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[bookmark: _GoBack]I was asked by my manager at work to lead a project that would look at improving set up times on the computer numerical control (CNC) lathes. At the beginning I considered doing most of the work myself, but I soon came to realise that there was quite a lot of work to do and that there were a few tasks that I didn’t have a lot of experience in doing and that I could do with some help. So, I decided to put together a team of fellow colleagues to help me achieve my goals for the task. As I had no previous experience in assembling a team, I had to do some research into what characteristics to look for and what kind of traits would be best suited to certain tasks. While researching I came across two theories that piqued my interest, these being Belbin’s Theory and Tuckman’s Theory. I decided to research them further to see if I could use them to assemble my team. Here are my findings on each theory:

Belbin’s Theory

Developed by Meredith Belbin in 1981, following nine years of study and has become one of the most accessible and widely used tools to support team building. The team roles were designed to define and predict potential success of management teams, recognising that the strongest teams have a diversity of characters and personality types. Has been criticised due to its potential oversimplification and 'pigeon-holing' of individuals. However, when used wisely to gain insight about the working of the team and identify the team strengths and weaknesses it can be extremely useful. Belbin describes a team role as "a tendency to behave, contribute and interrelate with others in a particular way." (Belbin's team roles, 2020).

Belbin identified nine team roles and he categorized those roles into three groups: Action Oriented, People Oriented, and Thought Oriented. Each team role is associated with typical behavioural and interpersonal strengths. Belbin also defined characteristic weaknesses that tend to accompany each team role. He called the characteristic weaknesses of team roles the "allowable" weaknesses; as for any behavioural weakness, these are areas to be aware of and potentially improve. The nine team roles are:
Action oriented roles
Shaper (SH)
Shapers are people who challenge the team to improve. They are dynamic and usually extroverted people who enjoy stimulating others, questioning norms, and finding the best approaches for solving problems. The Shaper is the one who shakes things up to make sure that all possibilities are considered and that the team does not become complacent. Shapers often see obstacles as exciting challenges, and they tend to have the courage to push on when others feel like quitting. Their potential weaknesses may be that they're argumentative, and that they may offend people's feelings.
Implementer (IMP)
Implementers are the people who get things done. They turn the team's ideas and concepts into practical actions and plans. They are typically conservative, disciplined people who work systematically and efficiently and are very well organized. These are the people who you can count on to get the job done. On the downside, Implementers may be inflexible and can be somewhat resistant to change.
Completer-Finisher (CF)
Completer-Finishers are the people who see that projects are completed thoroughly. They ensure that there have been no errors or omissions and they pay attention to the smallest of details. They are very concerned with deadlines and will push the team to make sure the job is completed on time. They are described as perfectionists who are orderly, conscientious and anxious. However, a Completer-Finisher may worry unnecessarily, and may find it hard to delegate.
People oriented roles
Coordinator (CO)
Coordinators are the ones who take on the traditional team-leader role and have also been referred to as the chairmen. They guide the team to what they perceive are the objectives. They are often excellent listeners and they are naturally able to recognize the value that each team member brings to the table. They are calm and good-natured, and delegate tasks very effectively. Their potential weaknesses are that they may delegate away too much personal responsibility and may tend to be manipulative.
Team Worker (TW)
Team Workers are the people who provide support and make sure that people within the team are working together effectively. These people fill the role of negotiators within the team and they are flexible, diplomatic and perceptive. These tend to be popular people who are very capable in their own right, but who prioritize team cohesion and helping people get along. Their weaknesses may be a tendency to be indecisive, and to maintain uncommitted positions during discussions and decision-making.
Resource Investigator (RI)
Resource Investigators are innovative and curious. They explore available options, develop contacts, and negotiate for resources on behalf of the team. They are enthusiastic team members, who identify and work with external stakeholders to help the team accomplish its objective. They are outgoing and are often extroverted, meaning that others are often receptive to them and their ideas. On the downside, they may lose enthusiasm quickly, and are often overly optimistic.
Thought oriented roles
Plant (PL)
The Plant is the creative innovator who comes up with new ideas and approaches. They thrive on praise, but criticism is especially hard for them to deal with. Plants are often introverted and prefer to work apart from the team. Because their ideas are so novel, they can be impractical at times. They may also be poor communicators and can tend to ignore given parameters and constraints.
Monitor-Evaluator (ME)
Monitor-Evaluators are best at analysing and evaluating ideas that other people (often Plants) come up with. These people are shrewd and objective, and they carefully weigh the pros and cons of all the options before coming to a decision. Monitor-Evaluators are critical thinkers and very strategic in their approach. They are often perceived as detached or unemotional. Sometimes they are poor motivators who react to events rather than instigating them
Specialist (SP)
Specialists are people who have specialized knowledge that is needed to get the job done. They pride themselves on their skills and abilities, and they work to maintain their professional status. Their job within the team is to be an expert in the area, and they commit themselves fully to their field of expertise. This may limit their contribution, and lead to a preoccupation with technicalities at the expense of the bigger picture.  (Belbin's team roles, 2020) 
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Tuckman’s Theory

Dr Bruce Tuckman published his Forming Storming Norming Performing model in 1965. He added a fifth stage, Adjourning, in the 1970s. The Forming Storming Norming Performing theory is an elegant and helpful explanation of team development and behaviour. Tuckman's model explains that as the team develops maturity and ability, relationships establish, and the leader changes leadership style. Beginning with a directing style, moving through coaching, then participating, finishing delegating and almost detached. At this point the team may produce a successor leader and the previous leader can move on to develop a new team. (Management and Tuckman: Forming, 2020). Here Is the breakdown of each stage:

Forming
In this stage, most team members are positive and polite. Some are anxious, as they haven't fully understood what work the team will do. Others are simply excited about the task ahead. As leader, you play a dominant role at this stage, because team members' roles and responsibilities aren't clear. This stage can last for some time, as people start to work together, and as they make an effort to get to know their new colleagues.

Storming
Next, the team moves into the storming phase, where people start to push against the boundaries established in the forming stage. This is the stage where many teams fail. Storming often starts where there is a conflict between team members' natural working styles. People may work in different ways for all sorts of reasons but, if differing working styles cause unforeseen problems, they may become frustrated. Storming can also happen in other situations. For example, team members may challenge your authority, or jockey for position as their roles are clarified. Or, if you haven't defined clearly how the team will work, people may feel overwhelmed by their workload, or they could be uncomfortable with the approach you're using. Some may question the worth of the team's goal, and they may resist taking on tasks. Team members who stick with the task at hand may experience stress, particularly as they don't have the support of established processes or strong relationships with their colleagues.  
Norming
Gradually, the team moves into the norming stage. This is when people start to resolve their differences, appreciate colleagues' strengths, and respect your authority as a leader. Now that your team members know one another better, they may socialize together, and they are able to ask one another for help and provide constructive feedback. People develop a stronger commitment to the team goal, and you start to see good progress towards it. There is often a prolonged overlap between storming and norming, because, as new tasks come up, the team may lapse back into behaviour from the storming stage.
Performing
The team reaches the performing stage, when hard work leads, without friction, to the achievement of the team's goal. The structures and processes that you have set up support this well. As leader, you can delegate much of your work, and you can concentrate on developing team members. It feels easy to be part of the team at this stage, and people who join or leave won't disrupt performance.
Adjourning
  Many teams will reach this stage eventually. For example, project teams exist for only a fixed period, and even permanent teams may be disbanded through organizational restructuring. Team members who like routine, or who have developed close working relationships with colleagues, may find this stage difficult, particularly if their future now looks uncertain. (Forming, Storming, Norming, and Performing: Understanding the Stages of Team Formation, 2020)
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After researching the theories, I wanted to go through the pros and cons of both to see which one would be favourable to use to assemble a team for my project. With Belbin’s theory it looks to be very in depth as it has a lot of roles so you can cover a lot of bases in terms of personality traits and individual abilities. It also looks quite easy to choose who would fit into what role and because the traits and characteristics of each role are set then it would be hard for an individual to argue their role once you’ve confirmed their strengths and weaknesses. An individual could also display traits of multiple roles thus making them more flexible in what role or roles they would be assigned. The downside to the theory is that there are 9 roles to fill. If you only had 4 or 5 members to choose from to make a team some of the roles might not be utilised to their full potential. Also, it could cause conflict if two members were best suited to the same role but weren’t willing to compromise and take a different role. With Tuckman’s theory it seems to be a lot more basic in its principle and less personalised than Belbin’s. Although I do really like how the stages are set out, and it gives you a clear goal on what you should be looking to achieve during each stage before progressing onto the next one. There seems to be more potential of conflict while using Tuckman’s theory as the roles aren’t defined early enough in the process. This could lead to team members disputing with each other over who does what. 
	
With the pros and cons weighed up I decided to go with Belbin’s theory as I believe it suits the way I would want a team to be put together if I was a participant. The idea that members do certain tasks based on their roles appealed to me because it would limit the amount of dispute between group members as the tasks would be defined by their role. The big con for me with Tuckman’s was the potential for conflict, and while I realise that some conflict is to be expected when managing a project. I want to try and minimise the chances of that happening and that’s why I think Belbin’s theory is the better option. 

Once I decided what theory I was going to use to choose my team, I began laying some criteria for the group I wanted to assemble. Firstly, I didn’t want to have more than 5 people including myself on the team as I didn’t think the task was sufficient enough to warrant trying to get a team of 9 individuals to cover each role. I felt that some of my fellow colleagues were capable of fitting into multiple roles if required. The second thing I wanted was to give a chance for anyone I was going to initially select to opt out if they wished to, as I didn’t want anyone that didn’t want to work as part of a team to maybe not give their all to the task or potentially become confrontational or unmotivated further down the line and perhaps cause the project to fail or not reach the desired goal.

I then came up with four colleagues that I thought would be suited to the roles stated in Belbin’s theory. I also included myself in this to make 5 total members. Here are the strengths and weaknesses of each member:

Member 1 (RI and CO) – 
Very experienced in the industry 
Confident in his own ability
Intelligent
Can normally get colleagues to do what he wants
Likes looking at new technology and tooling 
Loses interest quite quickly if things aren’t his idea


Member 2 (TW)
Laid back
Mature 
Tends to avoid confrontation
Gets along with everyone
Can be indecisive

Member 3 (PL and SH)
Hard working
Good problem solver
Excellent at working under pressure
Ignores his own mistakes
Easily offended when challanged

Member 4 (ME and SP)
Highly educated
A good judge of ideas
Dedicated
Strategic
Can be critical towards others
Tends to nit-pick minor details

Member 5 (IMP and CF)
Reliable 
Efficient with a task at hand
A bit of a perfectionist
Doesn’t like to deviate from a task
Can worry a lot if things aren’t going to plan

Using a website I had found that broke down each role (High Performing Teams: Belbin's Team Roles, 2020), I managed to decide what person would fit each role. (I have put these in brackets next to the member above).

Once I had chosen my initial team, I gathered the four other member I had selected and went into the conference room to discuss the task and to see if any of them had a problem with being on the team. Luckily for me the second part of my criteria didn’t come into play as they all agreed to be part of the team and seemed happy enough to be involved. I wanted to keep them motivated so I explained to them that this was a good opportunity work with people in a great culture, to learn something new and it gave them a chance to impact their day to work on the shop floor (20 ways employees are motivated by their work, 2020). The next stage was to discuss the roles I wanted them to take for the project. Members were assigned their roles as seen above in the brackets. Out of the group only member 5 had concerns. His concern was that he had been given two action-oriented roles and felt that his roles would have a higher workload than others. I thought this had the potential to cause conflict down the line. He seemed to be troubled by this so I decided to end the meeting and reassured him that I would try and find a solution to the problem in the coming days and to try and put the project out of his mind for the time being until we reconvened. I also explained to the group that there would be a slight delay for the start of the project as I wanted everyone to be comfortable with their roles before we began. 

I wasn’t sure how to resolve this issue as I had never dealt with anything like this before. Over the next few days, I decided to look into resolving conflict. I found a good article online (Resolving Team Conflict: Building Stronger Teams by Facing Your Differences, 2020), which gave a good 3 step guide on how to resolve conflict. The first step was to prepare for resolution. I had covered this without knowing by seeing the potential for conflict before it had escalated and diffused the situation by delaying the start of the project. Step two was to understand the situation. I could empathise with member 5 as his roles would carry a higher workload than others. One of his personality traits is to worry when things aren’t going to plan. My proposed solution was to ask member 2 if he could assist member 5 at any time he felt overwhelmed with work so he could stay on track. I felt this was the best solution as member 2 only had one role so in theory should have more time to help member 5. Also, I didn’t want member 5 to feel devalued and to think I didn’t believe he could do what was asked of him. So that’s why I planned to say he can ask for member 2 for help if he needs and not take a role off him completely. Stage three is reaching an agreement. This is where I brought everyone back in for a meeting to discuss the new arrangement between member 2 and 5. Everyone was happy with the solution and member 5 even thanked me for understanding and ensured me he felt much more comfortable with the plan going forward.

The use of technology was going to be key in the completion of the project. The main benefits of using technology with teams and groups is that it allows disparate groups of people with different schedules and locations to more effectively work together by decreasing project completion times and costs. Using email, instant messaging video and phone conferencing, e-calendars, webinars and other technologies, you can eliminate travel time, many scheduling conflicts and miscommunications (How Can Technology Enhance Teamwork & Groups in the Workplace?, 2020). The technologies I decided to use were Microsoft Teams to schedule meetings, this meant we could have meetings from home if needed. I also set a WhatsApp group up which is a mobile messaging application so that we could communicate freely outside the workplace.

Now that the team was assembled and everyone’s roles were assigned, everyone was happy to continue so I left it to member 1 who was the coordinator to assign the jobs and for the project to begin. The finished outcome of the project was that we produced set up job packs that were all in a box ready for the operator to use when the job number came up. This would lead to faster set up times as the machine operators wouldn’t be wasting time looking around for work holding solutions or tooling as it would all be there for them when they started setting up. We presented the solution to my manager in the conference room when we had finished the project. He was pleased with the solution and suggested rolling it out on a trial basis to see how it performed. I decided to hold the team back in the conference room after my manager had left. I thanked them for their participation in the project and said I would be more than happy to assemble the team again if future projects arose. 
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