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Executive Summary

The purpose of this report is to analyse the case study provided about Social Services organisation and the issues that they have been facing. The issues involved some teams being kept separate due to a location which meant they were not informed of new procedures. Poor performance was due to lack of communication and teamwork. There were employee turnover and absences, poor relationships, misguided instructions and directions, little to no team meetings and no formal induction or training. 

To improve communication and teamwork within the organisation, the models Shannon-Weaver, Communication Cycle, Berlo’s model, Tuckman and Belbin should be implemented to tackle these problems. The report also discusses the advantages and disadvantages of each model and theories, which were being utilised to build a good communication between the team and team management as well as building an effective team for the organisation.

It has been concluded and recommended that to build an effective team and improve good communication, the organisation should utilise the models and theory to develop better in the future working as an effective team which will be beneficial for their organisation.
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Introduction

This report will examine a case study about the Head of Social Services in the local council, Andrea Jones. Four area teams cover the entire country and every team includes a team manager, deputy team manager, a consultant and 9 social workers. However, there are two teams that are separate from the rest of the teams. Whilst the two teams that are separate enjoyed the gap, due to the main building being far from their client base, they felt that they were ‘out of the loop’ and were not up to date with new procedures that have been put in place. 

Many issues occurred, such as poor management, lack of trust, no teamwork, facing conflicts, turnover and absences, poor relationships between one another. These issues have arisen due to the poor communication between the teams and Head of Service therefore not functioning well as a department. 


















Findings 
Social services have a variety of issues such as communication issues and it has had a negative effect on teamwork within their organisation. There had been an increase in employee turnover and absences, which meant team managers had to use their time to deal with new team members and constantly having a shortage of staff. As teams were constantly forming and therefore under-performing. The absences were increasing as social workers felt under pressure due to the shortage of staff. Stress was accumulating between the teams due to having different standards and processes. Team manager vacancies were not filled, which meant some teams were left without a permanent manager. Having no permanent manager meant that the team were not being directed by a leader nor did they have objectives and goals.
There were poor relationships between social workers, as their job often meant they spent most of their time with families and children, however, once they returned back to the office, they were met with many new faces, so they did their part of work and once completed, left as quickly as possible. There was little to no communication between them, therefore having no interaction meant that they were not able to form new relationships. Trying to keep up with the massive workload on their own led to poorly written reports and cases being kept open for longer than necessary. The managers were not addressing the issues causing the poor performance and providing directions that were informal or verbal, meaning that some staff members may not have gotten the correct messages or made mistakes as a result of the managers not being able to execute their messages accurately. 
Shannon-Weaver Model (1954)
Many of the issues that have arisen in the department are caused by lack of communication between one another. One barrier that has caused the dissolution of communication and teamwork is the location. According to Communication Theory, (2018), this type of communication is linked to a model named Shannon-Weaver which was built in 1954. Shannon Weaver (1954) is designed to increase the high-quality communication between sender and receiver. According to Dutta, (2013), they discover elements which affecting the communication method called “Noise”. Shannon Weaver (1954), deals with a variety of principles like information source, transmitter, Noise, channel, message, receiver, statistics destination, encode and decode. However, according to Communication Theory, (2018), the department can overcome this barrier by using the technical communication which was first developed to be improved, later it was applied in the communication field. (Communication Theory, 2018). 
The Shannon-Weaver model (1954), can also, help remove the barrier of communication between the manager and the teams. According to Dutta, (2013), the manager often informally or verbally passes on a message, the communication problem is a meaning of the message being sent, which may be received differently. However, to overcome this issue, the manager can use this model by passing on important information or instructions to all team managers, such as by telephone. Dutta, (2013) suggests that a team member will be the receiver in this model and must do what they can to decode the message before they are able to understand or interpret it. The receiver may not be able to fully decode the message due to ‘noise’ that could cause problems in the communication process, such as noise pollution in the workplace. However, this can be overcome by the receiver clarifying the message they have received to the sender to ensure they have the correct message. The team manager can then pass on the message to their team members accurately as if the sender had relayed the message to them (Dutta, 2013).
The benefits are that it is simplistic, as it explains the concept of noise and how removing this noise can make communication more effective. According to Businesstopia, (2018), this can be used in a communication as a two-way process which can be applied to all general communication. However, according to Dutta, (2013), there are also downfalls to the Shannon-Weaver model (1954), one being that it only applies to interpersonal communication rather than group communication, which means it cannot be used in organisations that have team meetings with more than two people. The receiver may not always interpret the message as the sender intended for them to interpret or may not always clear to make sure they have received the right message. Some critics have also argued that it is a “misleading misrepresentation of the nature of human communication” as it is not mathematical in nature (Dutta, 2013).
Berlo’s model (1960)

David Berlo formulated a theory in the 1960s, basing it off from the Shannon-Weaver’s model (1954) of communication. According to Management Study Guide, (2018), Berlo’s model (1960) has labelled factors that could affect an individual’s components in communication that could make the communication more resourceful. According to Mannan, (2013), Berlo’s model (1960), entails mainly on encoding and decoding, the stages before a sender sends their message and before the receiver receives that message and focuses on the emotional aspect of the message. There are four components parts that detail the communication process which are the sender, message, channel and receiver (Mannan, 2013).

Berlo’s model (1960), can be used for team members who may feel that their accomplishments are going unnoticed. Team managers can take note of team members who have been working hard and striving to achieve the best in the department and can use Berlo’s model (1960) to relay their messages with a positive attitude so that the team members can see the team manager is acknowledging their achievements. Team managers can also effectively communicate this by offering rewards such as bonus pay or time off for their achievements as well as helping the team members to know that their accomplishments will not go unnoticed and it will be spoken of if they continue to work hard, which can increase their motivation and determination to succeed. 

Communication cycle
Michael Argyle developed a theory known as the ‘Communication cycle’. According to Argyle, (2013), it involves six stages, which are, the idea occurs, message code, the message sent, message received, message decoded, and message understood, between a sender and receiver. The overall concept of this theory is to convey thoughts, communicate in a clear and concise manner and appropriate action or response from others (Argyle, 2013). (six stages on Appendices page 12).
Communication cycle can be used in the department to address the shortage issues and discuss the absences and leaves. According to Argyle, (2013), the team manager can use this model, to think about what they want to say and how to say it, such as thinking about their tone and attitude to talk to social workers who may be stressed and use a tone that is calming and an attitude that is empathetic and considerate in order to send their message across so that the social workers can understand. The team manager can assure themselves that they are sending the messages across to the social workers in an appropriate manner, to find out the reasons for their absences and leaves and think of ways to help accommodate to their needs. This will work best as the team manager can have one-to-one meetings with those who have not been coming into work and then have a one-to-one meeting with the Head of Service to discuss these issues (Argyle, 2013).

The advantages are that it provides a visual representation of the communication cycle and how to understand messages that have been sent. It provides guidelines such as the timing, attitude, tone and how to send a message exactly the way an individual has thought about in their head and how to make sure the receiver understands the message. According to Argyle, (2013), it makes people think about the things they want to say and how they are going to relay their thoughts to other people so that there is no misunderstanding. It also increases reflective listening skills and involves both sender and receiver, rather than relying heavily on one person. According to Answers, (2018), there are also disadvantages to this model despite the advantages, such as the receiver not being able to decode the messages which can cause misunderstandings. People not in the right state of mind or in a good mood may not take part in the communication cycle process, therefore effective communication will not occur as it takes two people for the process to work (Answers, 2018).

Tuckman theory 

Bruce Tuckman created his theory of communication that has four groups, forming, storming, norming and performing. According to Mind Tools, (2018), the forming begins with a group, most who may be positive and ready, some who may be nervous and unsure of their role and others who are excited to start their tasks. A leader will make clear what the roles and responsibilities are and where each member gets to know each other. According to Egolf, (2013), storming involves conflict, where problems can arise if team members have different working styles or may have different views when it comes to tasks and goals. Then comes norming where conflict is resolved, where they know one another better, ask for help and develop stronger commitments and relationships in the team. Performing is when the team members work effectively together and achieve their goals. Another stage called adjourning was added at a later stage, which involves the team accomplishing their goals and disbanding as a team (Egolf, 2013).

The department can use the Tuckman model and implement this in their workplace on building better relationships and improving teamwork. According to Egolf, (2013), Tuckman model can be used amongst team managers who recruit new employees and put them together as a team, so that the team members can begin the first stage of Tuckman’s model and get to know one another. Therefore, getting to know each other is an important stage, as it is a building block to forming new relationships and will help team members to know who to turn to if they need help or advice (Egolf, 2013). This can lessen the workload and decrease stress and tension in the workplace. Once the team has been formed, team managers can then provide a formal induction and training so that the new employees do not feel overwhelmed when they are given big cases to work with. Team managers can also undergo training, to improve their managerial skills and understand how team managers working in part of their own team with other managers can improve how well their team functions. 

Belbin’s model

Belbin created a model relating to teamwork, that identified 9 roles within a team. Mind Tools, (2018) suggested that an individual who understands their own role within the team can develop their strengths and weaknesses and discover how they can improve on this to contribute more to the team. According to Isaac et al (2016), there are nine team roles which are resource investigator, team worker, co-ordinator, plant, monitor evaluator, specialist, shaper, implementer and completer finisher (Isaac et al, 2016). 

Team managers can use Belbin’s model as they will get to know each individual team member and put together teams that fit the nine roles. According to Isaac et al, (2016), utilising Belbin, team managers can avoid putting together a team that is unbalanced with similar styles of team roles and build more stable and balanced teams, ensuring all team roles are covered so there are no clashes. One benefit from Belbin’s model is that it can help individuals in understanding team behaviours and roles that can lead to a team working optimally if followed (Isaac et al, 2016). However, the downfall is that it is too simplistic and generalised and may not work in situations where a team may have two people who have similar roles in a team.














Conclusion 

To conclude, the issues that have arisen in the department were caused by lack of communication between team managers, team members and the Head of Service. There were no stable relationships with one another, little to no team meetings, no formal induction or training for new employees and no guidance or direction from the manager that led to poor relationships and teamwork. 

To improve communication in the workplace, the communication cycle and the Shannon-Weaver model should be utilised. Dutta, (2013) and Argyle, (2013) suggests, that utilising these models will allow for communication between team managers, members or the Head of Social Services to be more effective, as accurate messages will be put forward, avoiding misunderstanding and preventing mistakes from occurring (Argyle, 2013). 

For more effective teamwork, Isaac et al, (2016) and Egolf, (2013) suggests, the department should utilise Tuckman’s model, as well as Belbin’s model. Tuckman and Belbin’s model can help teams to understand their role in their team, their strengths and weaknesses and how they can contribute to their team to meet their goals (Egolf, 2013). 















Recommendations

To improve good communication in the organisation, it is recommended to act to improve management communication methods.

To improve management communication methods the department should utilise the communication cycle, it involves the employees of the department appointing an individual such as the team manager, who can speak on behalf of all employees by listening and understanding their concerns and communicating this with the Head of Service. As the employee will be speaking on behalf of all employees, they must ensure that they listen attentively and clarify what they have said to pass on accurate messages. According to Answers, (2018), the employee will act as a sender of the message and must ensure that they understand the target of their message and decide the best means of communication to communicate this message. The Head of Service will be the receiver and will have a role of providing attention to the message being relayed to them. This will allow the Head of Service to address any concerns or areas of improvement that the employees have mentioned and tackle them accordingly to increase the effectiveness of their organisation. Being able to understand the problematic areas fully in their organisation will help the Head of Service to prevent it from happening again in the future and put in strategies to improve communication and teamwork so that all work is done with high quality (Answers,2018). 

To develop the management team, the organisation should provide training for managers in areas such as active listening and team building to improve their services. According to Mind Tools, (2018), Tuckman’s model can be implemented in their training as the trainers can help their trainees to understand how team building can be developed over time. Tuckman suggests following the stages in order so that the team being developed can function optimally and effectively (Mind Tools, 2018). Those providing training can use activities and tasks that will require people to work together to fully complete them. According to Egolf, (2013), active listening skills can be developed by working as a team requires people to listen attentively to their team members to understand their role in the team and their responsibilities as well as others’ expectations. These tasks or activities can also raise conflicts which can be beneficial for a team as it can allow them to understand how to deal with conflicts when they experience them and setting behavioural standards that everyone can follow. This will ensure that the team is able to work together, work well under pressure and help them to understand how teamwork can solve problems and conflicts efficiently and effectively (Egolf, 2013).

Engage employees in building a good relationship between a team member and team manager, Macleod, (2018) suggests, that the team members need to be more motivated and have good communication and trust between them, which will be very beneficial for the organisation and it will help them to reach their goals by creating the right conditions in where the employees work, which could increase their capability and potential (Macleod, 2018). 
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Appendices

Communication Cycle
The theory suggests that the first stage is the idea occurring, where an individual will be thinking about something specific and wants to communicate this to another person. The next stage involves the message being coded, where the sender will decide on how they want to say their idea in an appropriate manner and think about the type of conversation they will be having with the receiver. The third stage is the message being sent to the receiver, and it has been communicated in an appropriate way and how they sender intends for their message to sound. The fourth stage is where the message has been received and the receiver will be giving their full attention and understand the message being sent to them. The fifth stage is where the message will be decoded, and the receiver will be trying to process and understand the message, taking into account the tone, body language and expressions the sender has used. The final stage involves the message being understood by the receiver and has been able to understand the message in the way the sender has said it and what they intended the message to be (Answers, 2018).
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