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Executive Summary

The report will present a case study to underline the role of Team Working and Communication in the organisational group dynamics and how these can be used to increase efficiency in a positive work environment.
The author used Tuckman theory about team development and Belbin’s team roles to present what are the steps to create an efficient team, will explain why is communication important in organizations using Shannon-Weaver, Berlo and Schramm communication models to show how it can be achieved.
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Terms of Reference
	This report has been compiled by Student Cosmin Tudureanu, number 2109533 for the assessment of module BMSW4002 Effective Teamwork and Communication, Lecturer Melanie Squire due on 18th March 2022. 
Procedure
For this report, a series of books, online articles and journals has been accessed and consulted by the author to reference the findings and provide a clear, structured picture of the role and importance of effective teamwork and communication in companies and organisations in present days.
Introduction
The case study (see appendix 1) will analyse the expansion of a store towards online markets and how this impacted the staff organisation and dynamics and how Tuckman and Belbin teamwork theories together with efficient bidirectional communication between all members can increase the performance of the organisation as a whole.
Findings
Tuckman’s Team Development theory 
In 1965, Bruce Tuckman analysed the team forming process and identified a number of stages essential in creating an effective and efficient team. These stages would help creating a solid structure based on the natural triage done through interaction during these stages based on the characteristics of each team member and the requirements of each position that needs to be filled. By following these stages, each member would find his place in the team where his skills and abilities would make him perform efficiently., 

                 Figure 1 Tuckman’s stages of team development (source: www.eln.co.uk)

These stage are as follows:
Forming 
At this stage a group is put together, with members that did or did not collaborated before. Now the members start interacting, develop relationships and express themselves by performing tasks. Through careful evaluation of the performance of each member in relation with the requirements of each position, they can be assigned to the one where they can perform efficiently. 
In our case, this would translate in identifying the workflow, the daily tasks and the positions needed and assign them to individuals or teams. Analysing how each member of the staff or each team is performing in terms of performance, the suitable position for each member can be identified.
Storming 
 When the positions and tasks are identified and assigned, the members of a team start expressing the characteristics and compete for preferred positions. Conflicts may appear regarding assuming roles and responsibilities in the team.  Now the group dynamics will be analysed in order to see how each member of the group is interacting, communicating and develop relationships inside the team towards achieving the goal, accordingly to the positions they are assigned to. Position changes are very likely to happen at this level in order to find the best person to position formula.
In our case, we should analyse how each team member is communicating and interacting with the other team members when filling a position and completing the assigned tasks to identify his predominant traits.
Norming
The next stage is when the members start knowing each other and cohesion appear. They will start collaborating towards achieving the common goal and use their different set skills and knowledge in a complimentary way.  
At this stage, the owner should use these interactions to help the members to grow, develop and interact through organised meetings on all levels and by establishing sets of rules, in order to advance to the next stage.
Performing 
Now the team reaches its peak of collaboration and uses all its resources in a cooperative and complimentary fashion, accordingly to the assigned positions and tasks, toward achieving the main goal.
At this point the little input is required from the owner, as the team members will be use the previously formed hierarchy and relationship to fulfil the tasks and duties accordingly to their position. They will follow the established sets of rules and procedures, will communicate and collaborate through the established channels, will help each other to complete the required tasks in due time and will report results to the team leaders which can take appropriate decisions.
Adjourning
After reaching the main goal of the team, the team is disbanded. However when needed they can collaborate again since the relationships are already created.
In our case, the teams are maintained for all the functioning period of the store


Team roles – Belbin Theory 
Later on, in 1970’s, Meredith Belbin studied the team relationships and, in 1981, he provided also a definition and a classification of each role based on the skills, abilities and interaction of each team member which displayed different mixes of attributes. He concluded that there are 3 types and 9 clusters of behaviours called team roles and that a highly performing team contains a mix of multiple behavioural types. 
            
                       Figure 2 Belbin roles explained (source:https://belbinnorthamerica.com/what-are-belbin-team-roles/)
Using this classification, in the second stage of Tuckman’s Theory, the owner through profile analysis and evaluation of the communication style, relationships forming, task performance, the owner can identify between the roles and the skills and abilities sets for each member of the team finding the best match.
2 way communication in the organizations
Importance of communication 
In any organization communication is an essential factor to achieve the organizational goals. All the information and details must be shared on all levels in a smooth, clear and understandable fashion. All members of the team must have a correct understanding of the relevant details for their activity and must be able to receive and transmit information correct and clear. For this reason, in any organization, there must be a clear 2 ways path, same rules, structure and common language between the members of a team, between teams and departments.  This becomes very clear by analysing some of the models of communication. Aristotle model of communication is one of the oldest models of communication and it puts the speaker in the centre of the audience and the message goes unidirectional from the sender to the receiver. More recent studies have shown that this model is inefficient as it does not allow feedback as a method to check the received message which gets distorted.
Shannon-Weaver communication model (or Mathematical)  
This model was created in 1949 by 2 mathematicians and became the most used model. It describes communication as the path of the signal (message) from the sender (message source) through an encoder (type of communication – written, verbal, etc.) through a specific channel (email, messaging, phone, face-to-face) where it gets distorted by different factors (noise) towards the receiver. 

Figure 3 Shannon Weaver model (source: https://www.communicationtheory.org/shannon-and-weaver-model-of-communication/)
Berlo communication model (SMCR) 
In 1960, David Berlo took the model of Shannon and Weaver and formulated also the factors mandatory for communication to be effective. He included also a decoder. This means that the Sender is using a set of skills to send the structured message through the channel and the Receiver should possess the same set of skills and knowledge to decode the message correctly. 

Figure 4 Berlo Model of communication (https://www.managementstudyguide.com/berlo-model-of-communication.htm)
Schramm communication model 
In 1954, Wilber Schramm proposed another model of communication based on Shannon Weaver model where he suggested that communication should be both ways including also a feedback from the receiver to the sender. Therefore when the sender transmits a message through the channel he encodes it. The receiver must decode the message and transmits back knowledge received as a new message towards the initial sender that become a receiver in turn and decodes the new message. If the initial message is identical with the last one, it means that the communication was effective with minimum impact from the channel’s noise.
Conclusion
The ideal communication is the one unaffected by the noise on the communication channel. This can be done by using a clear communication rules, a quiet channel / environment and the possibility for the receiver to check the integrity of the message received. Therefore a 2 way communication method where both the sender and the receiver can transmit and receive feedback using the same language which is known by both sides is crucial for an efficient communication.

Importance of effective communication in organizational environment
Effective communication is essential in any organizational environment because it enables sending messages fast and undistorted, creating a smooth workflow with minimum errors and mistakes, thus creating a number of advantages for both employees and employer:
Effective teams – a good communication creates the ground for a team to overcome know each other, to overcome conflicts, to work together to find solutions to the issues and to achieve the common goals.  
Positive work environment – Having a good communication creates a positive employee attitude by generating feedback on all levels through formal and informal channels
Offers conflicts resolution – through efficient communication most of the conflicts can be avoided, providing clarity and no room for interpretation.
Increases productivity – a good communication creates the premises for fast and correct action which makes a team more efficient
Conclusion 
Team working is mandatory for the success of any organisation to ensure reaching of the main goals, create a positive and safe environment where each member can function in an efficient and productive way. It helps overcome obstacles and barriers through constant 2 way communication and active collaboration between all parties involved. 
Efficient team working can be achieved through following the steps of forming a team and assign tasks accordingly to the skills and abilities of each candidate and through encouraging both formal and informal bidirectional communication inside the organisation on all levels from the lowest to the highest through implementation of clear norms and channels and through constant evaluation of each member.
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Case Study

Janet Williams is the owner of a ladies fashion store in Swansea city centre. The store currently employs
20 people ranging in age and experience. There are 12 sales representatives, two cleaners, two security
guards, two delivery drivers and two managers. After the pandemic, they have expanded their services
by also offering an online shopping means and serve customers via online as well as in store. All staff
are part-time, working varying hours during the stores opening hours between 9.00am — 5.00pm Monday
to Saturday or working flexibly from home. Sales representatives have a mixture of primary duties, which
include advising customers, taking customer payments, stock room duties and replenishing stock whilst
in stores and when working from home process orders and deliveries online.

The store has decided to employ two new members of staff looking after the digital marketing and
promotional in order to develop the online presence of the business further. There are currently no formal
teams within the workforce, some meetings are conducted using Microsoft teams but not regularly, some
in person meetings take place ad hoc based on who may be working a particular shift, which can lead to
a breakdown in communications and information not being shared effectively. At any one time there is a
maximum of 7 workers working in the store and 2 online. As new staff are taken on they are trained on
the job by the manager on duty at the time.

The business has grown rapidly and a year ago was a small ladies fashion store, employing only five
people. This rapid expansion has driven the need for more formal processes to ensure the business
runs smoothly. As a result Janet has asked you, as a business consultant, to advice on possible team
structures to facilitate and enable effective channels of communication amongst the rapidly expanding
workforce, to prevent small issues becoming big problems.




