
TEAMWORK, COMMUNICATION AND THEIR CHALLANGES




[bookmark: _Toc107518714]EXECUTIVE SUMMARY

This report discusses the challenges that an international fashion brand is facing while launching a new line of clothes. In order to overcome the difficulties, there are multiple tools that can be useful such as Tuckman’s model of teamwork, LaFasto and Larson’s model of teamwork and Belbin’s team roles. These have been detailed in the report along with the problems that the team has to solve in order to become functional.
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The international fashion brand Next Plc is facing cooperation issues among team members while launching their new clothing line designed for children. The lack of communication along with the character differences of the co-workers create a hostile work environment where productivity is at its lowest. If this problem cannot be solved, the whole project is at risk of jeopardising. This report aims to analyse the modalities in which this catastrophe can be avoided.
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Organising in teams has become the norm in organisations and society- gathering competent individuals in order to ease or overcome a task or inconvenience. According to Lacerenza, Marlow, Tannenbaum and Salas, (2018), teams are created in workplaces as a means of systematising tasks so the efficiency can be amplified. This approach is meant to enable the employees to achieve goals more effectively as part of a team, compared to achieving it by oneself- process also commonly known as teamwork. 
However, in practice, this theory seems more idealistic than realistic due to differences of opinions, characters and beliefs among co-workers which might affect the dynamics and outcomes of teamwork, Salas, Reyes, and McDaniel, (2018) argue.
Just as every individual is unique, every team- assemble of different individuals- is idiosyncratic, which makes creating the algorithm of a perfect team extremely difficult. However, rather than focusing on identifying the best match of personalities to create good performing teams, studies have found common practices that improve teamwork regardless of their backgrounds, such as: effective communication, having clear tasks to focus on, working synergistically and discussing openly as an attempt to ameliorate conflicts (Salih and Draucker, 2019).
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In the presented case study, the differences among team members led to misunderstandings, conflict and an overall dysfunctional and unproductive teamwork dynamic. In order to overcome these challenges models of teamwork can help identify the root of the problems. For example, Tuckman’s model, which is exploring the stages of team development, and are presented as shown in Figure 1.
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Figure 1. (Gilley and Kerno, 2010)
It is crucial to emphasize the forming stage, as it will ensure that participants have fun while learning something new that can be helpful. Through the experience of a task that contributes to their learning process, participants will experience a great deal of dependency.
When storming takes place, is associated with emotions and personalities and disagreements might arise as a result of such. This occurrence is due to co-workers trying to familiarize themselves with each other while holding into their individuality and rejecting the formation of a group (Jones, 2019). This seems to be the stage that the Next Plc team is currently at. In order to overcome the limitation of this stage and stage and to progress towards “norming” has been recommended to increase team member’s communication skills by offering training in the matter (Stratton, 2015).
During norming, the model reaches its third stage, and the group members find modalities to collaborate by accepting each other's opinions and suggestions. Time limitations could play a significant role in this stage of the team development by pushing the team members to find solutions by leaving their differences aside and prioritising the results (Jones, 2019).
During performing, team members start bonding and infusing their actions with positivity in order to reach their best potential, bending their roles for the benefit of the team.
The adjourning stage was developed with the new model in 1977 and is useful when restructuring of organizations take place. Encouragements and performance recognition are important for maintaining the harmony among team members (Jones, 2019). If the Next Plc team would reach the performing stage, by improving their communication skills and working under time-constricted conditions, as recommended above, the launching of the new clothing line might take a positive turn.
Other models such as the one proposed by LaFasto and Larson studied the characteristics that must be found in a functional team member and proposed six factors divided in two categories: working knowledge factors and teamwork factors as shown in Figure 2
(LaFasto, F., LaFasto, F.M. and Larson, 2001).
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Figure 2. (LaFasto, F., LaFasto, F.M. and Larson, 2001)
This model might be useful in the context of the Next Plc launch crisis due to the fact that identifying areas in which the team is lacking, might be helpful to team leaders.
On the other hand, identifying characteristics in each team member can useful when dealing with small teams it can also be deceiving, as employees tend to put their best face upfront when dealing with superiors, focusing on the progress made as a group as Tuckman’s model is proposing tends to be more applicable in a real-life situation, rather than psychoanalysing every single team-member, especially when dealing with franchises, and therefore extremely large teams , such as the one at Next Plc. However, it has been proven that diverse teams perform better than homogenous teams, therefore, is important to consider both team development stages and the characteristics that must be found in team members when it comes to group tasks. To be specific, is extremely hard to keep track of every individual’s specific characteristic in a large company such as Next Plc, but when it comes to gathering a smaller team within the company for a specific project, like launching a new line of clothing, is manageable and advisable to take into consideration the team member’s personalities in an attempt to find complementary assets. Luckily Mr Meredith Belbin theorised this practice in his research.
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Belbin dedicated his life to find the answer to one question: Why do some teams succeed while others fail? The success of a team is dependent on a multitude of factors, sometimes outside of anyone’s control, but thanks to Mr Belbin’s research managers are now able to create teams with a greater chance of success by recruiting people that fall into one or more of the roles he theorised. There are nine team roles divided into three categories which should be taking into consideration at Next Plc. These are classified as: Thinking orientated people: Plant, Monitor Evaluator and Specialist; People orientated individuals: Co-ordinator, Resource investigator, Team worker; Action orientated individuals: Shaper, Implementer, Completer-Finisher. All of these team roles have strengths as well as weaknesses, but Belbin believes that all of these roles need to be fulfilled in order to create a successful team (Belbin, 2010).
The Plant type is usually a highly creative introvert who enjoys working on their own but can easily be influenced by criticism or praise. Due to their creative tendencies, they could think outside the box and solve problems within the launch of the children clothing line.
It is common for monitor evaluators to be considerate individuals who prefer to make thoughtful, thoughtful decisions. They could help investigate the best approaches for marketing the new clothing line at Next Plc. (Lynch, D.S., Lynch, M.J. and Clemens, 2019).
Specialists are usually very dedicated individuals with excellent technical skills who strive to maintain high standards. These individuals can keep an eye on the quality of the clothes, making sure there are no mistakes.  Coordinators typically have a mature and trustworthy personality who can keep their calm under pressure and make good leaders, able to bring a group together to accomplish a task. They could help the managers keep up with their duties and also keep in touch with the launch team at Next Plc.  Typically, resource investigators have a relaxed personality and are good communicators, which makes them valuable for finding resources and engaging in negotiation. They could be the face of the Next Plc team when it comes to business meeting.  An extraordinary work ethic and high level of motivation are qualities that characterize a shaper, but they can also be headstrong and emotional when disappointed or frustrated. Furthermore, they have a high level of resilience under pressure, which makes them good managers. They could have a great potential of keeping the tasks in pace when it comes to the launch.
Implementers are normally those who are organized and self-disciplined, with a practical sense of common sense. Moreover, they are extremely reliable and hardworking. They meet the perfect characteristics for completing tasks and/or solving issues within the launch of the children clothing line.
Team workers usually have excellent diplomatic skills and are flexible and adaptable. It is common for team workers to listen well and to support their co-workers. The Next Plc team needs team workers more than anything so the team could be motivated to put in the work.
Completer Finishers often have an eye for detail, don't take responsibility for anything they can't complete, and prefer working independently. They can also take part in solving problems and completing tasks at Next Plc (Lynch, D.S., Lynch, M.J. and Clemens, 2019). 
While not all the roles have the same importance in a team Belbin considers that is important to have access to all the abilities listed above for a harmonious teamwork as these roles tend to complement each other and tame their allowable weaknesses (flaws that are not interfering with performance) which leads to personal growth (Belbin, 2010).
Is extremely important to consider these team roles while recruiting team members at Next Plc, as the balance of their personalities and skills is what might ensure a successful end result by highlighting the team’s strengths and minimising weaknesses as teams adapt to changing goals. Is also important to consider having a balanced number of individuals for each role, due to the fact that the same weakness might end up being the defining characteristic of the entire team if a large number of people on the same team have it (Morgan, 2017).
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Teamwork represents a collaborative effort in which each person’s interests are subjected to the necessities of the team, and above all is a principle-based value. Principles such as communication, respect, cooperation and honesty act like guiding lights when it comes to effective teamwork (Murphy, 1997).
Effective teamwork relates mostly to team efficiency- the rate at which a task can be completed without errors and with minimum resource waste. An effective team which by definition produces effective teamwork is a dream come true for any manager or business owner because is maximising profits and needs minimal supervision (Fraser and Hvolby, 2010). 
However, very few teams tend to exhibit effective teamwork and the list of reasons why might be endless due to the fact that each team is unique. Nevertheless, in the case study presented the size of the team seems to represent a huge impediment. As the company in question is an international franchise, is safe to assume that the team is numerous, therefore the problems in communication which often led to misinterpretation and conflict might be caused by the size of the team. Wheelan (2016, p131) and Wheelan (2009) argue that smaller groups have the advantage of being more intimidate, in the sense that each team member is able to reach to the leader or manager and discuss ideas or bring out concerns. On the other hand, larger groups do not have this luxury as most individual do not get the opportunity to speak their mind and a small number of team members usually tend to be more assertive and participate in decision making. This creates a hostile environment which brings down the motivation of the vast majority of the team members. It has also been argued that groups larger than twelve people have a lower chance of becoming cohesive (Adair, 2009, pp. 20-22).
Another underlaying cause for the lack of cooperation might be the absence of clearly determined roles attributed to each team member by the leader, which Belbin (2010) deemed as crucial in order to avoid conflict and ensure effective teamwork. 
 From another perspective, the team presented in the case study seems to be stuck in the “storming” phase “compliance” subcategory of the Tuckman’s model, in which members see themselves as individuals working towards a goal rather than a team. They are trying to prove themselves, explaining why “Some personality styles tend to dominate” making the others resilient and uninterested in showing initiative (Gilley and Kerno, 2010). Numerous studies have suggested that when team members recognise that they are part of a group working towards a final goal cooperation is dramatically improved (Salas, Rico, and Passmore, 2017, pp. 1-11; Schippers, Homan, and Van Knippenberg, 2013; Villado and Arthur, 2013, p.514)
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To conclude, teams and their performance are difficult to predict and manage due to their unicity, but there are a few ways to increase the chances of success by selecting team members with complementary abilities and personality, attributing clear roles to each individual, followed by closely observing the team’s progression, using the Tuckman’s model, to make sure there is no stagnation or regression. However, when it comes to larger teams, one of the core components of effective teamwork: communication, tends to lack. In order to overcome this obstacle larger teams could be split into smaller divisions, attributing each division one or more of Belbin’s roles in order to increase productivity and reduce conflict.
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