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Abstract
The purpose of this report is to reflect on the teamworking methodologies implemented during the route cause investigation (RCI) and to assess how the methods used impacted the effectiveness of the team and the efficiency of the work carried out. Secondly, it will aim to discover how each member of the team used their personal qualities, in order to complete different roles within the project. How these roles are determined will be evaluated, with specific focus on the team leader’s role and the management styles assumed, in order to achieve a successful team. Conclusions will be drawn on the impact of new technologies and the expanded capabilities they provide, in allowing the team to work together effectively.























Introduction

Due to numerous failures of the ‘Spider gland head seal’, an RCI group was formed in order to determine the reason for the failures and to establish a solution for the problem. In order to complete the task a number of people were asked by the RCI leader to join this team so that there was a wide range of people who were able to give input on the matter. For a team to be successful there is a requirement for each individual to have a clear role which utilises their skills and characteristics, each team member must bring slightly different abilities to the group which when combined will cover a diverse mix of behaviours (Anon., n.d.). 

When setting out to achieve any goal, you must have a clear outline of each step that is required to reach a successful conclusion and establish a clear time frame within which to complete each stage of the overall task, by following this methodology tasks that seem out of reach become possible as you adapt to meet them (Mayer, 2003). The key goal for the team during this project was to establish a clear cause for the repeated failures and to then use these findings to work to find a solution to eradicate the problem. The success of the project would be based on these two aspects. There was no clear finish date set out for the conclusion of the project, which was due to the number of unknown variables we could encounter during the investigation but as the project went through the initial stages of discussion each person was given a role with a completion date for their task. 

























Team Roles

A team role can be defined as the way in which an individual will ”behave, contribute and interrelate” with others in the team, and each person will carry out each role to  a varying degree (Belbin, 1981). It is stated that for a team to be successful there are nine traits which need to be addressed by the members as a collective in order to yield the highest quality and achieve the best results (Belbin, 1981). The team that carried out this task (Figure 1), was made up of twelve people who each have different skills to contribute to complete the task. The reason for choosing each of these members was based primarily on the job title of each person rather than carrying out any analysis of each person in order to cover certain behavioural aspects which are needed for a successful team. 

Using the Belbin team model of behaviours, I am categorised as a shaper, plant and specialist (Anon., 2019). These three roles fall under two categories, a shaper comes under the category of actions and this means that I am someone in a group that wants to challenge others in the group to move forward but can often lead to a lack of sensitivity (Anon., 2019). Both other roles come into the cerebral category, with the plant role being a problem solver using creative ideas with the negative of a lack of communication skills at times (Anon., 2019). The specialist role is another cerebral role where specialised knowledge is used in order to solve issues, but this can cause lack of interest or neglect in other areas (Anon., 2019). For the team to have been at its most efficient each team member should have completed a self-assessment as I have and then the team leader could have used the findings from this to ensure that each member of the team was able to contribute to different areas. The way that the team was selected, choosing members from differing work positions, does give you a variety of different perspectives on the issue but could cause an imbalance in the behaviours of team members. Although the team functioned reasonably well during this project regardless of this, fundamentally this was not the most effective means of assembling the team.

 (Tuckman, 1965) theorised that each new team will follow the same path through four distinct stages of development known as the forming, storming, norming and performing model. The forming stage is where the team first comes together and this can cause some anxiety about the task and working with new people, for our team this wasn’t an issue as we had already worked together on other tasks so we already knew what skills each person possessed and was able to contribute to the project (Tuckman, 1965). During the storming stage of development team members may start to question decisions and push boundaries previously established which can lead to conflict between members and can often be the stage of development where teams will fail (Tuckman, 1965). In contrast, this is the stage at which the team started to develop, as we already knew each other we were confident enough to question decisions but due to the respect between all members boundaries were not breached (Tuckman, 1965). As the team moves into the norming stage, differences in styles of working and strengths are appreciated by all members of the group and differences are resolved due to this, in this stage the leader’s authority is also now becoming more respected (Tuckman, 1965). As mentioned previously, the respect and appreciation for each member of the team was already evident in the team due to the prior experience of the team working together. In the final stage known as performing, all the differences have now been put aside and everyone is able to use the structures put in place in order to successfully work towards the task (Tuckman, 1965). This is the easiest part of the development as everyone is now able to focus solely on the task in hand rather than any other conflict which should have already been dealt with. Our team was able to reach this stage relatively quickly as this model’s focus is on the forming of new teams who have never worked together previously which is was not true of our team (Tuckman, 1965).
 (Tuckman, 1977) added a fifth stage of development called adjourning, which the team should carry out after the task is completed and, in this stage, there is time to look back and review the development to recognise growth and achievement of the team throughout the project. This review of the project was carried out in the final meeting we had as a team, shown in the Gantt chart (Figure 4), in which we discussed our achievements and any short comings we had in the project. 


Project management and leadership

Within the team for this project there were members based in various locations. The fact that these members were based in other countries meant that technology played a big part in allowing the group to communicate and work together effectively. The use of technology such as video conferencing allowed the project manager to clearly facilitate communication between all team members with a real-time interaction, rather than relying on emails which can be time consuming and in turn costly as the project length increases (Ashe-Edmunds, n.d.).  Emails can also make it harder to get a point across, especially when explaining technical issues as was the case during this project.

Technology also played a fundamental role in clearly identifying everyone’s ideas for the solution of the problem we were trying to solve, the failure of the seal. Throughout the task, all discussions of possible causes of the failure were documented, using an Ishikawa diagram (Figure 2). The use of this technology allowed the project manager to assess each idea that was being brought forward by the group and then we were able to all see them in a clear layout and then work together to develop the initial ideas. The use of the Ishikawa diagram also worked very well from a project management point of view as the brainstorming was laid out in a much more structured and concise manner, with ideas immediately sorted into different categories (Tague, 2005). 

The formation of the Ishikawa diagram was a gateway objective during the completion of this project. The Ishikawa was carried out as a group for the most part as there were numerous different people needed to contribute ideas to the task. This stage of the task had to be carried out before any other part because the failure cause ideas from the Ishikawa gave the project manager specific sections of the overall task to delegate to each team member. Without this there would have been a lack of direction for individuals to go and carry out their necessary research and work to eradicate the problem. 

Without goals being well formulated and agreed upon, there is a tendency for projects to lack direction when workers do not know exactly what is required of them and what the benchmarks for monitoring progress are (Ogbeiwi, 2017). When setting out on a project the first thing that should be done is to set out your goals and these should be SMART – specific, measurable, agreed upon, realistic and timebound (Haughey, n.d.). Using the Ishikawa diagram to sort each issue into separate categories allowed each person in the group to have a specific area of research. This separating of the workload then allowed each person in the team to have clear goals as everyone knew what was required of them. Through communication with each team member the larger task had been broken down into agreed, realistic goals for each person and a clear timeline of when to complete that job. These tasks were specifically chosen for each member of the team, dependant on the experience that they have, and their specialities. It was agreed that these tasks would be reviewed at each meeting to discuss how each person was progressing in order to achieve the overall goal (Figure 3). Through this method of splitting the tasks up, I was given the task of assessing and then re-writing the maintenance procedure for the completion of the job, based on new information I gathered from research.
Within my role there were several concerns I had, the main issue I had was regarding the lubrication aspect of the procedure. The reason for this was that there had been many alterations made to the seal previously which had impacted the lubrication process of the seal. However, there was a lack of documentation to support this meant I would have to carry out further research to complete this part of the procedure. My first option was to look online for similar seals and the procedures they were using but due to the specialised nature of the equipment there was a lack of literature regarding it. Secondly, I spoke with another team member, Ian Coleman, who was the SME (Subject Matter Expert) for the business and through his experience he was able to assist me in putting together documentation for that aspect of the procedure. This aspect of the job was also a gateway objective as this lubrication issue was something that if not correctly solved would have not allowed me to complete writing the maintenance procedure. Had I not managed to complete this, the completion date of the whole project would have been set back, which turn would have added to the ~$2M that the machine had cost in down time since the original failure. 



Conflict and resolution

Whenever teams come together, conflict is inevitable to some degree, differences of opinions may arise regarding the methods used in achieving a goal, interpersonal relationships may cause tension and there may be issues over leadership, which will all hinder the progress being made by the team (Danals, 2017). Due to the nature of the task being carried out, where we were looking for the solution which was not necessarily a binary answer and may have relied on numerous contributing factors, there was a fair degree of conflicting opinions within the team during the task. As each team member carried out their individual research on their specific section of the Ishikawa findings, when the team came back together to share the findings this is where some conflict arose. Conflicting opinions is very common due to biased fairness perceptions in which a person will always think that their solution is the correct one and will struggle to see a situation from another person’s perspective (Shonk, 2020). This scenario was where the Ishikawa diagram helped the team resolve the issue because as a team, we were able to work through each possible option in a methodical way in order to either accept it as a solution or to discard it as not possible. This method along with clear communication between the team regarding the decision-making process helped each person to accept and agree with all outcomes.

Us versus them mentality is another area of conflict which is common amongst teams and this is where people will take sides and exclude other people with differing views, dependant on many factors including loyalty and previous strong relationships (Shonk, 2020). Although the project manager was familiar with each member of the team from working with them in varying degrees on previous tasks, at times there was signs of dependence on workers with whom the manager had better relationships. This resulted in the project manager trusting these individuals more and at times not spend as much time assessing the findings from other members with slightly differing opinions on some matters. This led to some members feeling as though their opinions were not as important and so at times were not as forthcoming with their own ideas as they felt they may be ignored by others. This issue was slightly harder to mitigate against as unconscious bias will always exist and because of its nature is very hard to ignore. This issue for our team became less prevalent as the project progressed, due to the personal relationships between each member becoming stronger as each person became more comfortable working with the other individuals, and a trust and appreciation of each team members’ abilities was built. 


Evaluation of Result

Throughout each stage of this project, there were positives and other areas where there was improvement needed to have the most efficiently working team. This project showed the importance of a team leader who gives clear instruction to the members of there team. The jobs that each member was given were concise and could be broken down into smaller tasks, such as I have shown for my personal task in my Gantt chart (Figure 4), to make the bigger picture more achievable in the relatively short time frame in which we were operating. This delegating approach from the team leader along with the use of tools such as the Ishikawa played big parts in the overall success of the project.  As mentioned, the only issue with the team roles is the way that each member was originally picked, which although didn’t have to big an impact on our team, could in the future have bigger consequences due to the imbalance of behaviours.
 The use of technology, especially for video calling also had a positive impact as this allowed the involvement of team members from various locations with ease which helped with sharing their expertise. This highlights the main aspect that this project showed and that is the need for open and clear communication throughout team tasks. This is the reason that any conflict that we faced did not end up causing the team to fail as people were able to talk through differences. It also means that everyone is aware of what is required and what the expectations of each team member are for the team to thrive.
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