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Executive Summary

	The purpose of this report is to provide an analysis into how different teamwork theories and 2-way communication methods can improve the work in a studied organisation. 
The two theories applied in ABC Technology are Tuckman’s and Belbin’s that identify how to overcome the conflict situations that the members are facing, discover their strengths, and appoint a leader and help them connect. 
	The report then has illustrated the importance of effective virtual communication in the workplace and how the obstacles identified in the organisation can be removed by using a 2-way communication system and strategies that allow all the members to engage effectively.
	It has been concluded that the senior managers of the organisation will need to identify each member’s natural role, reorganise the poor performance teams and apply a different leadership style suitable for virtual teams. 
	The best communication model that can benefit the teams of the studied company is Schramm’s model as it is a circular one and allows for feedback and interpretation of the message for both the sender and receiver, which is crucial for improving the broken communication between the employees.
	A few recommendations have been suggested in the end that will mainly help the managers to establish ground rules for the communication, openness, and deliver helpful appraisals. 
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Terms of Reference
	The current report has been requested by my lecturer Melanie Squire to exemplify how teamwork theories can be applied to improve effectiveness in the organisation and the importance of effective communication in the presented case study. 
	The report has been composed by Corina Cernat and is due to be submitted on the 25.06.2021.
Procedure
	The information required has been collected from online journals, e-books, websites. I have also used figures to represent communication models and inserted Belbin’s SPI in the appendices.
Introduction
	High performance teams are essential for the success of every organisation. This report will focus on how high productive teams can be build with the help of teamwork theories and effective communication models. It will illustrate ways on how to overcome conflict situations and provide a series of recommendation for the studied organisation that will build trust and improve the team dynamics.
	As it is outlined in the case study, the two teams were used at working together and discuss ideas in face-to-face meetings, but since these have been disrupted by the pandemic, they have fallen behind with the project and cannot seem to go over the conflict situations. This can also impact the whole organisation as they have always relied on innovative projects to remain competitive.
Findings
Teamwork theories role in improving performance.
	Belbin
	Having to work remotely on the new project has impacted the engagement of the team members, fact that is also demonstrated by the new research on virtual teamwork during the pandemic . All the subjects that worked purely remotely have either had the same level of engagement as in the office or far lower.
In this situation, once each member has identified their natural team role, the managers can explore the opportunity to recreate the teams. This is recommended when a team is showing poor results or when the leaders sense a team is heading towards failure.
To identify the natural role for each team member, the managers from ABC Technology should use the Belbin Self Perception Questionnaire (Appendix 1) for each team member to discover the strengths and weaknesses of everyone and to maximise their performance . An ideal team is considered one where all the 9 roles are working together, however this is not always possible and, in some situations, members will need to work together and supply a missing role.
	Conflict can arise because of this and one way of resolving it is by changing from the natural role to a manageable role. This can only be one with similar affinity to the natural one as it will reduce the strain and should fill in the missing gap. When deciding which one needs to be adopted, the team member must first study the role of the person they have to deal with and select a complimentary role. For completing the project, this strategy can be adopted in ABC Technology, but is not recommended to be done for a long period of time as it can cause increased strain.

Figure 1. Belbin Team Roles Categories 
	Considering they are working on a complex project, the members should also be flexible and consider that each stage of the project can benefit from the inputs of a certain role . 
	Examples how the team roles can best contribute to the working stages of a project are displayed in the figure below.

Figure 2. Belbin roles in Project stages  
	Although the teams are geographically dispersed, the reorganisation is possible thanks to the virtual ways of communication. For the unforeseen, they must learn to work together and communicate via digital channels, and this brings opportunities for new team dynamics to be formed. 
	Once the team is formed and the roles of each member identified, a final step in effectively building the team would be to identify the style for conducting the operation. This again depends on the majority of roles in the team, for example one with high social role (TW, Co or RI) will highly benefit from meetings, whereas those identified with action roles (CF, IM, SH) would consider this a waste of time and would prefer to get the work done as soon as they can .
	Tuckman
	According to Dr Tuckman (1965), to become an effective team, members are meant to go through five development stages.
	Forming. The initial phase when the tasks are meant to be defined and members get to know each other. As the two teams have worked together before, it can be concluded they have already passed this stage. However, if the managers decide to reorganise the teams following the poor performance, the members will have to go through this stage again and is essential to have a Coordinator who can define their goals and bring them together. If the team role distribution allows it, it is a good moment to consider having a combination of Plant, Resource Investigator and Specialist in every team, as this is considered the most creative mix for an innovative project.
	Storming. It is the phase when disagreements appear and if conflict between members is not resolved, the team can no longer survive. The members of the two teams of ABC Technology are still in this phase, they do not have a clear communication, are not motivated, and do not have a clear leader. It is a good opportunity for Team Workers to help build relationships and for Plants to come up with new ideas . It is very important for conflict to be addressed and focus on the positives it can bring. The roles must be clearly set, and a leader appointed, along with accountability for everyone involved.
	Norming. Once the conflicts are managed successfully, the team members become more unite and start focusing on their tasks. To get to this stage, the studied teams need to find a good 2-way communication system and to make good use of the digital tools available. 
	Performing. The members will be reaching this stage when they can work effectively, even without the constant presence of their leader and are clear on their goals and keep themselves motivated.
	Adjourning. The members of the two teams would have reached this stage with the completion of their project. Although they would have finished, it is important not to diminish the importance of this phase as it is a good opportunity to reflect on the positive aspects and their strengths, and to ensure the merits are recognised.
	Importance of 2-way communication in the workplace
Shannon-Weaver
	This represents the most popular model of communication and is a starting point for many communication theories. It has been developed by Shannon and Weaver  to improve the understanding of communication. The steps are explained in the figure below. 

Figure 3. Shannon Weaver communication model 
	The model has some advantages, like explaining the barriers for effective communication, it also can be applied in multiple situations, and it explains the process into easily understandable components. 
However, it is a one directional model and is best applied in interpersonal communication as opposed to group communication. The receiver plays a passive role and for this model to become efficient, the receiver must pass the feedback to the sender. 
Although it considers the disruptions that are occurring between the team members and their broken communication since working remotely, applying this model is not recommended as it does not account for feedback and how the sender can communicate effectively with multiple receivers.
Berlo
	The model developed by David Berlo is the simplest communication model and is based on the SMCR scheme, like in the figure below. It is an important concept in recognising factors that can affect communication and its elements .

Figure 4	 Berlo’s communication model 
	This model would not be beneficial in the presented teams as it is a linear model, it does not account for feedback which is crucial for understanding the message. Most importantly, the model does not consider any disruptions in the communication process, like the noise that often is the cause for failing to send the message across.
Schramm
	Built on the classic model of Shannon- Weaver, the Schramm’s communication model also includes modern elements like noise and feedback and is a circular model as he indicates that the message can go in both directions .

Figure 5. Schramm communication model 
	The main benefit of this model is that it allows the interpretation of the message and is more practical than the previous models. In the studied company, it would be beneficial to apply as it allows the recipients of the message to interpret and comprehend the message. Once this happens, then they can send a message back to the sender and wait in return to see if it was understood.

Importance of virtual communication and team working.  
In today’s workforce there is an increase demand for skilled people that are often required to work in a digitalized economy as part of a virtual teams . A virtual team can be defined as a team with members from different locations, time zones, cultures, even different organizations, that uses technology for communication and coordination between its members .
Thanks to the advanced technology, workforce geographical distribution and globalization, virtual teams have become even more frequent .
Among the benefits of virtual teams there are cost reductions both for employees and the company, chances to build a team of experts from different locations, greater flexibility that increases retention, and participation for the employees.

Importance of effective communication in the studied organisation
After analysing the case study, it is obvious that the teams were not communicating effectively, which had a negative impact on their working schedule and performance, fact that is also demonstrated by researchers . 
 The poor communication also led to conflict between them and a loss in coordination. The members did not have defined roles and responsibilities, and this resulted in low productivity and not meeting deadlines.
One of the factors that led to the broken communication was the poor leadership. Virtual communication is different than the face to face one as it does not include nonverbal communication, which is what the people perceive most of when they receive a message.
In virtual teams the communication tools and techniques that the leader adopts can even become a substitute for their leadership style . The most important techniques are those who allow the leaders to communicate frequently, in a timely manner, with high responsiveness, clearly and with suitable digital tools (emails, group meeting, conference call) that are required for different messages or receivers . More important than the message sent is also the ability to listen effectively. Active listening is an important communication skill that builds stronger relationships, helps in decision making and in handling conflict.
It is important that the managers establish from the beginning clear communication guidelines and reinforce them regularly. They should implement strategies to engage all the members in the communication process.
Conclusion 
	By applying the teamwork’s theories of Tuckman and Belbin, the managing directors can successfully redesign the poor performing teams, establish the strengths and weaknesses of each member and understand that teams need to go through certain phases to grow and become productive. It is important for each member to identify their natural role in the team, as well as secondary roles that can then be used to fill a missing role if the task requires it.
	Although most of the popular communication models can bring certain benefits, the employees from ABC Technology can benefit most from the Schramm’s model as it is a circular model that allows feedback and interpretation for both the sender and the receiver. 
	Effective communication is crucial amongst all the members as it reduces conflict and helps in developing trust, productivity, and organisational culture. 
Recommendations 
	Based on the main findings of this report, the senior managers can implement several strategies to ensure effective communication between the members and increased productivity.
Define clear remote communication channels and share it with the members.
Create templates and video tutorials to clarify the tasks.
Continue to review the team roles as behaviours can change and is important to ensure individuals are still working at their best.
Schedule regular check-ins for the team and individually every week and plan a virtual workshop for the members before the project is due for submission.
Assess communication skills for both the managers and team members and identify areas of improvement.
Communicate with the poor performance members. 
Offer truthful and helpful appraisals.
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Appendices
	Belbin’s Team Role Self-perception Questionnaire
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are 7 sections each with 9 statements.
the 2 or 3 statements from each section which are most relevant

and appropriate to you/your personality
« Yourtask is to allocate a total of 10 points to the statement(s) you have
chosen. The most relevant statement will receive a higher weighting out of

10. You ar
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> to give the full 10 points to 1 statement

Section 1
“What | believe | can contribute to a team...”
() 1 can quickly see and take advantage of new opportunities
(b) 1 can work well with a very wide range of people
(¢) Producing ideas is one of my natural assets

(d) 1 can draw people out whenever | detect they have something
of value to contribute to group objectives

(€) 1 can be relied on to finish any task | undertake

() My technical knowledge and experience is usually my major
asset

() 1 am always ready to be blunt and outspoken in the cause of
making the right things happen

(h) 1 can usually tell whether a plan or idea will fit a particular
situation

(i) 1 can offer a reasoned case for alternative courses of action
while maintaining freedom from personal bias




image9.PNG
0oo0ooouoooao

Section 2

“Possible shortcomings | may have in teamwork..”
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1:am not at ease unless meetings are well structured and
controlled and generally well conducted

1'am inclined to be too generous towards others who have a
valid viewpoint that has not been given a proper airing

1 .am reluctant to contribute unless the subject deals with a field
1 know well

I have a tendency to talk a lot once the group gets on to a new

fopic

My objective outiook makes it difficult for me to join in readily
and enthusiastically with my colleagues

1 am sometimes seen as forceful and authoritarian when
dealing with important issues

I find it difficult to lead from the front, perhaps because | am
over-responsive to group atmosphere

1'am apt to get too caught up in ideas that occur to me and lose
track of what is happening

1:am inclined to become preoccupied when | rgalise that loose
ends have not been tied up
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Section 3

“When involved in a project with other people..”
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I have an aptitude for influencing people without pressurising.

I can help prevent careless mistakes or omissions from
spoiling the success of an operation

Ilike to press for action to make sure that the meeting does not
waste time or lose sight of the main obiective

I can be counted on to contribute something original

| am always ready to back a good suggestion in the common
interest

1 am quick to see the possibilities in new ideas and

developments
1 try to maintain my sense of professionalism

| believe my capacity for judgement can help to bring about the
right decision

I can be relied upon to see that all essential work is organised
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Section 4

“My characteristic approach to team work is that...”
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I have a quiet interest in getting to know colleagues better
I contribute where | know what | am talking about

1:am not reluctant to challenge the views of others or to hold a
minority view myself

I can usually find a line of argument to refute unsound

propositions

I think | have a talent for making things work once a plan has to
be put into operation

I prefer to avoid the obvious and to open up lines that have not
been explored

1 bring a touch of perfectionism to any job | undertake
I1like to be the one to make contacts outside the group

While | am interested in all views | have no hesitation in
making up my mind once a decision has to be made
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4 Section 5
“I gain satisfaction in a job because..”

(a) 1 enjoy analysing situations and weighing up all the possible

(b) Iam interested in finding practical solutions to problems
(c) ke to feel I am fostering good working relations

(d) 1 can have a strong influence on decisions

(¢) Ihave a chance of meeting new people with different ideas
() I can get people to agree on priorities

(g) Ifeelin my element where | can give a task my ful attention
(h) ke to find a field that stretches my imagination

(i) Ifeell am using my special qualifications and training to

advantage
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Section 6

“When | am suddenly given a task with limited time and

(a) Ilike to read up as much as | conveniently can on the subiect

(b) 1 would feel like devising a solution on my own and then trying
to sell it to the group

(c) I would be ready to work with the person who showed the
most positive approach

(d) 1 would find some way of reducing the size of the task by
establishing how different individuals might best contribute

(¢) My natural sense of urgency would ensure that we did not fall
behind schedule

() 1 believe | would keep cool and maintain my capacity to think

straight

(g) In spite of conflicting pressures, | would press ahead with
whatever needed to be done

(h) I would tend to assert myselfif | felt the group was making no
progress

(i) 1 would open discussion with a view to stimulating new
thoughts and getting something moving
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Section 7

“When | am part of a team which is working on a problem..”
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1:am apt to over-react when people hold up progress

| sometimes find my sense of objectivity has a demotivating
effect on theirs

My desire to check that we get the details right is not always
welcome

I tend to show boredom unless | am actively engaged with
stimulating people

1find it difficult to get started unless the goals are clear

1 am sometimes poor at putting across complex points that
occur to me

1 am conscious of demanding from others the things | cannot
do myself

I'am inclined o feel | am wasting time and would do better on
my own

I hesitate to express my personal views when difficult or
powerful people are around me
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A Self-perception Questionnaire Analysis sheet

o Using the answers to your questionnaire, fill in the table below.
« For each of the Sections, look for the statement(s) you have chosen (a- i)
and write in the points you awarded, then add up the totals for each

column
Section | IM | Co | SH | PL R | ME | ™W | CF | sp

h d 9 3 a T b e T
1

a b T h d e 9 i c
2

i a c d f h e b 9
3

y i c f h d a 9 b
4

b f d h e a c 9 i
5

9 d h b i T c e a
6

e 9 a T d b i c h
7
Total

« Whichever role has the highest weighting (points), is your preferred team
role and is an indication of how effectively you work as part of a team.

o The next highest weighting is your backup or secondary team role

o The lowest score role will indicate an area that you may want to
improve/develop.





