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Abstract: 
Green Fields Care Home is a residential care facility for elderly people. The management of this care home currently facing problems with managing staff and staff shortage, and which is impacting on their services. These problems urgently need solutions as these are affecting on the reputation of the care home and putting residents at risk as well.
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Introduction:
In a residential care home, elderly people can get better support managing their medications along with living in a homely environment. The management and staff must adapt with the needs of their resident and provide them good services. This report written to the management of The Green Fields Care Home, face trouble with staff managing issues. This report includes Tuckman's or Wheelen models of team development or Belbin team roles, by using those theories the management can develop an effective team. To do so, it is important to evaluate all the aspects and possibilities as like impacts of an effective team or the barriers to the effective teamwork, so that the report also contains some useful recommendations. 
Overview of Team working:
 A group of people with skills and knowledge, who are committed to achieve the same goals. In a team, every individual share responsibility and experiences, so that they can full fill the targets. According to Svalestuen, Frøystad, Drevland, Ahmad, Lohne and Lædre (2015), in a team, a small group of people comes together to perform a set target and takes joint responsibility for the result of teamwork.

The management needs to build a productive team where every member knows their roles clearly. There is a difference between a group of people and a team. In a group every individual has their own goals, and on the other side in a team, all the team members share a common goal. To provide effective service to the service user the management needs to ensure the teams are working effectively. According to Homan, Van Knippenberg, Van Kleef and De Dreu (2007), diversity brings efficiency to perform goal orientation. There are also some other essential elements to an effective team working such as clear understanding of roles and responsibilities from the team leader, communication, safe and healthy working environment, collaboration, team trust, encouragement, and appreciation for satisfactory performance.
Models of team development:
Green Fields residential service needs some core changes in every department, so that, Green Fields Care Home can revive again and provide good service to the community. A residential care home provider ensures that those people who are living must get regular care. Good wholesome meals ensures that they are getting all the nutrition they need. Those elderly people need to feel homely, comfortable, happy, and relaxed. In care homes, elderly people come to get quality of life at the end of life; according to Hall, Opio, Dodd, and Higginson (2011), Green Field Care Home has lack of skilled staff which is affecting their services eventually.
To build a new team and to perform effectively, Tuckman’s forming, storming, norming and performing team development model stages, can help productively. Tuckman (1965)
There are some other models of group/team development such as, Wheelan (1999) or Grersick (1988). There are some similarities between Tuckman and Wheelen models. In both models at the first two stages team members may face issues or conflicts and gradually as the stages goes up the issues gets lesser and gets more closer to the targets. And according to Gersick (1988), team develops in transition, stability of separate phases not in stages.
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Let see how it is works:
Forming: the beginning stage of a new team. In this stage, members of the team will be confused about the purpose, anxious how they fit in etc. On that situation, they look forward to their team leader to guide them in right direction. 
Storming: every individual may have different opinions or thought process, which may create conflict or issues. At this stage it may get challenging for the authority as because team members come with lots of questions or issues. 
Norming: gradually at this stage team members start to know each other, understand about their roles and responsibilities and the purpose of the team. Start respecting each other become comfortable to help each other to solve problems or issues together.
Performing: at this stage, the team start performing with their full potential. With the flow of arduous work and proper guidance from the management the team is likely to achieve its goals defiantly.
Adjourning: at the end of the projects or term or end of the year, some of the team members may not continue with the team. At this stage, the management and team look behind and measures the pros and cons of their achievements and works on the thing they can develop.
To build an effective team the management team of Green Field Care home can follow the Tuckman’s team development models. Which means when the management recruit fresh staff give some time to adjust with the unfamiliar environment, encourage old staff who are already working to be kind and understanding. Make sure they understand their roles and duties, to avoid any kind pf issues. Lack of understanding and respecting each other the mean reason of staff shortage. From the Tuckman's models its shows that when the members feel comfortable at their work they will perform well as a team, then at the end of the year the management can get good outcomes. 


Team Roles:
Every member of the team has a role to play. From the team management to the care staff and other workers. As a team leader it is important to put clear objectives and clear objectives and clearly defined roles and responsibilities of the team members. Because in health care sector there are several types of job roles, and it is important that every individual of the team has a role description that shows the path of the duties and limitations of their job roles. Homan, Van Knippenberg, Van Kleef and De Dreu (2007), says that number of scholars have examined the operation of roles in teams. This research shows that there are three primary behavioural dimension that underline team role behaviour such as dominance, sociability, and task orientation. Roles are essential as the identify he patterners of behaviour which are co-ordinates with the activities of the team member to go forward and achieve team targets.
To understand more about team roles are needed to create a cohesive and effective team, Belbin’s team roles theory is particularly useful and productive. To identify behavioural strengths and weaknesses in an organization Belbin’s nine team roles can be very productive. Belbin's nine team roles divided into three distinct categories, such as: action-oriented, thought-oriented, and people-oriented. Belbin (2016)
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So, to build a balanced team it is important to understand the strength and weaknesses. For example, not everyone is good at communication skills. May be good as a plant but not so good as inclusive and co-ordinating. So that, when appointing a fresh staff, it is important to discuss about the strength and weaknesses. Evaluating kind of qualifications, training, and skills they got. Sometime an individual may have same strengths on a same team. So, it is important to review team roles and responsibilities. For example, if someone perform well and deserves promotions, they should get the opportunity to go better position.
Discussion:
There are lots of advantages of effective teamwork and if the team does not perform well the impact of ineffectiveness may cause obstacles. 
Lack of training programs: An effective team is essential to maintain a safe environment for the people who live in a care home. Elder people mostly take several types of medicine, always must follow a specific diet plan according to their health status. So, if any miscommunications happen between staff, then it may cause harm or risk of hazards. To avoid any danger of risk of hazards its important the team of staff work effectively, so that the impact of effective team shows on their services. According to Chapman (2013), when staff members get time to improve by doing training, educating themselves, their impact of success rates get higher. In a team every member has the quality to perform in different sectors. Its care home management responsibility to build a good team of staff, where they can perform their duties as well as always can have the opportunity to improve them by taking extra training. If the staff members are well trained, they will understand their purpose and able to look after they people who are living in the care home more effectively. When staff have the knowledge along with experiences, they can measure the risk before it happens, an effective always peppered and well organized. Chapman also mentioned that its take’s time to build an impactful team. Also, Chapman referred to Tuckman team development models, which can help to establish an effective team. Chapman (2013) 
Shortage of staff: According to Wagner (2004), effective care does not happen in one day or it is not one person job. In the case of medical care, it may involve complex medication, changes in treatment plans, it requires lot of concentration and co-operations of multiple people. If the team does not have enough staff, then it will cause work overloads to the existing staff. Because of the stress of overwhelming work load the team will not give the service as required. So sufficient team members are essential so that they can share their responsibilities according to their skills and knowledge.
Lack of communication skills: According to Riebe, Roepen, Santarelli, and Marchioro (2010), the employability skills framework involves the skill of team performance. It is an important skill to gain how to as a team player, understand the role as a part of team. Also aligned with Tuckman team development models which can also help to understand how the situation can be and how to work as a team member to build an impactful effective team. Lack of communication between team members also effects on their team effectiveness. To solve a problem, or to understand their roles and responsibilities specially for the new members of the team, its important they always have the comfortable to communicate with each other. 
Lack of diversity: According to Pieterse, Van Knippenberg and van Ginkel (2011), how the team set a goal and function according to the plan it is important to have diversity within the team. Team members can explore new creative ideas, different languages which can solve the problems of language barriers, can be useful to communicate with those clint whose first language is not English. But it is also important to have a balance too many staff with different background may cause trouble to make an effective team.
Poor leadership: According to Geraghty and Paterson-Brown (2018), leadership and teamwork goes together to achieve goal. To support, motivates and to underline the duties its important an organisation have an effective team leader. If the team leader is not capable to demonstrate the roles and responsibilities, which may cause conflict between team members. Communication gaps between team members and their leader which also cause deficient performance of the team. 
Group size: according to Wheelan (2009), size of the group has significant impact on how the team will work. This research investigation has pointed out in a group of 8 or 10 members which is large group may not grow productive as a small group. When a group contain 3 to 6 members were able to gain more productive outcomes. Because in small groups every individual and the team leader can discuss and share their ideas and it is also easy to communicate. The case study of Green Fields Care Home shows that the groups were not well organized, that is why there were conflict among the workforces.
According to Coyle (2018), there are some useful steps needed to take in action to develop an effective team. Such as:
Build safety: it is important that members of the team feel comfortable and safe. As like when a fresh staff joined the team, the member should feel welcomed from the gesture and body language.
Share vulnerabilities: its important team leader understand that if the team is not working effectively, which means there are some lacking which needs to improve. As like, team leader openly discusses about the problems the organization, to find a better solution or while sharing negative feedback I t is better to do it face to face and reconsult with the team member, talk through so that they can overcome from their mistake and go back to right trucks.
Establish purpose: a team must have a purpose. As a team leader it is important the members of the team know their targets and the duties accordingly.
Conclusion and recommendation: 
The study of Green Fields Care Home addressed that the care team does not work as a team, lack of knowledge, experiences, and lack of communication between team members not just talk with the team leader, which caused must of the troubles. Because of that the people in care not getting the services as the required. When team works effectively, the staffs can provide excellent quality of care. The experience of negative impact gets decrease from their day-to-day challenges. By following Coyle (2018) development method of effective group, Green Fields Care Home management can divide their staffs into small teams. As like for 56 beds, they can make 4 or 5 members of a team. There are some core changes are required such as, recurring new staffs with knowledge and experiences, provide them with all necessary training. Make sure they understand their role and responsibilities. The management can also follow Tuckman’s (1965) model to build an effective team but also need to be careful team can slip back, ups and down may come. So, it is also important to review the models, make necessary changes if required.
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Belbin Team Roles: Summary

Plant: innovators & ideas. Prefer to work alone.
Thinking-Oriented

Monitor Evaluator: Separate good ideas from bad
Roles

Specialist: skills in a specialist job

Shaper: Challenge norms, take lead, push team
Action-Oriented

Implementer: Executors of plans
Roles

Completer Finisher: Complete the fine details

Coordinator: Natural team leaders
People-Oriented

Team Worker: Diplomats, keep team cogs turning
Roles

Resource Investigator: find external resources
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