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Executive summary

The report will inform the module lecturing team and will explain how students may form a productive team, the importance of excellent teamwork in achieving team success, the obstacles to productive collaboration, and the various team roles required to form a cohesive and effective team. This report goes through the many team roles identified by researchers, how these can impact teams, how to create cohesiveness and also provide some solutions to UWTSD to help support their students. 
























Introduction

This report aims to describe the various roles that can be found within a team and also discuss the effectiveness of teamwork, as well as the barriers and impact an effective team may have on productivity. 
At UWTSD, the student cohort represents a very diverse, broad group of individuals. They are tremendously different in terms of sexual orientation, social standing, age, foundation, and experience. While variety benefits learners, inequalities in the classroom provide barriers to teamwork and group work. As part of their evaluation, students enrolling in the Effective Communication and Team Work module, for example, must give a presentation. Students are placed into groups at random for this introduction and are expected to work together to manage the presentation. However, because of the unique characteristics of the student cohort, communication concerns and group management issues are the most prevalent.

















Defining a team and team roles

Collins Dictionary defines a group of people who work together to achieve a common goal is referred to as a team. Individuals who make up a team should have comparable goals and objectives and think in similar ways. Individuals that are incompatible with each other can never function as a team. Interests, thought processes, attitudes, perceptions, and preferences should be comparable, if not identical. 
Responsibilities and success criteria can have an instant positive impact by consciously defining each team member's role. It ensures that everyone is working towards the same goals, people work well together, and communication is improved (Lennon-smith, 2019).
Erikson (2012) argues in an article found in the Harvard Business Review, that role descriptions that are not made clear would cause employees to waste their time and energy negotiating their positions within the team rather than focus on productivity and the primary objectives. Employees frequently become involved in unnecessary politics and turf wars when their roles are ambiguous, according to the article. The study found that, when roles were defined and understood, collaboration improved. This conclusion was based upon the finding that team behaviours dramatically improved when people felt their roles had clear boundaries, leading to an increase in productivity (Erikson, 2012).
Belbin (1981) developed a tool that is widely implemented today and defines the diverse team roles that exist. A team role, according to Belbin, is a proclivity to behave, contribute, and interact with others in a specific manner. Shaper, Implementer, and Completer Finisher are action-oriented roles; Co-ordinator, Teamworker, and Resource Investigator are people-oriented roles; and Plant, Monitor Evaluator, and Specialist are cerebral roles. The team roles are summarized below.
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(Moultrie, 2016)
Being able to identify the position of each team member can help a team become more effective and productive, as well as avoid placing too many of the 'same type' of team members together. A diverse team can lead to greater effectiveness and productivity. It is also important to note that not all teams have nine or more members, so many team members serve in a secondary capacity.
When a group is coming to 'exist', it will go through several phases or stages. Bruce Tuckman's (1965) developmental process model describes this process below.
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(Bates and McGrath, 2013)

As a team goes through a period of time together, they will eventually go through all these stages. In the latter stage, ‘Adjourning’ was added in collaboration with Mary Jensen (1977).










The impact of having an effective team

What does an effective team look like? To detail the impact of an effective team, you first need to identify the traits/characteristics of what makes a team effective. Having an effective team can be very beneficial and positive.
Below is a table that summarizes the features of having effective teamwork, taken from Mickan and Rodger (2000).
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Supportive organisational structures and optimal individual contributions enable effective teamwork. Integration within teams improves, having adequate support when they have an obvious purpose that aligns with the organization's aim, furthermore, strategic planning procedures can help clarify the alignment of many teams (Mickan and Rodger, 2000).
Productivity, morale, and overall quality increase when teams collaborate effectively. Conflict among team members reduces when effective partnerships and teams are working. Overall, successful teams may have a significant impact on the production and performance of a business (McQuerrey, 2019).
When working in teams, team members support each other in achieving the collective goal becomes easier to achieve, and also the focus then shifts to maximizing productivity and delivering a higher quality service and/or product. 
The impact of UWTSD students working together effectively would benefit the students' morale with one another, improve relationships and also maximize their productivity together. This would then result in producing work and presentations of higher quality. Having a great team is imperative for success, to boost creativity, communication, and efficiency. 

Barriers to effective team

Barriers in general
There are many barriers to having a great team. At UWTSD, the organization recognizes the characteristics of the student cohort may present barriers that could lead to inefficacy, these namely being; communication and group management.
It is also important to recognize the many other barriers that could be ineffective to a team. One of these could be the challenges of knowing where to start from. As previously recognized, when a group goes through Stage one of Bruce Tuckman (1965) developmental process, this stage could be challenging for team members to recognize how to progress and move forward. Having clear goals and a plan that sets out each stage is highly important to ensure the flow of team productivity. According to research, teams handle weak performers in several ways, depending on how members perceive the causes of low performance (Jackson & LePine, 2003). Having poor performers within your team, it is important to ensure you have strong leadership and ensure low performance is handled quickly and in a way that all team members agree is fair.
Disagreements within teams are fairly common. A skilled team would address the challenges and the diverse contributions to help make the team stronger and to reach more well-informed decisions. Having great leadership within the team is important in situations like this, as this conversation may be facilitated by the team leader to debate and reach a result. A team leader could also make conflicting parties within the group conform to 'contract agreements' whereby person x may do something if person Y was to complete another task and so on (Scholtes, 1988).
Below is a list of five common barriers to effective teams recognized by Duncan Brodie (2011).
· Individual agendas – people look out for themselves and focus on their contribution rather than serve the team. An example that UWTSD students could face is a team member completing their work only, that does not flow with the team's presentation/format and they also try to 'outshine' the rest of the group as an individual.

· Silo thinking – viewing challenges in isolation without thinking of the wider contribution that others may need to make as part of the process. 


· Lack of trust – team members need to be confident in one another's contributions. A way to ensure they built trust is by people completing tasks when they say they will. 
 
· Vagueness - when collective goals are not clear.


· Absence of conflict – zero-conflict can also be a barrier, as there is no debate and no constructive challenges. As an effective way to get the best results from everyone, conflict should not be regarded as a negative force. 





















How students can develop an effective team

To develop an effective team, it's important to recognize and identify what makes an effective team. 
· Same vision/goals
· Motivation
· Great communication
· Team roles assigned
· Time management 
· Effective management/leadership
It is important to lay a great foundation for building a successful team. Gersick (1988) and Feldman (1984) recommend how effectively a team performs is determined by the first meeting. This meeting can then be the start and development of expected group norms, rules, and expectations. 
As early recognized within this report, the impact of having a great team and the barriers may help teams recognize and propose plans to ensure they work together harmoniously and also reach their collective goals.
UWTSD can also help towards the success of teams within their organization by providing their students with the tools to help recognize their strengths and weaknesses. One way in which they could do this is by providing their students with a Belbin Team Role test to help them identify what team role they are best suited to. This may help teams come together with an equal balance of skills rather than the opposite.
Assessing students' skills, strengths and weaknesses may help students to address their skills and the benefits/disadvantages they may bring to a group, and also this may result in creating effective teams with reduced conflict. 
Susan A. Wheelan developed the Integrated Model of Group Development (IMDG). She developed this on the work of many other researchers, with the model recognizing five key elements; Dependency and inclusion; counter-dependency and fight; Trust and Structure; work and productivity; and finally; termination (Akerlund, Jacobsson and Tilin, 2020). By recognizing and providing the tools through each stage for a team to develop and flourish, it can contribute towards teams building trust, confidence, and efficiency.  
Students at UWTSD can help themselves by getting to know their peers, having informal/formal discussions and debates, and even meeting up together in study groups. Breaking down barriers in communication by speaking face to face, appreciating individuality, and also being patient may help to facilitate more meaningful friendships amongst students. 





























Recommendations and Conclusion

UWTSD recognized the potential conflicts of group management and communication barriers that the student cohort may experience when placed into groups. However, they didn't recognize that this could be contributory and even a positive force to the team's development and cohesiveness. 
Diversity, such as the student cohort comprising people from different cultures and having unique characteristics, can bring a wide range of ideas to the team. Diverse perspectives help towards the ideas generated within a team. For example, a team member may bring a contribution that no one had previously thought of because they most likely did not share the same experiences or cultural background. According to Frans Johansson (2006), the most pioneering ideas come from the crossroads of where ideas from different organizations and cultures meet. Research from a report published by Mckinsey and Company (2015) found that teams made up of people from diverse backgrounds performed better than their counterparts, as people are more open-minded, unlock new ideas, and overcome far more challenges.
A few recommendations below can help UWTSD help their students in developing effective teams; 
· Assessing the students using online tools such as the Belbins test to configure what each individual's strengths are before placing them in teams.
· UWTSD getting to know their students to see who would work best with who and also having effective support measures in place such as EAL support needed to break down any communication barriers
· UWTSD staff to inspire, provide motivation, and effective leadership as class tutors.
· Open communication- facilitate open discussions, debates to build trust and familiarity.
· Students meeting together for study time to familiarise themselves with one another.

This report should be able to conclude on providing some effective measures that UWTSD can take on to help support their students and also to ‘turn around’ any so-called barriers into positive driving forces, rather than negatives. 
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Stage 5 Adjourning: Having completed their
task the group dissolves. Members will share
either a sense of loss o relief, depending on
the outcome of the task.

Stage 4 Performing: Confidence grows both
individually and with other members of the group as
they work towards a common goal.

Stage 3 Norming: The group find ways of resolving conflict
and begin to emerge as a cohesive unit. Criticisms and
feedback are given constructively and members start
co-operating with one another.

Stage 2 Storming: Conflict occurs as personal agendas come to
light. Members assert themseives and start questioning decisions
and challenging authority.

Stage 1 Forming: Members start interacting and try to work out what is
expected of them. Excitement and enthusiasm are mixed with fear and
uncertainty.
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