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Executive Summary

The ABC Technology has new Artificial Intelligence software project that they must complete, but the team is nor working effectively at all, having constant conflicts, lack of communication, lack of leadership and the roles within the team are not defined, and they are behind the project with 6 months. 
In order for the team to be effective, a few theories were applied. The first one is the Tuckman’s Stages of Development, which was helpful to identify that based on the team’s behaviour, they are currently at the Storming stage, which is the most difficult stage. The best solution to go pass this stage is to define the roles within the team, and here is where Belbin comes in hand by representing each type of role. The team members can find exactly what role they have by completing the questionnaire from the appendices. Doing this will help create more accurate tasks, appoint a leader, and overcome major conflicts. 
The next step is to develop the communication within the team, and here it was demonstrated that the best way is to apply the Schramm theory, which is representative for the two-way, effective communication. 
It was recommended for the team to define the roles and to have plenty of meetings to discuss and share ideas or advice in regards to their tasks or their role. 
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Terms of Reference
The report about teamwork and communication at the workplace was required by the lecturer Melanie Squire from the University of Wales Trinity Saint David in order to verify each student’s understanding about the practical application of the theories learned at the Effective Teamworking and Communication course. The current report was created by Kestutis Galdikas, with student number 2019919, and it followed the practical application of teamwork theories such as Tuckman and Belbin and the communication theories such as Shannon-Weaver, Schramm and Berlo’s in a study case. 
Procedure
The procedures used to compile this report were books, relevant websites and academic journal that can prove the concepts mentioned in the report.
Introduction
ABC Technology, a biggest UK company, is currently working at a new Artificial Intelligence software project but they are about 6 months behind the schedule due to the global pandemic which made the team be divided between Cardiff and Glasgow. Apart from the global situation which cannot be controlled, the team is also facing a few problems: they do not have a leader, they lack communication, the roles in the team are not defined and there are lots of conflicts and working remotely is not helping the team bond and be productive. 
This report is looking to analyse each problem and come to effective solutions that will make the team productive. There will be used teamwork theories such as Tuckman to identify the current stage of the team and Belbin to successfully identify each members’ role in order to create the best strategy based on the team composition (Swailes, McIntyre-Bhatty, 2002). At the same time, based on the fact that the team also has communication issues, a few communication theories, such as Schramm, Berlo’s and Shannon-Weaver will be applied to identify the suitable theory to develop a two-way communication within the team.
Findings
Teamwork
The first step in creating an effective, well-balanced team within ABC Technology is to understand the level that they are now at. To do that, the Tuckman’s theory regarding the stages of team development will be applied. Tuckman’s theory argues that a team must pass through certain stages in order to become effective, and each stage has its importance and if one stage is passed the team is not effective, as it did not take the time to truly form and a bond was not created between the members of the team (Tuckman, Jensen, 1977). The stages that Tuckman identified are Forming, Storming, Norming, Performing and Adjourning. 

Image 1. Tuckman’s Stages of Team Development
As it can be seen on the image above, every stage is characterised by specific behaviour, and based on the information available about the ABC Technology team, it can be easily seen that the team is currently at the Storming stage. The reason for that is that there are different working style within the team, no leadership and constant conflict. The goal stage that the team must be at is the Performing stage, where all the conflicts are solved, the teamwork is excellent and effective, and the productivity is at its peak (Bonebright, 2009). In order to do so and to overcome all the obstacles, the team must go back a step into the Forming stage in order to determine what is the role of each member and to identify and to declare the leader which can help further in the stages of development (Broome, 2008). Here is where the Belbin’s theory regarding the team roles comes as a solution because this is one of the most easy and most used methods to identify the team roles within a team, and to further analyse the strengths and the weaknesses of the team, information which can be later used to create a suitable plan to go through each of the Tuckman’s stages in a healthy and effective way, and to make the team effective (Fisher, Hunter, Macrosson, 2011). According to Dr Meredith Belbin (2009), there are usually 9 roles in a team, but these roles can alternate from team to team, based on each member’s role, and they are important in recognising team members’ attitudes, strengths, and weaknesses and to help managers to solve conflicts faster, to improve the communication within the team and to increase the productivity.
                
Imagine 2. Belbin’s Team Roles
As it can be seen in the image above, there are 9 roles: Plant, Resource Investigator, Co-ordinator, Shaper, Monitor Evaluator, Team worker, Implementer, Completer Finisher and Specialist, and every one of them has recognisable strengths, as well as recognisable weaknesses. The managers of the Artificial Intelligent project can identify what is the role of each member by either looking at the characteristics, or by organising a team meeting where each member can complete the Belbin’s questionnaire (Furnham, Steele, Pendleton, 1993). Because the members of the team have poorly defined roles which led them to conflictual situations, it is a crucial step to define each member’s role, as well as to choose a leader that can lead the team during difficult times and to help the team progress and become effective. Moreover, if all the members have defined tasks and goal, it will be easier to manage the conflicts and the team can advance from the Storming stage into the Norming stage, and then into the Performing stage. A useful advice here would be, after every member has an established role, the manager can make a list with the team’s strengths and weaknesses and based on that to create the best way to work as a team, minimizing the conflicts (Kumar, Deshmukh, Adhish, 2014).
Communication
Another problem that the ABC Technology is facing with the team is the poor communication, especially since all the communication moved online, and it is difficult to create a relationship between the members of the team. In order to be able to find the most suitable way to improve the communication within the team and to create a two-way communication, 3 communication theories will be applied: Shannon-Weaver, Berlo and Schramm. The first theory is the Shannon Weaver, which represents a mathematical communication theory which argues that an effective communication must have 6 concepts: Sender, Encoder, Channel, Noise, Decoder and Receiver (McQuail, 2008).


Imagine 3. Shannon-Weaver Model of Communication
This model was created for the online communication, and it is considered by many to be a one-way communication theory due to the lack of feedback and, at the same time, the ‘noise’ can create barriers in communication (Al-Fedaghi, 2014). As the ABC Technology’s team is currently working from home and the communication is online, one might think that the Shannon-Weaver is the suitable strategy for the team, but the fact that it is mostly one-way change that, and makes this theory not suitable for the team, at the moment, as the team needs to bond and to be able to share ideas and solve any potential conflicts, and this would not be possible if they will use the Shannon-Weaver strategy. 
The next communication theory is Berlo’s, which has multiple elements, and it is not considered to be specific for a type of communication but has a few particularities which can determine if it is the right theory to use in a certain team (Narula, 2006). 

Imagine 4. Berlo’s SMCR Model of Communication
What characterises this theory the most, apart from the numerous elements, it is the fact that in order for the communication to be effective, the Source and the Receiver must be on the same level and share the same opinions (Stead, 2017), which makes the theory less applicable in a team that just starts to form and to overcome the conflicts, as the members are clearly not on the same page yet. Additionally, the Berlo’s theory does not include the feedback (Blythe, 2010) , which makes the theory be representative for the one-way communication which, again, is not effective for the discussed team. 
The last theory that will be applied to the team is the Schramm theory, which was proposed in 1954 and is based on the idea that the communication is not complete or effective until the recipient shares his feedback with the sender (Sapienza, 2015), concept also known as cyclical communication or two-way communication. The theory also emphasises the idea that the encoding plays a crucial part in the understanding of the message, which is why the feedback is so important, to make sure that the receiver has the correct message and transmits the correct response back to the sender (Lawrence, 1979). 
                               
Imagine 5. The Schramm Model of Communication
Based on the characteristics of the Schramm’s theory and based on the needs of the team, it can be easily noticed that this is the most suitable strategy to improve the communication within the team. The reason for that is that the team needs a two-way communication in order to function properly and to adjust everyone’s working style into an only one, but this cannot be achieved unless the members discuss with eachother effectively and understand their ideas as they are, sharing experiences, advices and manage the conflicts faster and more effectively. 
An effective teamwork is important in any environment because if the members of the team are not working together towards a common goal and they do not practice the two-way communication, they are less productive, as the team spends its time handling the conflicts created by the difference of opinion or they fight for leadership in a project (Miller, Gaida, 2019). ABC Technologies lacks an effective team working, which caused them to have the Artificial Intelligence software project delayed with 6 months because the team members cannot work together effectively. It is crucial for the team to overcome its differences and to become effective because this will help the team members relax, rely on eachother and start doing the work and the project will begin to see progress as well, once all the energy will be put into the project. The process of becoming an effective team is not easy, especially if the team is still in the Storming stage (Cho et al, 2010), where the conflict is everywhere, but the managers must interfere and they must establigh clear goal, task for each member and to find ways to apply a two-way communication based of the composition of their team. 
Conclusion
In conclusion, the ABC Technology’s team is clearly at a stage where the progress or the productivity seems impossible. The good thing is that by taking it step by step, it was identified that there are multiple resources and theories which can be used to help the team become effective. Tuckman’s theory was important to establish at what stage is the team currently, and it was clear that they find themselves at the Storming stage, but they did not successfully complete the Forming stage, as the team members do not have clear and defined roles within the team. It was presented the Belbin theory which can help the member identify what roles to they have and then further analyse the overall team strengths and weaknesses. By identifying that, the team can then choose a leader and divide the work properly, based on their skills, which will solve the majority of the conflict. Additionally, the team had a communication issue, and in order to establish what strategy is the best for them, three theories were applied, but, in the end, the Schramm theory was considered the most suitable in this case. 
The overall project was affected by the lack of communication between the members of the team, as well as by the pandemic, but in the end, if the managers will act and will apply the theories recommended, the chance that the team will improve and become effective and productive is really high. 
Recommendations
The main recommendation is to book a meeting with the entire team where they will have to complete the Belbin’s questionnaire available in the Appendices, to establish the role of each member. After the role will be defined, it is mandatory to note the strengths and the weaknesses of the team and to create appropriate tasks for each member, as well as appointing a leader that the rest of the team can rely on in solving conflicts or motivate them. At the same time, more meetings will be beneficial, especially since the communication is online, where everyone must share their ideas and where the team can connect more. Additionally, more training is required for managers to learn how to work with different types of employees and how to adapt and be empathetic. For employees, it is recommended to attend trainings about handling conflict at work, resilience, adaptability, and communication. At the end of the training sessions, a good recommendation would be an open discussion about what they have learned and what is their opinion about the discussed topics.  




Bibliography/References
Al-Fedaghi, S. (2014) A Conceptual Foundation for the Shannon-Weaver Model of Communication. Computer Engineering Department, Kuwait University, pp. 5-8.
Belbin, M. (2009) Team Roles at Work. Taylor& Francis, Oxon, pp. 3-5.
Blythe, J. (2010), Trade fairs as communication: a new model. Journal of Business & Industrial Marketing, Vol. 25 No. 1, pp. 57-62.
Bonebright, D. A. (2009) 40 years of storming: a historical review of Tuckman's model of small group development. Human Resource Development International. Vol. 13, Issue 1, pp. 111-120.
Broome, J. (2008) How-to-stop-your-team-‘Storming’-and-get-them-‘Performing’. PM today, pp. 16-20.
Cho, A.R. et al. (2010) Methods of effective team-based learning administration and expected effects on medical education.  Korean Journal of Medical Education, 22(1), pp. 48-49.
Fisher, S.G, Hunter, T.A, Macrosson, W.D.K. (2011) The structure of Belbin's team roles. Journal of Occupational and Organizational Psychology. Vol. 71, Issue 3, pp. 283-288.
Furnham, A., Steele, H., Pendleton, D. (1993) A psychometric assessment of the Belbin Team-Role Self-Perception Inventory. Journal of Occupational and Organizational Psychology. Vol. 66, Issue 3, pp. 245-157.
Kumar, S., Deshmukh, V., Adhish, V.S. (2014) Building and Leading Teams. Indian Journal of Community Medicine, 39(4), pp. 208–213.
Lawrence, K. (1979) The convergence model of communication. 	East-West Communication Institute, Honolulu, pp. 28-35.
McQuail, D. (2008) Models of Communication. The International Encyclopedia of Communication, pp. 5-6.
Miller, J., Gaida, P. (2019) On the Agile Mindset of an Effective Team – An Industrial Opinion Survey. 2019 Federated Conference on Computer Science and Information Systems (FedCSIS), pp. 841-849.
Narula, U. (2006) Communication Models. New Delhi, pp. 11-15.
Sapienza, Z. (2015) Reading Lasswell's Model of Communication Backward: Three Scholarly Misconceptions. Mass Communication and Society, Vol. 18, Issue 5, pp. 610-612. 
Stead, B.A. (2017) Berlo's Communication Process Model as Applied to the Behavioural Theories of Maslow, Herzberg, and McGregor. Academy of Management Journal, Vol. 15, No. 3, pp. 30-33.
Swailes, S. and McIntyre‐Bhatty, T. (2002), "The “Belbin” team role inventory: reinterpreting reliability estimates", Journal of Managerial Psychology, Vol. 17 No. 6, pp. 529-536.
Tuckman, B.W. & Jensen, M.C (1977). Stages of small-group development revisited.  Group & Organization Management, 2(4), pp. 419-427.

Appendices
Belbin’s questionnaire
                  



3

image1.png




image2.png




image3.jpg
Stages of Team Development

Performing scharacterized by team members interdependence
~The team s dedicated o successully completrg tasks.
~Successiul development ofnorms allowsteams o handie stressful deadlines
~Cooperationandcoliective decision making enables heteam to focus onperformance

Norming ischaracterizedby cohesive Interpersonalrelationships
~Ground rulesandnorms are estabished
~Conflict isreducedas team members organizetowork ontasks
~Team members cohesiveness and confidence increases:
~Socialrelations developto create ateam idertity
~Team interactions are based ontrust andsupport

~Team membersdiscuss and negatiate differences constructively

PERFORMING

Stormingischaracterized by competition, corflit, and organzation of tasks
~Team members may have different opinions onhow o accompishgoals

~Conlicts may promote desper understanding of others’ perspective
“Team worksthroughssuesto determine how to pursuegoals.

~Successfulteams manage relationship and ask-oriented issues

STORMING

Adjourning scharacterized by termination of relationships
~Teams end when tasks are compieted
= “Team members may experience various emtions & relatonships end
FORMING ~Team may focus on performance evalustions,proceses, and procedures
“Team members may celebrate succesm of Iean from experiences
Formingis characterzed by dependert personal reltionships where team members:
~Getto know eachother and learmhowto function asateam
~Are well-mannered, tentatve, and complart
“Miay feel confsed, inhibted, Uncomfortabie anduncertan
“Focuson defiinggoalsand planning tasks

Note: Teams may return to earlier stages of development




image4.jpg
Plant S
Resource
Investigator

Creative, imaginative, free-thinking.
Generates ideas and salves diffcut
problems.

Outgoing, enthusiastc
communicative. Explores
opportunities and develops

contacts.

Ignores incidentals. Too
preaccupied to communicate
effectively.

Over-optimistic.Loses
interest once intial
enthusiasm has passed

Cororgnator (79)

Clarifies goas. Delegates.
effectivel.

Can be seen a5 manipulative
Offloads own share of
the work.

Shaper

e

Challenging. dynamic.thrives on
pressure. Has the drive and
courage to overcome obstaces,

Prone o provocation.
Offends peoples feelings

Monitor @
Evaluator

Sober, strategic and discerning.
Sees al options and judges.
accurately.

Lacks drive and abilty
toinspire others. Can be
overy critcal

Co-operative percepive

and diplomatic. stens and
‘verts ficton

Indecisivein crunch situations.
Avoids confrontation.

Practical, rliable, effcient, Turns
ideas nto actions and organises
‘wark that needs to be done.

Somewhat nflexible. Siow to
respond to new possibilties.

Completer
Finisher

Painstaking, conscientious, ansious
Scarches out crrors, Polishes

and perfects.

Inclined to worry undily.
Reluctant o delegate

speciaist ()

Single-minded, sef-starting,
dedicated. Provides knowledge
and skills in rare supply.

Contributes only on a narrow
front, Duels on technicaltes





image5.gif
INFORMATION
SOURCE_ TRANSMITTER

SIGNAL RECEIVED

SIGNAL

MESSAGE

NOISE SOURCE

RECEIVER DESTINATION

MESSAGE




image6.png
Berlos’s SMCR Model of communication

Encodes Decodes
[ Source }—)[ Message I—)[ Channel ]—)[ Receiver l
I I I I

Communication) Content Hearing

Communication
Skills

Skills
Knowledge Treatment Touching Knowledge
o Structure Smelling Srven





image7.jpeg
[(orcocer\

Interpreter

Interpreter

\ sy





image8.png
BELBIN’S SELF-PERCEPTION INVENTORY FOR TEAM ROLE

ASSESSMENT

DIRECTIONS:

1. Distribute 10 points per question among the sentences which you think
best describe your behaviour. (You can distribute points among several
sentences or allot all 10 points to a single sentence.)

2. Enter your scores in Table 1.

3. Transpose scores into Table 2 one line at a time.

T What I believe | can contribute to a team:

T think | can quickly see and take advantage of new opportunities.

I can work well with a very wide range of people.

Producing ideas is one of my natural assets.

alolo|s

My ability rests in being able to draw people out whenever | detect they
have something of value to contribute to group objectives.

"My capacity to follow through has much to do with my personal
effectiveness.

I'am ready to face temporary unpopularity if it leads to worthwhile
results in the end.

I can usually sense what is realistic and likely 1o work.

I can offer a reasoned case for alternative courses of action without
introducing bias or prejudice.

Total

10

II_If I have a possible shortcoming in teamwork, it could be that:

1'am not at ease unless meetings are well structured and controlled and
generally well conducted.

T'am inclined o be too generous towards others who have a valid
viewpoint that has ot been given a proper airing.

c

Thave a tendency 1o talk to0 much once the group gets on 1o new.
ideas.

"My objectives outlook makes it ifficult for me to join in readily and

get something done

1ind it difficult to lead from the front, perhaps because | am over-
responsive to group atmosphere.

T'am apt to get too caught up in ideas that ocour to me and so lose
track of what is happening.

My colleagues tend (o see me as worrying unnecessarlly over detail
and the possibilty that things may go wrong.

Total

10

il When involved in a project with other people:

T have an apitude for influencing people without pressuring them-

My general vigilance prevents careless mistakes and omissions being
made.

1'am ready 1o press for action to make sure that the meeting does not
waste time or lose sight of the main objecive.

T can be counted on to contribute something original

I-am always ready to back a good suggestion in the common interest.

T'am keen to look for the latest in new ideas and developments.

Ibelieve my capacity for judgment can help (o bring about the right
decisions.

1 can be called upon o see thal all essential work is organised

E:‘ @lwlelal o o=

10
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IV My characteristic approach to group work is that:

Thave a quiet interest in getting to know colleagues better.

Tam not reluctant to challenge the views of others or o hold a minority
view myself.

T can usually find a line of argument to refute unsound propositions.
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into operation
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unexpected.
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Tam interested in finding practical solutions o problems.

Tlike to feel | am fostering good working relationships.
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Tcan get people to agree on a necessary course of action.
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before developing a line.

Twould be ready to work with the person who showed the most positive
approach.

o

Twould find some way of reducing the size of the task by establishing
what different individuals might best contribute.

d My natural sense of urgency would help to ensure that we did not fail
behind schedule.
) I believe | would keep cool and maintain my capacity o think straight
[ Twould retain a steadiness of purpose in spite of the pressures.
9 Twould be prepared to take a positive lead if I felt the group was
making no progress.
h Twould open up discussions with a view (o stmulating new thoughts
and getting something moving.
Total |10

Vil With reference to the problems to which | am subject in working in groups:

Tam apt to show my impatience with those who are obstructing
progress.

Others may crlicise me for being 1o analytical & insufficiently intuitive.

My desire to ensure that work is properly done can hold up
proceedings.

Ttend to get bored rather easlly and rely on one or two stmulating
members to spark me off.

I find it difficult to get started unless the goals are clear.

Tam sometimes poor at explaining and clarifying complex points thal
occur to me.

T'am conscious of demanding from others the things | cannot do myselr_

Thesitate to get my points across when I run up against real opposition.
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TABLE 1. SUMMARY OF SELF-SCORING

SECTION a b c d e f g h z
1 10
1] 10
n 10
v 10
1 10
i\ 10
Vil 10
TABLE 2. CALCULATION OF ROLES
1. Transpose the scores from Table 1, Enter them section by section in Table 2.
(For example, if you have a 5 in Row I, Column C of Table 1, it will be placed in
Row I, Column PL of Table 2 as indicated by the C on the LHS of this cell.)
2. Add up the points in each column to give a total team-role score.
3. Divide by the shown amount to calculate a relative team-role score.
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