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Case Study – KEEPSAFE
Q1. Explain why the new owners at Keepsafe wanted to move from individual work to teamwork.
The new owners of the Keepsafe project wanted to replace the individual working method with teamwork, as competition pressures need innovation, strategic alignment and greater collaboration. According to the contemporary research of Salas et al., (2020), high-performing teams are significant in improving creativity, organisational adaptability and problem-solving capability compared to isolated individual efforts. Keepsafe has been facing trouble from new competitors and is required to enter the markets of Siberia and Alaska, which need cross-functional expertise and collaboration. Individual departments that work separately would restrict constructive information sharing between finance, sales, and engineering. Teamwork helps to encourage shared accountability and knowledge integration, which enables coordinated responses to all the complex external challenges and helps in enhancing long-term organisational productivity and performance (Driskell et al., 2018).
Q2. Describe the differences between a group and a team in relation to the Keepsafe case.
A group where individuals work along with each other, most of the time has different objectives and purposes of working. However, within a team, the team members share mutual accountability, interdependence and a common goal (Driskell et al., 2018). Within a different organisational structure, groups exchange information among themselves, but they remain individually accountable and responsible for their departmental performance and results. At Keepsafe, departments at the previous projects operated independently and focused on their own functional responsibilities and priorities rather than working as a unified team following the same goal. When the cross-functional team was created for researching the expansion into the cold markets of Siberia and Alaska, it became a functional team as the members have been collectively responsible for the production of one integrated report. They had to coordinate closely regarding finance, sales, legal expertise and engineering for the achievement of a shared outcome. This transition has shown the transition from corresponding activities to shared accountability and genuine collaboration.
Q3. Using Tuckman’s model, identify which stage the team was in during the first meeting.
According to Tuckman’s model of team development, the team after the initial formation goes through several stages, such as forming, storming, norming, performing and adjourning stages (Sokman et al., 2023). During the very first meeting, the team of Keepsafe was clearly in the forming stage of team development. members have been polite to each other, being extremely formal and uncertain regarding the individual roles within the team and the overall purpose of this project. They have been totally unaware, or rather unclear about what is expected from them and relied mostly on Nick for providing proper guidance, clarification and structure. This behaviour has reflected the typical characteristics of the forming stage, where individual team members seek clear guidance, support and try to understand their task, each of the team members' professional background and the structure of the team. However, communication at this stage still remains limited as cohesion, shared norms and trust still have not been fully developed within the team (Driskell et al., 2018).
Q4. Discuss the challenges the team faced during the second meeting using Tuckman’s ‘storming’ stage.
The second meeting of the project clearly reflects the storming stage of Tuckman’s team development model, which is characterised by power struggles, competition and internal conflicts (Vaida et al., 2021). Disagreements between the team members came forward regarding leadership of the sub-teams as members started to openly challenge the competence of each team member and questioned their suitability for responsibility. Emotional tension became a crucial issue as it escalated rapidly, voices have been raised and some of the individuals have already withdrawn their participation. The storming stage typically occurs as the individuals try to overpower with their personal opinions while protecting their professional status and competing for significant influence within the team structure. At Keepsafe, diversified expertise and departmental perspectives amplified rivalry, especially regarding decision-making rights and authority. This has been uncomfortable; however, it is still considered a developmental phase. This stage is necessary as it reveals the hidden frustration within the team members. Effective leadership during this phase can help in restoring direction and preventing dysfunction (Croitoru and Salas, 2020).
Q5. Explain how the team progressed toward the ‘norming’ and ‘performing’ stages.
After the conflict of the storming stage, the team moved towards the norming stage as Sylvia emphasised patience, cooperation among the team members and fairness, along with rotating leadership responsibilities. This stage includes the establishment of shared norms and the development of trust, while clarifying job roles and expectations clearly (Guttenberg, 2020). Gradually, the members shifted from being competitive to sharing constructive dialogue, supporting each others contribution and listening more to other members. Tom also suggested liaising across the sub-functional groups, which demonstrated information sharing and emerging collaboration. The performing stage became evident through the discussions of Meeting 4 of the Keepsafe project, as the sub-teams confidently reported about their progress while collaboratively agreeing to seek the expertise of an external engineer for resolving the constant difficulties. In the performing phase, team members concentrate more on the effective completion of the task and joint problem-solving rather than fighting over who is going to take the lead. Through proper management of conflicts and clarifying responsibilities, Keepsafe goes forward to obtain sustained team effectiveness.
Q6. Describe Thomas and Kilmann’s five conflict resolution styles and identify which style Nick used.
According to Kilmann and Thomas, (2022), there are five major styles of conflict within an organisation: competing, collaborating, compromising, avoiding and accommodating. Competing is considered uncooperative and assertive, while collaboration seeks solutions that are mutually beneficial. Compromising helps in finding acceptable middle grounds, while avoiding helps in withdrawing from direct disagreements. Accommodating, on the other hand, prioritises the concerns and interests of others over personal opinion and ideas. During the second meeting of the Keepsafe project, Nick showed a rather competing style through firmly asserting his authority in appointing sub-team leaders despite the objections from other members. He strongly emphasised organisational priorities and deadlines rather than getting the consensus of the other team members. Although this can be considered as a directive approach, which might create resentment, it was still justified in the time-sensitive context for restoring the organisational structure, preventing further disruption and clarifying responsibilities.
Q7. Analyse how different members’ conflict-handling styles influenced the third meeting’s success.
Different styles of conflict have significantly helped in making the third meeting a success. Sylvia showed a collaborative approach while emphasising fairness and suggesting rotation of leadership. It helped in the promotion of cooperation while reducing resentment. Tom has been ready to liaise across sub-groups, which reflects the collaborative and accommodating tendencies that support integration. Members who, in the beginning, adopted a rather competitive stance started to openly communicate and compromise while listening to other members. According to the research of Spoelma and Hetrick, (2021), collaborative conflict management is significant in strengthening trust, improving psychological safety and overall team productivity and performance. Through the replacement of rivalry with cooperation, the team improved their communication quality and collective commitment to achieve organisational objectives, while reducing emotional tension effectively.
Q8. Identify Belbin’s nine team roles and match them to Keepsafe team members.
According to Belbin’s team role theory, there are nine team roles: Plant, Resource Investigator, Coordinator, Shaper, Monitor, Evaluator, Team worker, Implementer, Complete Finisher and Specialist (Belbin and Brown, 2022). Within the Keepsafe project, Nick has shown the qualities of Sharper, which is driven mostly by momentum. It helps in asserting authority among the team and maintaining focus to meet the deadlines on time. Sylvia, in the team, reflected the qualities of a Team worker as well as a coordinator, which helps in restoring harmony after internal conflict and encouraging active participation. Kasia has shown strong characteristics of a Compete Finisher with her detail and accuracy in the final report. Tom can be regarded as the Resource Investigator of the Team through liaising across the sub-teams and sharing significant information. Aslam has shown the strengths of Monitor Evaluator with his careful financial analysis, while Santos has shown the traits of a Specialist who contributed legal expertise at the time of making informed decisions.
Q9. How could understanding Belbin’s team roles have helped Nick assign sub-team leaders effectively?
A better understanding of Belbin’s roles could have helped Nick in assigning sub-team leaders based on their behavioural and professional strengths rather than depending on seniority, self-assertion and technical dominance. According to the research of Roh and Koo, (2019), balance in allocating roles can significantly help in reducing interpersonal friction and improving team effectiveness and performance. For instance, appointing Aslam as the Monitor Evaluator for the assessment of financial feasibility and Sylvia as Coordinator for building consensus in responsibilities can help in keeping the tasks closely aligned with the demonstrated strengths. The allocation of leadership roles helps in encouraging psychological acceptance and fairness. When members come to recognise their responsibilities, it reflects their capability, improves cooperation and reduces resentment. If Belbin’s framework can be applied at the earlier phases, it might help in strengthening trust and reducing storming intensity.
Q10. Evaluate how having a balanced team with diverse Belbin roles contributes to Keepsafe’s success.
A balance within the team with the help of diversified Belbin roles can help in improving decision quality, organisational resilience and creativity (Belbin and Brown, 2022). The cross-functional composition at Keepsafe has brought forward financial, legal, commercial, operational and technical expertise within the single coordinated structure. This diversity within the team helps in enabling the team to assess the financial implications, regulatory risks, market opportunities and engineering challenges from different perspectives. When the difficulties in engineering emerged, team members collaborated and agreed to ask for external support from an engineering specialist. According to the research of Salas et al., diversified roles can help to improve adaptability, overall team effectiveness and innovation within complex environments. Simultaneously, maintaining behavioural balance helps in supporting competitive market expansion and sustainable performance.
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