 



Abstract

This report is for Steve Brookes, the manager of Pelsall Hall Care Home. It will contain information and suggestions on teamwork. Models of development, team formation and composition such as Tuckman (1965), Belbin (1981) and Coyle (2018) will be discussed. Recommendations will be made for Mr Brookes to assist him in the implementation, leading to a cohesive team.
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Introduction
This report has been commissioned for Steve Brookes, the recently employed manager of Pelsall Hall Care Home. Mr Brookes oversees the daily running of Pelsall Hall, where they have taken a proactive approach to teamwork, this has achieved many positive results. Unfortunately, there have been some instances of a lack of cohesiveness which has sometimes ensued misunderstandings and situations where staff did not have complete understanding of their roles and responsibilities. Mr Brookes would like teamwork to be effective and consistent throughout the whole organisation, currently Pelsall Hall has a lack of teamwork. 

This report will look at effective teamwork, how to develop teams, different team roles and the composition of a team. It will also look at the different team development and team role models, such as Tuckman’s Stages of Group Development, created by psychologist Bruce Tuckman in 1965, DISC theory, developed in 1928 by Dr. William Moulton Marston, Lencioni Model created in 2005, Wheelans Model of Team Development 2005, Gersicks model of team development 1988 and so many more. It will be providing recommendations that once implemented, will have a positive effect on teamwork, leading to successfully meeting the needs of the of Pelsall Hall Care Home residents.  

Overview of Teamwork
A sole individual cannot provide quality of care for patients effectively, for this to take place there is a great need for effective teamwork. This ensures that patients are satisfied with their care. According to Babiker et al. (2014) in the provision of healthcare, effective teamwork can have an instantaneous and beneficial impact on patient safety. Healthcare has dramatically evolved; quality of care entails a crucial consistent professionally developed healthcare team. Pelsall Hall currently lacks consistency, which can therefore lead to a decline in not only effective teamwork but can also have a negative influence on workplace practice. 
A group is often described as a number of people who have a common interest and get together because of their shared characteristics (Morgan, 2017). A team, however, consists of individuals working  together to achieve a common goal. According to Morgan (2017) teams are built on expertise needed to achieve success and working as part of a sophisticated team can be a really gratifying experience. As the project develops, the team collectively understands, effectively assists, and motivates one another. They set aside their emotions and vanity for the ultimate success of the team. Having said this, a team’s composition is relative to their success. Having a variety of strengths and skills is crucial, and while these are important, it is also imperative that personalities are also cohesive. The team’s dynamics must be understood, this will lead to optimum performance and the ability to foresee and avoid crises, similarly, characteristics that strengthen team cohesiveness, such as team orientation and trust, may enhance the risk of 'groupthink' and group conformity bias, which can lead to inferior judgements (Kaba et al. 2016, p400).
According to Arrow et al., (2004) teams are essentially groups that have gone through a dynamic change, they go through sequential stages to become effective teams. Whilst Griffith and Dunham (2015) suggest that although teams have the capability to achieve goals that are above the potential of an individual, they are not without challenges. Working in teams, in fact, may be rather difficult and team members can face the following issues: lack of commitment, productivity losses, poor communication, interpersonal conflict and poor leadership, some of these have been found in Pelsall Hall. In order to overcome these issues, Druskat and Wolff (2001) identified three important elements for successful teamwork: trust, a feeling of belongingness, and a concept of collective efficacy. Team leaders and organisers can have an influence on their teams by encouraging the growth of each of these components. For optimum success, teams must build trust, identity, and efficacy as they embark on their task.

Models of Team Development
Models of development can be implemented to ensure that teamwork is cohesive in Pelsall Hall. There are many models of team development available for Mr Brookes to implement in Pelsall Hall, however making the right choice can be difficult as only some are suited to the healthcare industry. According to Last (2022) understanding team cohesion in terms of  context, composition and individual personality is a key part of effective teamwork.










Tuckman’s Model of Team Development Figure 1.
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Tuckman (1965) has identified a five-stage process that describes team formation. It explains five stages via which teams proceed through: forming, storming, norming, performing and adjourning. According to McCahan et al. (2015) the stages progress from assembling to executing and then departing, and while the stages appear to be sequential, teams may shift backwards to previous stages based on eventualities that impact the team and the communication techniques that they utilise. 
According to Tuckman (1965)  when team members are getting to know one other and are attempting to make a good impression, the formation stage begins. It is an excellent time to establish a set of agreed expectations, rules, or a team plan. A team-building exercise is also an option that can be used to help establish trust and get to know each other and their unique skills and weaknesses. Mr Brookes can use this stage to build a cohesive team who will then work effectively with one another to provide exceptional care for the residents of Pelsall Hall. The storming stage begins with individuals discovering more about one other's intentions, speculations, and limitations, which are frequently challenged. Team members brainstorm to come up with relative ideas that are suitable for the task ahead. This stage can cause hostility amongst members; however, Mr Brookes can interact with all members and allow them to share their misconceptions. The norming stage allows team members to settle their differences. They begin to respect not only their peers but also the leader of the group, building a relationship of trust. The performing stage allows team members to solve problems more fluidly and confidently. Mr Brookes can facilitate the team members confidence by giving more responsibilities allowing the team to proceed with the tasks ahead. The adjourning stage commences when all the tasks have been diligently completed, this can cause an uncertain period for team members, however Mr Brookes can support and reward them for all their efforts to cohesively work together and for completion. Tuckman (1965) also suggested that the ideal size of a team is between 5-7 members. Mr Brookes can create small teams which can work together cohesively.
According to Runkel (1971) observational research into Tuckman’s (1965) theory, group development when using the model worked exceptionally well. Whilst Miller (2009) stated that groups are entities which frequently change in personal and professional functions during the period of their tenure.
Gersick (1988) believed that team’s only go through phases and not stages, the model concentrates more on the task and not on the relationship between team members. Phase 1 – the Stability phase is when the group forms, in between phase 1 and phase 2 there is a transition and instability phase, meaning that the group that has formed is not cohesive. Phase 2 of stability is when the group has formed itself into a team and is focused of the task ahead. This model is not suitable for Pelsall Hall as it does not focus on teamwork and is more focused on task. 

Team Roles
A team can consist of people who have a variety of skills, when looking at team composition and team roles some members can fill even two and are not limited to just one. Meredith Belbin created a theory in 1981 based on team roles and personalities. It was stated by Belbin (2010) communication abilities are essential for professional success. Belbin (2010) also stated the mix of characteristics in a team, or the composition of individual team roles can considerably boost or lessen a team's capacity to execute an objective. 
According to Furnham, A., Steele, H. and Pendleton (1993) an effective team has nine key roles. Diverse teams can solve complexity issues, promptly complete tasks, build each other’s knowledge, be adapting and work together on the values that are important to the organisation. Each member is then aware of their role and the responsibility towards the organisation. It is not always required to have all team roles active at the same time. However, these roles create a team that is effective and successful, it is critical for management to evaluate the team objectives before determining which tasks must be completed. 
Belbin’s Nine Team Roles Figure 2.
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Belbin’s (1993) team roles split into three categories Figure 3.
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According to Belbin (1981) if team members have similar behavioural patterns or team positions, the team might become unstable, similarly,  should  team members share comparable flaws, the team as a whole may be prone to that flaw. If team members have comparable collaboration skills, they may be in competition with other members instead of collaborating.  
Belbin (1981) also proposes that by recognising your position within a specific team, you may enhance your abilities and manage your limitations as a member of the team, and by doing so, improving your contribution.
The Belbin model is frequently used by team leaders and management to help establish balanced and cohesive teams. Mr Brookes can use the Belbin Model of Team Roles to identify members within the three categories who can effectively work together. It is essential that when Mr Brookes is employing new staff that he considers team roles. This is to ensure that each member of staff has different abilities and qualities to ensure teamwork is cohesive.
Discussion 
A successful team is built on diversity, trust and understanding. According to Acton, Braun, and Foti (2020) team cohesion is the main factor when it comes to team effectiveness. A team is effective when they communicate and are open to listening to others. A successful team is focused on building a relationship that can enable them to effectively complete tasks. Each member contributes to the team equally and supports each other. Essentially a successful team not only has good leadership, but also has good organisational skills that they each meet their obligations. Mach, Abrantes and Soler (2020) suggested teamwork in healthcare organisations is imperative. Without effective teamwork care cannot be provided to patients and residents, leading to significant risks. This can have an effective on an organisation’s survival. Having different roles and responsibilities in a team makes it more fluid and likely to be cohesive.






The Culture Code Three Skills Figure 4
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Coyle (2018) proposed an idea in his book called The Culture Code. He identified the three skills and composition of an effective team. Coyle (2018) proposed that a successful team should build safety by actively listening, seeking team members opinions, and embracing negative news in a positive format. This ensures that each member understands that they are an essential part of the team, and no blame is placed upon them should something go wrong. The second skill Coyle (2018) identified was to share vulnerability, being a vulnerable leader, telling the truth and asking about one’s own skills is considered a strength. Delivering negative news whilst being physically present is also imperative. This helps team building and can path the way to new ideas on how to overcome any issues. Sharing vulnerability also means to have good listening skills, and any questions that are asked should be done in a none intimidating way. Ideas should be bounced off team members and input given verbally, reaffirming team cohesion. The final skill Coyle recognised was to establish purpose, having priorities and a clear mandate enables team members to be focused on their task. It ensures that they are all equally informed and builds their relationship. Reaffirming priorities should be done by the team leader, this ensures that every member is aware of their role and responsibilities. Mr Brookes can use these use these steps to create an effective team, leading to the success of Pelsall Hall. 



Conclusion and Recommendations 
Pelsall Hall can benefit greatly from following a model for team development, whilst incorporating different team roles. However, it is important to note that developing a team which can work effectively and cohesively is not linear. When looking at Tuckman’s (1964) model of development, it is apparent that it has the necessary guidelines on what team formation consists of and how team formation occurs. This is particularly beneficial for Mr Brookes as it can be used to assist him in building a team that is successful and works well together. Mr Brookes can also use Belbin’s (1981) team roles model to ensure that when building a team, it has a diverse range of skills, and the composition is cohesive. Teamwork is critical and necessary for the survival of Pelsall Hall. It will ensure that the residents care is a priority, leading to further successes. Concessions must be made, and Mr Brookes must be prepared to make necessary changes. 
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