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Introduction
Green Field Care Home caters for older people who come from different ethnicities and religions.  Complaints have been made from residents at the home and their family members, that some members of staff working there are not tolerant of the requirements and diverse beliefs, of the some of the residents. This has caused some conflict among the workforce, which has resulted in the care team not working together effectively and having an impact on the care that is being delivered
This report will look at how Green Field Care Home can develop an effective team, by using Tuckman’s (1965) and Wheelan’s (1999) model. It will also be looking at Meredith Belbin’s team role (1998), and the affect they have on a successful team. In doing this Green Field may be able to make the changes needed for the home to have an effective and diverse team.  




 Overview of Team working

The question what defines a team has been asked many times and has been researched by many. Morgan (2017) states a team is several individuals working as one, to achieve a particular goal to which they are mutually committed. A team is a group of people committed to the same goal in a formal setting, their size is limited, and the selection is crucial. At Green Field Care Home, there has been conflict among the workforce, which is influencing the team, and in turn will impact on the quality of care that residents receive. Belbin (2015) says for a team to be effective it needs a clear goal, results-driven structure, committed team members who collaborate, external support and principled leadership. When talking about damaging team effectiveness De Dreu and Weingart (2003), De Wit et al (2012) and Tjosvold (1998) state conflict in teams is generally damaging, interpersonal conflict is particularly damaging to team effectiveness.
In their article ‘The Disciple of Teams’ Katzenbach and Smith (2005) suggest ‘The Essence of a Team’ is shared commitment. Without it, groups perform as individuals; with it, they become a powerful unit of collective performance. But there are people who have different opinions like Hackman (2009) who states that groups of people who join to accomplish a specific task do not always exemplify the characteristics of a true team. Hackman (2009) identity’s five basic conditions that must be met if a group is to be considered a team versus a workgroup; Teams must be real, Teams need a compelling direction, Teams need enabling structure, Teams need a supportive organization, and Teams need expert coaching.

Common Problems in Teams Lack of Commitment
Productivity losses
Poor communication
Interpersonal Conflict
Poor Leadership










Models of Team Development 

For Green Field Care Home, Tuckman’s Team Development Model along with Wheelan’s Team Development Model are best suited, as both fit into the Health and Social Care setting. The different stages of Tuckman’s Model, The Forming stage; where members test the waters so to speak to determine what behaviours are acceptable, The Storming stage; where there is conflict and a lot of back and forth, with who controls the team, The Norming stage; which is complete when the structure is solid and a common set of expectations of what defines correct behaviour, and finally The Performing stage; where team energy has gone from getting to know each other and what is acceptable, to being able to perform the tasks at hand and perform as a team.
[image: ]
Wheelan’s model of team development is like Tuckman’s model of development, where both describe the relationship of group members.
Wheelan (2016) Stage one; where members are more concerned about being accepted by others than the task, Stage two; where the group develop a set of goals and operational procedures, (this will create conflict) Stage three; members trust commitment of the team, and willingness to co-operate increases, Stage four; the group becomes a high performing team that has/can resolve conflict and focus on a task. However, many teams in the workplace never reach this stage.
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Bogart & Lundgren (1974), Fisher (1953) and Seashore (1954) state that investigations have focused on the effect of group size on members cohesion and intimacy. Steiner (1972) recognised members in larger groups perceived those groups to be more competitive, less unified, and more argumentative. This may be something that Green Field Care Home should consider, is the size of their team the right size?


Team Roles 

When it comes to team roles, it is important to know what is needed to create a cohesive and effective team. The team role model made by Meredith Belbin. Belbin (1988) is widely used in practise and has featured extensively in research on teams at work. Meredith Belbin states that for a team to be successful it needs a balance of different personalities; he has divided these personalities into nine roles and divided them into three categories.
For the team at Green Field Care Home using Belbin’s method could prove useful, when making their team more cohesive and effective. However as with all things there are positives and negatives with everything, and with each of the personality roles there are positives and negatives. But by bringing a mixture of each of the roles, the strengths and weaknesses can be an important factor in strengthening the team and making them more effective.

(Morgan, 2017, p207) 
Thinking
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Dr Meredith Belbin (1981) published, Management Team: Why they succeed or fail, as a means of assessing the behavioural characteristics of individuals in the workplace, allowing managers to build teams that maximise strengths and mitigate for weaknesses. Holland (1985) states that an individual may display attributes of more than one type and that there are compatible and incompatible types. Which is something that Green Field Care Home Management should consider, are their team members compatible?
Benne and Sheats (1948), Torrington et al (1985) states Belbin defends the idea that high performing teams need to have a balanced representation of all team roles. Belbin’s (1993,2010) research revealed that the difference between successful and unsuccessful teams was not dependant on factors such as intellect and experience but primarily on behaviour, the way team members make decisions, interact with each other, and apply their capabilities to reach the team result. Although Katzenback and Smith (1993) argued that no group ever becomes a performing team until it can hold itself accountable as a team. Batenburg et al (2013) raises the question about whether Belbin’s ideas about team composition and role diversity a significant effect on team performance have, as a distinct from how well members cooperate with one another.
Coyle (2019) found that successful groups shared three common abilities. (1) An ability to create a sense of safety through nonverbal and verbal cues, (2) An ability to express vulnerability to create trust, and (3) An ability to clearly articulate the group’s purpose to create group engagement. Plumb, D (2014) states becoming vulnerable is a necessary condition for learning especially with adults. Coyle (2018) states safety is an evolutionary concern, Coyle notes, and not necessarily a conscious one. Coyle (2018) says there are two types of purpose (1) those concerned with proficiency, proficiency requires people in groups to understand and communicate, what needs to be accomplished in the organization. (2) Those concerned with creativity, requires that groups of people design this knowledge on their own to fulfil the purpose.
 

Discussion
The advantages of Teamwork
Colonna J (2005) states that just like great leaders, great teams must perform routine self-assessments.
Things To Be Looked At:
· Are milestones, deadlines and goals being met?
· Are customers/residents’ expectations being met?
· Are all team members contributing to the process, or do team members need to be changed?

Costa & Taillieu, (2001), Duarte & Snyder (2001), Kanawattanachai & Yoo (2002) states good places to start, initiating change.
· Improve project coordination
· Adjust as needed
· Have regular status updates 
· Improve brainstorming and decision making
· Strengthen cohesion
· Provide feedback 
· Conduct regular training workshops on various topics.
(1) Conflict resolution
(2) Collaborative problems solving
(3) Communication skill.                                                                                                                 

Kilner and Sheppard (2010) states high levels of communication and teamwork, which are closely related, are necessary for reduction of stress, as well as improving patient safety. Kaissi et al, (2003), Kilner & Sheppard; (2010); Risser et al, (1999); Shapiro et al, (2004), state effective teamwork enhances control over the work environment, effectiveness, patient satisfaction, and reduction of both patient and staff stress levels. Lazure, St- Germain, Gryfe, Trudeau & Hayes, (2014); Morrish, (2013); trzpuc & Martin, (2010); Ulrich et al, (2008), states communication among staff with patients and family members in healthcare facilities is highly important.
Having the right mixture of diversity in your team is important. Hall (2005) sates that differences in culture between professions can hinder interprofessional teamwork. Green Field Care Home may need to address the fact there may be a need for more diversity in their staff members. Jackson, (1992), triandis et al, (1994), Williams & O’Reilly (1998) states diversity is typically conceptualized a referring to differences between individuals on any attribute that may lead to the perception that another person is different from self. Harrison et al, (1998,2002), states effects of diversity may change over time as groups gain extended experience working with each other. Although Harrison et al, (1998) also states extended tenure may also bring to the surface more differences that may have a negative impact on the team. Which may be something that Green Field Care Home keep in mind if hiring a new team member.
Felder & Brent (1994) states if ineffective teams are allowed to become established, it becomes difficult to remedy the groups dynamics. George (1996) see’s team affective tone and team mental models as having a reciprocal influence. Teams with a negative tone, members would have different cognitive processes from those in a team with a positive affective tone. Which then may influence team effectiveness. 



Conclusion and Recommendations

Green Field Care Home have asked how they can develop an effective team. Throughout this report it has shown that Tuckman’s (1965) and Wheelan’s (1999) team development models would be best suited for a health and social care setting. Additionally, Meredith Belbin’s (1998) team role model also outlines how to have a successful team. Belbin (2015) says for a team to be effective it needs a clear goal, results driven structure, committed team members who collaborate, external support and principled leadership.
According to De Dreu and Weingart (2003), De Wit et al (2012) and Tjosvold (1998), conflict in teams is generally damaging, and interpersonal conflict is particularly damaging to team effectiveness. Steiner (1972) recognised members in larger groups, perceived those groups to be more competitive, less unified, and more argumentative. Here is another thing that Green Field Care Home should be considering; is the size of their team the right size?
Belbin (1988) believed for a team to be successful it needs a balance of different personalities, Meredith Belbin divided these personalities into nine roles, and divided them into three categories. 
Green Field may be able to get the cohesive and effective team that they need, for their care homes reputation to stay intact and to be able to attract new residents. Although Katzenback and Smith (1993) argued that no group ever becomes a performing team until it can hold itself accountable as a team.
So, for Green Field Care Home to have an effective team that is cohesive and has diversity. Costa & Tallieu, (2001), Durante and Snyder (2001), and Kanawattanachai & Yoo (2002), suggest good places to start initiating change; Have regular status updates, adjust as needed, conduct regular training workshops on various topics (1) Conflict resolution, (2) Collaborative problem solving, (3) Communication skills.
As Kaissi et al (2003), Kilner & Sheppard; (2010); Risser et al, (1999); Shapiro et al, (2004), stated effective teamwork enhances control over the work environment effectiveness, patient satisfaction, and reduction of both patient and staff stress levels.
Green Field have been given the tools, now they just need to put them into practise.
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