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Executive Summary

Scope. The current report provides a case study analysis and how teamwork theories and effective communication can increase the performance among team members.
	Findings. This section includes three main parts, the first one describes how Tuckman’s and Belbin’s work theories can be applied to the case study in order to help the managers building effective teams.
	The second section illustrates the importance of the two-way communication by applying some of the most used communication models: Shannon Weaver, Berlo and Schramm.
	In the last section it is explained the role of effective communication in organizations.
Conclusions.
By applying Tuckman’s theory to this case study, the café managers can understand that a team evolves and during its development will encounter different problems
In his research Belbin demonstrated that a mix of the nine team roles provides the most consistently good results.
The leaders should focus on creating positive interpersonal relationships within the team members as this will increase their motivation and performance.
Effective communication is needed at all organizational levels and reduces the chances of conflict between team members. The café managers should make a priority from communicating what they expect from their employees and make sure they understand what their goals and roles are within the teams.
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Terms of Reference
The current report has been requested by Melanie Squire to illustrate how the application of teamwork theories and effective communication can improve teamwork within the organisation presented in the case study.
	The report has been compiled by Dragos Sculeac and is to be submitted by 03.07.2020.
Procedure
	For the current report I have applied Tuckman and Belbin’s workplace theory to demonstrate how these could improve teamwork in the organization described in the case study. I have then explained the importance of effective communication in the same organization and exemplified with the three models of communication: Shannon Weaver, Berlo and Schramm.
	I have consulted the online library, Google Books as well as some websites recommended. 
Introduction
In order for every business to be successful, it must operate through a strong and cohesive team. Every leader should know that when the employees work well together, they come up with better ideas, they have a higher motivation to complete their tasks and become more efficient. 
With the help of teamwork theories, managers can understand the stages their teams are going through and also how they can distribute employees in teams based on their strengths and identified team role.
Effective communication is essential in every workplace and every leader should posses excellent communication and listening skills. Managers should make use of both verbal and nonverbal communication when transmitting a message. The first one is beneficial when looking to deliver private information, it helps in conflict management and it provides a high level of understanding.
Nonverbal communication reflects the way things are said and when managers transmit positive nonverbal cues to their employees, it can increase their morale and performance.
By using a two way communication team members are given the chance to express their opinions and to deliver feedback and this is an important way of discovering how efficient a communication style is. 





Findings

Teamwork theories and their role in improving performance

There are several factors that can lead to poor team performance and some of them can be identified in this case study, such as undefined business goals and most important undefined team roles.
Although the business had an important growth in the last year and increased the employee number to 21, there are still no formal teams and people are expected to perform a mix of duties.
Tuckman 
One way of improving teamwork in the current business is to apply the Tuckman’s five stage model of group development (1965). Each of these stages is an attempt to distinguish between group structure and their orientation to the task. Considering that at any time there are up to 8 workers in the café, an effective team would be those individuals working towards a common goal whilst demonstrating team skills during each stage.
In the forming stage the members are getting to know each other and seeking acceptance. It is important for a leader to be identified and for clear goals to be established. When new staff join the business, before they are being trained, is good to know their colleagues and interact informally. The managers need to establish SMART objectives so that everyone knows what they are working toward.
 The storming stage is when conflict occurs and members start to challenge one another about the plan they have to follow. According to Jehn (1997) conflict can be defined as perceived incompatibilities in the interests, beliefs, or views held by one or more team members. In this study the poor communication within the members can often lead to conflict and the two managers or the shift supervisor need to identify situations when members are in conflict and to develop an action plan that can help them to complete their tasks.
Conflict within a team can be either task related (when people have different opinions regarding task completion), or relationship related (interpersonal differences that create tension between individuals). Research conducted in the last years (Shaw et al, 2011) demonstrates that as long as the team members have positive interpersonal relationship, a small amount of task conflict can be beneficial for improving their performance.
During the norming stage the relationships are established, and team members trust each other and begin to value team goals more than their own personal goals (Carlopio and Andrewatha, 2008). It is important to keep the members motivated and encouraged and to help them with training if required.
In the performing stage teams are most effective and members show commitment and are capable to solve their own problems. The team is mature, and everyone understands their role and responsibilities. Once the teams have reached this stage, everyone in the café would have already a set role, whether that refers to assisting the customers, taking payments or dealing with takeaway orders and are able to self motivate. This is a time when their efforts need to be recognised and can also be given new challenges.
The last stage takes place when members have completed a project and is time for them to discuss their achievements. Considering the business is expanding and constantly requires new employees, the members could go through this last stage if they require to move to a new location or become part of a new team.
Belbin 
Another way of improving the team performance is to define the roles for everyone as when they are unclear about what each should be doing, they are more likely to do something that others are doing too. 
According to Belbin (1981), the most successful teams have a distribution of the nine specific team roles: plant, resource investigator, co-ordinator, shaper, monitor evaluator, team worker, implementer, completer finisher; and specialist. A brief description of each of these roles has been included in the appendices (Annex1).
The theory of Belbin could be applied to the case study by identifying the Team Role each employee falls into and where possible the future teams can be formed with a mix of all the nine roles. In order for a team to be successful the individuals need to take on a role suited to their personality and abilities. Whilst it is important that members become aware of their strengths, they also need to be conscious about their weaknesses.
 In his book (2010) Belbin also mentioned about team orientated extroverts, with a good discipline and mental ability who also prove to be very efficient as between themselves can cover all the functions they need to perform. The members of these teams can be combined in other teams without affecting the performance. This aspect can be considered by the two café managers when recruiting more staff for their business.
In the case study it is mentioned that one employee is on long term sickness and what Belbin (2012) suggests when a vacancy is created is that one of the existing employees can occupy it and then the managers can recruit someone with different skills to create a new Team Role that is missing.
When designing an effective team, the managers implication is very important as they can contribute to the goals achievement in two ways. In this study Karen and Simon can continue to perform their functional role of managers but can also perform a potential Team Role they can identify with, especially when one particular role is missing within a team. In case they have more than one Team Role to play, they will also need to decide which role they won’t adopt and so they give the chance for others to develop their capabilities.
Each of the identified teams will need a balance between the functional roles and the Team Roles depending on the objectives and tasks that need to be fulfilled.










The importance of the two way communication
As defined by Griffith and Durham (2015) communication is an exchange of information, thoughts, or ideas that result in mutual understanding between two or more people. There is a need for at least one sender, a receiver and a message transmitted through a communication medium.

Figure1. Sending and receiving a message (adapted from Griffith and Dunham, 2015)
Shannon-Weaver
	The model created by Shannon and Weaver in 1948 is the most popular model of communication and is designed to develop the effective communication between the sender and the receiver and it is applied in many communication theories.
The model has six concepts:
Sender (information source)- is the creator of the message and the one who selects the channel
Encoder (transmitter)- machine which converts the message into signals
Channel-the medium used to send the message
Decoder-the reverse of the encoder, the machine which converts the signals into messages
Receiver (Destination)- is the person who receives the message and the one who also provides feedback
Noise-the disturbances which doesn’t allow the message to be received as it was sent

Figure2. Shannon Weaver model of communication adapted from www.bussinesstopia.net 
This model is a two-way communication one because it also involves feedback and can be applicable in general communication, however it works best when applied for interpersonal communication rather than group or mass communication. The receiver’s role is a passive one whilst the sender plays the primary.
This model can be applied to the case study but in order to be efficient, it has to be done person to person and the receiver must pass back the feedback. The understanding of noise will help to solve communication problems once the problem that is causing it is eliminated.
Berlo
	In 19060 Berlo developed a linear model of communication that has four components: sender, message, channel and receiver, where each one of these is affected by many factors as seen in the below figure.

Figure3. Berlo model of communication- (adapted from www.businesstopia.net) 
	The sender is the person who sends the message with the help of communication skills, attitudes, knowledge, social system and culture.
	The message is represented by the thoughts that are sent to the receiver and could be in various forms, such as voice, text, video, audio. This component is also affected by factors like thee content, elements, treatment, structure and code.
	The channel is the medium used to send the information and in general communication is represented by the five senses of a human being.
The receiver is the person who gets the message and it is believed that he must be like the sender and posses very good listening skills.
As in this model the feedback is missing, this is seen as a one way communication model and wouldn’t be efficient in the case studied unless the sender and the receiver are similar and both posses good listening skills, have the same attitude to understand the message, must know about the subject and also be from the same social and cultural background.

Schramm
The model proposed by Schramm is the most used theory of communication and is a cyclical one as opposed to the other two, which are linear ones. When the sender passes on the message to the receiver, this one must interpret it the way the sender want to and send him the feedback, otherwise the communication is incomplete.

Figure 4.  Schramm communication model (adapted from Blythe 2009)
In this model the recipient plays an important role because they are meant to send feedback, either verbally or non-verbally. This will then allow the sender to improve how the message is being sent.
	In the present study the managers should create an open communication environment and stimulate feedback from the employees. There are several ways of doing this, by informal meetings, creating an open-door policy, surveys, memos.

The role of effective communication in the organization
In order for communication to be effective, it has to possess some characteristics regarding the message delivered:
The message has to be clear, complete and concise
Feedback should be sent back whether the receiver understood the message or not. It has to be in person and specific
The sender should show empathy 
The message has to be modified according to the audience
The sender needs to consider various communication channels as there are less chances of misunderstandings
After extensive research effective communication is characterized by sharing information by team members both in a face to face environment and a virtual one (Mesmer-Magnus and DeChurch, 2009) and also the implementation of closed loop communication procedures where members acknowledge the receipt of information and can clarify any misinterpretations (Baker and Salas,1992). Teams should implement these communication loops prior to performance to make sure everyone receives information when needed.
Verbal communication is mostly used by individuals when they are looking to send information. As it can be difficult to know the intention of the sender’s comments, verbal communication can also create confusion and misunderstanding.
Verbal communication is recommended in case of a direct interaction, in meetings, interviews, conferences and helps to build rapport and trust. Among other benefits of this communication type there are:
A high level of understanding and transparency
Spontaneous feedback which allows decision to be made quickly
Time and effort saving
Conflict management
Best to transfer private information.

When sending a message only 7% is represented by words, the rest being represented by vocal cues, facial expressions, body movements.
	The perception of non verbal communication helps the receiver to understand the message and is related to social intelligence and interpersonal sensitivity (Goleman, 2006).
Nonverbal communication has several components, like:
Kinesics- refers to facial expressions, gestures and postures
Oculesics- the study of eye contact
Haptics- the study of touching
Proxemics- refers to the distance between people when they interact
Chronemics- the use of time 
Paralinguistics- tone of voice, pitch, speed

Effective communication is essential for the success of the business and this is due to a number of reasons:
Is a source of information for all the team members and enables decision making
It can increase motivation among employees by clarifying their tasks and role 
Builds trust, the employees are less likely to leave the company when they are permanently informed about their work and business strategies
Can change someone’s attitude as a person who is well informed is likely to have a better attitude than someone who is not.
An important role in effective communication is played by the managers as it is their responsibility to discover any communication barriers, to identify the reasons why they have appeared and to take preventive steps.
Conclusion
By applying Tuckman’s theory to this case study, the café managers can understand that a team evolves and during its development will encounter different problems. Once they can identify the stage their teams are going through, it will be easier for them to offer guidance and support for the employees.
Belbin’s theory can also be applied successfully as it can help each individual to discover their Team Role and use their strengths to maximise their performance.
Those who are seen as effective team members have the ability to time their interventions, can limit their contribution to create role for others and perform some of the tasks that others avoid.
	Considering the organizational conflict cannot be avoided, the leaders should focus on creating positive interpersonal relationships within the team members as this will increase their motivation and performance.
	Effective communication is needed at all organizational levels and reduces the chances of conflict between team members. The café managers should make a priority from communicating what they expect from their employees and make sure they understand what their goals and roles are within the teams.
The managers also have a responsibility to investigate any problems that might occur and to remove any communication barriers.

Recommendations 
	The café managers should develop a plan that will help to improve interpersonal relationships in the workplace. There are several ways of achieving this, one of the most important is to facilitate the communication between employees by creating an open platform where everyone can express their opinions.
	Karen and Simon could also conduct informal morning meetings for the team members and let them interact with each other before carrying out their daily tasks. It is a good way to break the ice and create a positive start of the day. 
	Regarding task allocation, leaders should make sure that work is equally distributed, and no team member is overburdened as this could negatively impact their motivation and performance. It is important that the managers can make small compromises when it comes to how employees complete their tasks and accept that everyone is different and might not always do the job the way they want them to and make sure they make themselves available  for any support 
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Appendices
Annex 1- Description of Belbin team roles ((https://www.belbin.com/media/1158/belbin-uk-2014-a-comprehensive-review.pdf)
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