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Executive Summary

This report is written to demonstrate how effective communication, including two way communication is important for the continued success of the organisation.
It will outline effective methods of communication and demonstrate how the application of teamwork theories can improve teamwork in the organisation.
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1.0 Terms of Reference

On 17/01/2019 Michelle Sullivan requested a report on Effective Team Working and Communication. This report aims to outline how effective communication will enable the continued success of the organisation. The report was compiled by Jon Playsted, Communications consultant. The report to be submitted on 05/04/2019.


2.0 Procedure

The findings gathered by the researcher within this report was gathered using information acquired from academic literature found within libraries and complimentary websites relevant to the report.


3.0 Findings

Having established that the medium sized toy store in Swansea has grown rapidly in the past year, the body of staff has expanded from five to twenty seven members. The researcher has quickly established that there is a lack of teamwork and communication between groups or individuals.
3.1 Team Size
It would seem that the members of the organisation have been split into separate groups dependent on their roles, i.e. 6 stockroom employees, 2 cleaners, , 14 sales assistants, 2 security guards and three managers. 
The researcher has discovered that within unstructured groups as we have in the case study, individuals would choose to blend in, rather than stand out and become an individual. Following from this, a team without structure would become unruly. M. Belbin (2010). This would suggest that comprising a team of 27 people would descend into chaos, and therefore result in an inefficient team.
The optimum team size would range between 6 to 11 members. 6 members is a small enough group that would be able to communicate frequently, and encapsulate enough of “Belbin’s Team Roles” across the group, however, 6 is not always a practical number to maintain within a company as it grows. 10/11 members has been proven historically to be a successful number throughout history, however, within a business setting, it has been shown that once the key roles of the team have been filled, members left on the outskirts find themselves bored and unmotivated. M. Belbin (2010)
3.2 Belbin’s Team Roles
Meredith Belbin has identified 9 team roles that are ideally required when evaluating whether a team would become a success or a failure, the team roles encapsulated many degrees of skills, abilities, experience and personalities. Following are the list of the 9 roles with a brief description:
3.2.1 Plant
Highly creative and tend to solve problems in unconventional ways.
3.2.2 Resource Investigator
Can provide inside knowledge of the market and would evaluate whether team ideas would translate to the real world.
3.2.3 Co-ordinator
They focus on the teams’ objectives and goals, and could delegate work appropriately.
3.2.4 Shaper
The shapers create the drive to make sure the team stays on track and doesn’t lose momentum.



3.2.5 Monitor Evaluator
Tend to lack emotional connection with the team’s project, but will approach the task in a logical way and make impartial judgements of the teams options/decisions.
3.2.6 Team worker
The team worker is the “grease” that keeps the cogs working, they will identify the work required and complete it on behalf of the team.
3.2.7 Implementer
Likely to come up with a plan in a practical, manageable way and carry it out.
3.2.8 Completer Finisher
As the word finisher suggests, they are best used at the end of a task to polish the final result, they tend to be perfectionists.
3.2.9 Specialist
Tend to have specific specialist roles within a team, it could be knowledge or in a practical way. M. Belbin (2010)
It is unrealistic to expect individual employees to assume individual roles, but it is commonplace to find individual employees to straddle many different team roles.
3.3 Tuckman’s Theory
Once the size and members of the team have been established, the team members will go through a process of adjustment which has been outlined in Tuckman’s Theory:
Bruce Tuckman originated the idea that a team will go through four stages of development within its life cycle:
3.3.1 Forming
This is the “getting to know you stage of the process, team members will start to carefully share their knowledge and experience, whilst evaluating others in their team. They will usually receive the team’s task and objective in this early stage. The forming stage is often referred to as “the honeymoon period” as everyone is on their best behaviour.
3.3.2 Storming
Say goodbye to “the honeymoon period”, this is the stage where disagreements and conflict begin as the team members jostle for their positions within the group. The period of time that the storming stage is undetermined, but it’s essential, as it will either make or break a team when it comes to success or failure.
3.3.3 Norming
There tends to be more openness during the norming stage, as having survived (hopefully) the storming stage, team members have worked out how to work together and will be more focused on the task at hand. This will lead to better team decisions.

3.3.4 Performing
The final stage, and the stage in which the team will perform effectively and efficiently. This is the stage in which the team has learnt how to trust and communicate with one another. They will also realise that they share equal responsibility for the task. Chaneski, W.S., (2009)
The researcher expects the 4 stages will play out within the case study, however, with less intensity than would happen in a completely freshly formed team. A certain amount of forming, storming, norming and performing will already have taken place within the established employees.

3.4 Trust and Communication
3.4.1 Trust
Trust and communication are two key pillars required for a company to be both productive and successful. Without trust in the workplace, employees will never fully engage in their tasks. A successful company requires collaboration, employee engagement, creativity and innovation from their staff members, but they want that with shrinking resources. In short, they want their employees to do more with less! Trust is needed between management and staff, and also between co-workers. Dennis S. Reina and Michelle L. Reina (2006). When Google looked deeply into what makes a good team by creating “Project Aristotle”, they came up with 5 things that make a good team, including, dependability, structure & clarity, meaning and impact, however the biggest thing that contributed to a successful team was psychological safety, this was whether team members feel safe to take risks and be vulnerable in front of each other i.e. do they trust each other? Rework.withgoogle.com accessed 10/03/19
3.4.2 Communication
Business communication is defined as “The process by which information is transferred and received by one individual or group to another both within and outside the organisation” Misiura (1995) Successful communication within a company is one of the building blocks of a high level of teamwork. Whether you are reaching your audiences through newsletters, webinars, conferences or pigeon post, the true measure of success lies in the culmination of positive messages that permeate your organisation, reinforcing your brands mission statement, purpose and emphasising your cultural platform. Mangiamele, P., (2013)
There are four key types of communication used within an organisation, verbal, non-verbal, written, and visual.
3.4.2.1 Verbal
Verbal communication in the retail sector is required in speeches, meetings, presentations, interviews, telephone communications, customer service and team work.
3.4.2.2 Non Verbal
“Your actions speak so loud, I can’t hear what you’re saying”-Ralph Waldo Emerson10/03/19 thesilverpen.com. Nonverbal communication includes facial expressions, gestures, physical contact, voice characteristics and personal appearance, and being aware of these will help team members connect to one another and therefore improve productivity.
3.4.2.3 Written
Written communication was described as “… writing between individuals whose main work activities and interests are the domain of business and who come together for the purpose of doing business.” Bargiela, Chiappini and Nickerson (1999)
3.4.2.4 Visual
Visual, as the word suggests is based around things we see. They can be positive tools when it comes to getting a message across. Think signs, models, PowerPoint slides, videos etc. Using these forms of communication have immediate impact when it comes to translating a message.
3.4.3 Two way communication
Regarding Two Way Communication, the researcher has discovered that the importance of two way communication has a direct impact on trust, credibility and confidence. Leila Trapp, N., (2011).The ease and frequency of two way communication would thus have a direct effect on these three factors. “Trust is the willingness to take risks” Schoorman, F. D., R. C. Mayer and J. H. Davis: (2007), Communication and two way channels of communication will create an atmosphere of openness and increased trust within the organisation. This would also result in a lower turnover of staff, as any issues that staff members might have can be aired and resolved in good time.
Examples of communication models can be found in the appendix. Having knowledge of ‘HOW’ communication works will help you become more aware of how you communicate with others.






4.0 Conclusion

In the opinion of the researcher that any business that is to be successful in this day and age, teamwork, trust and communication are essential. Clear goals and roles must be set for any teams and individuals within those teams. Buying into a company’s philosophy and directive by being a considered and valued member of the team will only result in a more productive employee.
Having pre-existing teams within an organisation which have already experienced the 4 stages of Tuckman’s Theory will help greatly when new members of staff are integrated into the company, creating minimal storming of their own.
Communication and two way channels of communication will create an atmosphere of openness and increased trust within the organisation. This would also result in a lower turnover of staff, as any issues that staff members might have can be aired and resolved in good time.


5.0 Recommendations

 Due to its rapid expansion, the toy store has no clear structure or communication framework in place. The researcher would suggest that the workforce is broken down into smaller teams with clear goals and roles. With the current number of staff standing at 27, within which are 3 managers, it would be logical to split the group into 3 teams, allowing a certain fluidity of the ‘specialists’ within the group, i.e. the cleaning and security staff.
Team composition
The model shows the interaction of the separate groups within the team.

As you can see from the diagram, there will always be interaction between different sections/members of the team (an experienced trusted team member should be present during the night shift). To achieve high productivity, a high level of quality communication will be needed. However, as there will now be 3 teams, communication will be needed between the team leaders/managers.
The researcher reccomends the following forms of communication styles that could be used between certain groups:
Owner/Management meeting: Once/Week between all managers and the owner (in person or conference call)
Manager/ Manager meeting: Daily during handover of shift (informal update).
Manager/Staff meeting: Daily pre opening of store (informal update and task setting).
Overall staff updates: Weekly email/newsletter.
Individual team communication: Messaging service, Whatsapp, Messenger, Text etc. used regularly (informal, used as necessary).
Owner/All staff: A private email address that gives access to the owner directly in complete confidence, where employees can air their thoughts and concerns.
Team Building
Once monthly social gatherings, outside of the work environment would also encourage team bonding and strengthen the staff ‘buy in’ to the company, minimising higher turnover of staff.


· 
· 
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Berlo’s Model of Communication
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Schramm’s Communication Model
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Howard Lasswell’s Communication Model
[image: Components of Lasswell's model]
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