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Executive Summary

The Social Assistance department and certain communication and teamwork problems can be observed in this report.
The main problems that the Social Services department is currently facing are the lack of trust, lack of communication in the team, and management and receptivity of messages from administration to employees.
In order to solve the problems in this department, the following  theories will be applied:
- Belbin
- Tuckman
Also, to improve skills and communication in the team, the three communication theories will be applied:
- Berlo
- Shannon - Weaver
- Schramm
A solution to solving problems in the social assistance department can be observed through recommendations.
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[bookmark: _Toc121220146][bookmark: _Toc121907384]1.0 Terms of Reference and Procedure

This report was requested by Melanie Squire, Lecturer, as part of the Effective Team Working and Communication module assessment, which is part of The Skills for the Workplace Program. The deadline for submission is 16th December 2022 - 3PM.
The preparation of this report was done through documentation from books, websites, but also from lecture resources.


[bookmark: _Toc121220148][bookmark: _Toc121907385]2.0 Introduction (Study Case )

This report is about Andrea Jones and the local council's social services.
The department contains 86 people, divided into 8 teams of 12 people each. Each team has a deputy manager, 9 social workers and a team manager.
There are 4 area teams that cover the entire county between them and another 4 that cover all the areas, namely:
- the adoption team
- promotion
- intervention
- audit
Following the pandemic, the vast majority of teams work from home. Still, the management considers returning to the base is helpful for mental health and teamwork, and for this reason, the staff is reluctant.
Andrea Jones was appointed head of the department after the former head resigned due to the department's poor performance.
There were several problems in the department:
- fluctuation and absence of employees.
- the teams were underperforming.
- lack of communication.
Social workers reported being stressed because the teams had different standards. For example, if a social worker considers a child in danger, another worker denies this decision. This situation was reached because not all teams had a permanent manager.
During the pandemic, due to working remotely and spending more time with family, the social workers had a weaker relationships when they returned to the office and also because of the new people in the department. The managers sent information informally and verbally; for this reason, the messages were misunderstood.
Due to the volume of work, the new employees received more cases to solve, even if they did not have the necessary experience. The last head of the department approaches communication by email with employees rather than having face-to-face meetings. This is because he didn't' want to make time, and at the same time, he did not want to listen to new ideas.
Because of this, the employees could not share new ideas to improve the department's performance with the upper management.
Andrea, together with the human resources team, decided to address some issues:
- to occupy the position of manager in each team.
- to systematically occupy all social assistant positions to stabilize the teams.
Their task is to encourage the teams to perform.
[bookmark: _Toc121220149][bookmark: _Toc121907386]3.0 Main Findings
[bookmark: _Toc121220150][bookmark: _Toc121907387]	3.1 Belbin Theory

According to Belbin's theory (2010), understanding the role in the team can develop strengths and manage weaknesses so that you can contribute to teamwork.
In this theory are 9 roles:
	Shaper 
	Andrea Jones 

	Team  worker     
	Andrea Jones and HR team 

	Monitor    
	no

	Plant    
	- Last head of Service
- Staff who work online in separate buildings

	Implementer 
	no

	Investigator                                                                          
	- Staff who work online in separate buildings

	Coordinator 
	no

	Specialist
	no

	Finisher 
	Andrea Jones and HR team


Fig. 1 The nine roles of Belbin Theory

[bookmark: _Toc121220151]By applying Belbin's theory, it is possible to improve the weaknesses of the teams in the Social Assistance Department, to cover all the roles in a team, but also to determine the weaknesses of each member and improve them.
In the social assistance department, only five roles out of nine are covered, which leads to open cases for an extended period.
Shaper - it is Andrea Jones who observes and intuits from the beginning what the trick is for the teams to function.
Team Worker - HR team and Andrea Jones, because they try to cover the nine important roles in a team and help them perform.
Plant - the former head of the department prefers not to hold face-to-face meetings and, at the same time, does not allocate time to employees to listen to new ideas to perform.
          - employees who work online in different buildings and who prefer to manage by themselves without asking for help due to a lack of trust.
Investigator - employees who work online in different buildings
Finisher - Andrea Jones and the HR team try to cover all nine roles for a better functionality of the department.
[bookmark: _Toc121907388][bookmark: _Toc121220152]3.1.1 Examples
For example: In the Social Service Department, not all teams had a general manager, and that's why some teams felt left out. 
Because the teams did not cover the 9 roles from Belbin's theory, Andrea Jones and the HR team decided to try to cover the missing positions in the groups to encourage the teams to perform.
[bookmark: _Toc121907389]	3.2 Tuckman Theory 

This theory shows us the formation of a team, how to choose a good leader, solve conflicts in the team, and achieve the common goal and complete it (Fresh Books, 2022).




	Forming
	Storming
	Norming
	Performing


	- 86 members in the social assistant department
- 8 teams
-  12 people in each team

	- lack of team manager
- no trust
- different ideas
	- good communication
- new manager

	- try to work together
- finish the social cases
- a new manager


Fig. 2 The four steps in Tuckman's theory

By applying Tuckman's theory in the Social Assistance Department teams, communication can be improved; they can go over the storming stage, build trust, and at the same time, learn to listen to new ideas.
Tuckman's theory contains four important steps in team formation.
Forming - In this section, team members are chosen, but at the same time, they know each other's weaknesses and strengths.
Storming - even if the team has been formed, here conflicts may arise in decision-making, so the team members are looking for a good leader.
Norming - thanks to the leader, the team knows each one's role, and at the same time, with the help of communication, previous conflicts can be overcome.
[bookmark: _Toc121220153]Performing - in this stage, the team working together completes the project or common goal under advantageous conditions.
	For teams to work, all members must have a single common goal, communicate with each other, accept the new ideas proposed and offer trust.
[bookmark: _Toc121907390]3.2.1 Examples

     For example, 8 teams of 12 people were formed in the social assistance department. The teams were divided into several departments, some working from home due to the pandemic. 
Observing that they did not reach a common denominator in solving social assistance cases, they decided to find a good leader. The opinions regarding the social assistance cases were divided, and communication did not exist in the teams, which is why they could not pass the Storming threshold to finish the reports.

[bookmark: _Toc121220154][bookmark: _Toc121907391]	3.3 Issues and Challenges

The social assistance department faces the following issues:
- lack of team manager                                        - no trust
- no support                                                           - no feedback
- poor performance of the department                  - insufficient induction 
- lack of training                                                                                  - lack of skills 
- couldn't move on from Storming            

  The challenges of the Social Assistance department are:
- Understanding between teams and new employees,
- The new head of the department,
- returning to office work after the pandemic,
- more face-to-face meetings to implement and listen to new ideas for the better functionality of the department.
[bookmark: _Toc121220155][bookmark: _Toc121907392]	3.4 Berlo, Shannon - Weaver, Schramm Models of Communication.

 Berlo's ( SMCR) Model of Communication 
 For good communication, both the person sending the message and the recipient must be on the same communication wave. If the message is not sent correctly and coherently, there can be no response.
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Fig.3 Berlo's Model of Communication
		
According to In Communication Models ( 2019), there are many criticisms of this communication model:
- no barriers to communication
- no room for noise
- no feedback
- a linear model of communication
- the same level of communication
[bookmark: _Toc121220156]Shannon -  Weaver (SMCR) Model of Communication 
According to Shivendra Tiwari  ( 2022),  the Shannon - Weaver communication model was linear through the prism of the message sent and received but, at the same time, with the help of the five important stages, later became a cyclical communication model.

Sender                        Encoder                Decoder        Receiver
	Reception


	Receiver



	Transmitter



	Information source





	   Noise





Fig.4 Shannon -  Weaver (SMCR) Model of Communication

Sender - The manager
Encoder - Internet
Channel - Email
Noise - no room for noise
Decoder - laptop/email
Receiver - personal of department 
Criticisms of the Shannon communication model have not stopped appearing. The sender in this model is much more important than the recipient; therefore, feedback is not considered very relevant. People have criticized this model as a scam of the nature of communication because human communication is not of mathematical origin (Kumar, 2019).
Schramm Model of Communication 
According to Bhasin (2021), this model is also called Osgood Schramm; it is a circular communication model that includes all the elements of communication.
The fundamental element of this model is the message that must be understood by both the sender and the recipient.
In this model, it can be observed, being a circular model, that by reversing the roles, the sender becomes the recipient, and the recipient becomes the sender (Bhasin, 2021).
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Fig.5 Schramm Model of Communication


According to Chris Drew (2022), because it is a circular model, it is unsuitable for communication between several people because the message can be understood differently.






















[bookmark: _Toc121907393]4.0 Recommendation

The recommendations for this report would be better communication in the team, a good manager in each group, and a team leader.
[bookmark: _Toc121220157]So that the messages can reach the department staff and at the same time be understood correctly, face-to-face meetings are recommended so that all team members can share new ideas regarding the team's resistance through communication and trust.
For new employees, it is necessary to invest in performing and simultaneously communicate the correct message so that they can return feedback.
In the Social Assistance department of the council, a strict program must be made in which the employees know exactly what they have to do:
- what are the deadlines for closing the reports,
- to communicate correctly with employees so that the message is understood correctly and to be able to receive feedback,
- to give more confidence to new employees,
- office work to be managed equally among employees.




[bookmark: _Toc121907394]5.0 Conclusion

Problems can be solved in the social assistance department through communication and trust. At the same time, every team needs a good leader, trust and respect.
Applying the two Belbin and Tuckman theories, the department manages to understand every weakness and strength of every member of the team. At the same time, each team knows that each member has an important role.
The three ways of communication help to transmit the correct message and receive the right answer and good feedback.
As a result, the conclusion of this report is that Andrea Jones, being the new head of the department, must take into account the latest ideas of employment, communicate in face-to-face meetings and ensure that each team includes the nine roles to function correctly.
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Fig. 1 The nine roles of Belbin theory
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Fig.3 Berlo's Model of Communication
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Fig.4 Shannon -  Weaver (SMCR) Model of Communication
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Fig.5 Schramm Model of Communication
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