


EXECUTIVE SUMMARY
This report is treating the matter of dysfunctional teamwork at the international franchise Next Plc and attempting to use theorised models of teamwork such as the one proposed by Katzenbach and Smith and Tuckman’s model in order to solve the communication and conflict issues. In addition, the use of Belbin’s roles was also discussed as an attempt to solve these issues. However, due to the size of the team assumed to be a large one, one of the main recommendations is to divide it in smaller groups.
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INTRODUCTION

An international fashion brand with 189 franchise stores across the globe called Next Plc is facing a tremendous challenge with the launch of a new children clothing line. The project launch manager observed that the team has problems with communication and collaboration, which often led to conflict and unproductivity amongst team members. This report has the aim of discussing the modalities in which these situations can be avoided or improved by using theorized models and roles of teamwork.
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In order to escape the environmental selection pressure Homo Sapiens have gathered in groups, realising even in that premature stage of humanity that the result of teamwork is greater than the sum of results of each individual. When it wasn’t about surviving anymore, it was about thriving and evolving as a society- the same tactic worked over and over again: teamwork. Nevertheless, Whitley, (2019) argued that teams tend to differentiate from groups trough two elements: an assemble of cooperative individuals and a common final goal.
However, as teams tend to put together people with different and sometimes challenging personality traits in order to join forces and complete a task, the results tend to have different success rates depending on the homogeneity of the team. Studies have argued that five personality traits are essential for a good team member: being sociable, being agreeable, being emotionally stable, being self-disciplined and organised, and last but not least being imaginative and curious (Peeters, Rutte, van Tuijl and Reymen, 2006).
Nevertheless, people are complicated creatures and conflict among co-workers is bound to rose at some point in most teams. This is why conflict management is crucial when it comes to a successful team (Pertegal-Felices et al., 2019).
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The launching team at Next Plc is facing collaboration issues, which are rooted in the structure of the team. Models of teamwork are used to solve and/or prevent such issues. According to the model proposed by Katzenbach and Smith in 1993, there are five types of teams (Reeves, Xyrichis, and Zwarenstein, 2018):
· working groups (where members share information and participate in some team activities, but where roles and responsibilities are not clearly defined)
· business teams (where roles are clearly defined and there is clear responsibility) and project teams (where the team is empowered to specify its own roles),
· pseudo-teams (a group of individuals who claim to be members of a team but do not contribute much to the coordination or sharing of responsibilities of teamwork),
· potential teams (in which members are working collaboratively, but lack the factors crucial to becoming a real team)
· real teams (where members share goals and are accountable to one another)
The team presented in the case study seems to be a pseudo-team by the description of conflict, lack of communication and collaboration. The solution for achieving the final goal of launching the new project is transforming this pseudo-team in a real team. The basics of a real team are based on elements and behaviours such as:
1. Accountability - where there is accountability among a smaller group of people and on an individual basis (Potter, 2021).
2. Commitment- A well-defined, meaningful and agreed-upon purpose will motivate team commitment, as well as a common approach to accomplish the goal (Potter, 2021).
3. Skills-In order to effectively communicate and solve problems together, the team members must have technical and functional skills for the task at hand (Potter, 2021).
Developing these basic elements and their respective behaviours (Figure 1) might help the team at Next Plc to achieve its best results and personal growth. Additionally, they will produce 'collective work products', as Katzenbach and Smith define them. A survey or experiment are examples of these types of tasks, where two or more people work together (Potter, 2021; Katzenbach and Smith, 1993). A graphic representation of the Katzenbach and Smith model can be observed in Figure 1. The complexity of the model is giving a clear map towards transforming the Next Plc launching team in a “real team”- the most desirable type according to the author’s classification. In addition, Tuckman’s model developed in 1993 could bring a powerful addition towards reaching an ideal teamwork by monitoring each stage the “real team” might go through: forming, storming, norming, performing and adjourning. The management would be needed to monitor the “real team” and their progression trough each stage, making sure there are no seatbacks or regress, for optimum results. A more detailed characterisation of the Tuckman’s model is represented in Figure 2.

Figure 1. (Praxis, 2019)[image: Shape, polygon

Description automatically generated] The three internal triangles and their sides describe the elements and behaviours that enable the deliverables to be achieved. For example: Team members are more likely to commit when there is a common approach and meaningful goals, which, in turn, promotes personal development and growth (Katzenbach and Smith, 1993).
	FORMING
	The members of the newly formed team are relaying on the leader’s guidance and have no initiative.

	STORMING
	The team members tend to create conflict trying to familiarise themselves with the new team and trying to create a good impression of themselves, rather than having the team’s best interest at heart.

	NORMING
	The team members find ways to communicate and debate innovative ideas.

	PERFORMING
	Team members learn to support each other, putting the benefit of the team above anything else.

	ADJOURNING
	The team members go their own ways, possibly feeling regret that the project is over.


Figure 2. (LaFasto, F., LaFasto, F.M. and Larson, 2001)
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Turning a group of strangers into a powerful team has been proven to be a challenging task in the scenario provided. However, as a helping tool allowing to identify each person’s strengths and weaknesses by the behaviour they exhibit as a team member Belbin developed a model in which he identified nine roles often found in effective teams. The model is also assessing each role’s strengths and weaknesses additional to suggesting that an effective team needs all nine roles to be fulfilled. However, the team doesn’t need nine or more individuals as team members tend to be able to exhibit more than one role. Belbin believes that every person has a pattern of behaviour that contributes to facilitating the progress of a team in their relationship with other members (Lynch, D.S., Lynch, M.J. and Clemens, 2019).
The nine roles can be divided in three categories as shown in Figure 3:
	Social roles
	· Resource Investigator
· Team worker
· Co-ordinator

	Thinking roles
	· Plant
· Monitor Evaluator
· Specialist

	Action or Task roles
	· Implementer
· Completer Finisher
· Shaper


Figure 3. Belbin’s team roles
According to Belbin, (2004) the nine roles are characterised as follows:
A shaper has a prominent level of motivation and an intense work ethic but can also be headstrong and emotional when disappointed or frustrated. They also thrive under pressure, which makes them good potential managers. This type of individual might be a good coordinator, keeping track on tasks at Next Plc.

A Plant is usually a highly creative introvert that is easily influenceable by criticism and praise but often enjoys working on their own. This type of individual might help with designing the launch of the new campaign.
A coordinator is usually a mature and trusting individual who keeps their composure under pressure and makes a good leader, being able to pull a group together in order to complete a task or goal. A coordinator might be useful at Next Plc team for bringing up moral of the team and encourage them to work together.
A monitor evaluator is commonly a serious individual who doesn’t like to make rushed decisions, with a great critical thinking ability. Monitors might be able to help identify problems in the new launch campaign at next Plc due to their critical thinking.
A resource investigator is likely to be a good communicator with a relaxed personality, especially useful for finding resources and taking place in negotiations with investors at Next Plc.
An implementer is a well organised individual with practical common-sense and self-discipline. An implementer is also hardworking and extremely reliable, an ideal problem solver that can help with the issues identified by the monitor evaluator with the launching of the new clothing line.
A team worker is normally a flexible and adaptable individual, who avoids conflict and is extremely diplomatic. A team worker is usually a really good listener and is supportive towards their co-workers. They could also help put together the team presented in the case study.
A completer finisher has great attention to detail and rarely takes responsibility for something they cannot finish; however, they tend to be reluctant as preferring to work on their own. They could be assigned research marketing tasks within the launching team.
A specialist is usually a very committed individual with an impressive set of technical skills who is prioritising maintaining professional standards. They could work in close proximity to the managers and team members, making sure that no mistakes are made, and high standards are met when launching the new clothing line.
[bookmark: _Toc107510368]Is important that the launching team has a mixture of individuals from each of the roles, in order to obtain a well-balanced group that can maximise their strengths and manage the weaknesses of each team member. If the team is composed of people with the same strengths, they might tend to compete for the tasks that they can fulfil without difficulty, like leading negotiations for a resource investigator. On the other hand, if a large number of people on the team has the same weaknesses, that specific weakness might end up being definitory for the whole team (Morgan, 2017). Furthermore, is important to consider these team roles when recruiting new team members for a project, such as the one presented in the case study, even though the success of the potential team is not guaranteed, numerous studies have confirmed that using Belbin’s team roles is considerably increasing the odds of success (Aranzabal, Epelde and Artetxe, 2022), (Rahmani, Scott-Young, Tadayon and van der Walt, 2021).

IMPACT OF EFFECTIVE TEAMWORK ON TEAM SUCCES

Effective teamwork is essential for obtaining the best possible results in Next Plc. First of all, if the workload is evenly distributed and assigned to the right people there are less chances of burnout which is directly connected with work absenteeism trough medical problems and distress according to Petitta and Vecchione (2011) and Dyrbye et al. (2019). This matter is also linked to team member’s level of happiness which massively impacts an individual’s motivation at the workplace (Atan, Ozgit, and Silman, 2021). Hanaysha, (2016, pp. 164-178) also suggests that effective teamwork is significantly increasing the team’s efficiency in completing tasks, which solidifies the above-mentioned argumentation since motivation is also known to play a significant role in workplace performance (Sutrisno and Sunarsi, 2019).
As idealistic at effective teamwork sounds with all these benefits, it is much harder to achieve it in larger teams, as the one presented in the case study, due to the fact that the lack of communication is often a barrier. According to Wheelan (2009), team members can become more insecure and inhibited as the size of the team is increased. The coordination loss or difficulty and inefficiency that occurs with larger teams can result in members experiencing more coordination difficulties. Also, as a team grows, it's more likely that its members will suffer from motivation loss, meaning that they'll be less motivated to work hard as a team (Mueller, 2012).
Another problem that might have occurred in the Next Plc team is the loss of a relationships which is a form of individual-level process loss in which employees perceive that they have less access to help, support, and assistance within their teams as the number of members grows (Mueller, 2012).
Moreover, larger teams, just as the one presented in the scenario, tend to have more difficulties communicating as well as increased conflict and less trust leading to poor teamwork and unproductive efforts. This description fits the scenario perfectly, which by performing a simple deduction it can be concluded that the main problem of the team presented in the scenario is the size, which is impairing communication- the base of effective teamwork. The lack of communication is the root of the series of problems presented such as the presence of misunderstandings and conflicts, and the problem causing miscommunication is the size of the team, which is safe to assume is generous considering the fact that the scenario presented a team from an international franchise. In order to overcome this milestone dividing the large group into smaller teams might be right solution.
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In conclusion, creating an effective team has been a challenge for generations and authors along with scientists struggled to find a universal recipe, but what they were able to offer was guidance. Numerous modes and roles have been developed during the years in order to ease the burden of the managers and business owners. The very few of them that have proven to be effective such as Belbin’s roles have become a staple in the recruitment process. The success of a team can never be guaranteed by using these tools, but the odds of creating an effective team might drastically increase.
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