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Executive Summary
Based on the study case presented, the coffee needs some help in organising the shifts and the people around, so the workplace becomes more effectively and more productive.
Meredith Belbin and Bruce Tuckman team theories could help the organisation to produce a successful workplace.
Team leader is playing an important role, he must know the skills. Knowledges and weaknesses in order to fit the perfect individual for the vital role.
As the coffee has communication problems, three Models were presented in order to help the team to improve their communication: Shannon-Weaver, David Berlo and Schramm.
The communication Models should provide the organisation with sufficient resources to develop and encourage the employee for a better communication.
As communication is an essential key in the workplace, verbal and nonverbal communication are two essential factors, that effectively applied in an organisation could result in efficiency and goal achieving.






















Terms of Reference


Lecturer Melanie Squire asked for the Report on Effective team working. The purpose of the report is to demonstrate the knowledge of communication models in order to improve the communication in the study case presented.
The Report is written by Valentina Catalina Jipa and is due by 03.07.2020.























Procedure

Different books, journals, websites were referenced in the report in order to support the writing with academic research.






















Introduction
This report is talking about the case study presented. A busy coffee in Swansea, with 21 employees currently working as part time. Moreover, the teams, that is the main ingredient for a business to develop effectively and efficiently are not formed yet, and looks like communication is poor in the workplace, because the staff is using communication just to find out who is working on what shift. The coffee has grown rapidly and now is necessary for more formal process to ensure the business is running smoothly.
First necessary need in the coffee shop for a better development is Team Roles, so the manager must know how to set the roles for each employee based on the skills available.
The essence of a team is a set of players who have a reciprocal part to play and who are dynamically engaged with one another. (Belbin M, 2010, p98)
Is very important for the company to choose the right person for the right role, as this is leading to a successful organisation. For example, as Belbin (2010) relate in his book there is always need for a team strategy and the perfect procedure is to find a key player first, and after to find a manager that can fit with the player.
Teams must pass six critical stages for success: identifying needs, finding ideas, formulating plans, making contacts, establish the organisation and following through.
Bruce Tuckman could be useful in in team's formation as the theory helps teams to observe their behaviour. Tuckman is one of the most influential model of teamwork theory, because understanding the five stages of group development it will help the organisation to create a high performing team. (Forming, Storming, Norming, Performing and Adjourning). His model also explain that a team develop maturity and ability, relationships establish, and the leader changes the leader style.
Beginning with a direct style, moving through coaching, then participating, finishing delegating and almost detached. (Chapman A, 2013)
Communication is also a key for a successful business, as Belbin said, “Skills in communication lie at the heart of many key jobs”.
Two-way communication is also very important in an organisation as it allows it to increase productivity, improve the trust between leadership and employees and increase the level of the job satisfaction.
Verbal and nonverbal communication has the same importance in an organisation as the words we use is only a small percentage from our message, rest of it is feelings and attitudes. Is not about what you say but is more about how you say (tone of voice, volume, intonation, gestures, body language.





 MAIN FINDINGS
 Meredith Belbin and Bruce Tuckman
Constructing a team takes time, to bring individuals from a collection of strangers to become a team with the same goals, they must go through different stages and procedures to achieve the perfect team.
For a team development, first the manager or leader has to know the stage of development that the team is at that moment, then is a need for a strategy that helps the team to go through the next stage in the team formation process: concentration, hard work, and focus will quickly bring the team to the highest efficiency and performance.
The study case presents 21 people with different age and experience currently working in the coffee as presented: ten waiting staff, three cleaners, three cooks, one pot washer, two shift supervising acting as general managers as well.
The business consultant allocates 2 shifts based on their skills and knowledge.
Shift 1   08:00 –13:00 – 5 waiting staff, 2 cleaners, 1 pot washer and 1 cook and 1 supervisor.
Shift 2   13:00- 19:00- 3 waiting staff, 1 cleaner, the trained person will work as a pot washer and 1 supervisor.
As the coffee is busier in the morning, more staff was allocated for better efficiency, good service for the customers and high quality of coffees.
Bruce Tuckman 
After the researches, Bruce Tuckman found five stages for a team to develop: forming, Storming, Norming, Performing and Adjourning. (see Appendix A)
According to Elsey (2014) Tuckman’s model helps leaders and members to notice the stage of a team development to deal and recognize the conflicts, helps the team members to accelerate through the group stages with distress and compassion.
To help the Coffee to go through Tuckman's stages and improve their performance, team building exercise like Icebreaker will help them to know each other better and evolve as a team easier.  
In the study case presented, shift one and shift two must go through all the stages to respond to all the challenges and to achieve the goal. Forming (the manager presents the individuals, explain their tasks and assuring them with his help), Storming (the new groups formed, the individuals from shift1 and shift2 will learn how to work together and maybe new conflicts will happen, but this will strength the team to trust each other more.) Norming (individuals know what to do and every member is performing their stage on high standards) Performing (on this stage the team is achieved, and the manager must embrace the individuals with more challenges).


Meredith Belbin
Belbin explain that by understanding the role in a team it a need for developing the strengths and manage the weaknesses.
A team leader should know his employee and his behaviour so he can create the dream team.
For an effective team is necessary to have an individual that fit in each role. Belbin research prove that for a team to be ideal there is a need for more than six members.
Belbin’s model includes 9 team roles. (See Appendix B)
The first step to apply the Belbin’s Theory in the study case presented to discover the strengths and the weakness for the individuals is to complete the Belbin Questionnaire, then to select the teams according to Belbin’s Theory.
Identifying their behaviour styles will be the first step to increase self-understanding and work effectiveness.
Everyone from the coffee shop needs to understand the key strengths and how to take advantage of those in work.


2-Way communication
Communication! The one skill we always keep learning. (Turaga, 2016, p. 57)
Communication influences not just the employee’s perception of your credibility but his or her entire experience of the workplace. (Burchell M and Robin J, 2011, p 29)
Burchell and Robin J (2011) mention that employees think about two main aspects of communication when they talk about what makes their workplace great: informative communication- this happens when the leader gives clear information in order to complete their job, and specific expectations. and accessible communication- as a must in the workplace, leaders gives straight answers helping the employee to believe that he is approachable.
Jason and Wrench (2013) found two functions of workplace communication. (1) internal communication – create and distribute informative and conclusive communication targeted specifically at internal organisational stakeholders. (2) external communication creates and distribute informative and persuasive communication target especially at external organisational stakeholders. (Wrench D and Jason S, 2013, p 31)


Shannon-Weaver Communication Model
Chaturvedi (2011) said that Shannon-Weaver Model is more based on mathematical or mechanistic view of communication process, and the main problem is that the message is not received as the message sent, the problem in between is the noise. Later to improve it Weaver introduced the feedback in order to correct the noise.
Chaturvedi (2011) mention that in Shannon-Weaver Model feedback was not perceived as an integral component, but more as a new act of communication. This model is based more on the idea that the communication happens only when the message has been received and that should be received as much possible unchanged, that is their concept about a perfect communication.
But in real life, filters in the mind of both sender and receiver could change and affect the context of the message.
The Shannon-Weaver Model embodies the concepts of information source, message, transmitter, signal, channel, noise, receiver, information and channel capacity. (Hadnagy C, 2010, p 145).
Sender encodes the idea in a message- Encoding means transforming the idea into words, gestures, but the main problem in encoding is that, a message could have different people.
Message travels over a channel- the channel could be the medium to send the message, computer, telephone, mail or blog.
Barriers that could stop the receiver to perceive the message as it’s been sent could be noise, Channel noise could be static disrupting a telephone conversation, or spelling and grammar errors, in an e-mail, message also called as physical disturbances.
Receiver decodes the message-the receiver is the person for whom the message was intended. Successful communication takes place only when the receiver understands and perceive the message exactly as the sender intended, but this is not happening very often, the main cause being the barriers and noise.
Feedback travel to sender- automatically when the receiver response to the message that is creating feedback and that is a vital part in an effective communication process.
Feedback helps the sender know that the message was received and understood, (Guffey E and Almonte R, 2009 p.7)
The original Shannon-Weaver model shows communication flowing in one direction, from a sender to a receiver and it’s been criticised because is not representative of the way humans actually communicate , which is not strictly linear and is influenced by many other factors in addition to noise. (McKee A, et al, 2006, p 106).
Sender: The manager will start the conversation.
Encoder: The encoder will be the way that the manager turns his ideas into eligible words and sentences.
Channel: The channel will be the sound waves made by the voice.
Noise: The manager could have a different accent, speaking too fast or maybe external noise.
Decoder: The employee must turn his words into legible message in their mind.
Receiver: The receiver will be in this case, the employee, the manager is addressing to.
Feedback: Face to face communication requires feedback as employee talks in turns as they can ask questions when something is not understandable.




David Berlo Communication Model 
David Berlo communication model was introduced in 1960 and provide with certain modification, a single, understandable specification of the main components in the communication act: source, message, channel, receiver, also called as SMCR. (Schement R and Brent D, 1993, p. 48)
Mannan (2012) mention that Berlo only expanded Shannon-Weaver model and created SMCR. He also added that the sender and the receiver are influenced by some communication skills like knowledge, attitude or culture.
According to Berlo’s model for the best results and for the message to be encoded and decoded both sender and receiver should have the same communication skills.
S-Source- all the messages must come from a source, a person, a group of people, or organisation. Several factors may influence the source communication process: skills, abilities to write, think, draw or speak. Factors also could be knowledge of the subject, audience and situations.
M-Message- the message is the package to be sent by the source. The code or the language must be chosen, natural language or other languages like art, music or gestures. The message has to be well organised, easy understandable, otherwise it will fail in message effectiveness.
C-Channel- can be defined as sense, smelling, tasting, feeling, hearing, seeing, but sometimes is good to think on the channel as a method to send the message, letter post or mail.
R-Receiver- is the last link in the communication process. Regarding the communication skills the sender must know how the receiver can see, read, write, or use all the other senses, otherwise it will compromise the communication process if one has more knowledge about the subject than the other


Schramm Communication Model
According to Moore (1994) Schramm communication model is different from the other models, with the same important elements, but Schramm focused more on senders and receiver's behaviour. He also describes the message as “the sender’s mind” translated into words, draws or pictures.
McDonnel and Moir (2014) relates that Schramm was influenced by Shannon-Weaver model of communication and his model introduces the elements of feedback and field of experience. He also explains that field of experience is the attitude between the sender and receiver, and the feedback present the actions that the recipient takes, and that could inform the sender about the message effectiveness.
Paxson  (2010) mention that in Schramm model the feedback is part of a loop: the message is encode, and then send it to the others, next process is the decode of the message, encode the response and then send the message back to the original sender, who start the same process again: decoding, encoding, transmitting.
Steinberg (2007) relates that the main difference in the Schramm communication process is that the process is seen as a model relationship between the receiver and the sender, they are encoding and decoding the message resulting in negotiations of meanings. 
Drew (2020) explain that Schramm model is based on four key principles: (1) the communication is circular and not linear, (2) communication is usual equal and reciprocal, (3) messages need to be interpreted, (4) for a successful communication 3 steps are vitals: encoding, decoding, interpreting.
Communicating effectively is an art and must be practiced effectively at workplace for better output and successful achievements of goals of an organisation. (Oppang V and Birikorang E, 2014, p. 208)
Oppang and Birikorang (2014), also reveals that in the workplace communication is important because every task or activities involves direct or indirect communication and is important for an individual to communicate specific and offer clear information, resulting in efficient and effective performance. They also mention that some team leaders don’t realize how important communication at the workplace, and that could impact the work culture or the employee productivity.
Important aspects within the workplace:
•job satisfaction
•less conflicts
•building relationships
•resources are better utilised
Oppang and Birikorang (2014) explain that for an effective communication within the workplace some aspects must be respected.
Sender: clear ideas before communicating, specific tone and language to be adapted for the goal purposed, sensitive in the way of communicating, respecting the others opinions and needs, encourage the receiver to express reactions, actions supporting communication, understanding and being a good listener.
Receiver: pay attention, showing the desire to listen, not getting distracting, patience, managing the temper, asking questions.
To improve effectiveness of communication, administrators must develop an awareness of the importance of sender’s and receiver’s responsibilities and adhere to active listening skills, (Sharma L and Lal S, 2018, p. 328)
Based on the study case verbal and nonverbal communication are very important for a continued success, Sharma and Lal, (2018) consider verbal communication a connection with words, and somehow use of words, strong set of symbols, words can denotating and connotating  the meanings.

Nonverbal communication is based more on gestures, body language, Sharma and Lal (2018) consider that those means more than 55% of effective communication.
Sometimes, even if though our voice and ton are under control, our body language, including the tiniest facial expression and gestures can give our true thoughts and feelings about something. (Sharma V and Lal S, 2018, p. 332)



Ways to improve communication in the coffee shop
•One-to-one meetings every few weeks for a feedback from the manager.
•Listening and respecting employee.
•Discuss with employee the projects, asking their opinions about those.
•Employee surveys asking employee opinions and thoughts.
•Open meetings

























Conclusion
Belbin and Tuckman’s Team Theories could be very efficient in an organisation, helping employees and leaders know each other better, discovering their weaknesses and strengths and helping the organisation to increase the productivity.
Communication in the study case presented will be efficient with meetings, feedback, one to one meeting, listening and respecting the employees, settle the conflicts, that will bring the coffee shop to more efficiency and better productivity.
Effective teamwork and communication are the essential keys in an organisation job retention will be reduced, happy and engaged employee.
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Appendices
Appendix A: Bruce Tuckman Theory
Appendix A
Forming-first stage where individuals meet for the first time, unsure about their roles, with worries about fitting or not in the tasks. Team leader helps to comfort them and providing a structure environment.
Team leader has a very important role in this stage, as he must help the team to set clear the objectives, responsibilities and the roles for the team members.
Storming-at this stage every individual starts to struggle to determinate their role in the group, is a healthy stage as people manage to set the conflicts, trusting and more comfortable with each other.
Team leader needs to ensure that he is reachable at this stage and he needs to make sure that the team members know their responsibilities, he needs to be directive and ensure that members stay professionals.
Norming-at this stage every individual knows how to deal with the task required, and everybody is working effectively together.
At this stage team leader is helping the team with resources available and to lead the team to work as a unit.
Performing-the group is cooperating, and sort issues, but is a need for more challenges so the interest won’t be lost.
Once the team is performing, the team leader step back and he is delegating now, helping the team to develop.












Appendix B: Meredith Belbin Theory
Appendix B
Belbin found 9 Team Roles:
Shaper-helps and challenge people to improve, good in finding the best approaches for solving the problems, recognise the obstacles. Weakness- they could be argumentative and not careful with people feelings.
Implementer-the ones who turns the ideas and concepts into practical actions and plans, disciplined, efficient and organised people. Weakness-inflexible, not open to changes.
Completer Finisher-ensuring that everything goes on the right track with no errors or mistakes, making sure the job is done in time. Weakness-worry unnecessary, find it hard to delegate.
Coordinator-the ones who take care of people’s feelings making them feel comfortable, delegating tasks efficiently.
Team Worker-make sure people work effectively, they can be flexible and perceptive. Weakness-indecisive and sometimes hearting feeling while solving problems,
Resource Investigator-innovative and curious, looking outside for solutions so the team can have more sources to achieve the goal. Weakness-loose interest quick, too optimistic
Plant-the ones with the new ideas. Weakness-introverted and poor-communicative.
Monitor Evaluator-objectives and very careful analysing the other’s ideas. Weakness-unemotional
Specialist-individuals with special knowledge for the specific job. Weakness-losing their concentration.

image5.png
Prifysgol Cymru
Y Drindod Dewi Sant
University of Wales

Trinity Saint David




