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This report outlines the factors involved in leading individuals and teams effectively within the project carried out by Bright Art at Ysgol Crug Glas (Bright Art). Bright Art are a team of first year Business students engaging with a social enterprise called Ysgol Crug Glas (YCG). Ysgol Crug Glas are a special School situated in Swansea that provide for 57 children with profound and multiple disabilities including learning, sensory and behavioural difficulties; in addition to this, several of these children have specific health care requirements (Ysgol Crug Glas, 2017). The focus of this report is on the behavioural aspects of the Bright Art project team and their actions towards the success of the project. Their project consisted of funding an ultraviolet light for Ysgol Crug Glas’ art department through various fundraising activities including a coffee morning, a sponsored walk and a Christmas card sale. This report aims to assess team and group behaviours, leadership and management styles, motivation and perception theories, and, differences of individuals within the project.
Submitted by Chloé, Natalia and Ambia.
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Strategy is an important part of any organisation and is vital to the success of any action undertaken by any organisation or team. Strategy or corporate strategy can be defined as ‘the pattern of objectives, purposes or goals and essential plans for achieving these goals’ (Mullins, 2010). This can be approached many ways using a variety of theories but let us focus on the ones relevant to the project. To start the project must answer the questions Where are we? Where do we want to be? How can we get there? What must we do to get there? These questions can then be derived into strategic analysis, strategic choice and strategic implementation. Strategic analysis can be derived from the first two questions and can be commonly referred to as a SWOT analysis which is an acronym of strengths, weaknesses, Opportunities and threats and is used to analyse the internal and external factors of an organisation to determine their position relative to competitors and enterprise environments. Strategic choice can be derived from the third question and is split into many types that all have their merits, there are 4 main types being the prospector, defender, analyser and reactor. The prospector strategy is orientated towards growth and risk taking and is generally used by highly innovative firms to break into new markets and discover new opportunities. The defender strategy focuses on protecting current markets, generating steady growth and satisfying its current customers with the strategy being often implemented by a firm from a prospector strategy after creating a successful market and then seeking to protect it from competitors. The analyser strategy is a mixture of the first two strategies seeking to both protect market shares and innovate, an example of a company utilising this strategy is Procter and gamble creating products for many markets from fabric to oral care with P&G continue to protect market share by prioritising value creation (Procter and Gamble, 2018). The reactor strategy is used by organisations with no consistent approach to strategy but shifts and changes with environmental events failing to anticipate or influence the event, organisations with this strategy tend to be outperformed by the other strategies (Barney & Griffin, 1992). Strategic implementation can be derived from the final question and it involves putting the strategy into place using leadership, Organisational structure, Systems and resource planning. 
Many of these strategies have advantages and disadvantages but I would like to focus on the defender and prospector strategy as they are inversely linked. The defender strategy is a very restrictive for a firm to implement as it is reliant on a certain customer base leaving the firm dependent on steady demand, but it seems this strategy can create functional organisational structures with separated departments to focus a firm’s efforts with the downside of slower communication between management and departments. However, with a prospector model of strategy the firm has access to more markets and can therefore exploit these markets to increase market share, with vast intelligence networks to monitor customers and markets, a decentralised structure to circulate information for action to be undertaken quickly and decentralised decision for corrective measures to be taken to unit performance without authorisation from upper management. (Collins, 2012)  
For the group Bright art at Ysgol Crug Glas using the strategic elements we can gather the strategic approach of the group and get a better understanding of their success. For the strategic analysis using SWOT you can see that the group has a few strengths such as dedicated team, strong leader and a clear focus but there also several weaknesses such as limited timeframes and conflicting schedules, with opportunities the group worked with another project group operating at the same school and then through mutual interest assisted each other for instance all going on the sponsored walk, the main threat could be other charities. For the strategic choice the group shares much criteria with the prospector strategy since there were many ideas circulated in meetings and since the project began it could only really go up from there on and finally for strategic implementation an implementation plan was created were a timetable was created for the group blog and various posters were created to spread awareness of the coffee morning and sponsored walk.
An accompanying part of strategy is the goals and objectives where the strategy must lead to the completion of various set goals and objectives. The goals and objectives of any organisation would go about turning their vision, mission and values into measurable means so that an organisation can check on progress towards milestones. An organisation can set goals using SMART (Specific, Measurable, agreed upon, Realistic, Time-bound) which is a way to set successful goals (Haughey, 2014). However according to an article setting goals can actually be detrimental to an organisation such as the policy of stretch goals which according to Aubrey Daniels are ineffective as he cites a study in which individuals who repeatedly fail these goals suffer from a decline in performance, another study shows that only 10% of employees actually reach their stretch goals (Daniels, 2009) cited in (Williams, 2014) and it is argued that goals should only be used in certain circumstances that are moderately easy and abstract to perform optimally at tasks (King & Burton, 2003) cited in (Williams, 2014).  
The project started with three main goals in mind with the first goal being to fundraise, second goal was to spread awareness and the third goal was inclusion of the children of the school. The group set their goals using Smart as the goals were very specific given that they needed to fundraise at least £100 to purchase a UV light for the school any further donations would be given directly to the school, They can measure their progress through the money raised, They agreed upon the target with the school, The goal was realistic with a number of avenues that is shown to work used such as the coffee morning where for example the cancer charity Macmillan raised 29.5 million last year (Macmillan, 2018), And it was time-bound with schedules and events created to be completed by the final deadline of the showcase.
Submitted by Elliot Tudor (1702104)
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Teams and Groups formation are important aspects of ensuring effective performance for an organisation. This is because they help in: improving the performance of an organisation, expanding innovation, ensuring customer satisfaction, and boosting motivation. All these are important factors that help many organisations to stay completive in today’s global market.

Team
“A team is a small group of people with complementary skills who work actively together to achieve a common purpose for which they hold themselves collectively accountable” (Schermerhorn & Osborn, 2008, p 198). A team is normally characterised by the ability to ensure that there are leadership, production, and suggestion of more ideas. Teams that are identified as excellent in problem-solving are those teams that come up with effective ways of improving their areas of work (Stahl, et al., 2010). Such teams warrant improvements in their areas of work by brainstorming and suggesting useful ideas. Problem-solving teams normally have their members part ways once their goals have been fully accomplished. Teams characterised by the ability to lead and manage are normally identified as self-managed teams. This type of team is normally all about leadership, starting from the leader of the team to the senior executives. Another type of team is the cross-functional team which is identified by the fact that they are made up of employees of similar status in the hierarchy. The employees are however said to be from varying departments but come together to achieve a common goal. In most cases, members of cross-functional teams know one another because they have worked together before. We are a team of 5 individuals, currently in our first year of Business at University of Wales Trinity Saint David. We were given the task to choose a project that we liked, we chose the Ysgol Crug Glas project, which we were inspired by instantly and wanted to participate. The reason why we were so intrigued and excited to participate was because we were assisting a lovely school full of pupils in which where each special in their own way. Our team was Chloé (Leader), Ambia, Natalia, and Najmeh (Me). We had to work with each other as a team. Our team leader, was an inspiring and helpful team leader, and that helped us in a great way. We all pulled our weight, we all worked as hard as possible, doing walks, making fundraisers, doing whatever we could to be able to succeed in our task. In the end, in our team, we raised £450. We worked extremely hard to raise that big amount of money, nearly 4x the amount of the original goal we had set for. There’s a popular saying, “teamwork makes the dream work”, this really presented itself when we worked together. Our chemistry and our enthusiasm for the cause really showed off, we all got along well, without any problems. However, with every positive comes a negative, due to the large amount of people in our team, our timing didn’t work out as well as we wished, on the other hand, the large amount of people on our team gave us a raise in efficiency and work done. We also didn’t always agree on the same thing, which really is an instinctive problem, which happens all the time, not only in our team, but fully; everywhere. It really was a better experience working as a team, doing things together, as a little community; no matter how small. This little community gives the boost and enthusiasm that every working individual should have. If I for example, did this project on my own, it may’ve turned out completely different. Not to mention the fact that a team, is not just a team, but it is a group of friends, a group that get a long, a group that you should trust, laugh with, enjoy with, brainstorm with, and most of all, work with.

Group
“A group is a collection of two or more people who work with one another regularly to achieve common goals.” (Schermerhorn Jr., Hunt, & Osborn, 2008, p. 170). An effective group is one where the members of the group depend on one another in a mutual kind of relation. Moreover, effective groups depict some sense of interaction and full participation among the members with the aim of accomplishing a common goal. Groups are normally classified into informal and formal groups. The informal groups are those that are less official and less strict, and are majorly identified with the nature of politics and power notions in them. Informal groups have their rules, and election of leaders is conducted by the individuals from the team. Formal groups on the other side are very official and majorly operate under the assumptions of responsibility and authority. Formal groups work under specified rules and policies that are delegated by the management. In many cases, the outcomes could either be penalties or rewards. 
The development of most groups normally takes place in five steps. These steps include group formation, brainstorming, the setting of norms, excellent performance, and adjournment. Group formation is the first stage, and it is at this stage that the members come together with ideas on whatever goals they are yearning to achieve (Zhou, and Shi, 2011). Storming is the second step where the members of the team start coming up with different opinions from which the final decisions are made. Setting up of group norms is the third step at which the group members come up with strategies for overcoming the group challenges in ways that are creative and positive (Turner, 2014). Performance stage is where the group members are now excellent and effective in their work and are already achieving some of the objectives they set earlier.
Submitted by Najmeh Dadash (1707236)
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Management and leadership are both very important to a business but the difference between the two can be difficult to see. Put simply, it comes down to what they are orientated around. Management roles are will have to be process orientated and focus on the systems and structure. Whereas leadership roles are more person orientated. Bennis (1989) summarised this idea in explaining that a manager has their focus on the bottom line and a leader has their focus on the horizon (Bennis, 1989). The differences between leadership and management have been applied by Watson (1983) through his seven keys. He stated that managers tend to reply harder on strategy, structure and systems whereas leaders take a softer reliance onf staff, skills, shared-goals.  Put simply, the differences come down to what they are orientated around. Management roles will be process oriented and focus on the systems and structure. Whereas leadership roles are more person orientated. Bennis (1989) summarised this idea in explaining that a manager has their focus on the bottom line and a leader has their focus on the horizon (Bennis, 1989). Kotter (1990) discussed the differences between management and leadership through what they produce; management creates ‘order and consistency’ where as leadership creates ‘change and movement’ (Kotter, 1990, pp. 3-8). Bright Art at Ysgol Crug Glas (Bright Art), recognises the importance of management and leadership within a project. A task does require a leader, no matter the style or level of leadership a group receives.
Although there are around twelve recognised types of leadership behaviour, Mullins (2016) recognises three which look more towards subordinate staff and have a focus on power;. These are; Authoritarian, Democratic and Laissez-Faire (Mullins & Christy, 2016). These styles can be visualised as being on a scale of control from the manager ranging from complete control in authoritarian to no control in laissez-faire. An authoritarian, or autocratic, style is a more controlled leadership style. It involves the leader being in complete control in decision making and authority. This style works well when the leader is knowledgeable and experienced in a task with a value for their team members. This style leads to a negative relationship between the members as they feel unappreciated and undervalued. A democratic style puts the focus of the power with the group. It allows for conversation between leadership levels, empowering the team members and braking the gap between manager and team member. The manager is an equal member of the team, not superior. Decisions will be made as a team, not from an individual. Although this style can cause an extended decision-making process as many other points of view are considered at once. The final style is laissez-faire. This is a very laid-back style to leadership, compiling of the manager sitting-back and observing the work being carried out. The manager will pass decision making onto others to decide ‘what they think is best’. This style will work with a dedicated, passionate team but will usually result in another member taking on the leadership role.
Bright Art follows a democratic leadership style with the manager being fully involved and submersed in the work-load. Decisions aren’t made without the input of the other team members and every team members input, values and ideas are considered in every decision. Although the managerChloé does have the over ridingoverriding say when it comes to a clash of opinion. The team members all have had their own leadership roles where they have had to make decisions without the ability to consult the group, emphasising the democratic leadership style.
To stay organised, each team member was appointed roles which all hold their own level of leadership. Chloé Chignell was the team manager and leader. Her job included overseeing the group and ensuring everyone was participating.  bhfhbfbhgvu Project Co-ordinator was carried out by Ambia Haque, this role involved controlling the administrative aspects of the project as well as aiding in organising the group work. Quality Manager was carried out by Natalia Mendel. This role involved ensuring all documents and posts, including social media posts, were correct and of a professional quality. The Finance Manager role was carried out by Najmeh Dadash and involved insuring all the finances were correct and up to date. This role also ensured the money was handled correctly. The final role was Social Media Manager, carried out by Elliot Tudor. This involved creating and maintaining a social media presence for the project (Chignell, et al., 2017). A role of Resource Manager was created and given to a member who unfortunately left the project. This role was absorbed by the whole group as a result.
Another way the group organised themselves was to create a Gannt Chart at the beginning of the project, see Appendix A. This allowed the group to have a clear understanding of all the activities they were undertaking and when they were happening. This Gannt Chart was transformed into a calendar for easier understanding, see Appendix B. this was good as it allowed each member to clearly know when activities were happening. It also enabled the group to plan preparation meetings in advance ensuring everyone was free to join.
Emotional intelligence plays a large part in a strong leader. To become emotionally intelligent, or self-aware, one must understand themselves. A simple way to do this is to understand your own strengths and weaknesses. Jung (1973) said “everything that irritates us about others, can lead us to an understanding of ourselves” meaning that once we understand our emotions, we can understand our selves. An increased awareness opens doors to allowing empathy. Research from the Chartered Management Institute (2008) identifies emotional intelligence as one of the most important skills needed for the future of leadership (Mullins, 2016). The Hay Group working with Goleman (1999) have identified eighteen competencies which fall under the four sections of emotional intelligence, as demonstrated in the emotional intelligence competence model. These four sections include self-awareness, social awareness, self-management and relationship management. 
Submitted by Chloé Chignell (1702365)
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As one of the several projects, Bright Art were ahead of the other project groups by raising the most amount of money, this highlights the high level of motivation in the team. There were various motivation factors driving the team members behaviour. As Bright Art is a non-profit organisation, personal benefits or money, considered by Taylor (1912) in his early motivation theory as the main motivator (Mullins, 2005), didn’t have an impact on the project. Pink’s (2009) theory confirms that money isn't an effective motivator. His formula includes three factors that motivate people: autonomy, mastery and purpose. (Pink, 2009) As personal financial benefits have not been considered, the group could clearly focus on the purpose of the organisation and this deeply embedded true purpose became the key motivating factor. Creating a desire to help the pupils, together with the vision “To light up the children's lives through art” resulted in the high level of engagement and commitment of all participants. The friendly environment that the team were working in allowed them to enjoy the experience and improve their skills that resulted in personal satisfaction and growth. Each team member had an autonomy in the selection of tasks and was supported by team leader which led to innovation and creativity.
Vroom's (1964) expectancy theory highlights factors such as skills and knowledge of individuals and the role that they play in an employee’s performance. His theory assumes that employees will put in the effort if they believe that the outcome is worthwhile. (Vroom, 1964) The main goal of the project was to purchase an ultraviolet light for Ysgol Crug Glas. The outcome of using this equipment will benefit the children and lead to improvement in their education. The highly valued outcome and the strong belief that a high performance will lead to this desired outcome raised the level of motivation within the team. Individual team members used their best set of skills and put in the effort to reach the desired goal.
The secondary aim of the project also had an impact on the motivation of individual team members. Studies described by Levine (2005) proves that the greater feeling of inclusiveness with members of society leads to more positive actions in prosocial behaviours. (Levine et al., 2005) Bright Art was taking an active part in the art sessions run at Ysgol Crug Glas. This raised interest, excitement and creativity in all team members as well as helping them to understand the true desire of the project. A strong understanding of the importance of the ultraviolet light and an active involvement in the children's lives, emotionally connected the team members with the vision of the project and encouraged them to reach the project goals.
The common goal also resulted in high team cohesiveness. The famous Hawthorne Experiments (1924 - 1932) drew attention to the importance of work groups and communication in improving motivation and effectiveness (Mullins, 2005). Bright Art team members were influencing and motivating each other which had a positive impact on carrying out activities. Collaboration helped to overcome barriers, face the most difficult problems and increased effectiveness. That positive team spirit, together with strong individual skills, resulted in gaining a competitive advantage.
Competing is another motivational factor in the project group. Research carried out by Franken and Brown (1995) provides evidence that people are driven by competition for different reasons. Some of them are more motivated to put the extra effort that may improve the performance. (Franken & Brown, 1995) As Bright Art was one of the several given projects, all teams were competing. The desire to be the most successful group, to get the best financial result and to gather the most people supporting the projects was motivating the team towards a high working performance.
In achieving the organisation's objectives, the engagement of all team members was crucial. Gifford and Yarlagadda (2017) highlights the important role that leadership plays in motivation and employee engagement (Gifford & Yarlagadda, 2017). Herzberg's (1959) theory also draws the attention of leadership in providing positive motivation. (Mullins, 2005) The leader of Bright Art, through effective communication, active involvement, dedication and passion kept all team members focused on the vision of the organisation and inspired the project team. There were regular open discussions in order to put ideas forward and allocate the variety of tasks for each member, creating a fun and interesting environment for ideas to develop. By supporting and encouraging equality within the team, the leader created good relationships and high morale.
Different levels of motivation within the group point at differences in individual perception. According to Mullins “perceived reality, not actual reality, is the key to understanding behaviour”. (Mullins, 2005, p.434) Team members of Bright Art put their efforts in order to help the children. This prosocial behaviour was perceived by the group as a moral obligation to help those in need. Strongly embedded in a human culture is the assumption that people should care for one another, this resulted in raising the commitment of the project team.
Even though there was high team collaboration some distortions between team members were visible. Based on personal strength and weaknesses different team roles were allocated to the team members. (Belbin, 2018) Each team member had a conflicting idea about the role they were playing in the team and the tasks they were responsible for. There were also some contrasting interpretations of how the group should work and what actions should be taken to achieve the goal of the project. The example for this may be the variety of fundraising ideas that each member perceived to be the best.
The different points of view of each team members were also the result of the different personality types. Each team member had unique skills and their own approach to work. More organised team members engaged in a long planning process that involved setting up meetings, getting as many details as possible and making sure the goal is reached. That approach was not suited for the other team members and perceived by them as incorrect as they believed that the planning process should be quick and to be more focus on the doing.
Knowing the team members personality types, effective communication as well as ability to adapt benefited the project team and resulted in high collaboration in selecting the best way to archive the success.
Submitted by Natalia Mendel (1702150)
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Individual differences are the basis of diversity and inclusion in the workplace. There are many differences among individuals such as social and cultural factors, national culture, gender, physique, upbringing, motivation, attitudes, values and so on. Some of these characteristics are shared within the Bright Art team, for example some members share the same national culture of being Welsh or share similar physical attributes such as having brown coloured eyes. On the other hand, some of these characteristics are unique to individual members, for example no members of the Bright Art team share the same ethnic origin; members originate from Wales, England, Poland, Iran and Bangladesh. Despite this, a combination of these characteristics makes each person an individual giving them a personality.
According to Mullins (2010, p.130) personality is a factor that affects differences in individual behaviours. Personality may be defined as “consisting of stable characteristics that explains why a person behaves a particular way." A person’s unique nature characterises an individual, when one’s nature becomes a consistent part of their behaviour it then becomes a stable characteristic. There are two main approaches to the study of personality, these are nomothetic and idiographic. Nomothetic is a scientific approach to what traits a person has by observing, measuring and testing these traits whereas idiographic is a holistic approach to why their personality is a certain way by attempting to understand the uniqueness of the individual. This is emphasised by the belief of how individuals differ; where some people believe individuals are born a certain way (hereditary factors) while other people believe individuals develop throughout their lifetime and are shaped by the world around us (environmental factors) (ibid.).
McCrae & Costa (1989) believe there are five dimensions that capture distinct differences between individuals, these traits can be described in terms of five broad factors. The Big Five model can be expressed by the mnemonic ‘O.C.E.A.N.’, which stands for Openness to experience (O), Conscientiousness (C), Extraversion (E), Agreeableness (A), and, Neuroticism (N). Undertaking this psychometric testing requires a questionnaire to be completed that determines positive and negative scores for each dimension. Although, Robertson (2001) criticises the use of the Big Five model claiming that the relationship between personality and work performance is questionable. He argues that only two of the five dimensions from the five-factor model relate to high levels of performance, these are conscientiousness and emotional stability. Despite this criticism, team members of Bright Art scored a spectrum of both positive and negative scores for each dimension suggesting that each of the five broad factors are interconnected.
In addition to these, there is a complementary approach called the Myers-Briggs Type Indicator (M.B.T.I.); this assessment tool shows characteristics frequently associated with particular personality types by measuring a person’s Intuition (I), Sensation (S), Thinking (T), and, Feeling (F) (Myers & Kirby, 1998). Having identified the personality types for each member of Bright Art, the M.B.T.I assessment tool provided valuable information enabling statistics of the team’s characteristic to be calculated. Bright Art scored 60% for intuition, 40% for sensation, 60% for thinking and 40% for feeling. In addition to this, three members identified themselves as introverts where as two members identified themselves as extraverts. It was clear that a single characteristic was not predominant for Bright Art, suggesting an inclusive team will require the team leader to allocate tasks to team members that works best for them resulting in happier team members and better productivity of the project. Hirsh & Kise (2000) believe the knowledge gained using this complementary approach can lead to recognising and respecting the differences between people and resulting in appreciation that these differences bring.
Further factors can be examined related to individual differences such as intelligence and ability; the Nature versus Nurture debate argues that one side outweighs the other in terms of having a greater role in shaping a person’s personality. The nature element argues that intelligence is inherited whereas the nurture element argues that the environment shapes a person’s mental ability (Ridley, 2003). Both elements can be applied within an organisation where people have different intelligent and mental abilities and how much they apply them at work varies to what skills and competencies that their job requires.  An element of this debate can be used in relation to the Bright Art project team; the team leader was not born a leader, but, was made a leader through the project where their intelligence and abilities have been refined to perform the role of team leader (Hyacinth, 2014).
Organisations are becoming increasingly interested in an individual’s characteristics and attributes to improve organisational performance. It is important for managers to comply with legal obligations such as the Equality Act (2010) to promote equality in the workplace and create a fairer society. This anti-discrimination legislation protects people from being discriminated against on the grounds of nine ‘protected characteristics’, these consist of: age, race, disability, sexual orientation, gender, gender reassignment, pregnancy and maternity, marriage and civil partnership, and, religion and belief (Disability Wales, 2013). Managers may endure legal action of an uncapped fine if in breach of this legislation.
The Chartered Management Institute (2008) suggests managing diversity goes beyond what is required by legislation to promote equal opportunities and prevent discrimination. It comprises of an approach that recognises and values differences of each individual to make use of unique talents and perspectives within the workforce. Hill (2000) also acknowledges the need to embrace individual differences for the benefit of organisational performance and to promote inclusion through the visible and non-visible differences of the diverse workforce. 
On balance, individuals differentiate from person to person. Within any organisation, individuals are the main component of organisational behaviour whether working independently or working together as a team. The behavioural approach to management should be assessed by understanding factors that affect differences in individual behaviour such as personality, intelligence and ability. All in all, individuals within Bright Art are both unique and similar in various ways; their different personality traits and behaviours complement one another encouraging a strong and positive team ethos.
Submitted by Ambia Haque (1700508)
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In conclusion, there are many factors to consider in leading individuals and teams effectively. High levels of motivation within the team increased the effectiveness of the project. The importance of the type of leadership and management a task or group receives is crucial to the success. Bright Art had a democratic leadership style which enabled the group to work as equals, but with structure; exactly what they needed based on their team culture.
 High levels of motivation within the team increased the effectiveness of the project. There were various motivation factors within the project consisting of the purpose of the project, the impact of individual team members, the influencing role of the team leader, and, an aspect of competition. The main motivating factor for Bright Art was the true purpose and outcome of the project which all team members valued greatly. 
Differences in experiences and personality within the project team affected the perception of the project. The ability to view these differences and their impact on individual behaviours helped all team members to find common ground in achieving the project goals. Even though individual team members have not experienced the same culture of Swansea, team members have bonded regardless of their differences.
Submitted by Chloé, Natalia and Ambia.
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Appendix CA – Table of Responsibilities
	Name
	Tasks

	Elliot Tudor (1702104)
	Strategy, goals and objectives section

	Najmeh Dadash (1707236)
	Group and team behaviours section

	Chloé Chignell (1702365)
	Introduction
Leadership and management section
Conclusion
Collating report

	Natalia Mendel (1702150)
	Introduction
Motivation and perception section
Conclusion
Collating report

	Ambia Haque (1700508)
	Introduction
Individual differences, diversity and inclusion section
Conclusion
Collating report
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