certain members and their non-participation in Meeting 2 indicate that the Accommodating mode was utilized, as people repress their own issues and do not want to create additional conflicts, which, on the contrary, did not contribute to the team development.
Collaborating Mode (Meetings 3-4)
The transformation of the team into Collaborating mode is reflected in discussions of the resolution and the problem-solving approach in Meeting 3 and Meeting 4. The 360 leadership remedy is a win-win situation where both the individual and team needs were taken care of. The final group decision to employ external knowledge on the engineering problem is a mature cooperation in the solution to the problem.
Compromising Mode
Kasia proposing to change the leadership of sub-groups can be described as effective application of Compromising mode where the team members identified a medium ground that could be accepted by all and partially fulfilled the desires of all members as far as leadership was concerned.
Effective Leadership and Management


The Managing Director's approach demonstrates several effective leadership principles:

Clear Objective Setting: Providing specific goals (market expansion to cold climates) with defined timelines (three months)
Appropriate Delegation: Appointing Nick as initial leader while allowing team autonomy
Non-Interference Policy: Avoiding micromanagement by refusing to hear about team problems directly
Resource Provision: Supplying administrative support through Sarah

Nick's leadership evolution throughout the case shows adaptation from directive (Meeting 1) to more collaborative approaches (Meetings 3-4), demonstrating situational leadership effectiveness.
Organizational Learning and Development
The case illustrates several important organizational development principles:
Cultural Transformation
The shift from individual-based to team-based operations represents fundamental cultural change. The initial awkwardness and subsequent conflicts were natural consequences of this transition, requiring patience and structured support.
Systems Thinking
The formation of cross-departmental teams and Tom's liaison role demonstrate recognition of organizational interdependencies. The PESTLE analysis requirement shows systematic environmental scanning approaches.
Continuous Learning
The team's willingness to seek external expertise when facing technical challenges demonstrates organizational learning orientation and recognition of knowledge limitations.
Success Factors and Recommendations
Key Success Factors

Clear mandate and deadline from senior management
Appropriate initial structure through temporary leadership appointment
Diverse expertise representation across all relevant departments
Flexibility in approach allowing for role rotation and process adaptation
External support availability when internal capabilities were insufficient


Future Team Development Suggestions

Formal Team Development Training: Offer training on the stages of Tuckman, so that teams can learn how to better know and go through different stages of development
Belbin Role Assessment: Take stock of the team roles through an official team role testing to maximize team structure and division of roles available
Conflict Resolution Protocols: It is important to have concrete protocols of handling conflicts in a constructive way based on the ideas of Thomas-Kilmann
Standard Review Procedures: Standardize team effectiveness reviews to discover problems in the early stages and resolve them as efficiently as possible
Cross-Functional Project Structure: Systematize the matrix model that may be seen in the current case study the future strategic initiatives

Conclusion
The KEEPSAFE case study offers a good example of how the team development theory applies in practice. The fact that the team moved through the stages discussed by Tuckman, that the Belbin roles started to appear, and that the destructive conflict management changed to the constructive conflict management prove the difficulties as well as the opportunities of developing teams in organizations.
The fact that they were able to ultimately finish their research and develop management recommendations confirms that an organization can effectively go through the natural process of shifting form an individual-based working mode towards a team organization with the right kind of leadership, clear aims and goals and even with some patience. The case makes it clear on the need to learn about team development theory not as mere theoretical concepts, but as instruments of organization performance.
The three months period was long enough to allow the team to move all four phases outlined by Tuckman and to start providing outputting results, which indicates that given clear direction and framework, it is possible to facilitated the development of a team within acceptable timeframes even in those companies which exhibit strong individual-performing culture.
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