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EXECUTIVE  SUMMARY

To achieve the mission that is impossible to achieve for individuals or “Individually collectives” humans needed to find a way to mould a  mutually interdependent, mutually accountable “Collective individual” and set “it” on a well designed path towards the mission. The wisdom of the past called Meredith Belbin and Bruce Tuckman helped us to find that way. Their theories give us the insight into humans’ behaviour in groups and how to positively  use that knowledge for the benefits of mankind.
Belbin’s theory shows that humans can form collective individual functioning as one “grand human” when right pieces of  the zig-saw puzzle are artfully brought together. Humans naturally possess those characters necessary for building  teams that can achieve bigs.Tuchman’s theory on the other hand, shows that to form that compound unit those constituent role playing individuals need time and catalyst to adjust the rough edges of individual pieces of the zig-saw puzzle. The catalyst is the lubricant called “communication”  and if is used properly then it  can  easily fit them together into One.
May be an effectively functioning team of humans can be called   “A Grand Human” that can achieve “Grand Missions”.
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INTRODUCTION

Sarah Davies owns and runs a rapidly growing discount store in Swansea called “Sarah’s Discount Shop” with 2 managers, 4 stock-roomers, 12 sales persons and 2 cleaners. Sarah employed me as a business consultant to advise her on creating a formal business communication process that is demanding to be in place for the smooth running of the organisation in its current rapidly expanding state. For maintaining the momentum of the growth importantly dependent on effective team working the thorough  knowledge of Effective team working and its essential “air and fire” i.e. Communication and its practical application are vital. Here I can help Sarah with my knowledge of Team-building, Effective team working and communication learnt in this current module.


















FINDINGS

A team fundamentally differs from a group by having members with complementary skills, team- role playing behaviours , commitment to common goals, sense of inter-dependence and mutual accountability for the outcomes, mutual trust and support according to Greenberg and Baron(1997, cited in Watson and Reissner, 2014). Then an effective team ensures desired productivity, stability and contented owner and team members.  
As the team size is growing, so are the probabilities of problems of  conflicts and politics( due to differences in personalities, culture, background, merits, agenda, lack of clarity of roles etc.)  which are the recipe for negative team dynamics( influenced by individuals constructive, destructive or disruptive behaviour, communication style etc. in  team activities.)  leading towards less productivity and stability. But harnessing and harmonising the potentials of more individuals i.e. Synergising the team can be developed/improved even further. The most powerful and effective tool for dealing with these issues is Effective Communication.
 So, there should be a formal strategic process in place for creating and maintaining Effective communication and thus effective team working.  
THEORIES
TEAM - BUILDING
 Mainly 2 theories can help us understand how individuals behave when they are in a group and how to use that knowledge to build  and maintain an effective team.
Belbin’s Theory 
When an individual engages in a group activity he/she take on a particular team role naturally emerging from their personality ( but they are associated with other negative traits of behaviour that you have to know for awareness while using the positive ones in the team) to give the team’s performance a complete shape ( Belbin, 1981 cited in Morgan, 2017). These are : 
Social group : 
Resource investigator( develops social network, explores ideas, resources). 
Coordinator( clarifies objectives, promotes decision making, distributes roles). 
Team worker( listens, diplomatic, can cover for others’ work).
Thinker group:
Plant(devises ideas, gives solution to difficult problems). 
Specialist(skilled in particular field, dedicated).
Monitor-Evaluator(discerning, sound judegment , good at inspecting).
Action group:
 Implementer(disciplined, turns ideas into practice).
 Shaper(thrives in deadlines, have energy and courage to overcome).
 Completer- Finisher(conscientious, accurate, painstaking, anxious).

All of these roles  are necessary for a team to function most completely and effectively. As one individual can play more than his/ her main naturally efficient role ( normally 2/3) if some of these 9 role players are missing in the team the existing ones can compensate for them with their those extra role playing abilities( but may not be as efficiently). Some roles are needed in certain stages of team formation and running. When in a certain phase one Belbin’s role is not necessary he/ she can apply any other role-playing ability necessary for that phase.. Individuals can be assessed by Belbin’s self- perceptive inventory (though not always accurately). Belbin (2013) states that Teams are a question of balance.  What is needed is not well balanced individuals but individuals that balance well together.

Tuckman’s Theory
Tuckman(1965, cited in Horn, 2009) suggests that when people are put together in a team they go through 5 stages:
Forming: Leader introduces each other, clarifies rules, goals, expectations, members tries to familiarise with those and with each other, give restrained opinions.
Storming: Members question rules, procedures, tries to establish authority. Power-struggle, instability. Leader should encourage psychological safety and arbitrate if necessary, let it play out itself because this instable stage is vital for effective team formation and to give adequate time for natural settlement(Chartered Management Institute, 2013)
Norming: Members try to become team member to accomplish the task assigned. Less conflict, more agreement, accepted ideas in storming tend to be practising. Leader should keep the team focused to complete the team task in time, monitor, encourage reflection, give feedback. Sub grouping and relapsing into storming is possible- watch! Put careful humour in. 
Performing: Team values and norms are settled and accepted. Team  is focused on timely completion with preset standard, proactive. Leader should remind about the rules, standards sometimes if necessary, watch so it does not fall back into storming. Delegate and let  them perform but keep monitoring and feedback when necessary. Praise and recognise when they deserve. Length of time for this may vary from team to team.
Mourning: When team is disbanded because project is finished or for regrouping. Happy for successfully finishing the task or ending with the unhappy job, sad for having to break the social bond with colleagues. Fading loyalty. Leader should arrange any form of celebration, praise & reward, memorise any lesson learnt for future use, encourage networking to be in touch.
 If by chance a performing team relapses into storming then leader can bring it back to norming  as he/she did while building it. The knowledge of phenomenon of individual’s behaviour during team formation and different natural role playing traits  (strengths) and associated negative traits  (weaknesses) would help team members and the leader to be understanding and manoeuvre through most effectively to achieve the best results.
Make team-building an on-going part of team management. Revise team-building regularly ( Benson,2017).

COMMUNICATION
COMMUNICATION  PROCESS
The expected flow of information is continuous and reciprocal ( 2-way) between parties because the 2nd way ( the response-way) called Feedback would  make sure the message is received and understood as intended (Mullins, 2016). The other important factor to deal with for the clarity and quality of communication is the concept of Noise which are the factors that disturb, distort and disrupt the message. They can be individual’s/ psychological filters( e.g. sender’s/receiver’s knowledge, experience, interest), semantic filters( e.g. wrong wording), mechanical filters(e.g. malfunction of telephone set) according to Dimbleby and Burton(2006, cited in Boddy and Paton, 2011).
By mixing-matching some of the communication models such as Shannon-Weaver(linear/one-way), Barlo’s(linear/one-way) and Schram’s(interactive/2-way) the following model (Fugure 1) is adopted. 
First way( Transmission) : The Sender Encodes ( e.g. into language, symbols, text, vides, audio) the Message(e.g. the original idea of Knowledge – information, idea, instructions, facts and of Emotion -  happiness, anxiety, sorrow) and sends through Mediums( Communication Channets)( e.g. Face-to-Face, Meetings, Telephone, Video-conferencing on internet, E-mails, Letters, Notice boards, Memorandum etc.). The Receiver Decodes ( reverse process of encoding)  the message to reconstruct the sender’s original idea.  
Second way( Feedback) : The Receiver responds by sending the Feedback message in same steps ( coding and medium can be same or different from sender’s) for confirmation of the receipt, questions for clarification or exchange of information etc.
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Figure 1: Communication cycle

NETWORKING
So that the messages, information, opinions, ideas, instructions flow freely and equally among managers, managers-employees, employees necessary for effective communication throughout the whole organisation decentralised all direction networking ( Figure 2) would be the best. It would help ensure: 
· Flatter organisation(less layering)
· More employee engagement in decision making, problem solving. Individuals  feel more valued and thus more commitment through sense of ownership.
· Idea generation and building on it.
· Better clarification of roles, goals, rules and instructions.
· Better relationship between managers/leaders and employees which can help leaders to influence the employees in positive direction.
· More productivity, less absenteeism and less employee turnover.
· Better knowledge about customers’ opinions, needs through employee that can help improve better product and services(synergycreative.co.uk, 2018)



















Figure 2 : Decentralised all direction  network



APPLICATION  STRATEGY  OF  COMMUNICATION (for the organisation):
1. Consistent all-directional two-way communication across all levels of the organisation: more consistency in information accuracy. 
2. Senior leadership’s attention and involvement( synergycreative.co.uk, 2018): inputs real importance, authenticity and support, in difficult conversations, in communicating. They should set the tone, strategy, purpose across the organisation, but it is the whole organisations collective responsibility to maintain the healthy employee communication(CIPD, 2017)
3. Set the ground rules of communication in the team( e.g. seek first to understand and them be understood, show respect) 
4. Content: relevant, to the point and not information overload. Can be tailored depending on audiences but the core message- unchanged for every level. Some vital information must be communicated to the employees such as contractual terms and conditions of employment, the job and its performance, the organisation’s performance, any changes to these., written statements specifying the main contractual details within two calendar months of the commencement of employment(by law), written copies on Code of Practice on Disciplinary and grievance procedures, information on health and safety etc. must be distributed to all employees. Ongoing general issues on notice board.

5. Timing and Frequency: priority-communication such as about changes in mandatory laws, health and safety, conflict management, about new rules, feedback etc. timely(soonest).
6. Choice of communication channels: choose carefully depending on cultural isssues, age, generation( e.g. Gen. X, Y all likes face to face, telephone communication but Gen. X does not like E-mailing(Walker, 2018).. Some sensitive issues may be communicated by Face-to-Face or group meeting. Keep all Communication channel available(Face-to-Face, Meetings, Telephone, Video-conferencing on internet, E-mails, Letters, Power point presentation, flip-chart, Notice boards, Memorandum). Give employees their choice of communication channels and that can boost the effectiveness and their sense of ownership.
7. Ensure open expression of feelings and disagreements, free-flowing communication and transparency with Psychological Safety(Mullins, 2016) which is without the fear of any serious criticism or repercussions. That would encourage everyone to participate in communication. 
8. Evaluate  the effects of the communication: regular performance evaluations through employee-satisfaction surveys, ongoing pulse survey.on if they are getting adequate, quality, necessary and timely information. Are they feeling they are being listened to and considered? Observe and measure- Is the objectives of the communication evident in practice ? (Srivastava, 2016). Measure the whole process of communication by survey.
9. Ongoing-Feedback System: Managers/ leaders should go through training in effective feedbacking. It should be 2-way. Suggestion/ compain box for anonymous employee feedbacking.
10. Any communicable information and decisions must be communicated to all including those who are not present at the time of communication( In our case all part timers, night shifters, maternity leaver about all day-to-day updates, decisions etc. In all cases those should be retrievable e.g. SMS,  e-mail. 
11. Conflict management: to deal with it soonest. Managers/leaders should go through training. Managers should get training on it.
N.B.:  So that the communication was believed, and valued there should be trusting  environment. It should start with owner, manager, leader by exemplifying Trust.
How to build trust in you and in the team:
1. Know and understand each other personally (Covey, 2004) 
2. Keep commitments (Covey, 2004) 
3. Fulfil expectations (Covey, 2004)  
4. Be loyal to each other : Do not back-bite; do not be two-faced. 
5. Be neutral in judgement.
6. Communicate openly and transparently (mindtools.com, 2018) : Open , honest two-way communication.
7. Prove consistency in moral behaviour.
CONSULTATION AND  COLLECTIVE REPRESENTATION  
Consultation: process where management and employees( or their representatives) collectively discuss matters of mutual concern(e.g. health and safety which is required by law) to find acceptable solutions. But management still hold the power to the final decision. It boosts better decision making, employee engagement, trust ( ACAS, 2018).
Collective bargaining: process where employers and recognised trade unions seek to reach agreement through negotiation on issues(e.g.pay and terms and conditions of employment) through bargain and negotiation. It gives sense of empowerment to the (ACAS, 2018).  
So, Employee representatives ( 1 for 20) should be elected by the employees. There should be a consultation policy with regular meetings and the provision of facilities( e.g. time, venue for meeting, ensuring the time spent in the meetings are included in the working hours) for them. The collective decisions should be communicated immediately throughout the organisation.
COMMUNICATING  STRATEGIES ( while communicating)
For one-on-one and public/group communication consider: 
1. Content : clear, relevant and specific about context and purpose ( Benna, 2015). 

2. Communicate positive behaviours: emphasize the positive things you want to highlight and develop ( Benna, 2015).
3. Timeliness/ Length of Time : in good time considering purpose. Start in time and finish in time
4. Communicate with respect ( e.g. Use AND not BUT)

5. Communicate with appropriate non-verbal communication (tone and body language): Internally communicate with and control thoughts/yourself, then deliver. They include:
 Body Movements (Kinesics) –hand gesture; Posture – how you stand; Eye Contact( determines level of trust) ; facial expression- smile; para language- pitch, tone, speed of speaking; closeness(proxemics)( determines level of intimacy) etc.(skillsyouneed.com, 2018) . Listener’s usage to interpret message is : 7% - verbal(words); 38%- vocal cues; 55% - non-verbal cues (Mehrabian, 1981 cited in Griffiths and Dunham, 1915)
6. Communicate with attention, confidence, positive appearance and frankness : will prove trustworthiness , reliability to the audience ( Benna, 2015).
7. For a meeting, choose a moderator( = arbitrator/ mediator/ presiding officer) or facilitator: so the conversation will be fluent and won’t stray from the main topic (Wietrak, 2018)
8. Facilitate Question-Answer session with psychological safety: be prepared.
9. Consider communication barriers: such as physical- a wall; perceptual- negative body language; emotional- anxiety; cultural-belief; language-foreigner, speech impediment etc (thecoachingroom.com, 2018) 
10. Visual Aid: people take in  more from visual information( 55%). Use Power point presentation, white board, handouts( for reference as well ) etc.

DEALING  WITH  UNDER-STAFFED  TEAM
Under-staffed team (due to holidays, employee sickness, attendance in the meetings, maternity leave, sudden surge in sales etc.) can put stress on existing employees, managers.
How to manage:
· Prioritise work and deploy more carefully right people on right tasks (e.g. customer first, paper work after) (Haughton, 2017)
· Multi-tasking and more cooperative teamwork: if needed then  managers’, owner’s involvement as well. 
· Buy part time experienced work from similar trades or Past employees 
· Breaks as usual : important to maintain the productivity level of individuals (Haughton, 2017). 
· Managers, leaders physically get involved:  to boost the morale.

CONCLUSION / RECOMMENDATION

Although all directional 2-way communication is the best for the organisation there must be some reservations about some sensitive, classified information and issues.
An organisational website can be opened with a password protected section for employees socialising, communicating organisational messages etc., a section with advertisement of products, services, promotional offers, prices, address, telephone number with customer opinions, complaints opportunity.
Make a database of employees’ preferred channels of communication.
The owner, managers must be trained about the legislation aspects of  the shop such as Pension, Health and Safety, Equal Opportunity, bullying , whistleblowing and other business related laws and/or to be connected with a solicitor( business). She would need an accountant as well. 
Sarah can recognise Trade Union representation for keeping a safety buffer zone for negotiation before matters of serious concern to the Law.
During under-staffed working announce a party after the problem is over.
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Appendix 1
Let us say, there is a meeting room available within the premises of the shop large enough to hold a meeting comfortably for 25 people with electric supply and carpet but no heating system, no furniture. So, for the first time meeting it got to be equipped with furniture  etc. Let us work out the total cost of running an all out meeting for the  first time. Total number of people would be 20+1( Sarah)=21. We would consider 4 extra people (e.g. guests, union reps etc. for in case in future) while furnishing the meeting room. Say, managers get double per hour compared with other employees. Employee- £12/ h ;  Manager - £24/ h. Length of time of meeting= 1 hour. Loss of time for entrance and exit = 10 minutes per person.

The table of resources for employee meetings
	Item number
	Item Name
	Item quantity
	Item cost (per item)(£)
	Total cost
(£)

	1
	Window screens + installation
	2
	50
	100

	2
	 Desk + chair set
	25
	100
	2500

	3
	Table and chair set for the computer and operator
	1
	200
	200

	4
	Projector( for slide show) + installation
	1
	400
	400

	5
	Computer(laptop)
	1
	500
	500

	6
	Printer(colour)
	1
	500
	500

	7
	White board
	1
	100
	100

	8
	Electric heaters
	2
	50
	100

	9
	Bin
	2
	10
	20

	
	
	
	
	

	10
	Colour toner
	1
	200
	200

	11
	Printer paper
	2 pack
	5
	10

	12
	Marker pens (for white board)
	10
	1
	10

	13
	Ball point pen
	1 pack(25)
	2
	2

	14
	Writing paper (for taking notes) 
	2 pack
	2
	4

	15
	Bin bags
	1(roll)
	2
	2

	16
	Bottles of water
	21
	1
	21

	
	
	
	
	

	17
	Loss on working hours( 1 h and 10 min per manager(£24/h)) of 2  managers 
	2 h + 20 min
	£24/h
	56

	18
	Loss on working hours(1 h and 10 min per employee( £12/h) for 18 employees
	21 h
	£12/h
	252

	19
	Electricity
	For 1h+20min
	£12/h for the room
	16

	
	GRAND TOTAL = 
	
	
	4993



Loss on working hours  and electricity = £324

APPENDIX 2

Managers duties:

· Shift beginner briefing.
· Recruiting, training, supervising and appraising staff, handling customer queries and complaints.
· Managing statistical record of staff, products, customers.
· Set sales targets, making sure legislations on health and safety, equal opportunity, bullying, etc. are complied with. 
· Preparing promotional materials and displays.
·  Supervising Day-to-day Operations on floor .Overseeing pricing, expiry date and stock control.
· Making staff-rotas across store staff.
· Set Goals: both short and long-term.
· Making sure the shop is always clean, highly presentable.
· Doing all administrative work  and  correspondence. 
· Liaising: communicate with employees, bosses and convey the necessary information to suppliers, customers, drivers.
· Enforcing Policy: Managers enforce organisation policy to cultivate an environment that makes employees hold one another accountable for their actions.
· Motivate staff and assess employees for recognition and reward .
· Responsibility for all banking functions, handling cash , register functions and transactions including: sales, over rings,  correct pricing, inventory control and receipting to customers.
· Responsibility for planning, arranging running meetings meetings.

· Making sure housekeeping duties are done upto standard : cleaning and straightening of the sales floor ,sweeping, dusting ect.


As there are two managers and multiple shifts they should distribute their duties between them two on consensus. Both should be practising and shining on all these duties at all times. If they are in conflict then Sarah can distribute duties.
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