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Teamwork at Keepsafe – Case Study Answers
[bookmark: _Toc214560977]1. Using Tuckman’s model, identify and explain which stage the team was in during the first meeting.
The Keepsafe team was at its Forming stage of team development as outlined in the Tuckman (1965) model of team development during the first meeting. This phase is typified by indecisiveness, courtesy and reliance on leadership. According to the notes that Sarah made, the members had been communicating with each other through email or phone but when they met physically, they were acting as strangers and this demonstrated a lack of unity and purpose. There was a warning level of caution, and formality of the team members, which is a normal behaviour of the forming stage in which members are uncertain of what is required and their role as members in the team (Belbin and Brown, 2022). As leader, Nick was essential in the organization of introductions and the clarification of objectives, which contributed to the creation of initial comfort. The use of humor like the cricket joke was an indication of the early development of social bonds. But the general mood was still rather tentative implying that trust and open communication was still in the process of formation. 
[bookmark: _Toc214560978]2. What evidence from the second meeting suggests that the team had entered the ‘Storming’ stage of development?
The second meeting was a representation of the Storming stage when initial harmony gives place to conflict as the team members demand their points of view and struggle to gain control. According to Sarah, in her notes, there was an almighty row on who should lead the sub-groups with the shouting and refusal to cooperate; the undoubted signs of interpersonal conflict and rivalry. This action corresponds to the theory proposed by Tuckman according to which during the storming, personality differences, working styles, and leadership demands appear (Hartmann et al., 2020). The problems of power and recognition were revealed when the members questioned the authority of Nick to appoint sub-group leaders without their complete consultations. This was compounded by high egos and departmental loyalties- characteristic of cross-functional teams. Tough as it was, it was important that the storming stage occurred to release the tensions that were under wraps and could be solved in the future. The non-existence of a proper conflict management plan and proper facilitation by Nick increased the disharmony. 
[bookmark: _Toc214560979]3. How did the team begin to transition from the Storming to the Norming stage by the third meeting?
As the third meeting commenced, the Keepsafe team had begun transitioning out of Storming into Norming, which is marked by collaboration, role definition and mutual understanding. This was facilitated by Sylvia in HR who proposed that the leadership would be rotated in future projects so that at least fairness was observed in this regard and competitiveness was minimized (Griffin and Moorhead, 2017). She avoided conflict by balancing individual ambitions with the objectives of the company, which is a manifestation of emotional intelligence. Inclusivity and equality were also advanced by the idea of Kasia who proposed to have five sub-groups headed by various individuals in subsequent projects. The spirit of collaboration and interdependence was emerging through the offer by a sub-group member, Tom, to serve as a liaison between sub-groups. Noting Nick’s appearance, Sarah reported that he looked relieved at the new tone of agreement, or that it was better group harmony and trust. The change of confrontation to consultation indicated that members had started to value the success of the team more than individual dominance (Hopf et al., 2021). This gathering formed the basis of group cohesion, which was to be completed before getting to the stage of high performing.
[bookmark: _Toc214560980]4. Which Belbin Team Roles can be identified in the case and how did they contribute to the group’s progress?
Belbin’s (1981) team role theory identifies nine teamwork roles that are required to have a balanced approach to teamwork and most are evident at Keepsafe. Nick, the first leader, was a Coordinator, who helped to clarify the goals, discussed them and aligned the members to the objectives. Sylvia with her sympathetic and diplomatic interventions obviously portrayed the role of Team Worker, facilitating team work and tensions between people. Kasia acted as the Resource Investigator who introduced the energy and outside-in consciousness through offering flexible team structure and promoting equity (Jiang et al., 2022). Monitor Evaluator position was assumed by Aslam, and he applied logical reasoning to evaluate the possibility and financial limitations. Tom, the one volunteering to cross sub-groups, personified the roles of Implementer and Completer Finisher, coordinating as well as making sure that everything was practical and correct. The combination of these roles increased the effectiveness of the team. 
[bookmark: _Toc214560981]5. How could Nick have used Thomas & Kilmann’s conflict-handling model during the second meeting?
The situation might have been managed better, as Nick could have used the conflict-handling model of Thomas and Kilmann (1974) during the heated conflicts during the second meeting. His default response was towards Competing-power through unilateral appointment of leaders and this increased the conflict (Belbin and Brown, 2022). Rather, a Collaborating style would have been more effective, since it is concerned with open discussion and integrate solutions, which are mutually satisfying. Nick might have invited the members to discuss why they wanted to hold leadership positions, their strengths and they could have mutually agreed in the equitable allocation of duties (Wagner III and Hollenbeck, 2020). Otherwise, a Compromising style, like an agreement to change sub-group leaders as a way of balancing interests without stagnation, would strike a balance between various interests. Integrating collaboration and some components of compromise would have helped Nick to turn the conflict to constructive debate, which fosters ownership and unity. 
[bookmark: _Toc214560982]6. How did leadership style influence the team’s development through the meetings?
Nick changed his leadership approach as the team was growing. His Directive leadership style was suitable in the early stages of the Forming stage in which there was confusion, structure, and order. Nevertheless, in the Storming stage, he continued to have a controlling style, appointing sub-team leaders without consultations, a factor that turned them bitter (Salas et al., 2015). This is an indication of a mismatch in the style of leadership and maturity of the team. As per the Norming stage, Nick became more participative in his leadership by motivating open discussion and by allowing people to air their ideas including the rotation system by Sylvia. This change enabled members to have a sense of value and power, which made it easy to collaborate and develop (Shuffler and Carter, 2018). At the stage of Performing, his leadership was more of Delegative, whereby the sub-teams was left to their own devices, but coordinated through the liaison role of Tom. In the situation leadership model developed by Hersey and Blanchard, leaders change their style depending on the level of development of a team. 
[bookmark: _Toc214560983]7. In what ways did effective communication contribute to resolving team conflicts?
Effective communication emerged as an important tool that turned the dysfunctional team at Keepsafe into a collaborative one. Following the heated argument in meeting two, the empathetic communication of Sylvia pacified the tension by realising everybody wanted to be the leader and come up with a system of fair rotation. This brought out psychological security and facilitated free discussions (Luthans et al., 2015). This was supported by Kasia who made positive suggestions indicating that trust is built based on communication that is based on respect and inclusion. The liaison concept introduced by Tom improved communication among sub-groups and minimized the cases of misunderstanding and work redundancy. Good communication channels made sure that problems were solved at an early stage and not left to worsen (Hartmann et al., 2020). In addition, the communication process of listening was equally important - the members started to be interested in the views of one another, which facilitated shared ownership. 
[bookmark: _Toc214560984]8. How did the team demonstrate problem-solving and decision-making skills by the fourth meeting?
The fourth meeting signaled the beginning of the Keepsafe team being in the performing stage, which is marked by proper cooperation and advanced problem-solving. Nick and Aslam were also able to apply analytical decision making when the engineering sub-team experienced a technical problem they were able to relate the engineering constraints to financial impact. Instead of blaming and arguing among themselves, they decided to enter into an agreement to get external expert help, which is a case of consultative decision-making. High emotional intelligence and respect to expertise were captured in this pragmatic approach. After solving the problem, the members soon returned to work on their final report and managed to be accountable and on time. The activities of the group contributed to a shift toward active and not passive problem-solving and results rather than personal appreciation. This meeting proved that the team had reached a functional interdependence level - every member of the team knew his/her role and believed in the competence of others. Objectivity and making rational and collective decisions demonstrate the maturity of the team and high performance that will be successful in the organization.
[bookmark: _Toc214560985]9. What lessons about teamwork can Keepsafe’s management learn from this experience?
The management of Keepsafe can learn a number of valuable lessons. First, team development needs support and time - conflict is a normal part of the team development that must be considered as a stage of growth instead of a failure. Second, ability to have variety of skills and personalities which is well managed will improve innovation and quality of decisions. The finance, HR, IT and engineering members were included and this offered diversity of opinions, which in essence empowered results (Hopf et al., 2021). Thirdly the leadership style must be adaptive and facilitative and change to supportive style as the team grows. Moreover, there is the possibility of misunderstanding and power struggles as clear goals and communication norms should be built at the very beginning. Another important aspect that is highlighted by the case is the importance of psychological safety - the members will give their best when they are respected and listened to (Shuffler and Carter, 2018). Lastly, the success of the team ultimately proves that it is not competition, but collaboration that will foster creativity and problem solving. 
[bookmark: _Toc214560986]10. If Keepsafe were to form another team, what recommendations would improve team performance from the start?
To the future teams, Keepsafe will be well advised to make proactive steps of establishing strong foundations at the outset. First, a management team charter must be introduced, setting out the objectives, the roles assigned to each member of the team, the decision-making process, and conflict-management mechanisms (Wagner III and Hollenbeck, 2020). Immediately after forming the team, it is possible to conduct a first team-building session, during which the members will learn about the working styles and Belbin roles of each other and eliminate tension in the initial stages. Situational-based adaptability training of leadership would allow future team leaders to adapt styles accordingly within the stages of Tuckman (O'Neill and Salas, 2018). To promote transparency and accountability, it is necessary to encourage open communication lines and frequent check-ins. The use of conflict management systems like the model by Thomas and Kilmann must be instilled at an early age so that constructive disagreement becomes normal. Lastly, the appreciation and commendation of minor success will boost morale and support culture of collaboration. 
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