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Question 1
What do you see as the key things to do at the start of a project?
The first key thing to do at the start of a project is to create a scope statement of the project based on the customer specification document. This is where you would identify the overall goals of the project and establish the aims and objectives. The scope statement is also useful for keeping the team focussed on what they should be doing. (Rouse, 2020). For my project, the aim was to design & manufacture an automated machine to replace a manually operated machine which would reduce the amount of scrapped parts.
Setting up a team where team members are allocated equally based on their strengths and availability is also key to the project. (Alsever, 2014) It is no good bringing people into the team based on their strengths if they are not going to be available at certain points on the project due to personal circumstances such as holidays etc or simply if they are already tied up in another project so they are unable to commit the time needed to this project. 
The next key thing would be to try and identify any major problems before the project had started and try and plan how to limit the impact of the problem when we reached them. For example, a problem that was identified was the availability of bough in pneumatic parts. Our customer had specified that all parts were a specific brand which conformed with their company policies. We were unable to source these parts in the time frame we had due to stock availability, so we had to make do with using a different supplier. This meant that the customer had to sign off the new parts based on their company policies which was done at the start of the project rather than waiting until the project had started before finding the issue. This meant that there were no delays to the project, and we achieved the same outcome.
The use of SMART milestones is also key because it helps to keep structure to the project by ensuring certain milestone are completed at the right time before new tasks are started. (Steffans, 2015)
Once all of the previous key points have been established at the start of a project, then it is crucial to have a timing plan/Gantt chart in place so that everybody working within the team knows exactly what tasks they are working on and when that task needs to be completed by in order for the project to stay on track. (Tools, 2013) If certain people within the team are not completing their tasks on time, then it will have an overall negative impact on the project which could result in the team failing to deliver the project on time.


Question 2
Give examples of incidents/behaviour where you confirmed your analysis of your Belbin role or where you behaved as one of the other roles.
The team was assembled using the Belbin’s self-perception tool which is a well-established way of identifying individuals’ strengths and allowable weaknesses to build the team based on your natural roles. (Psyence, 2015)
I was given the roles of team worker & resource investigator. As I was tasked with designing the machine, I had to work closely with other members in the team to make sure that I was designing the product with the ideas that the whole team had brought, and not just what I thought was right. As previously stated, there were times withing the project that we came up against problems with buying in parts for the machine that were not in stock. This required me to have to often source different parts and modify the existing design to incorporate the new product, all while trying to complete my tasks on time. I think that I coped well under these pressures of having to make sudden changes to the original design for the project to run smoothly and in line with the timing plan.
There were also times during the project where things would get quite heated and there would be some conflict between team members due to having to work under pressure and to a time deadline. I found that I was normally the person who would try and bring harmony to the group by taking the lead instead of having people shouting over each other during meetings. If there was someone within the team that was struggling with their task, then I would try and help them with their workload whilst trying to keep the disruption to my own timescale to a minimum. Having to face these issues confirmed that I was right to be given the roles of team worker and resource investigator. 
During the project, there were times where I also showed behaviours of other Belbin’s roles such as a completer/finisher. A completer/finisher are often described as perfectionists and can spot the fine detail when it comes to quality. (Indeed, 2019) As I was the person who had designed every part of the machine, I knew what the outcome should have been if it had been manufactured to drawing. During the assembly stage, I had noticed that some parts had not been manufactured exactly to drawing, and that was then having a knock on effect to other parts not lining up because the person had not machined the parts to the required tolerance that was stated on the engineering drawing. When I challenged the person about their mistake, they admitted that they had not read the drawing properly and had not realised the impact it could have. This could be partially my fault because I had not made it clear at the start, how critical it was to produce the components to drawing and I had assumed that the other team members had the same eye for detail as I did. I made sure at the next meeting that going forward, it was important to maintain the highest quality so that the end machine would perform correctly and that it would not cause any unnecessary delays to the project.



Question 3
How well did the team development conform to Tuckman’s theory? Give examples.
Overall, I think the team performed well throughout the whole project. As it was a relatively small group of only 7 team members, the team naturally developed through the stages of Tuckman’s theory even though we did sometimes hit some obstacles within each stage.
During the forming stage, there was some initial anxiety within the team as we did not know each other very well as the team was made up of members from two companies. There was a sense that people were waiting to be told what to do rather than having a standout leader to make the decisions. During the first few meetings there was little interaction between the team members, instead the team members were asking questions directly to the project leader.
The storming stage also brought its own problems. There were members within the team that would clash with each other during the meetings because they thought that their ideas were better. There was also a sense of cliques during the early stages where the team was not working together, instead the Marelli employees were working closely together at their site and the Logic One employees were working together at their site which often meant that there was mis communication between the two companies. This had to be nipped in the bud early and it was made clear in a meeting that any communications outside of the weekly meeting were to be done via email and all team members were to be copied into the email. This made sure that everyone was made to feel valued within the team which kept moral high. This allowed the team to enter the norming stage.
Once the team had entered the performing stage, the team had a shared vision. We were all aware of exactly what everyone’s roles were and could get on with our own work. There were times where people needed to ask for assistance from other team members, but any issues were usually solved quickly and efficiently without any disruption to the project. This was because the team members had built up a strong working relationship and were always looking after each other. The project leader was able to take a step back from having to dictate to the team as he trusted us to get on with our roles.
Once the project had been completed and signed off, the team entered the final stage of Tuckman’s theory which was the adjourning stage. We had worked closely as a team for the last six months and there was a sense of pride that we had managed to complete the project on time and too budget without any major problems along the way, but it was also time for the team to be split up and move onto other projects. This effected some team members more than others. In the final meeting, the project leader gave praise to each individual and recognised the group achievements. Since the end of this project, Logic One have continued to work with Marelli with different projects.
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