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Executive Summary

The purpose of this essay is to provide advice on possible team structures to facilitate and enable effective communication channels between the rapidly expanding workforce, to prevent small issues from becoming big issues, from my perspective as a business consultant.
The essay will include Teamwork theories like Tuckman and Belbin, communication, conflict management. How teamwork theories can improve teamwork in the case study, illustrating the importance of two-way communication and why verbal and non-verbal communication is important for success in the case study.
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Terms of Reference

The essay about the case study was requested by the lecturer of the University of Wales Trinity Saint David in Cardiff on 03 of July 2020. 
The case study is about a cafe business in Swansea, owned by Karen and Simon.
The purpose of this essay is to provide advice on possible team structures to facilitate and enable effective communication channels between the rapidly expanding workforce, to prevent small issues from becoming big issues, from my perspective as a business consultant.
The essay will include Teamwork theories like Tuckman and Belbin, communication, conflict management. How teamwork theories can improve teamwork in the case study, illustrating the importance of two-way communication and why verbal and non-verbal communication is important for success in the case study.
The report was compiled by Alexandru-George Ghita, student at University of Wales Trinity Saint David in Cardiff.



















Procedure

The procedure used to compile this essay was through the information accumulated from books, websites and journals, and the tools learned during the course, such as Tuckman's and Belbin's theories and communication models like The Shannon-Weaver communication model, Berlo's communication model and Schramm's communication model.

























Introduction

In the introduction, I would like to present the case study from this essay.
The case study is about a cafe business owned by Karen and Simon, who are also the managers of this cafe in Swansea.
The café currently has twenty-one people employed ranging in age and experience. 
There are ten waiters staff, three cleaners, three cooks, one pot washer, two shift supervisors, Karen and Simon act as general managers.
All staff are part-time, working varying hours during the stores opening hours between 8.00 am – 7.00 pm Monday to Saturday. Waiters staff have a mixture of primary duties, which include serving customers, taking customer payments, barista duties and dealing with takeaway orders.
The business started with a small cafe with only five employees. Having a successful business, this allowed them to grow rapidly and have twenty-one employees.
At the moment, they do not have formal teams formed with one person less from the waitress staff.
As a business consultant, Karen and Simon ask to advise on possible team structures to facilitate and enable effective channels of communication amongst the rapidly expanding workforce, to prevent small issues becoming big problems.
In the case study essay as a business consultant, I used teamwork theories such as Tuckman and Belbin to improve teamwork in the workplace within the organization.
I will also explain the importance of two-way communication using models like Shannon-Weaver, Berlo and Schramm, and why effective communication both verbal and non-verbal is important for the continued success of the organisation.


















Findings

The first area covered will be how teamwork theories like Tuckman and Belbin can improve teamwork at the workplace within the organisation presented in the case study.
I will present a brief definition of what these theories are and what they contain.
These theories are useful tools in identifying and categorising people, but also the weaknesses and strengths of employees, this allows employers who in the case study have the role of managers to hire the right people for each role.
By identifying the personal character, it can help to strengthen the weaknesses of each employee and to create teams that are beneficial both for the employees and for the business.
Tuckman and Belbin's theories not only help to identify the weaknesses and strengths of employees but also give them the opportunity to get to know each other, to help build trust within the team but also to help them communicate better. Developing trust, efficient communication within the team, everyone knowing the role and the assigned task makes everyone in the team to be happy and confident in their own strengths that the common goal is fulfilled.
This results in providing high-quality service and happy customers helping the business to thrive.
The business currently has twenty-one employees, all working part-time and a waiter on long-term sick leave.
In order to have a beneficial team, it is necessary to have effective communication that transmits a clear message on the roles and tasks of each one.
As a business consultant, the first piece of advice for cafe owners is to start with Belbin's theory.
Belbin's theory involves completing a personal behaviour questionnaire that helps identify each person role in the team. 
Belbin's theory includes nine roles, each role has advantages and disadvantages but combining roles within the team helps balance and prosperity within the organization at the workplace.
These roles are as the following: Coordinator, Implementer, Plant, Monitor, Resource Investigator, Team Worker, Shaper, Completer and Specialist.
Before moving on to Tuckman's theory which is directly related to Belbin's theory's, I will develop the idea of how it can be used, in the case study presented to improve teamwork.
Using Belbin's theory helps employers create an efficient and well-structured team.
First, employers should consider having full-time employees. Another aspect that employers should consider is to distribute responsibilities among employees.
For a well functional team within the organization employers should consider creating groups and with leaders who have more responsibilities.
I will start with the three chefs. Based on experience, one of the three chefs should have the role of the head chef.
The head chef responsibilities should include the choice and preparation of the menu, the management of the food stock, having the responsibility to assign the tasks between the chefs and to create a work schedule, this significantly helps time management and reduces pressure on managers.
They should also have at least two full-time employees as waiters, and one of them should have the position of floor manager under the guidance of the shift supervisor. Being responsible for managing tasks between waiters, making sure everything goes smoothly, and customers happy, this helps the shift supervisor to provide training to new employees.
The pot washer position should be a full-time position.
The three cleaners can stay in part-time positions, with the possibility of having a few extra hours depending on how busy the cafe is.
When is busy, they can help in various areas, for example, one of them can help the pot washer, and the others two make sure the cafe is clean, and the toilets stay clean and checked for toilet paper and soap every hour, and to change garbage bags.
They can also help waiters by taking the dirty plates and cutleries and bringing the clean ones.
The role of the two shift supervisors is to ensure that everything goes well, to be able to intervene and to remedy any problems encountered. Their position can be classified: as a bridge between the other employees and general managers.
General managers have the last word on what is changing. They must transmit a clear message about what, how and when needs to be done and to assign responsibilities.
A good tip for managers would be to talk to employees every night after closing about how the day went. Meetings about improvements and misunderstandings take place every weekend, and at the end of the month, an assessment of how the business is going, which can be improved or changed to be more successful. By rotating the roles within the team can be beneficial for these employees to improve their knowledge and be more confident, also for employers, because with few employees they can cope better when they are surprised by a wave of people unexpectedly.
Tuckman's theory refers to the next step, which is to create a successful team that will work efficiently and beneficially for the business.
This theory comprises five stages: formation is the stage when the team members start to know each other; storming is the stage when conflicts between team members arise; norming is the stage where the conflicts, are resolved; performing is the stage in which team members know what their role is and work efficiently; adjourning is the stage when team members receive a sense of satisfaction by achieving their task.
From a financial point of view, the business can reduce costs by hiring people under the age of twenty-five, sharing the tips equally and paying twenty to fifty cents per hour above the minimum wage to motivate them.
The next area addressed in the essay is comprised of two points.  
The first point is to explain the importance of two-way communication to the organization in the case study, using models learned from the course.
The second point is to explain why effective communication is important for the continued success of the organization in the case study presented.
First of all, what is communication?
Communication can be defined, as the process that allows us to convey or share an idea, a thought, an opinion or a message from one person to another.
Effective communication is necessary in the organization presented in the case study because it can help build trust within the team.
Effective communication can be verbal but also non-verbal, but even more important is a two-way process.
The managers and shift supervisors must send a clear message about their roles, but also about their tasks.
Having good communication with team members within the organization presented in the case study leads to building trust, can motivate team members to dedicate themselves to the organization and get more involved, can lead to the organization of formal cultures in this case and eventually lead to more efficient and beneficial productivity, but also to the harmonization of the environment at the workplace within the organization.
Verbal and non-verbal communication is essential in conveying messages, ideas or expressing feelings.
Effective verbal communication in the case study is beneficial for general managers, are face-to-face meetings, video conferencing, use of messages or instant messaging applications, in this way general managers can receive feedback and can be reassured that the message is transmitted properly and understood by team members.
These methods can be very constructive because conflicts arise in any organization or team at a certain point, learning to properly manage the conflicts that may occur leading to the evolution of the entire organization.
Conflicts are necessary for business development because they expose poor communication, accumulated stress, fear of the unknown or a new beginning, expectations that team members have, different points of view, misunderstandings that may occur within the team, differences in knowledge, but also repressed feelings and thoughts.
Non-verbal communication involves the process by which facial expression, body language, gestures and posture convey a message or feeling without the need for words.
It is the way in which employers or managers can send a message or deliver a task to employees, but they can also reveal if employees understood the message and how they understood it.
Conflicts usually occur in the storming phase of the team or organization revealed by Tuckman's theory.
In the effective teamwork and communication course, I learned different two-way communication models that are important in the continuous success of the business.
In this course, I learned three two-way communication models needed to have effective communication within the organization and a successful business these models are the Shannon-Weaver communication model, Berlo's communication model and Schramm communication model.
The Shannon-Weaver communication model is composed of five elements: sender, message, channel, receiver and noise. The sender is the person who needs to deliver the message through a channel for the person that the message is intent to receive it.
According to this model the communication takes place when the message is sent and received.


But this model also has limitations.
Examples of limitations are lack of face-to-face dynamics, lack of non-verbal communication and noise. Noises can be of many kinds, loud music in the background, being surrounded by people who talk loudly, but also can be psychological, as when we are stressed or thinking elsewhere, and the message is not properly understood.
As an example, in the case study presented, using the Shannon-Weaver communication model, the sender is the manager, who tries to convey to the shift supervisor that they need blue first aid patches, by phone call using the telecommunications network. Due to the noise around the manager or the lack of a network signal, the blue word may be lost, and the receiver may not understand the message properly.
Berlo's communication model is very useful in the case of the study because it is based on face-to-face communication, in this model both verbal and non-verbal communication are used.
Both the sender and the receiver use the same resources as communication skills, attitudes, knowledge and culture.
The message includes the structure of the content, the elements used and the way it is used.
The channel used to convey the message is hearing, seeing, touching, smelling and tasting.
As an example of this model, I chose culture.
I will take the meaning of shaking hands, for example, some cultures use different methods that have the same meaning. For example, some cultures join hands as if praying and bowing.
Schramm's communication model suggests that communication is a two-way process, in which both the sender and the receiver use it to send and receive the message.
Using this model, the sender of the message expects a confirmation or understanding of it from the receiver.
Using the example given in Shannon-Weaver's communication model, the sender waits for a message back from the receiver to confirm that he understood the message. 
Using Schramm's communication model, the problem of missing the blue word from the message can be solved, so that the receiver understands what the manager asked.
These tools are useful in creating a successful business.








Conclusion 

I will conclude this essay with a conclusion drawn from the main findings with the belief that the advice offered, and examples used will make their business thrive.
The purpose of this essay is to provide advice on possible team structures to facilitate and enable effective communication channels between the rapidly expanding workforce, to prevent small issues from becoming big issues, from my perspective as a business consultant.
The essay will include Teamwork theories like Tuckman and Belbin, communication, conflict management. How teamwork theories can improve teamwork in the case study, illustrating the importance of two-way communication and why verbal and non-verbal communication is important for success in the case study.
The business of Karen and Simon's cafes in the case study can fully benefit from the tools used in the essay.
Cafe business owners should start by asking employees to complete Belbin's behavioural questionnaire, helping them with the phases that the team will go through, from Tuckman's theory.
Conflicts arise in the storming phase of Tuckman's theory and are a vital stage in the development of the entire organization.
Conflicts should not be postponed or avoided, using, proper conflict management can be beneficial for the business but also for the members of the organization.
I also explained the importance of effective communication, and I illustrated with examples of the importance of the three communication models learned during the course.
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Schramm’s model of communication
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Tuckman model of team development
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