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Summary

This is a report for Green Fields Care Home who are having problems with Staff who are not tolerant of the diverse beliefs, customs and requirements of the Residents which has led to complaints from some of the Residents and their Families as well as conflict among the Staff. This has led to low Staff morale with the Care Team not working together effectively which is having a negative impact on the quality of care that is being delivered with Staff resigning as a result.
This report will investigate various methods and techniques which will help Green Fields Care Home in building effective Teams thus improving Staff and morale and quality of care for all Residents.
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Introduction
This report has been prepared for Green Fields Care Home who require guidance on how to develop an effective Team. They have been having problems with some of their Staff who are not tolerant of the diverse beliefs, customs and requirements of the Residents which has led to complaints from some of the Residents and their Families which in turn has created conflict amongst the Staff. Morale of Staff is at an all-time low with many Staff resigning.
To help Green Fields Care Home in developing cohesive and effective Teams and Roles, this report will look at the below methods of Team development and Team roles together with other ideas. Recommendations and conclusions will be given at the end of this report  – 
Tuckman’s Model of Team Development – Tuckman (1965) ;
Wheelan’s Model of Team Development – Wheelan (2016) ; 
Gersick Model of Team Development – Gersick (1988) ;
Belbin’s Team Roles – Belbin (2016) ;
Coyle (2018) ;
Pentland (2008) ;
Van Knippenburg and Schippers (2007) ;
Qin, Johnson, and Johnson (1995) ;
iEdunote (2022) ;
Griffith & Dunham (2015).
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Overview of Team Working

What defines a Team?
A Team is a group of People who work together to deal with a specific aim.
Individuals who work in Teams/Groups and learn to co-operate with each other increase their chances of solving shared problems and meeting personal needs (Qin, Johnson, and Johnson, 1995).

What contributes to effective Teamwork?
Four main components contribute to effective Teamwork which are described below as highlighted by iEdunote (2022)– 

Context
There must be adequate resources made available to the Team to be able to carry out the task given.
There should be clear Leadership and structure so that the Team can feel comfortable with the working set-up.
A climate of trust is essential for Team effectiveness. A lack of trust will break the foundations of the Team.
A clear performance evaluation and reward system must be in place to reward demanding work.
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Composition
A good mix of abilities of Members is essential in creating an effective Team.
Personality is especially important. A good mixture of personalities helps gel the Team together.
Allocation of roles is very much needed. A Staff Member and their abilities should be matched to the role.
Diversity in the Team is essential with different people of varying races and nationalities contributing their experiences to the common goal.
Size of Teams matters. The smaller the Team, the better outcome and Team effectiveness.
Member flexibility is especially important and key in the success of a Team.
Member preferences should be respected to make the Team effective.

Process
Common purpose is essential so that all Team Members are aware of their goals.
A Team should have specific goals set to be effective.
Team efficacy helps mobilise Team effort.
Conflict levels should be handled well and found early.
Social loafing should be found early to avoid individuals putting in less effort.

Common problems to avoid in Teams are – 
Lack of commitment
Productivity losses
Poor communication
Interpersonal conflict
Poor leadership 
(Griffith & Dunham, 2015)
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Models of Team Development 
 
To assist Green Fields Care Home in developing an effective Team, three models of Team Development will be looked at to find out which would be preferable to adopt.

The first model to examine is one proposed by Tuckman (1965) who has a 5-stage process to form an effective Team. 

The first stage is “Forming” which is one of great uncertainty where everyone is new and still finding their feet. There is a huge amount of uncertainty about the structure, purpose, and leadership of the Team. Once Team Members start to think of themselves as part of the Team, only then is this stage complete. 

The second stage is “Storming” where individual Team Members accept that the Team exists but have a challenging time in accepting who will control them. There is a lot of conflict at this stage and this stage is only complete when there is a clear indication of who is the leader of the Team. 

The third stage is “Norming” where Team Members develop good bonds with each other and feel comfortable in their environment. This stage is complete when each Team Member know what is expected of them and what behaviour is acceptable. 

The fourth stage is “Performing” where the Team is fully functioning and each Member concentrates on the common goal of working effectively as a combined Group. 

The fifth stage is “Adjourning” and does not apply to permanent work Teams whose last stage is “Performing.”  The “Adjourning” stage applies to Teams that have a short life span to concentrate on limited tasks. This stage prepares Team Members to close the Team with Members feeling depressed over the loss of friendships developed over the time they were together. 
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The second model we can consider for Team Development is Wheelan (2016) which has four stages –  
(1) Dependency and inclusion ; 
(2) Counter-dependency and fighting ; 
(3) Trust and structure ; 
(4) Work. 

The third and final model we can consider for Team Development is the Gersick (1988) which has three stages –  
(1) Stable phase ; 
(2) Instability phase ; 
(3) Stability phase. 

Having considered all three Team Development models, the one recommended for Green Fields Care Home to adopt is the Tuckman (1965) model which is much easier to implement and the most effective.  The other two models are not recommended due to constraints in the way they are carried out. 
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Team Roles
For a Team to be successful and effective, the composition of the Team is crucial state Griffiths and Dunham (2015).
It is especially important to consider Team Roles when recruiting new Staff as a good mixture of different personalities will make an effective and functioning Team.
If all Team Members have similar weaknesses, the whole Team will have that weakness. Likewise, if all Team Members have similar strengths then that will lead to conflict due to competing.
Most Team Leaders tend to use the Belbin Model to help create a more balanced Team and this model will suit Green Fields Care Home in creating the most effective roles.
Dr Meredith Belbin (2016) studied Teamwork for many years and observed that nine Team Roles will ensure the success of a Team. The nine Team Roles can be categorised into three groups – Action Oriented, People Oriented and Thought Oriented.
Under the Action Oriented Roles, there are three types of Team Member –
Shaper – this person challenges the Team to improve ;
Implementer – this person puts ideas into action ;
Completer Finisher – this person ensures timely and thorough completion ;

Under the People Oriented Roles, there are three types of Team Member –
Co-ordinator – this person acts as the Chairperson ;
Team Worker – this person encourages co-operation ;
Resource Investigator – this person explores outside opportunities ;

Under Thought Oriented Roles, there are three types of Team Member –
Plant – this person presents innovative ideas and approaches ;
Monitor Evaluator – this person weighs up the options ;
Specialist – this person provides specialised skills.
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Discussion 

The advantages of effective Teamworking are that the Team Members will be much happier and more productive. They will trust each other and help weaker Team Members thus ensuring an effective Team. 

On the other side, the impact of ineffective or poor Teamworking means that Staff will resign as is evident at Green Fields Care Home. 

Coyle (2018) has found the unique characteristics of highly effective Groups who in turn create remarkably effective Teams. These characteristics come under three sections which will be explained below. 

(1) Build Safety 

Over-communicate listening – the Team Member should use eye contact and body language to show their Colleagues that they are paying attention ; 
Spotlight your fallibility early on – this particularly applies to the Team Leader who should admit that he/she could be wrong and ask what if anything they are missing. 
Embrace the messenger – if  a Team Member gives unwelcome news or negative feedback, the response should be welcoming and appreciated. 
 
(2) Share vulnerability  

Make sure the Team Leader is vulnerable and often – vulnerability is a sign of strength and not weakness. The Team should be told the truth and repeatedly asked if he/she is doing the right thing and if not what can they improve upon? 
Deliver the negative stuff in Person – any negative feedback or news should be delivered face to face and an effort to engage positively with the Colleague should be done like asking them to come for a coffee and see how we can move forward. 
Listen like a trampoline – make the other Person feel that they are being listened to attentively and feel supported. Open the conversation to viable alternative options available. 
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(3) Establish purpose 

Name and rank your priorities – most highly effective Teams have five or less priorities. The treatment of Team Members is the highest priority. To move towards a goal, the Team must set out the goal from the outset. 
Be ten times as clearer about priorities than you think you should be – Team Leaders should not assume that Team Members know or remember them. Make sure the Team are aware of the priorities via email and wall charts. Team Leaders should test the awareness of the Team by asking “where we are at” and “where are we headed.” 
 
Pentland (2008) identified five key factors that drive performance within a Team – 

(1) Each Team Member talks and listens in approximately equal measure thus keeping contributions short ; 
(2) Team Members talk directly with each other, not just with the Team Leader ; 
(3) Team Members continue side conversations within the Team ;
(4)  Team Members keep prominent levels of eye contact with their conversations and  gestures highly energetic ; 
(5) Team Members regularly take a break from the Team and explore outside and bring added information to share with their colleagues. 
 
Wheelan (2016) provides four pieces of advice for Team Members of Groups – 

(1) Do not blame others for Team problems – give everyone the benefit of the doubt. 
(2) Blaming will start a cycle of retaliation and revenge so best to avoid it.  Best way is to find the factors that block progress and try and fix them ; 
(3) Encourage clarification – ask questions if you do not know what is happening or understand what is happening ; 
(4) Listen to other’s input and be heard ;
(5) Balance ‘task communications’ and ‘supportive communications.’ 
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Wheelan (2016) argues that in small Teams are better than large Teams as smaller Teams have space for each Member to be heard whereas in larger Teams the chances of being heard are less. 

Van Knippenburg and Schippers (2007) observed that the diversity of a Team impacted their performance positively. 
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Conclusion and recommendations
The below Team Development and Team Role Models together with other ideas have been explored in this Report.
It is our conclusion and recommendation to Green Fields Care Home to adopt Tuckman’s Model of Team Development and Belbin’s Team Roles Model to create effective Teams which will bring help Staff and Residents to be happy and content. Staff resignations will drastically reduce once these models are adopted.

Tuckman’s Model of Team Development – Tuckman (1965) ;
Wheelan’s Model of Team Development – Wheelan (2016) ; 
Gersick Model of Team Development – Gersick (1988) ;
Belbin’s Team Roles – Belbin (2016) ;
Coyle (2018) ;
Pentland (2008) ;
Van Knippenburg and Schippers (2007) ;
Qin, Johnson, and Johnson (1995) ;
iEdunote (2022).
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