A CASE STUDY

In 2024, the new owners of KEEPSAFE a company that produces fridges, freezers and cold rooms for domestic and industrial uses, were surprised to discover that the company’s system of working and decision making was based on individual effort rather than on teamworking. 
‘I could not understand how a company of this size could operate effectively on individual efforts alone rather than on reaping the benefits of teamwork, so I engaged a consultancy that specialises in Teamwork to assess how best we could move forward,’ said the Managing Director. 
‘On their advice, we decided to form a team of the leaders of all our departments – Production, Sales, Legal, IT, Human Resources, Customer Services, Security and Facilities - to see how we could make this system work.’
As I was new and wanted to meet everyone together, I chaired the first meeting and explained why we were going to operate as a team, and I gave them the objective towards which they must work. While our company was doing well, we were facing competition from many new companies entering the market and we needed to find new ways of doing things. I pointed out that so far, we have been catering for businesses in warm/tropical countries and we needed to think outside the box. The team’s brief was therefore to explore ways in which we could target neglected markets like Alaska, Siberia and Iceland and I expected them to report in 3 months. 
I appointed the Head of Engineering (Nick) as team leader until they could decide on who they wanted as leader, and I also gave them a secretary (Sarah) to record their discussions, but she would not participate, and I would keep informed of the team’s progress through her notes. However, I made it clear that I did not want to hear about team discussions or problems from them because I expected them to deal with everything as a team.
MEETING 1: (Sarah’s Notes). It was strange because all the people around the table have either met each other, spoken on the phone or emailed each other, yet, gathered in a room together, they seemed to find it difficult to talk to each other. It was as if they were strangers. They didn’t seem to know why they were there, and they were very formal with each other.
Nick (Engineering) called the meeting to order and said, ‘It appears that we have been put into a team to suggest how we could sell ice to the Eskimos.’ 
Sylvia (HR) said, ‘They prefer to be called Inuits.’ 
Nick apologised and said that they had a task to do, and they had three months in which to do it. He would be leading the team unless they wanted to have somebody else. They agreed that he should do it. He then introduced each person and gave a short resume of their experience and qualifications. People seemed to relax more and started to ask each other questions about themselves. Nick then explained that they will work in sub-groups with each assigned a task- all related to the main objective, and that it is hoped that by week 8, all teams could report their findings.’
Aslam, (Finance), asked how often they were expected to meet as he had his own department to run. Kasia (Sales) pointed out that other companies work in teams as part of their jobs. This seemed to satisfy Aslam and the others, who nodded their heads. Nick suggested Saturdays, and Marvin from Security said, ‘That is fine by me as long as there is no cricket at the Oval. I love my cricket.’ Aslam reminded him that the team would be working over three winter months when there is no cricket. They all laughed.
Nick suggested that they should meet every week, but Pinar ( IT) thought every 2 weeks would be better. This was agreed and the meeting broke up with everyone in good spirits.
	Q1: :  What stage of Tuckman’s model do you think describes the behaviour of the members and why?


	Q2: According to Belbin’s team roles theory, what role is critical at this stage, and why?




MEETING 2 (Sarah’s Notes): With the first meeting ending quite pleasantly, I did not expect what happened at the second meeting. Nick started to outline the various tasks, but some people disagreed and made suggestions about different approaches.  Nick told them that the best approach was to divide the team into sub-teams, each responsible for researching things such as identifying demand, manufacturing adjustments, marketing, advertisement and sales. He also talked of each sub-team using a PESTLE analysis to identify what the macro-environment is in each target country. This seemed to have been accepted, but when Nick suggested who should lead the sub-teams, there was an almighty row with people shouting at each and complaining that they were better qualified and more experienced than someone else. One or two stopped talking altogether and refused to participate. The atmosphere could be described electric, unpleasant and full of conflict.
As leader/coordinator, Nick had to consider the deadline they were given and needed to resolve these difficulties quickly.

	Q3: What stage of team development is this according to Tuckman, and why?

	Q4: What Belbin roles might be 
needed to resolve the conflict, and
 why?






MEETING 3 (Sarah’s notes): As the members assembled, there was an air of disquiet, and some members were still mumbling to each other. Nick said that what happened last time was not good for the project as people were all pulling in different directions.
‘I cannot please everyone, and we cannot keep going around in circles and wasting time.’
 Sylvia (HR) agreed and said that the Director had indicated that this was just the first of a series of projects and that everyone would have a chance to lead a sub-group. This was how teams operated where she last worked and this proved successful, so it should be tried here so everyone should be patient and work with each other.
Kasia (Sales) suggested that the team should have 5 sub-groups and that each should be led by different people for different projects, so that if Aslam leads sub-group A this time, Marvin could lead it for the next project.  
“I know that when we get to the stage where we are preparing the final report, I will be given the task of examining it carefully to make sure there are no spelling, grammar, or factual errors because of my expertise in this area. I know people think that I am too fussy, but our report to management should be perfect.”

Aslam said that this was a good idea, and it wasn’t as if the sub-groups will be deciding, but they will be doing research into their own areas and coming up with proposals which we could all discuss calmly before deciding.
‘Yes,’ Tom (Facilities) said. ‘And I could sit in with all the sub-groups and liaise with others if they need clarification.’
‘I don’t really understand how that would work, Tom,’ said Sylvia.
‘For instance, if Team A is discussing the engineering adjustments that need to be made, there is going to be the question of finance. I could liaise with Aslam to find out what money is available. Also, we will need to find out if these proposals are legal, so I will talk to Santos (legal) and feedback to the teams. I could also see how each sub-team is organizing their work and share this with others.’
‘That’s a good idea,’ said Sylvia. 
Nick was relieved that people seemed to be consulting and agreeing with each other rather than arguing. They seemed to be embracing the need to work together to achieve their objective.
Q5: What stage is this in the Tuckman Model, and why?

Q6: What do you think is the team role of the following people, and why:

a)  Sylvia
b) Kasia
c) Tom

MEETING 4 (Sarah’s notes):
The next time the team met they reported on their progress. Some reported that everything was going well, but one reported that they were stuck on an engineering problem.  Nick (Engineering and Leader) said that even his team, with its engineering expertise, could not solve the problem. Aslam (Finance) suggested that this needed to be solved as the Cost could not be determined unless this was done. It was suggested that they should get outside assistance from a specialist engineering firm. This was done and the problem was solved.
The sub-teams met again and prepared a report for management.

 Q7:   Which Belbin role is missing from this team, and what does the leader do to add it to the team? Can you see any problems arising that might affect team unity?


 Q8: The Introduction mentions that there are disadvantages in INDIVIDUAL working. Can you name one and explain why it is a disadvantage.

 Q9: The Introduction mentions that there are disadvantages in TEAM working. Can you name one and explain why it is a disadvantage.

Q10: Explain the Thomas and Kilmann Instrument (TKI) and identify what mode it says is best to prevent the breakup of the team.


