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Executive Summary

The purpose of this report is to analyse a case study regarding the local social services.  The report takes an insight into the communication issues within the organisation which is impacting employee performance and work quality.  The organisation has many communication failures coming from head of services and management which are causing these issues.  As a result, passive conflict is occurring amongst employees, workers are unhappy, stressful, working in groups rather than teams and delivering poor quality of work which is below standards.  Many cases relating to families and children are being left open for longer than necessary which means not only the organisation but important decisions of others are being impacted as well.

This report discusses the following issues and impacts the organisation is facing; barrier communications as employees are split into two separate locations, poor management issues due to lack of managers, workload due to high absenteeism and employee turnover resulting in stressful employees, lack of training and inductions offered to new employees, and one-way communication via email from head of service leaving no scope for entering into two-way discussions on ideas to improve.  It also reveals different types of communication theories that can possibly help with improvements for the social services.  The communication theories explained are The Shannon-weaver model, Berlo’s model and The Tuckman theory.  Communication plays a vital role in any organisation and the use of these theories can help improve the communication issues within the social services organisation. 
A summary of the findings is used to conclude the report and recommendations are made by the researcher to help address and solve some of the main factors impacting the organisation due to communication failures.  Appropriate references have been used to support all findings contained in this report and the purpose of the report is to help resolve the communication issues faced by the local social services with the use of communication models and theories.  
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Terms of Reference

This report of 2000 words was requested by lecturer Melanie Squire and the purpose of the report is to identify the communication issues and the impacts on the organisation using a case study regarding the local social services.  Different communication theories and models have been included supported by appropriate references to demonstrate how effective communication can be achieved.  This report will be submitted on 13th July 2018.



















Procedure

The procedure adopted to prepare this report was using books and websites.  





















Introduction

According to Senapati, A. (2016) communication is a form of exchanging a message by speaking, writing or using some other form of medium.  It plays an important and fundamental role in organisations.  The development of an organisation is down to effective communication and no organisation can exist without it.  “If open communication within a workplace is encouraged, a more cohesive and effective team will emerge.”  However, a lack of communication can collapse an organisation effecting productively, causing unnecessary delays and preventing implementation of policies (Senapati, A. 2016).  

This report focuses on the lack of communication within the local social services.  The case study reveals areas where head of service and management are failing to communicate with staff in order to run the organisation successfully.  As a result, unhappy workers are performing below standards which not only is effecting the organisation but also families and children associated with the social services.  

The researcher identifies the issues and the impact on the social services and provides details of effective communication theories that may possibly help the organisation to address the problems and to improve working conditions to benefit all employees.  








Findings

An analysis of the case study reveals many communication failures within the social services of the local council.  It also highlights the impacts on the organisation due to the lack of communication evolving from management.  

To begin with there are barrier communication issues which is as a result of the team members being located in different locations.  Although some staff preferred being in a separate location to avoid additional travelling, there are regular complaints when new procedures are suddenly introduced coming across as a surprise impacting the staff with a left out feeling. This is a physical barrier which is impacting the moral of the staff and can possible be resolved if management can offer a central base to all employees as Impact Factory (2018) suggests that research shows with a personal space maintained, nearness to others can aid effective communication as it may help a better understanding between team members (Impact Factory, 2018).

Poor management has impacted the organisation with high absence rate and employee turnover.  This potentially can be a result of not managing staff absence in an appropriate way and addressing why staff members are choosing to leave.  High absence and employee turnover has left team managers dealing with new members of team and shortage of staff on a regular basis leaving team performance in a constant forming stage which means performance is poor and below expectations.  Clock It (2016) indicates high level of absenteeism brings down productivity, as more work pressure is built on team members.  It impacts the performance level and new or temporary team members can be a challenge for management to determine the skill set and how the employee fits into the workflow of the group (Clock It, 2016).

Social workers felt increasingly under pressure allowing stress to build up amongst team members resulting in different standard of work and processes, putting at risk vital decisions made for families and children.  Additional work load has impacted on the nature of the job role as a social worker giving insufficient time to be spent with families.  It also built a lack of trust amongst workers and as a result rather than completing tasks as teams, work was completed individually resulting in poor report writing and cases being open for longer than necessary.  Managers failed to address these poor performance issues as directions were often informal and verbal resulting in diluted messages and mistakes.  A research by Canada Life (2018) suggests three in ten indicate stress and anxiety impacts the productivity and quality of work due to additional workload.  Management failing to offer adequate support, showing lack of care and engagement can potentially prevent improvements for productivity (Canada Life, 2018).  

Due to additional work load new team members ended up with big caseloads and had no proper training or induction leaving a particularly unsupportive feeling which often resulted in workers leaving within a short time scale.  S J Personnel (2015) suggests research shows that poor inductions and training can leave a significantly negative impact on new employees as it can result in unnecessary errors, under performances and very stressful team members as no clarity is made on goals that need to be achieved.  In most cases like the social services case new employees with the lack of knowledge decide to leave within the first six months leaving management with recruiting again costing the organisation more money and time (S J Personnel, 2015).

The biggest lack of communication impact was coming from the head of service as only one form of communication via email was being used to convey messages.  Only occasional face to face meetings were taking place which left very little scope for entering into discussions and two-way communications.  This has demotivated employees as great ideas to improve performance by team managers had no mechanism to communicate ideas to senior management, leaving possible achievements un-noticed.  According to Skills You Need (2018) the ideal communication which is most affective is face to face as it is generally is a lot easier to convey the message making sure the right interpretation is understood (Skills You Need, 2018).

According to McQuerrey, L. (2017) effective communication from management plays a vital role in an organisation.  Efficiency and productivity can flourish if a manager sets a specific goal with a clear direction and defining work parameters to indicate what is expected.  If strategic management is applied it can possibly reduce areas of error and increase efficiency within the workplace.  Essential feedback to staff also plays an important part of effectively communicating as lack of acknowledgement can lead to reduced morale which can lead on to poor quality of work, increased absenteeism and high employee turnover, which is something the social services are being highly affected by (McQuerrey, L. 2017).  

Various different models have been supporting the importance of communication through different communication cycles.  If head of services take on board some of the following effective communication theories potential improvements within the organisation can have the opportunity to develop.

The Shannon-weaver model was created in 1948 evolving from the article written on ‘A Mathematical Theory of Communication’ and is a more technological model.  The concepts of the model consist of following;

Sender (information source) 		message maker, channel chooser and message sender 
Encoder (transmitter) 			sender using machines to convert message into signals
Channel 				medium used to send message 
Decoder (Receiver)			receiver, translating from signals received 
Receiver (destination)			recipient of message and feedback provider
Noise 					disturbances preventing message to get to the receiver 

Business topia (2018) discusses the advantages and disadvantages of the model which indicates the noise concept can make effective communication by removing the noise or problem causing noise.  The model takes communication as a two-way process and makes the model applicable in general communication and communication is taken as quantifiable.

The criticism suggests the model can be applied more for interpersonal communication rather than group or mass communication.  The receiver plays the passive part where as the sender plays the primary role.  Feedback is considered less important compared to message sent by sender and the model also had critics as misleading misrepresentation of the nature of human communication as human communication is not mathematical in human nature (Business Topia, 2018).  Although this this can be an affective theory for some organisations in the case of the social services organisation a more defined theory would possibly allow for improvements, like the Berlo’s model as it focuses on more of the elements that need to be addressed within the organisation.  

Berlo’s model was first published in 1960 and includes four components describing the communication process, with many other elements affecting each component.  The model also focuses on encoding and decoding messages and uses verbal and non-verbal communication, considering emotional aspects as well, which is something the social services is lacking.


(Communication Theory, 2018) 

Another highly effective theory which can benefit the social services is the Tuckman theory.  According to The Team Building Company (2018) Bruce Tuckman first developed The Tuckman Theory in 1965.  It is a more known theory which has formed many further ideas since its conception.  It focuses on how teams tackle tasks via communicating from the initial stage of forming till the completion of the task.  

In the forming stage the team is assembled and allocated with the task and as the team are new to each other, each member has the tendency to work individually as trust is yet to be earned, therefore time in this stage is spent planning, collecting information and bonding with one another.

The second stage of storming is where team ideas start to make development through suggestions, however as different ideas compete at this stage therefore poor communication could potentially leave this stage in destruction.  Relationships between team members will be made and broke where some may not recover, which could lead the team to remain stuck in the storming stage.  

Norming is the third stage where harmonious working methods are applied specially on the rules and values by which the team needs to operate.  In ideal situations, the team should build trust in one another by this stage and accept each other’s contributions allowing the team leader to take a step back as team members take on board greater responsibilities.  

The final stage of performing is unlikely to be achieved by all, as this stage is an era of high performance where decision making is collaborative and dissent is expected.  High levels of respect between team members are fully established at this stage (The team building company, 2018).  

One of the method of communication applied by the social services is written communication.  Morgan, P. (2017) states written communication is simply a content that can be interpreted in many different ways.  An email read at the end of a stressful day might be interpreted differently compared to it being read with time, giving opportunity to think about what the message is and what is meant.  Therefore, communicating via email may not be as effective as other forms of communication (Morgan, P. 2017).  The head of social services has chosen the preferred communication method via email which unfortunately is not effectively working well with members of staff.  

A More appropriate method for the head of services can be to have more verbal communication with staff.  Maund, A. (2017) reveals that verbal communication is established via language and is the most effective way of communicating as long as accurate interpretations of other’s verbal messages are understood accordingly.  A professional must make effective use of language skills and improve abilities to understand other’s messages.  However, speakers need to also acknowledge that the intended meanings of verbally conveyed messages may not always be fully understood as many factors can lead to a listener’s failure to the interpretation (Maund, A. 2017)

There are many other communication cycles that can be adopted by the social services to identify problems and improve effectiveness within the organisation.  On a positive note the new head of service and the HR team have started to address some issues making a start to tackle some of these issues in aid to improve the overall working environment for both staff and most importantly families and children who are associated with the organisation.  














Conclusion

The main communication issues that have been impacting the social services has been passive conflict due to high absenteeism and employee turnover.  Workers are generally unhappy as a lack of support comes from head of services and management.  Conflict between workers and management are resulting in poor performance and the quality of work are below standard.  Workers have created groups rather than working in teams and as a result there is no sense of identity, purpose or goal which is essential for the organisation to work effectively.  

The organisation may benefit from applying good and effective communication theories such as the Berlo’s and Tuckman theories suggested in this report as these theories can address most of the issues that are creating problems within the organisation.  The overall problem within the social services is the lack of communication variety which can possibly be overcome using effective theories to communicate, suiting the needs of each individual worker.  Head of service and management need to regain the trust of all workers by showing care and taking responsibility of staff needs.  If correct use of communication theories and models are adopted by the social services, possible resolutions can be found for the problems effecting the organisation and effective team working can be established.  











Recommendations

Recommendations to improve management communication methods would be to consult with employees about issues, as ACAS, (2018) suggest employees would be able to perform the best when the duties are well known and employees have the opportunity to have views known to management on issues that are effecting the employees (ACAS, 2018).  

Another possible method that can be used would be to reintroduce team meetings allowing two-way communication to take place.  The Business communication, (2018) recommends two-way communication as it fulfils a complete communication process and in order to achieve organisational goals two-way communication can ensure a smooth flow of the message occurring from both directions (The business communication, 2018).  

The head of service should also consider regular events for the employees rewarding and giving recognition.  Harrison, K. (2018) explains “appreciation is a fundamental human need”, when good work is recognised a positive response of motivation to maintain the good work is put forward by employees resulting in productivity rises.  Employee recognition is a huge communication component and can send powerful messages across to the recipients, therefore management should reinforce and have coaching to help apply recognition for employees effectively (Harrison, K. 2018).

And finally, the removal of barriers within the workplace and having a more centralised base for all the employees.  McQuerrey, L. (2018) suggests that the environment can have an impact on improving communication between colleagues leading to better productivity.  Different locations can leave some feeling physically disconnected from the others and the feeling of isolation can demoralise employees, where as a more centralised and open environment can help positive interaction among staff leading to a lot of encouragement to perform well (Mcquerrey, L. 2018).  
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