


Summary

  This report is about using Belbin and Tuckman theory for creating an effective team and why is this important for Andrea to follow this theories in order to achieve performance, is about how the communication models Shannon and Weaver and Schramm helps in team dynamics and handling conflict by using the Thomas-Kilmann model. This report will have references from journals, books and websites that will help the reader to check that the information given are reliable and based on long research on the subject. This report was requested by Melanie Squire, lecturer Skills for the workplace as part of the assessment for Effective teamwork and communication module. Submission date 01.07.2022 
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INTRODUCTION


First, this report is about the multiple ways how a good communication and following the theories of creating a good team, like Belbin theory and Tuckman theory, will help in the development of the most effective group of individuals.
 Using Bruce Tuckman stages of developing an effective team like forming, storming, norming, performing and adjourning, the team will be competent and well tied together because, even if the theory was developed in 1965 it still applies in the modern world and helps in creating an effective team.(Seek, and Helton, L 2014)
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In the same manner, the Belbin theory helps find if the team has all the important roles that a team needs. There are 9 roles and the roles are: shaper, implementor, complete-finisher, coordinator, team worker, resource investigator, plant, monitor-evaluator and specialist. All of the roles are important in the composition of the team but not all the team have it and they will have to adapt and transfer the skills for the team to complete a task or a project.( Belbin 2010)
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 There are also 2 communication styles useful in the good course of a team and all helps in a way or another: Shannon and Weaver and Schramm.
MAIN FINDINGS

In this case study, Andrea Jones is named the head of the Social Service of the local Council and is responsible for creating a workplace where everyone knows his place and with the set of skills that they have, to perform at their best potential. Andrea when was first named, found all the teams in a difficult situation, because the previous head of the Social Service did not do his job properly and the communication between him and the rest of teams was not at the best levels.

Tuckman theory

   The first thing that Andrea can do is to follow the Tuckman theory and try to form the team by bring all together at forming stage and let all the team members to know each other and after they introduce them selves to form some connections that will help them to trust each other.             ( Calvello, 2021)  This stage give the new team members the opportunity to know those who work there previously and help them to integrate among others.
   Moving forward, the storming stage is the stage where everyone is trying to earn a good position within the team composition and show what package of skills they have.(Scully,2018) This stage is very important in the future of the team because the manager sees who can do what and they can delegate the tasks in the best team interest. As shown in the case study, some of the old members are not confident in who to trust to ask for help and they decide to complete the task without asking for help, even if it takes long and can merge into poor reports.
In the norming stage is all about recognition and Andrea, as the new head office, can offer some rewards for the team members, and try to motivate them by give some small gifts or some verbal recognition because it means a lot for them to feel valued. (DipProfCoaching,2020) By doing all this and following the Tuckman stages, Andrea can go to the next stage, performing stage where all the team members work as one and the projects that they have will be successfully accomplish. 
 The last, but not the least stage is adjourning, where the team members are happy because they accomplish their goals and now they get together to review what can be improved and always to find ways to overcome all the bad thing that can happen during the process.




Belbin theory

 Another theory that Andrea can use is Belbin team role composition theory, where he said that every effective team need to have all the essentials roles for the team to be productive and efficient.(Rahmani et al,2021) The roles are divided into 3 categories:


 -action oriented roles are the roles that takes ideas from the team and transformed into actions and those roles are shaper, implementor and complete finisher
  -people oriented roles are the roles that keeps the team together and brings ideas and people in the same place. These roles are coordinator, team worker and resource investigator.
  -thought oriented roles are the roles that make sure that the project is finished on time and they come with technical expertise. These roles are plant, monitor evaluator and specialist.
  Following this theory, Andrea must find those individuals that are suitable for each of the roles and, only by doing that will have an effective team composition. The case study shows that the teams have no managers, because the increase turnover, and without having those important position filled, the team cannot perform at full potential.

Communication 

  As shown in the case study, the way how the previous head office communicate with the team members was one way only and if anyone had something to say, he was avoiding to replay and because of that many of the employees preferred to look for another job.
  Communication is the way of transferring and receive information in order for a message to be send and to be received through a verbal or non-verbal channel.(SKILLSYOUNEED, 2011)   [image: Diagram
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  One communication model that can help to a good collaboration between the head office and the staff is the Shannon and Weaver communication model. This is a two ways communication where the sender, in our case, Andrea, sends a message though o channel, to a receiver that is able to decode the message and answer by giving feedback.(Al-Fedaghi,2012) This model can help in understanding the needs that the company have and give the opportunity for the employee to make his voice heard.
    Andrea can improve the relation with the team by being available whenever they need support, being open to new suggestion, listen more and act and leave the door open for any employee that have something to say.
  The previous head office had a one way mode to communicate with the team members and because of that most of them decide to resign, prefer to work from home instead coming to the office, feel undervalued and have no support from him. This way of communication affected the team and because of that they lose their interest in working hard and accomplish their tasks.
  Another communication model that can be used in making the teams feeling more valued, is the Schramm model of communication. This model is a circular way of communication and both, the sender and the receiver need to encode and decode the message for this to be understood.(toolshero, 2022)
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  This model offers the head office, Andrea Jones, the chance to say her point of view and in the same way to listen the teams points of view in order to make the workplace and nice place to work and everyone fells valued because they can make their voice heard.
  The importance of a good communication between the head office and the teams is outstanding. Communication is the process that every company, team, group needs to develop in order to become successful. Communication can be a brief at every start of the shift, a one-to-one conversation, a meeting with the representative members of every team or an e-mail. These are verbal or non-verbal methods to communicate.

Conflicts

  When the communication is not at its high standards, misunderstanding and conflicts tend to appear inside the organisation and can make a big difference in the team dynamics. Conflicts happen when people disagree over ideas, values, perceptions and this takes place in the second stage of developing of an effective team, the storming stage.
  Because Andrea was consulting with HR, they are using a conflict handling model named Thomas-Kilmann conflict mode instrument. This model was developed by Kenneth Thomas and Ralph Kilmann in 1970.(Lee,2009)
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  In the case study, conflicts appear when management ask for returning back to base, because during the pandemic most of the staff was working from home and now, they were felling stressed because was much easy to work from home instead of going to work back at the base. People felt unsafe because they had to work with unexperienced staff, without a proper training and a lack of responsibility. Andrea can handle this by understanding everyone’s problems and try to see the bigger picture, but not criticized them, empathized with them. People, in general, feel closer and work harder when they know that their manager or someone from the executive board understands their problem and make some efforts to make them happy.

Conclusion

For a team to be effective and to work at full potential needs to go through some stages and some theories to be applied in order to became successful. Some of the theories are Tuckman’s stages of developing an effective team and the nine team roles within a team propose by Belbin. The Tuckman’s stages of developing an effective team are forming, storming, norming, performing and adjourning and the Belbin nine roles within a team are shaper, implementor, complete finisher, coordinator, team worker, resource investigator, plant, monitor evaluator and specialist. Also, for the team members to feel valued, a good communication is necessary because this is the only way to understanding each other. According to Shannon and Weaver the communication must be two ways and the person who receive the message can provide feedback, in the same way, the Schram communication model allows the person who receive the message to answer and send a message back to the sender. The lack of communication leads into conflicts, and this can be handled with the Thomas-Kilmann conflicts mode instrument. This model is used by HR to solve conflicts that occurs between employees, teams, groups. The conflicts can be avoided with strong communication between management and the rest of the staff.
 Offering rewards can improve the performance of the teams by giving them gift cards, extra break or verbal rewards. Andrea Jones can do that with the help of HR and can be a better head office if she follows this theories and the communication models shown above.
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