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1. How does the aspirational rather than realistic target effect the planning of the project?

Aspirational goals can be a good starting point of a project to discuss and identify theoretically achievable aims and objectives. For these goals to be incorporated into an effective project plan, the plan needs to be adjusted based on circumstances and events through the term of the project, when evidence and level of progress shows them to be unrealistic. The changes should only be made to the plan and aspirational goals when there is true justification for doing so. 

Herzberg’s two factor theory of job satisfaction states that team behaviours are influenced by motivational methods to maximise an individual’s potential and effectiveness; welcomed responsibilities challenges and opportunities are motivators that contribute to job satisfaction and an individual’s motivation. Having aspirational goals can promote motivation in a team, bettering project outputs.
(Tan, 2013)

On average companies deliver 2.7 times more than senior executives plan.
(Nikooyeh & Sclove, 2016)

Working to aspirational targets in an agile environment can encourage innovative ways of thinking, as opposed to using dated routine ways of working, leading to complacency, potential missed opportunities and therefore a less efficient method if working.

Lowering aspirational targets to easily obtainable targets, team members will work only to that objective and may not work to their maximum potential, hindering progress and lower quality outcome.

Aspirational targets established during the initial stages of the project do not account for unforeseen setbacks throughout the project term, leading to the requirement for an adaptable plan.

If the aspirational targets aren’t adjusted appropriately and goals become unachievable, this could have a detrimental effect on project outcomes. Goals that are unrealistic can put overbearing pressure on team members causing stress, demotivation and mental health issues. Other issues that can arise through not adjusting goals appropriately is that when reviewing progress through visual aids and group discussions, the plan can be misinterpreted as making poor progress when in actuality the aspirational goals aren’t practicable and the plan for realistic targets is actually on track. 

If teams get the impressions that there is little progress being made to meet objectives to meet the project plan, this can cause tension between the group. The expectation theory states that there is positive correlation between effort and performance; if members don’t see this, they can become unmotivated and hinder project progress. Increased animosity within the group can cause conflict and can cause the project phase to return to Tuckman’s storming stage if low enthusiasm and decreased performance. 
(Jones, 2019)

After evaluating the effects aspirational and realistic targets have on project planning, it has been determined that aspirational targets must be managed and adapted to realistic targets appropriately throughout the course of the project in order to be effective. Aspirational targets are a good starting point in order to maximise team members potential and establish a clear endpoint, however these must not be binding as they don’t take in to account any unforeseen issue in the project. The most effective targets within the project are SMART; Specific, Measurable, Agreed, Realistic and Timebound.


2. How realistic was your analysis of your Belbin role in the team, what evidence was there to show it to be true or false?

The Belbin role analysis was completed before the project started, the assignment of the nine key roles were based on previous work and discussions held with the team identifying their perceived strengths and weaknesses. 
(Mostert, 2015)

Despite taking into account some areas of work history, the assignment role was based mainly on theory and not practice, so without preliminary evidence to support the outcome, the analysis was unable to determine whether the roles assigned based on skillsets were realistic. Based on my particular skill set, I was assigned the implementer role as I was recognised as being organised and efficient. I was also allocated the role of a resource investigator, as I can effectively to consider lots of different options.

As there were six team members, we did not have the resource to allocate one role per team member, meaning that I had to take on the two roles. Whilst I was suited well to the role of implementer, I felt I had to adapt my skillset and methods of working to accommodate the role of resource investigator, this allowed me to meet the criteria for both roles.

During the project planning stage, I constructed a table of tasks to complete the project in chronological order, categorising task owner, task priority, duration of task and start date. This was then cascaded to the team and amended based on meeting discussions and risk assessments and mitigations. This data was then input to create a visual Gant chart for the project, to manage project progression and to be referenced throughout to track task completion. This evidences how I can efficiently convert concepts into actions in an organised and effective manner, demonstrating my suitability and natural skillset for the implementor role.

As part of my role as a resource investigator I reviewed project planning methods in order to identify the best suited format to plan the project. This objective is essential to successfully planning and ultimately completing the project. Identifying the correct plan is crucial. Post research, I constructed a condensed table outlining the advantages and disadvantages of each planning method. In order to compare and contrast methods during a group discussion to determine the selected method. This task evidences some elements of researching skills but more so organisation and delivery, showing once again implementor techniques. 

In execution, the Belbin roles assigned showed elements of realistic justification for my allocated roles. The evidence throughout the project strongly supported that my strengths and methods were ideally suited to the implementer role underpinning the successful analysis of Belbin’s team roles. This is further supported where lack of resources meant that additional roles were allocated not based on a primary set of skills according to Belbin’s team roles. Having a larger group would have allowed more optimum role allocation. 
3. What were the manifestations of the lack of motivation and the improvement after the team building?


During the initial stages of the project team morale was low, leading to a lack of motivation and engagement, this was as a result of unexpected absence of resource, a neglected critical task and a lack of planning and preparation of required IT systems.

As a result of these factors a number of negative manifestations occurred which extended Tuckman’s storming phase longer than expected, which negatively impacted project progression. The increased tension and number of conflicts within the group led to low productivity and a low-quality work output. 
(Jones, 2019)

The unexpected absence of resources and disproportionate allocation of work led to increased setbacks and delays in achieving early project objectives. Problems were not identified and rectified early enough due to the lack of opportunities and experts to discuss.

A department neglected a critical task in the project, preventing further project progression, as further tasks were reliant on the initial task being completed before continuation. The entire was delayed as a result of this oversight.

It was discovered that the crucial IT systems required for the recording of data weren’t yet setup appropriately, causing unforeseen manual interventions, leading to unnecessary man hours set on this task and lowering efficiency. 

The delays shown on our visual Gant charts were picked up by the management team which led to an interrogation for an explanation for the negative results. This process identified the contributing problems and poor planning adjustments made as a result of the setbacks, following this, regular team building sessions were setup to establish and rectify the problems encountered. The project plan was amended to meet the individual needs. 

The team building sessions created opportunities to communicate strategies, capitalised on the varied skills and experience to improve team dynamics and meet objectives efficiently and effectively. This led to the team entering Tuckman’s norming, and then performing project stages of harmonious working and maintaining high standards to achieve the agreed objectives.
(Jones, 2019)

Team building highlighted the importance of team working and that all roles within the team and tasks within the plan were critical to the successful completion of the project. As a result, team meeting attendance improved allowing important discussions to overcome problems, implementing solutions quickly and concisely. Roles were more clearly established and ownership of tasks were allocated, these decisions allowed for more decisive actions taking place, resulting in higher quality results.

Regular targeted meetings allowed the group to compile an extensive and accurate list of all IT malfunctions and shortcomings, which needed to be addressed by the IT department. Issues individuals were having were identified and the group discussed potential workarounds allowing the project to continue where possible, the sharing of experiences surfaced common and similar issues across the team, allowing for additional sharing to find solutions and compilations of a more robust issues log. By highlighted and isolating priority areas for consideration, the IT department were able to focus and provide working solutions on a critical basis. Effective communications within the team and to external partners resulted in fast and effective solutions, recovering project milestones. 

During the period of low motivation, it was identified through Maslow’s theory of motivation that members basic needs were met, however their psychological needs, such as freedom of accomplishment and relationships within the group were being neglected. These psychological needs of belongingness and esteem were met through team building, recognising the benefits of and nurturing a diverse team to reach the self-fulfilment needs to achieve their full potential. 


Works Cited
Jones, D. A., 2019. Research Gate. [Online] 
Available at: https://www.researchgate.net/publication/335176254_THE_TUCKMAN%27S_MODEL_IMPLEMENTATION_EFFECT_AND_ANALYSIS_THE_NEW_DEVELOPMENT_OF_JONES_LSI_MODEL_ON_A_SMALL_GROUP
[Accessed 29 07 2020].
Mostert, N. M., 2015. Belbin – the way forward for innovation teams. Volume 1 ed. Netherlands: Journal of Creativity and Business Innovation.
Nikooyeh, P. & Sclove, J., 2016. McKinsey & Company. [Online] 
Available at: https://www.mckinsey.com/business-functions/rts/our-insights/setting-aspirational-targets
[Accessed 29 07 2020].
Tan, S. K., 2013. Research Gate. [Online] 
Available at: https://www.researchgate.net/publication/262639924_Herzberg%27s_Two-Factor_Theory_on_Work_Motivation_Does_it_Works_for_Todays_Environment
[Accessed 29 07 2020].













