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EXECUTIVE SUMMARY
Effective teamworking and communication in workplace is key to the development of organisations. This work focused on the need to establish an effective teamworking in a health and social sector with a case study of Pelsall Hall Care Home, Birmingham. Tuckman’s model was used as the model for team formation while Wheelan model was considered as an alternative model. Belbin different team roles used to describe different team roles in relation to their benefits and associated weaknesses. The impact of effective team role on the success of Pelsall Hall care home and recommendations were discussed.
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1.0
INTRODUCTION 

1.1      Background

This work is part of BMSW4002 course and is based on a case study of Pelsall Hall Care Home in Birmingham. A newly employed manager is tasked with transforming the current dedicated and hardworking but dis-jointed team into a high-performance and effective one.
1.2

Introduction and Aim of Report
It has been suggested by The World Health Organisation (WHO) that by 2030, there will be one older adult in every group of six worldwide. Also, the proportion of the world’s population over 60 years will be around 22% by 2050 (World Health Organisation, 2021). It will require an integrated functional and effective health care system to respond to such huge demand of care (Sommerfeldt et al, 2022). This report will focus on advice and recommendation for the newly appointed manager on team building and roles to be able to transform the team to a high-performance and effective one at Pelsall Hall Care Home.
1.3

Some Definitions
Health and Social Care Home – This is a facility whereby the elderly or other group of people who require support and nursing care for their health and social care management on daily basis (Tsukasaki et al, 2022). 
Teamworking – Teamworking is where group of people work interdependently towards a common goal and a shared reward that no one individual can achieve alone (APM Body of Knowledge, 2012, P. 76 and Watson, 2006, p. 337). 

Effective team – Refers to a team where every individuals work towards common goal without any conflict of interest because there is mutual trust among members as well as sharing knowledge with one another.
Care Manager – This is someone in charge of coordinating interprofessional collaboration among health professionals working in the health and social care facilities (Tsukasaki et al, 2022). They ensure that they develop care plans and execute such plans using different health and social care professionals. 
1.4

Characteristics of an Effective Teamwork
A team is said to be effective when all personnel in the team are working collaboratively towards achieving the overall objective of the team. All responsibilities and knowledge by each team members are shared with other members of the team to avoid single point of failure. There must be mutual respect and trust among members to allow ideas and suggestions to be generated by the team.  When a team is effective, it affects positively the patient safety and care outcome (Babiker et al., 2014).
2.0
MODEL OF TEAMWORK
2.1

Developing a Team 
In forming and developing a team, researchers have used several models such as Tuckman’s, Wheelan’s, Gersick’s, Homan’s model and so on. Tuckman model was reported as a model for team formation and development in the studies on improving team dynamics for project-based learning in pharmacy (Kim and Iwuchukwu, 2022). Also Fransen et al. 2013 mentioned the use of Tuckman’s model on their work on team effectiveness and development in computer-supported cooperative work. Gren et al., 2017, on their work on group development and group maturity for building agile teams mentioned Wheelan’s model for team development.
2.2

Tuckman’s Model of Team Formation and Development - Preferred Model
The preferred model of team formation and development to be recommended for the care manager is the Tuckman’s model because it is a long-established and most enduring model which has served as the basis for other models in team development (Ito and Brotheridge, 2008). The Tuckman’s model comprises of 5 stages namely forming, storming, norming, performing and adjourning. The adjourning stage is a very critical stage for the sustainment of the gain made in the team development. Figure 1 shows the simple flow diagram while Figure 2 shows the detail description of each stage.
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Figure 1: Tuckman 5 stages of team formation and development (Source: Huczynski and Buchanan, 2001). 
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Figure 2: Stages of Tuckman's model for team formation and development. (Source: Huczynski and Buchanan, 2001)

2.2.1
Forming Stage

During this stage, the manager must ensure team members gets to know one another and the work that needs to be done. This is a stage where clear vision and values for the team should be established. Activities such as team building, team meeting, team foodle and so on can help every team member to be comfortable with one another as well as getting comfortable with the task. During this stage, members will be keen to establish their individual identities and create impression on others.
2.2.2
Storming Stage

In this second stage, team members become more comfortable in expressing their opinions, but can sometimes struggle to gain influence on their teammates. This could lead to conflictual relationships among members which could result in the dip in development in terms of energy and productivity (Kumar et al. 2014).     
2.2.3
Norming Stage

This is the third stage in team development. This is a stage where all role allocation (who does what and when) take place and where working rules and norms of behaviour guiding the care home are established. The manager must develop team hierarchy which must be respected throughout the team. 

2.2.4
Performing Stage

This is the doing stage. Every team member must have gathered enough appreciation, training, guidance, and communication to be able to get the job done. The manager must constantly identify and resolve any factor that can cause disruption to achieve the overall targets of the team.
2.2.5
Adjourning Stage

This is also called mourning stage. A system should be in place to celebrate success of the team as well as celebrating individuals that will be moving on to the next stage of their career because not every member of the team will remain at the department for ever. This gives every remaining member and the new ones that will be joining the team a sense of belongings that they will also leave on a high note when the time comes. The manager must ensure that the implementation of this stage is what will draw new members to the team.
2.3

Wheelan’s Model of Team Formation and Development - an Alternative Model
The alternative model of team formation and development to be recommended for the manager is the Wheelan model because the four stages are similar to the first four stages of the Tuckman’s model. The four steps in Wheelan’s model are: Dependency and Inclusion, Counter-Dependency and fight, Trust and Structure and finally, Work and Dependency stage. The main steps of the Wheelan model and the inter-relationship between the stages has been summarised in Figure 3.
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Figure 3: Stages of Wheelan's model for team formation. (Source: Gren at al. 2017)
3.0
ROLES FOR CREATING EFFECTIVE TEAMS
3.1

Identifying the Roles for Effective Team
The health care sector such as Pelsall Hall Care home consists of different professions in 5 different categories (Babiker, 2014). These are: The core team (team leaders, doctors, nurses, radiographers and so on), the coordinating team (resource and operational management), the contingency team (cardiac-arrest team and so on), the ancillary team (cleaners, domestic staffs and so on) and finally the support services such as executive leadership These individuals will have different capacity and capabilities, it is important for the manager to be able to understand the strength and weaknesses of each of them. Meredith Belbin has identified 9 different roles required for an effective team to be established. These roles are: Plant, Specialist, Monitor-Evaluator, Resource Investigators, Co-ordinator, Teamworker, Completer-Finisher, Implementer and Shaper (Belbin 2022, Bednar and Ljudvigova 2020).  
3.2

Types of Roles Needed to Create a Cohesive and Effective Team 
To be able to create a cohesive and effective team at Pelsall Hall Care Home, the manager must understand the behaviour of each of the staff and how they can be further grouped into three major categories: the Thinkers, the Doers/Action roles and People oriented role as shown in Figure 4 while the characteristics of each role is described in Figure 5.
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Figure 4: Distribution of Belbin 9 different roles to 3 sub-groups (Source: https://www.steppescoaching.co.uk/belbin.html)
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Figure 5: Description of each Belbin team roles (Sources: Adapted from Bednar and Ljudvigova 2020 and https://www.steppescoaching.co.uk/belbin.html)
3.3      Importance of Different Roles When Selecting a Team?
It is important for the care manager to understand the individual strength and weaknesses also known as behavioural characteristics of the Belbin team role as described in Figure 6 in order to form a balanced team. The manager must be fully aware of these behaviours before job distribution and management of the team so that this will ensure that the right people are doing the right job. For example, it is not efficient to be allocating the tasks that can easily be carried out by a specialist such as cardiac-arrest team to an implementer such as nurses who administer medicines. When the right people do the right tasks, a better performance by the team is achieved. 
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Figure 6: Showing 9 Belbin team roles: The benefits and the associated weaknesses (Source: Belbin Working Relationship reports)
4.0
IMPACT OF EFFECTIVE TEAMWORK ON SUCCESS OF CARE
4.1

Advantages of an Effective Team at Pelsall Hall Care Home
The creation of an effective team will benefit all aspect of the care home: Patients, organisation, the team and team members (Babiker et al, 2014). The patients will be satisfied with the treatment they are getting and will not suffer from excessive medical error. The organisation of Pelsall Hall Care Home will benefit from reduced time and costs of treatment to patients. Injuries which could lead to patients being sent to emergency departments would be avoided. The care home would then benefit from more patients accessing the care home. Due to the effective team, the care manager’s task will be a lot easier and be able to concentrate on more important deliverables. The team members will benefit from better job satisfaction and better role clarity which will lead to the overall well-being of each team member. The entire team will enjoy better communication, focus on work scope and learn more about other roles. 
4.2

Barriers to Teamworking at Pelsall Hall Care Home
This section looks into what could serve as barriers to creating effective teamwork at Pelsall Hall Care Home. Team member responsibilities must be clearly identified and communicated appropriately. Failure to do this will lead to conflicts of interest among members. For every team to be successful, it requires constant Managerial and organisational support and if this is not provided, the progress made in the development of the team will be lost. According to NHS guide on just culture, a ’just culture’ is a culture that considers wider systemic issues when mistake happens without fear of being blamed (NHS guide). An excessive informer relationship among team members could lead to covering up of mistakes. The adjourning stage (last stage) of the Tuckman team development means that some team members in Pelsall hall care may want to change role and this can cause challenges to other team members. Also, when the strategy of the care home changes, rebalancing the team could be a challenging one. One of the 9 Belbin role is a specialist role which means some roles such as Nurses and Medical doctors can be a single point of failure if the resources is not enough or they are off work due to unforeseen and unplanned emergencies.
5.0
CONCLUSION AND RECOMMENDATION
5.1 
Conclusion
The manager can transform the individual hardworking and brilliant members of the team at Pelsall Hall Care Home into an effective and high performing team by following the Tuchman’s model as well as identifying the importance of each team roles described by Belbin. The strength of each team member should be thoroughly explored while the weakness of each team member should be worked upon through training and sets of recommendations in section 5.2.
5.2 
Recommendations
For the team at Pelsall Hall Care Home to become a high performing team, the following are recommended. The manager must put in place a clear vision and mission statement which are clients/patients focused that every team member must follow. There must be set of rules and team culture that govern the team. Furthermore, the purpose of the care team in terms of daily objectives, deliverables and benefits should be clearly stated to allow every team member to focus on the common goal and purpose. 
There must be clear organisational hierarchies, structure and reporting lines and these must be respected by every team member at Pelsall Hall care home. The manager must ensure ownership of relevant issues and accountabilities. The manager must ensure that necessary training of the employees are carried out to achieve set objectives. There must be clarity on role and the interdependencies of each team member on others. Communication channels must be in place for information sharing and lesson learnt across the team. Celebration of results and milestones should be a regular practice at the Pelsall Hall Care home. When issues do arise, it must be handled with urgency through appropriate process and within a defined timeline.
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