


     Janet Williams is the owner of a ladies fashion store in Swansea city centre. I have been invited as a business consultant to advise her how to structure an effective team. Throughout our meeting we discussed the possibilities of forming a team and what can happen when employees will be introduced to this idea. We have viewed at Belbin’s and Tuckman’s theories and debate what options will be the best for the business.
     
      Now in the shop is working 20 people, but Janet wants to employ 2 more new members of staff looking after the digital marketing and promotion to develop the online presence of the business further. During my presence I have discussed possible ways to put in place team structure and set up communication channels. Janet was introduced to Belbin’s Team Theory and Tuchman’s Theory.
      
       The importance of roles for well-structured teams were explained to Janet and her 2 managers. They were advised how to recognise the role and how they should approach working with that person. 
 According to Belbin’s theory there are 9 key roles (Belbin, R.M. and Brown, V. 2022):
· Plant- creative innovator.
· Resource investigator- find ideas to bring back to the team.
· Coordinator- delegate work appropriately.
· Shaper- ensure that the team keeps moving.
· Monitor evaluator- provides the logical eye.
· Completer finisher- most effectively used at the end of the task.
· Implementer- needed to plan a workable strategy.
· Specialist- brings in-depth knowledge of a key area to the team.
· Team worker- person who identify the work required and complete it on behalf of the team. 
When teams are structured, and all co-workers know what is expected from them there is another affair that will arise. The 5 stages of Tuckman’s theory. All teams go through the same stages when teams are assembled. These stages are commonly known as:
· Forming- is the process of putting the structure of the team together. 
· Storming- leadership, power and structural issues dominate this stage.
· Norming- team members learn that they have to trust one another for shared leadership to be effective.
· Performing- this is a highly productive stage both personally and professionally.
· Adjourning- stage where typically team members are ready to leave.
All those stages are crucial for effective collaboration, decision making and group performance (Othman et al., 2023).
        
       Managers should be responsible for delegating duties to the team members. 
By delegating task, they can improve on trust and establish healthy teamwork (Meagher, K.J. and Wait, A. 2020). Workplace schedule should be implemented according to Belbin’s theory. Every day, one manager will have 9 people to work with (7 in store and 2 on-line). Managers can conduct a team of well function individuals that know exactly what their responsibilities are. Those 9 personalities can be divided into 3 groups:
· action orientated role: Shaper, Implementer and Completer finisher,
· people orientated role: Co-ordinator, Team worker and Resource investigator,
· cerebral role: Plant, Monitor evaluator and Specialist (University of Cambridge.  no date).
For example, a team worker, shaper, and completer finisher can be responsible for daily task like putting clothes up on hangers and bringing stock to the shop from storage. Those personalities are action and people orientated so will be best fit for assigned duties as they know the importance of first impression when entering the shop. Specialist is someone who can advise customer what is the best for them and suggest purchase. Resource investigator and a plant also have the availability to encourage purchase and convince customer to make decision. Monitor evaluator, implementer and coordinator could be responsible for on-line and in store sale. Those personalities are known for logic approach and carrying out efficiently assigned task. Coordinator should be responsible to communicate deliveries to delivery drivers as they should be the one responsible for final package check and shipment. During training all sale representatives should be introduce to all tasks required by Janet and her managers as sometimes it will not be possible to staff shop with ideal people and there will be need for replacement.
Tuckman’s theory in team forming can also help to understand the process. In the first stage teams will be put together and introduce to their duties. As for a second stage storming those with strongest personalities may try to influence the others and take control. Norming stage provide understanding that every member of the team is equal, and they need to trust each other to effectively work together. Performing stage is when team is highly productive, and they learned how to cooperate. At last, the adjourning stage when some people can leave their job and all cycle of 5 stages will start all over again (Vaida, S. and Serban, D. 2021).
Security guards and cleaners know their duties already assigned to them. They are part of the team but with different importance of responsibilities and managers have the authority to delegate work to them.       

      Janet Williams and her team understood well how to approach work and why this is important. They know that their behaviour can influence daily work and atmosphere in the workplace. As teams were structured and every employee know what to do and what are their duties they happily come to work without stress and reluctance. All those 9 personalities are teaching each other and do their best for success of the business.     
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  Janet Williams is an owner of a ladies fashion shop in Swansea city centre. She employees 22 people: 12 sales representatives, 2 cleaners, 2 security guards, 2 delivery drivers and 2 managers. Her business recently has grown since the pandemic. She expanded her business and now she sells clothes in store as well as on-line. On-line business is growing fast as there has been changes in people shopping behaviour, since then Janet decided to employ 2 new members of staff to look after digital marketing and promotional to expand range of potential customers. With the new staff coming in, Janet was desperate to find new solutions to the communication breakdowns. The importance of a communication was explained to Janet and the rest of the team members. As a result, there were established new channels of communication which would help rapidly growing business prevent small issues becoming big problem. Schramm’s Model of Communication (1954) was used to put in place verbal channels of communication. 
      Verbal communication is a dialogue between 2 or more people, who want to communicate. Two-way communication is when the sender sends information (encoder) to the receiver, the receiver decodes it and sends back a massage (encoder) with feedback. According to Lin, X. and Lin, Ch. (2020) Schramm’s model communication occur in a circular way. The sender and the receiver equally participate in communication. This model was compared to the other model Shannon-Weaver Mathematical Model (1949), Schramm highlighted the importance of interconnection between the sender and the receiver. Two-way communication is crucial for building trust, sustaining productivity, and keeping up with company’s objectives. 
      Schramm’s Model of Communication includes process of sharing information back and forth between co-workers. Chat groups were introduced to employees. First chat group include all 23 people working in the shop. As this is general chat for everyone, the content is specified to day-to-day responsibilities for every co-worker. Everyone can write a massage or ask questions, as well as managers can delegate duties or remind of forgotten responsibilities. 
      Second chat was made just for the owner, managers and sale representatives, delivery drivers and on-line employees. In this chat are co-workers who are responsible for sale in store and on-line. The IT team can ask and receive a massage from co-workers about products which should be introduced to on-line shop. In store staff can communicate to the managers about stock enquiries, while manager can forward this message to the delivery drivers. As all messages are available to everyone in this group there is always chance that someone will recall new information related to shop stocking up. To not get lost in all those messages, everyone can tag a person to who this message is dedicated to. 
     Janet also was a bit concerned about on-line meetings. As a result of communication and negotiations all employees have agreed to once a week on-line meeting through Teams App. The meeting will always take place on Monday after shop is closed at 5pm. Staff which is off were asked to dedicate an hour of their time to participate in the meeting. Staff in store is also available in the meeting. During meetings problems can be addressed, misunderstandings resolved and requirements for the next week announced. When there is big problem occurring staff meetings can be scheduled immediately. 
      The reason why there are 2 different groups for employees is that cleaners and security guards are not responsible for sales. All the enquiries are just for the staff involved. Chats are kept only for work related and no private messages should be sent. If there is an issue related to staff absence those calls should be made directly to manager as this is private messages. 
 Below is introduced Schramm’s Model of Communication related to the case study.      According to the diagram everyone can send a massage as well as message can be received by everyone. Two-ways communication helps to maintain healthy work relationship and by receiving feedback avoid miscommunication.
                           









                            Schram’s Model of Communication (1954)         
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Source: self-implemented adaptation of Schram’s Model of Communication.

      Effective communication verbal and non-verbal is an essential tool in maintaining healthy working relationships. Employers who deliver clear message to the subordinates, build trust, and increase in productivity. 


There are 6 strategies for effective verbal communication:
· Focus on the issue, not the person.
· Be genuine.
· Empathize rather than remain detached.
· Be flexible towards others.
· Value yourself and your own experiences.
· Use affirming responses.
Those basic skills can help in more effective communication between co-workers and management (University of Waterloo. No date).

Non-verbal communication complete verbal communication. People communicate also through body language and facial express. There are 4 different types of non-verbal communication:
· Kinesics- body movements.
· Proxemics- closeness and personal space.
· Touch- body posture, haptics.
· Paralanguage- facial expression, speaking volume, tone of voice.
· Rituals- handshakes.
All those non-verbal cues are important in understanding or misunderstanding the message send by sender (MasterClass, 2021) and (CommGAP. No date).
      Regarding case study the importance of effective verbal and non-verbal communication is obvious. As a team, people need to communicate their needs and enquires efficiently so the business runs smoothly. Verbal communication is established through chat groups and Team meeting. When working face-to-face with people some rules are also established. If there any personal conflict appears managers should try to resolve it. Conflict is beneficial or healthy if is open and fair. As for non-verbal communication the power of body language is great. The way employees welcome customers into shop can play a big role in clients perception of the shop. Big smile and nice ton of voice can brighten someone’s day. Well dressed sale representative can also send message to the customers,, You can find something elegant for yourself here’’. Good practice is keeping eye contact with customers and low ton of voice (University of Texas. 2024). Clean spaces and nice smell are a part of well-established business. 
      Janet and her employees learned that all hard work is worth the affords and well-structured team can help to grow not only business but also individually as a human. Communication between co-workers helps to avoid big problems and established channels make job easier and more professional. As a business consultant helping to established well functional business is a satisfaction and believing that the work is done brings thankfulness.
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