Group Project Viva Questions 

1) During the storming phase of Tuckman you state “Agitated individuals caused turbulence in the group; this however was resolved by correctly managing the situation when the problem arose.” This was resolved by separating the individuals which is a quick solution, necessary during a shutdown. During the project review stage what suggestions would you put forward to manage conflict during future projects?

During any major project such as that of the shutdown, it is almost inevitable that disagreements and conflicting opinions between individuals will occur. There are a few reasons for this, such as differing opinions on how a task should be completed or just that two individual personalities clash due to the different natures of one person to another. In the shutdown it was necessary to act on the turbulent situation by separating the individuals that were clashing. However, with this past major project in mind, there are a several suggestions that could be made in the project review stage to prevent conflict occurring and if not make these experiences less damaging to the team. These suggestions are as follows: 
· Properly procedure the task – The turbulent situation that occurred during the shutdown transpired after there was a disagreement on how the task should be completed. Both parties were fatigued due to the physical nature of the task. However, this falling out could have been avoided if the task followed the original procedure in place. This would take the procedural thinking out of the workers hands and allowed them to focus on the main priorities, including the procedure itself and not trying to think of ways the task should be completed.
 
· Create subgroups within the team – As mentioned in the group project assignment, James and I separated into two different teams for beneficial reasons. However, this could have been done significantly better if the groups were made based off the personalities depicted in the original forming phases. Part of the problem during the shutdown project was that the individuals involved in the team conflicts both had clashing dominant personalities. Both were passionate about their personal ideas in how they wanted the job to be completed. Although this is a good thing, since both had what they thought was the best option for the overall task, neither were willing to back down from each other with their conflicting ideas. This was the main factor for causing turbulence. Had the personalities of the group been predetermined prior to the grouping, this problem could have been averted and more harmonious working groups with more suitable personalities could have been formed, producing teams which bounce off one another instead of conflicting. 

· Have daily catch up meetings – This is not something that is usually done during the shutdown on jobs that are running for days/ weeks at a time. Meetings between the maintenance teams are only held when there is a change within the scope of the job or safety updates. Implementing a daily catch up meeting, that could be held in the morning is an effective way of avoiding any unstable situations occurring within the team. By having a daily meeting, individuals are given the opportunity to voice any opinions or issues that they have. This is an effective way to get the team to ‘vent’ without carrying frustrations into the task itself and quarrelling amongst themselves. The meeting will also highlight any changes that need to be made between subgroups themselves (swapping individuals or tasks), minimising agitation levels within the team. 
2) How do ‘Gateway objectives’ help with project management?

Major projects contain several work activities that need to be completed. On many occasions, these tasks contain sub tasks that also need to be completed to achieve the main goal of the overall project. As stated in the group project assignment, the shutdown project is a maintenance overhaul of the entire Dow site. There are several plants on site, each having numerous assets which require a large amount of mechanical attention. The tasks involved with the maintenance of these assets could range from an internal inspection to a complete replacement of some components. For obvious reasons, this creates room for error as there are hundreds of tasks that need to be completed, failure to properly organise and prioritise these jobs could lead in major time delays and therefore greater costs. 
Gateway objectives are key tasks that need to be completed before progressing to another gateway objective. These objectives need to be identified prior to the beginning of a project, giving the project structure and a clear pathway for the tasks to be completed. Doing this has many benefits, these include:

· Stopping tasks from being started at the wrong time – With numerous tasks being a part of a major project, it is easy for jobs to get confused and prioritised incorrectly. By setting gateway objectives for the tasks, it is easier to identify key steps that need completion prior to the beginning of the next tasks. Therefore, reducing the risk of an activity starting before or after it is supposed to in an activity list. 

· Preventing tasks from being missed – gateway objectives are set in place to recognise key activities that require completion to successfully progress the overall project. By setting these objectives, it is nearly impossible to miss any vital areas that may somehow be overlooked causing significant time/ financial losses. 

· Breaking down the project into smaller/ more manageable sections – Main gateway objectives can be set for the overall project. This separates the overall project into smaller sections which are easier to focus on as the project develops. Gateway objectives can also be identified in these smaller sections of the project, making the work flow a lot easier to follow as the bigger picture of the overall project is filtered into smaller and far more manageable sections.  

· Helping with the planning/ organisation of the tasks – Once identified, the gateway objectives begin to highlight key areas of the project. Emphasising areas of the project that need to be executed efficiently. With this information, identified key activities can be planned effectively and appropriate resource can be arranged for these specific jobs.  

· Making it easier to monitor the progress of the tasks/ overall project – Once tasks have been completed, they can be marked as complete on the master spreadsheet. This will give an accurate visual representation of what is left to complete and how much of the overall project has been completed. 


3) What ways can you motivate a team?

Keeping teams motivated from day to day in work is key to ensure the best results are achieved, this is especially true when it comes to the satisfactory completion of major projects. Motivating a team at times can be extremely difficult as the overall mood of the team can be seriously affected by one individual, whether it be good or bad. For this reason, it is important to consider methods of motivating a team to get the utmost from them and achieve adequate results during major projects and general work activities. To keep a team motivated, I believe the following processes should be incorporated in the workplace:

· Encourage individuals/ teams to take ownership of their Job – When a person feels that they have complete ownership of a job or area, they are more likely to push for better results and take pride in their work as it feels personal to them. This is a method that is used at the Dow site. During shutdown periods individuals and teams are given responsibility for their own area (plant). This is demonstrated in the group project assignment; the team was solely responsible for the successful shutdown maintenance of the W940 Grinder. Like us, there were similar teams that were also responsible for looking after other plants, they also contained individuals in similar team roles as our own. Although, the other teams were situated on other Dow assets across the site. Daily updates were posted around site on the progress of each Dow plant. This played a major role in keeping the team motivated. As part of the W940 team, we felt we got a sense of great self-satisfaction when being highlighted for making good progress, especially in comparison to other plants and teams. This gave us the sense that we were almost in ‘competition’ with other plants and thus we took pride in completing our work to a good standard whilst also satisfying the key performance indicators.  

· Recognition – As mentioned briefly above, receiving recognition for a job well done gives a personal sense of satisfaction, even if it is only praise in an e-mail or on the daily update. Other forms of recognition were also used during the shutdown. If a team beat their targets whilst hitting important milestones, they would be given vouchers for retail shops or extra bonuses in pay. This, and the personal satisfaction of your plant doing well in comparison to others, was enough to keep the team highly motivated to do well throughout the shutdown. Making sure to impress site leaders who would occasionally visit the plants for inspections and safety audits. 

· Do not punish failure – It is important to recognise excellence whilst not empathising the punishment of failures. Mistakes can be made without any reckless intent and they can also be made by any number of human errors that may be present during all major projects. If someone is punished for failures, specifically if they put a lot of effort in meeting their pre-set goals and targets, a negative review could create a domino effect of negative energy for the overall project. Teams/ individuals can become disheartened and this in some instances can create animosity towards leadership. Encouraging someone to simply try again despite failure is a lot more effective means of motivation. 
