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ABSTRACT

The aim of this paper is to inform about ways to build an effective team based on the experience of team leaders from different areas of the contemporary business branches. My personal experience as well will be taken into consideration. This paper will develop in a parallel with Tuckman’s and Wheelan’s models of team development and Belbin’s team roles.
Shortly, many leaders fail in the beginning, in the basic instructions and treatment of the team members, so as consequence it happens often that some of them lose motivation and decide to escape duties or eventually think of quitting their jobs, as it happens in Abdul’s team. This is why further in this paper the complete opposite will be mentioned: the impact of effective teamwork on team success, no matter the nature of the business. Initially, what are the types of roles that are needed to create an effective team? Secondly, what kind of impact can effective teamwork have on team success? Furthermore, what are the barriers to effective teamwork identified in Abdul’s scenario? Finally, we will mention how can Abdul develop an effective team and what theoretical model can be used?
Overall, in this paper the focus is to inform about all of the abovementioned important pieces of the puzzle called effective teamwork for team success, with a special attention of Abdul’s current scenario.










INTRODUCTION

	It is known that effective teamwork is not a simple task and requires a lot of hard work and attention to details. Griffiths and Dunham (2015) put an accent on the importance of the composition of the team and the selection of the right candidates in the first place, then giving the team directions and clear instructions how to work in a coherent way with the old team members (if any). Finally, building an effective team is a task that includes focus on keeping the team motivated. At the same time, prevent problems between the members as much as possible, as well as having customer’s/user’s/client’s satisfaction as their first priority at all times, which is the main path to reach the targets/goals in most of the business branches. 

TYPES OF ROLES NEEDED TO CREATE AN EFFECTIVE TEAM
The importance of choosing the right candidates for the right role is the most important step in the process of creating a team. A team needs a balance between personalities and roles for a team to be successful (Belbin, 2010). There must be Thinking, Action and People oriented roles. A team consists of 9 roles: Plant, Evaluator, Specialist (as Thinking roles), Shaper, Implementer, Finisher (as Action roles), Coordinator, Team worker and Resource Investigator (as People roles) (Belbin, 2010). Of course, there are smaller teams where individual team members occupy more than one team role, and yet the team is successful. 
As a result, there are several important things to consider during the selection process, if we want to have a successful team:
1. Prior to creating the job descriptions, we need to know the company’s policies, targets/goals and needs. 
2. Create the job descriptions; Include all the important information about our company and the responsibilities. This might help us to decide which roles from Belbin’s list are equal to which job description.
3. Avoid traditional structured interviews. Instead, we can take the candidates on a tour in the company. That is a way to present them the ambient and people, but our purpose will be to see if they are curious about the company’s goals, targets and positions of each team member they meet, and to see which role they might fit best.
4. Take the candidates out for a lunch or dinner. It is an indirect way to find out if they treat everyone with respect, if they are overly critical, if they are innovative etc. Basically, to see if they are Thinking, Action or People team member.
5. Finally, we need to ask different questions. One example would be: What are the qualities of your parents? These qualities are usually reflected in our candidate and will help us choose the correct role for the candidate etc.
After having the needed positions/roles filled up, making the new and the existent members of the team to collaborate in a coherent way. This is the next challenging step to reach the team goals.

WHAT KIND OF IMPACT CAN EFFECTIVE TEMWORK HAVE ON TEAM SUCCESS?
Assuming we have selected the right candidates, the next important thing to do is building a competitive and strong team which works effectively. Well, it is called a team because the things a team can do together is impossible to be done by one person. True, one person can make an impeccable business plan, but more than “two hands and one head” are needed for this plan to be successful. Before that, we need to know how to build a strong and effective team:
1. Treating our team members with respect. It doesn’t make sense to hire smart people and then tell them what to do. We hire smart people so they can tell us what to do (Steve Jobs). Let us not forget these individuals are here to feel useful with their knowledge as part of a community, not to perform tasks individually and robotically;
2. Stating our expectations clearly, as early as possible. By doing this, the team members will be focused to work together from the very beginning. We should not forget to inform them of the shared responsibility and shared decision making.
3. Encouraging friendly connections between our team members. No matter their religions, nationalities, backgrounds, sexual orientation, or age, we need to encourage team members to do part of their work together. This helps their tolerance and development and leads to faster achievement of team’s goals.
4. Giving positive feedback is also important. A leader should try to put an accent on the behaviour or action that he/she particularly liked. For example, he/she may comment that 2 or 3 members of the team did a good job together today or yesterday. In my opinion, by doing so, leaders reinforce productive team environment.
5. Rewarding the good work as a way to effective teamwork. If we have the option to give financial rewards, I believe this is the best way to appreciate team’s effort. If not, we may ask the good performing team for an opinion or even ask the team themselves to make a decision for an important project. This way they will realize they are a valued as a whole group/community called team.
If a team leader respects the abovementioned steps for building a strong and effective team, for sure they are on a good way to build an effective team and achieve success. The effectiveness of the team and the success are two parallels developing together. They are interrelated and interconnected. The more effective the teamwork, the bigger the success will be. Mainly, effective teamwork impacts positively in the following areas:
1. Creates a positive work environment and creates a sense for being part of a community.
2. Increases job satisfaction and boosts self-confidence in team members.
3. Improves communication between team individuals.
4. Decreases the need to micromanage a team because the team is effective now; (website?)
5. When misunderstandings/conflicts arise between members (or between members and clients) they are resolved very quickly.
6. Individuals take responsibility. If they do not finish their task, they might affect the result of the whole team, and this itself keeps the team focused at all times.
7. The level of trust among the team individuals is on a high level; etc. (website?)

BARRIERS TO EFFECTIVE TEAMWORK IN ABDUL’S SCENARIO
The given scenario of Abdul has a lot of barriers. It is of high importance for a leader to recognize these barriers and find a solution for them, as soon as possible. The list of barriers we can identify consists of the following:
1. The team has been working for over two months and they never met due to COVID restrictions.
2. Abdul contacted each team member individually to discuss their roles and responsibilities, instead of contacting the whole team together and give them team goals.
3. Bad communication from the project community liaison leads.
4. Team members do not complete tasks to meet deadlines.
5. Team members do not cooperate with other team members and do not help each other when in need.
6. Staff fail to attend important meetings.
7. Some of the 18 team members are looking to resign.
As we may notice, the list is quite long, so it may be challenging to get on the right path as soon as expected. All these issues are closely related and interconnected. Yet, it is possible to bring back order if the leader, in this case Abdul, starts to work on each barrier seriously. What he needs to do in this case is find a theoretical model to use, in order to put his team back on track so they can be motivated and work together towards team goals. 

WHICH THEORETICAL MODEL CAN ABDUL USE TO DEVELOP AN EFFECTIVE TEAM
The theoretical model Abdul can follow can be, for example Tuckman’s model from year 1965, for team development. As we are familiar, it consists of 5 predictable steps of development stages. It is a very useful framework to understand where Abdul needs to pay most attention.
Shortly, the stages of the development of a team according to Tuckman’s model are the following:
1. Forming stage, as the name says, it is a beginning stage where the team members are testing the limits/waters to see what behavior bearable and what things is they can get away with (Tuckman, 1965). This stage reflects part of Abdul’s scenario; First of all, Abdul needs to make a real team meeting as soon as possible. In this meeting he needs to clearly state the disciplinary expectations from the team, like for instance, being late at work is with zero tolerance, as well as not meeting the deadlines, especially when the whole team is counting on that particular contribution.
2. Storming stage, when there is no clear hierarchy. Team members still reject to work together towards team goals. This stage also reflects Abdul’s scenario. To overcome this stage Abdul needs to pay attention in giving pair/group tasks, not individual ones. He might think of a way to mix the team members as per religion, nationalities or age, to make them become closer, gain trust and work together for the team’s goals. At all times, he must support the team and help them, as much as possible. This will create a different energy, boost team motivation and inspire teamwork.
3. Norming stage is when the team starts to look like a normal team. Individuals start to collaborate and work cohesively as expected. To go through this stage quickly, Abdul can maintain the tempo by giving positive feedback. As often as possible he should tell team members personally how much he appreciates a particular action or reaction of the team members. Especially if there is a situation when two or three team members did a good job together. Like this he will stimulate effective teamwork.
4. Performing stage is when team members work as a whole so the performance is at a high level. To make sure he reaches this stage, Abdul must keep his team members inspired and motivated at all times. He can do so for example, with financial rewards, if possible, or he can reward the hard work with showing appreciation in front of the whole team. Also, Abdul can leave the team member take an important decision in the name of the team or give him/her a simple incentive of half a day off, for example.
5. Adjourning stage is when the project is finished, and the team is preparing to leave the stage. It is only applicable in cases where the team is not permanent. Abdul’s key role in this stage is to leave a good impression to the leaving members, and keep the doors open for future collaboration. 







	CONCLUSION	

As we may notice, Tuckman’s model can be a very useful guide to a team development. But this is not the only model created for this purpose. In a way, in 1988, Gersick built a simple model composed of stability and instability stages. In addition, Wheelan in 1999 made a similar model for team development, only that he does not include the last stage of Tuckman’s theoretical model. All models go through similar stages of development with the only difference being the name of the stage and some details included or excluded.
Each leader is different and not all leaders will accept the stages of all models, however they are a great framework for a leader to spot the stage of development of his/her team and make a plan how to get closer to team goals. Anyhow, leaders can follow them partially, in accordance with the circumstances, in order to get closer to an effective teamwork and team success.
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