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Summary:
Throughout this document, teamwork will be discussed including differing models to developing a team (like the Hackman model), differing roles in a team, the advantages and barriers to proper teamwork, and will come to a general conclusion on what recommendations to make for effective and productive teamwork (including why we must work properly as a team). 
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Introduction:

Steve Brookes, manager of the Pelsall care home, has noticed that many members of the care home staff have not been pulling their weight and this has caused a great deal of issues. Steve has searched for outside support for his issues and as such this report will discuss teamwork (including differing models of development, the role of team members and to provide final recommendations on steps moving forward). The main models in the report shall be discussing are the Hackman model (Hackman, 1987) and the Lencioni (2002)      model (Lencioni P 2002). The report will further establish what teamwork is by clearly defining it in accordance with Griffith and Dunham, (2014), how to perform effective teamwork as guide lined by Borrill, C.S., West, M.A. (2005) and eventually giving specific information of the differing roles in teams by referencing Belbin's team structure (Fisher, S G., Hunter, T A., Macrosson, W D K, 1998) and further on how to control Belbin's Team Roles (Fisher, S.G.,Macrosson, W.D.K., Semple, J.H, 2001). The report shall also go on to discuss the main advantages of effective teamwork and what barriers prevent this along with how to break these barriers down in reference to Coyle, D (2018) and Wheelan, S.A (2009). Finally, the report will make conclusions for the previous points mentioned and detail the best steps moving forward. 

Overview of team working:

For this report to be able to accurately diagnose what issues Brookes team may suffer from and how to help them, it must first clearly establish what defines a team and how to achieve effective teamwork. Griffith, B.A., Dunham, E.B (2014) defines the role of a team as to “Exist to accomplish specific tasks that are related to common goals” where “people must with one another in some form or fashion” (Griffith and Dunham, 2014 p.3), which establishes that teams are groups of people who must work together to fulfil a task, and it is only when these people do collaborate that tasks can be completed. Teams and proper teamwork are imperative to any major group's success as it is only within teams that the flaws of every individual team member can be excused as each member picks up where the other falls short. There is no one way to make a team more effective, but rather he culmination of multiple elements that makes a team as effective as possible. Borrill, C.S., West, M.A. (2005) outlines a few major considerations that can be made to ensure a team works as strongly as possible. These considerations include: Team composition, Diversity and Communication to name a few. Team composition consists of factors like team size and personality. As Borrill, C.S., West, M.A. (2005) stated we must ask “what personalities work together?” (P.140) and we must consider if an excess of team members means “it becomes difficult to integrate and coordinate” (P.139). This raises an important issue as too many people can mean that many members many not be as close as those would be in smaller groups, which can decrease their ability to work together as they may not be comfortable in coordinating –which also applies to personalities, as differing personalities may make members act more distasteful towards each other, decreasing performance as a team. Diversity can mean differing members can provide differing skills towards the team, which can be extremely useful as it decreases the likelihood of roadblocks in work if each member understands the technique to overcome them (more so than a team focussed entirely on one skillset that would need to learn completely new skills for each hurdle). Communication is an incredibly powerful tool regarding teamwork, as it is the backbone of any team's success. A team may be skilled and diverse in those skills, but if they are unable to communicate with one another properly (for example, concerning what tasks they may have done and what needs to be done) then the whole workflow system would collapse.

Models of team development:

There are a large variety of different team development models, however, this report will go over two main ones best suited towards Brookes team. These models being the Hackman and Lencioni models. Hackman, J.R (1987) gives 4 main stages to creating an effective team, these are as follows: prework, creating performance conditions, forming and building the team and providing ongoing assistance. To start with, prework must be completed. This involves assessing costs and the feasibility of a project, determining authority levels and analysing what work you must do to provide you and your team with a solid base to work from wherein you understand whether you can complete the project, how much it would take and what would you need to do. This could help Brookes team as it establishes a clear goal of what they must do and designates what they can achieve cost and performance wise. Secondly, performance conditions must be established. This means designating the task, choosing the appropriate group members and both providing contextual information and resources needed. This can help strengthen the groups effectiveness as it means that group members are more selectively chosen, meaning that stronger members are more likely to be chosen and increasing productivity, and that the chosen group members have the appropriate context they need so would be better prepared for the task and would be adequately supplied, limiting the chances of complacency and boosting the groups effectiveness. Thirdly, the team must be properly formed and built. This involves properly establishing group boundaries, developing member roles and norms and redefining the task itself. This helps clear up confusion surrounding the project, whether it be from members who aren't clear on how the group is composed, members who are completing tasks unlike what is designated and members who don’t completely understand how much others in the group have done, providing them with a clear indication of what is clearly wanted and what is left to do (limiting group frustration and thus helping improve effectiveness). Developing roles and norms can also help set guidelines for how group members should act towards one another and what behaviour is acceptable to help indicate what actions are valued and ensure a more productive workplace as productivity should be encouraged, allowing for a work environment where members push each other to work best. Finally, the team must be provided with ongoing assistance. This can be in a number of ways such as coaching and support and providing learning opportunities for the group. This can help boost group synergy and work ability and help improve Brookes groups effectiveness. While it could be stated Lencioni's model in Lencioni, P (2002) has its benefits as a model due to it identifying reasons why a team may fail. He lists the five dysfunctions as; the absence of trust, fear of conflict, lack of commitment, avoidance of accountability and inattention to results and while these clearly help us identify why our team may have failed, they don’t help us rebuild and improve past them like the hackman model does.

Team roles:

[bookmark: _Int_Cd63bsIy]There are numerous roles that team members may have in order to work effectively and efficiently. Each role has its own speciality and there are numerous theories relating to them (most notably Belbin's theories). Roles are incredibly important especially when selecting new team members as it is imperative to consider what members you have in excess and what you lack and the flexibility of the new member. Fisher, S.G., Hunter, T.A., Macrosson, W.D.K (1998) tells us that Belbin believed the best size for a team was “a team of six” (P.1) so each new member should be judged on whether they have someone occupying their role and whether they can fulfil multiple roles at once to best fit the optimal team size. Belbin gives us nine team roles: resource investigator, team worker, co-ordinator, plant, monitor evaluator, specialist, shaper, implementer and completer finisher. The resource investigator's role is to locate new ideas for the team and relay them back for help with the teams’ projects, which is incredibly useful if the team finds a roadblock they don’t know how to overcome or if they feel a decline in the quality of internal ideas. The team workers are the members of the team solely focused on completing the tasks at hand and are the lifeblood of any functional team. Co-ordinators help focus what the team does and sets out the teams work which is needed to help make sure the team operates as intended and that there are no disparities in their workloads to prevent infighting. The Plant generates new ideas and methods and is very beneficial when it comes to problem solving as a result of this. The monitor evaluator helps make judgments to support decision making for the team and overall providing a logical eye for the team’s workflow. The specialist has expert knowledge on specific topics that the team can use when working and making decisions. The shaper drives the team forward, providing the push they need to keep moving and remain on a steady track however many may dislike their presence if they are overly aggressive, so ab    more mild approach should be taken. The implementer creates a strategy for the team to follow which ensures the team can complete their assigned task. Lastly, the completer finisher performs a quality control on the final product to ensure it is polished and at a high standard making them prominent for ensures a suitable product reaches the target. 

Main discussion:

Teamwork is everywhere and effective teamwork stands out, whether it be sports teams, office workers, trade workers or more, teamwork is vital in most industries and sects of life. Coyle, D (2018) establishes that successful and effective teams are created when those leading the team first build safety (by listening and providing embracing feedback) then share vulnerabilities and finally establishes a purpose for the team with different priorities to ensure they feel they have a proper goal. Effective team working has countless benefits when it comes to work and teams. It can help create a strong and fun work environment that encourages risk taking and out of the box thinking and ultimately means the team's final product would be far better and produced far faster. However, there are also numerous factors that hinder proper team performance. Lencioni, P (2002) lists five notable dysfunctions for a team, those being: the lack of trust, fear of conflict, lack of commitment, avoidance of accountability, and inattention to results. The lack of trust forms from teams who don’t communicate and with members whose personalities clash, forming unnecessary conflict and slowing down the team's workflow. This can be soothed with team bonding activities, more open office spaces (to increase the likely hood team members interact) or naturally as the team develops and progresses in production. A fear of conflict can mean team members are afraid of correcting or replacing ideas for better ones, causing the final product to become significantly worse than it may have been if members had spoken up. This can be solved in a similar fashion to the lack of trust as it is the building of relationships between team members and the strengthening of their bonds that makes them more confident in critiquing each other's work and less likely to cause conflict when they do. Lack commitment can cause members to become complacent and lose motivation in work, causing halts in production. This issue is extremely damaging as it can easily infect others who become sick with the halts in production and thus lose interest in work. This is tough to solve however, shake ups in work with breaks and trips and help reduce the monotony in work and as a result help re-light the spark for motivation in these team members. The avoidance of accountability is prominent as it causes a resentment between team members that can result from them blaming one another as none come forward to take accountability, destabilising the teams trust and making them too focussed on finding out who started the problem and not the problem itself. This is another issue that is difficult to solve as there may be a range of reasons why team members avoid taking accountability, however encouraging team members to not hunt the culprit but rather to work to solve the issue that was created can mean that production can stay occurring at a regular rate. Finally, there is the inattention to results which can easily be caused by many of the other points mentioned and can mean that the task completed could either be done horribly or just wrong. Making the outcome a more pressing matter to team members and setting rewards for those who complete it best can help alleviate this issue.

Conclusion and recommendations:

To conclude with, there are many barriers that may prevent teams like Brooks from performing effectively, whether it be a lack of trust, clashing personalities or more, however there are also countless ways to combat these issues. I believe Brookes should follow the hackman model to help restructure his team and make it more effective. Subsequently I believe he should also use models like the Lencioni model to help further develop his cooperative ability and make sure work progresses at a smooth and fast pace with an effective team.
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