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Summary
The purpose of this report was to discuss how Belbin & Tuckman’s teamwork theories can be used to improve team work in the grocery store owned by Jane Collins in the case study provided from the perspective of a business consultant. The main finding of the report showed how both theories can be applied to find out the team roles that are best suited to each employee and then how this information can be used to form teams that go through the 4 stages in Tuckman’s theory to become an efficient team. The findings also showed the importance of effective two way communication in an organisation and how both effective communication and teamwork are extremely important for an organisation to succeed.

Introduction

The aim of this report was to identify and apply the different teamwork theories studied in this module, in order to make suggestions on changes in team structure to improve teamwork in the case study of Jane Collins. The aim was to also explain why effective two way communication is imperative for the success of an organisation, specifically the grocery store detailed in the case study.

Main findings
Teamwork Theories – Tuckman & Belbin

The key to understanding how teamwork theories can be applied to improve the teamwork and overall success of an organisation is first understanding each teamwork theory. The two theories that we have studied that can improve teamwork are Tuckman & Belbin's theories. Tuckman's theory was developed by Bruce Tuckman back in 1965 and his theory suggests that no team is fully functioning from the start and that each team goes through evolution to become a high performing team. To get to the end stage, each team goes through four stages known as Forming, Storming, Norming & Performing. This theory can be used to build a team that is efficient and has high productivity. [Accipio,2019] The first stage known as forming describes when teams initially form and get to know one another and figure out each other’s roles within the team and learn of their team goal. The second stage known as storming involves team members questioning each other’s ideas and can lead to conflict. However, this is normally the stage when individuals feel like they are part of the team. The Norming stage is the stage where team members feel comfortable within the team, they have figured out key rules and processes to help the team run successfully and minimise conflict. Lastly, the performing stage involves the team performing well and becoming efficient. [Happy Manager,2020] Whereas, the Belbin Model was developed by Meredith Belbin in 1970s and it focuses on the team roles within a team and how each person has a preferred role or two that they work well in and each team’s success is partially dependent on there being balance between the roles in a team and everyone working in unity. [EBA. 2016] There are 9 teams roles as per the Belbin theory, however there is no need to have 9 team members as one person can easily take up 2 roles if needed. The team roles are Plant, Resource Investigator, Coordinator, Shaper, Monitor Evaluator, Implementer, Team worker, Completer- Finisher and Specialist. [Slater,L . 2016]
 
Application of Teamwork Theories to Case Study

Now both Tuckman & Belbin’s teamwork theory can be applied by the store owner Jane Collins in this case study to improve the teamwork within this organisation. As the case study states, there are maximum 8 employees working in the store at the same time. With one sales assistant on long term sickness, the way forward for Jane Collins would be to evenly split the 24 employees into 3 teams of 8. Each team should be made up of a manager, a security guard, a cleaner & 5 sales assistants, all working the same shifts for consistency and organisational structure. With teams staying the same and not being formed on an adhoc basis, this would allow the team to develop and find ways to improve to become a successful team over a period of time. As each team would have a specific manager, all employees in the team would know exactly who to report to and it would give each manager a chance to get to know their team members attributes and skillset. Also each manager would then be responsible for relaying the teams development details to Jane Collins which would enable effective communication channels between all those working in the organisation, all the way from the employees to the owner of the grocery store. All employees in the team should report to their main manager and all three managers should then report to Jane Collins. Before each team can be formed, Jane Collins can apply Belbin’s Team Roles to decide which roles would suit each of the 15 sales assistants and what each individual’s preferred role is, as each individual must have preferred role in which they excel and for the success of the team, it would make sense that each individual in the team take up one or more of the 9 roles.  This would then help Jane Collins split the sales assistants evenly in terms of roles and skill set so that each team is at the same level and no one team is lacking in terms of people in the 9 roles. Once each team is formed, Tuckman's theory can be applied to improve the teams as it will give them an opportunity to go through the storming, norming and finally performing stage as they start feeling more comfortable in a team once they’ve gotten to know each other better.


Communication Models – Schramms & Berlo’s Model of Communication
The two communication theories studied were Schramms Model of Communication and Berlo’s Model of Communication. Schramms Model was developed by Wilbur Schramm in 1954. Schramms Model suggests that there are three steps that place during communication which are encoding, decoding and interpreting. All communications have a sender and a receiver and each person involved in communication can take both roles which is why Schramms model suggests that communication is circular rather than a one way conversation. This model is extremely good in understanding how real two way communication works as any communication involves a lot of interpreting once the message is sent from the encoder to the decoder and all three steps are extremely important. However one of the issues with this model is that it doesn’t recognise that the two way communication can be unequal where one person is communicating far more than the other person involved as the other person is busy decoding and interpreting the message.[Drew,C. 2020] The second theory which is Berlo’s Model of communication is made up of 4 parts. These four parts are known as sender, message, channel and receiver (SMCR) and it was developed by David Berlo in 1960. It describes all the things that may affect each part of the communication cycle and describes how  communication can be improved. The same factors affect the sender as well as the receiver. These factors are culture, how well both the sender and receiver can communicate and the level of knowledge on what is being communicated. Whilst the factors affecting the message include what the message is, what format it is relayed in,  the structure of the message and whether it is suitable for the audience. Lastly, the factors affecting the channel are the choice of medium used to send the message and which of the 5 senses the receiver would have to use to understand the message. [Businesstopia. 2016]

Importance of Two Way Communication 
Two way communication is important in this organisation as it will give all three team managers and store owner Jane Collins a chance to share with employees what needs to be improved through feedback and give them an opportunity to address issues before they become huge, thereby improving team performance. Two way communication also allows managers to show appreciation to employees when something is done well. This would then provide job satisfaction and motivate individuals and the team to work harder to help the store succeed.
There is a hierarchy in the organisation and as previously suggested, forming three main teams, provides a clear path for two way communication and allows clear messages to be communicated  from store owner to managers to the rest of the team and the other way round as well. As per Schramms Model of Communication, this two way communication would prevent important information from being missed or miscommunicated and as there would be no gaps between the employees, managers and store owners. It would allow those in charge to provide instructions to employees and allow employees to fully understand and interpret the message communicated and if they don’t, they are able to go back to the sender and ask questions. [Reddy, C. 2016]



Importance of Effective Communication
Communication is a process by which two or more people can send and receive messages, either through verbal and non-verbal methods. Verbal methods can include face to face communication whereas non-verbal is through writing or body language. Effective communication is vital for the continued success in any organisation especially in an organisation like Jane Collin’s Grocery store.
In a medium sized grocery store with 25 employees, it is extremely important to have effective communication especially because in this store, all 25 employees do not work the same shifts and therefore if any miscommunication of important information occurs, it can be detrimental to the store’s success. 
Effective communication would allow managers to clearly communicate to employees if something needs to be done differently without causing embarrassment to specific individuals as if this is done in the wrong manner, it could cause negativity and upset within the team but if done correctly, it will help make improvements to the team’s performance.
When communication is poor, it could easily lead to misunderstandings within this organisation, especially if an employee wasn’t aware of their job duties, leaving it incomplete. Not only will this lead to conflict, it will create a negative working environment even if conflict is resolved, this would then lead to low productivity. However, with good communication, misunderstandings would not occur and if by chance they did, these misunderstandings and conflicts could be easily resolved within a team with good communication and good working relations. Also effective communication would allow each employee to be aware of their job duties and be clear of what is required from them and if they don’t, they would know who to speak to regarding it, reducing confusion and incomplete jobs. 
Effective communication can lead to a positive working environment if there are good relations between all team members and if team members enjoy their job, this would then lead to high productivity. Also in a workplace like the grocery store in the case study, its imperative for teams to have good working relationships as they will be all working towards a shared goal and whilst they will be doing different jobs, it will all add up to achieve their shared goal and therefore good teamwork is important. Good communication will create purpose and allow messages to be clearly communicated. This would then help increase productivity and success. Effective communication will allow everyone in the team to have an input and feel encouraged to share their thoughts, ideas and opinions and get involved, therefore maximising team potential. This leads to happy teams which is followed by low employee turnover and higher profits for the store and store owner Jane Collins. Therefore effective communication is extremely important for this store to succeed as there are so many people involved in this organisation.[Nordquist,R. 2019]

Whilst effective communication might take different forms depending on the type and size of organisation, it might be trying to find a communication method that works best for that specific organisation or using a combination of them to help the company succeed. For Jane Collin’s store, having team building exercises, regular weekly team catch ups and possible communication through group chats on popular apps such as WhatsApp & Skype might be most suitable for a grocery store of this size. Team building exercises can really help form the new teams and increase good understanding and trust between all team members and allow them to get to know one another, whilst regular team catch ups will give the managers of the newly formed teams, an opportunity to discuss goals, important messages or changes in process/procedures, what’s been done well and what might need to be improved with the whole team collectively. Moreover, communicating through group chats will give all team members a platform to ask questions or pitch new ideas to their managers and colleagues which will be an extremely effective form of communication if used properly. [Kashyap, V.2019]

Conclusion
Team work and effective two way communication are both extremely important in the success of any organisation especially the store described in the case study. This is regardless of the size of the organisation and the number of employees. 
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