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NEXT PLC: Launch of New Children’s Wear Line

EXECUTIVE SUMMARY

Next Plc are an international fashion brand of clothing and homewares.  They are launching a new line of children’s wear across its stores around the world.  The project launch manager has set up a new team comprising of staff from various countries.
Unfortunately, the management have encountered various problems with its team regarding communication and teamwork during meetings.  This is causing members to feel the monthly meetings are a waste of time and may prevent them from taking part.  The success of the product line may be compromised if this continues and therefore this report will cover possible solutions to this problem.  
The retail fashion industry has had a massive hit during the Covid-19 pandemic.  Since then, there has been a rise for concern around sustainability of products and the unnecessary waste, which is costing the environment, the industry must be able to meet the needs of its consumers.
Having a reliable team that can achieve its goals efficiently to produce the requirements of the consumer is highly important and every effort must be made to ensure the company is taking steps necessary to facilitate that.
This report will find simple easy managed solutions to the situation and aims to deliver a service to which the company can benefit in future ambitions.
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Introduction
 
Successful organisations have come to realise that putting individuals together in a team and combining their talents and skills is a key factor in achieving better results (Tripathy, 2018).  According to Griffiths and Dunham (2014), since there has been a shift to working more team-based, the Association of American Colleges and Universities survey showed that 71% of employers would like colleges to put greater emphasis on teamwork.  The ability to work in a group is important for individual success and organization sustainability.
Next Plc have come into problems with its teams for the launch of a new line of children’s wear and to enhance the collaboration of its teams it is vital to come up with solutions.    To establish a good team in their workplace there must be a clear understanding of what a team is and how it is different to a ‘group’.  King and Lawley (2016) suggested key differences between both.  In a group, individuals perform a similar task independently with a focus on individual goals as opposed to a team, wherein individuals are collectively accountable, work interdependently, collaborating on a collective task and form inter-relationships.  
This report will discuss how to develop an effective team following theoretical models of team development, the types of roles required in a team and highlight the importance of effective teamworking and how it contributes to the success of team tasks.  The report will aim to discuss the barriers to effective teamworking within the Next Plc team and give recommendations on how to tackle the issue.










1.	EFFECTIVE TEAM WORKING
For a team to be effective, there are many conditions that are required to be present.  Much research has been undertaken to understand what it takes to be a team and what these conditions compromise of.  An effective team compromises of three essential conditions: Trust, Identity and Efficacy (Griffiths and Dunham, 2014).  
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Bond-Barnard, Fletcher and Steyn (2018) found in their study of linking trust and collaboration, that the levels of trust are influenced by the expectations members have of each other, the knowledge exchange between them and the degree of trust transferred from previous familiar settings.  A study by Salman and Hassan (2016) found teams are more likely to succeed if there are high levels of trust, effective communication, team cohesiveness, accountability, leadership and interpersonal relationships present which link employee performance.  Trust has been an important factor in most research.  They found that it builds confidence of each other's competencies and reliabilities which create synergy in the organisation.



1.2	Building an Effective Team at Next
Irregular and inefficient communication is affecting the teamwork of the staff at Next.  They are showing signs of diminished trust which is due to not having interpersonal connections with each other.  The individuals are from all over the world and time zones may be affecting how well they are likely to work.  Newman and Ford (2021) discuss the importance of holding rhythmic meetings which are regular meetings that usually are held at the same time each week or month etc.  The focus would be on reconnecting the team with a team building exercise and providing opportunities for the team to meet face to face where possible. The management could hold meetings at the beginning of each new work week for an appointed time to talk to staff and remind them of their responsibilities and the groups mission and getting the group acquainted with one another.  A second meeting should be held for task collaboration and engagement.  These meetings can be set during hours suitable for all the group bearing in mind their locations.  Other studies have found that the proximity of members physically can influence trust.  Building trust in the leader regarding organisational and team knowledge is important to establish an environment which sustains and reinforces the team’s commitments.  It is important for Next to facilitate the technical requirements for these meetings so that every member is taking part and so that the team is assured that they will be provided with all necessary support.  Setting a communication etiquette such as timely replies to team member questions and having participation expectations would build trust, identity and efficacy within the team.  Druskat and Wolff (2001) suggested creating emotionally intelligent norms where behaviours and attitudes that support trust, group identity and collective efficacy become habitual.  They said that a group should be mindful of the emotions of its members, its own group moods and the emotions of those around them outside of the group.  This can be achieved through acknowledging certain behaviours verbally or through body language.  When a member is seen not to be responding or taking part in discussions, they could be gently prompted allowing them ease or space to get involved.  These little changes during team briefings or task orientated meetings can improve communication within the team.





2.         TEAM DEVELOPMENT 
Tuckman (1965) developed a 5-stage process in which a team goes through.  Tuckman believed a team goes through stages of development from their initial meeting through to the end of the project (see Fig.1).  It focuses on interpersonal relationships and task activity.  These stages can help identify where the team is in its developmental stages and help with progression through to the next stage. Tuckman’s model is good to understand dynamics and features of group stages and can be applied to the situation that Next are experiencing.
According to McCahan et al (2015), although the stages appear to progress sequentially, depending on events that influence the team, the teams may move back to previous stages.  Tuckman’s model has been one of the most influential models, and according to Bonebright (2010), a Google Scholar search by the author found Tuckman 1965 to be cited in 1196 articles in 1998.  Other literature of group development had a similar pattern in their models and had found that it was a good starting point in understanding groups as it is easy to understand, flexible to apply and could be used in many different settings.  
2.1 	Tuckman’s Group Development Model 1965
Fig.1
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2.2	How Tuckman's Model Works
The model recognises relationships between individuals and shows that the personal relation increases as inter-dependencies increases.  Much focus is on the leader at the beginning for guidance on the task but as the stages progress that leadership is no longer required as the roles of individuals become clear and they can work on goals. 
2.3	Recognising the Team Development Stage at Next
The team at Next have passed the forming stage as they are aware of their individual roles and responsibilities but are struggling at the storming stage.  It is likely that they are lacking the three essential conditions mentioned earlier.  The students of the Alternative Spring Break (ASB) went through a similar process, but they quickly passed through the storming stage as they were meeting more often and spending a lot of time together (Griffiths and Dunham 2014).  Getting to know each other for a longer period shows that teams can find resolutions to conflicts and helps them to progress quick through stages.  
2.4	The impact of Diversity and Culture differences at this stage
The diversity of the group can bring about poor judgement of individuals and therefore the feeling of a togetherness and team morale is not supported which is leading to poor communication at this stage.  Hofstede’s Cultural Dimensions Theory evaluates the effects of society’s culture, and the values individual members hold (Hofstede, 2011).  It sets a standard to not only learn the customs, courtesies and business protocols of their counterparts but also understand the management philosophies and the national character and mindsets of individuals.  At Next, the team are from varying backgrounds regarding their location around the globe, this has had a negative impact on how they communicate as a team.  Some members may sense resentment towards other members personalities and their values.  Culture can have an impact on how we build trust and how we communicate that trust.  Although it is a negative element, it also has its positive outcomes on team dynamics.  Cletus et al (2018) studied workplace diversity and stated that by integrating diversity into the recruitment process it ensured that the best talents are selected.  They found that workplace diversity increases critical thinking, problem solving and employee professional skills.  Similar study by Van Knippenburg and Schippers (2007) found that the diversity of a group can impact their information and decision making which can act as an information resource to the team in a positive light. 


2.5	How Next can succeed at this stage
Inter-group bias has caused disruptions and employees are showing less tolerance and cooperation towards those who are dissimilar.  Next can look to promote acceptance by building communication and team spirit by applying strategies that can promote the cultural differences.  Offering training programmes or workshops to understand their co-worker's way of life can make it beneficial for individuals' cooperation in teamwork.  Holding team quizzes unrelated to the task to get the team bonding and talking, can help them overcome their negative perceptions of one another hence leading to a more cohesive work force and enhance the productivity of the project.   A study by Patrick and Kumar (2012) looked at issues and challenges faced, managing the ever-growing diversity in the workplace.  They concluded that increasing the knowledge of individuals regarding the culture of the people of their organisation can reduce the communication barriers which would benefit the organisation. The availability of task relevant information, knowledge and perspectives for the team can improve the quality of performance.















3	THE IMPACT OF EFFECTIVE TEAMWORKING ON TEAM SUCCESS
The Culture Code by Coyle (2018) identifies skills or attributes of successful groups and how it develops into an effective team (Fig.2).  For a team to be successful all these attributes can be applied by the team leader to help ensure the team to stay focused and reach its goals.  
Fig.2
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4	TEAM DESIGN
“Team design affects how a group of individuals interact as a unit and serves as a key determinant of success” (Maund, Schriek and Tinkler, 2017, p. 21).  Understanding the specific goals and tasks that are required to be completed, leaders can select appropriate team members and allocate their roles.
Depending on the type of organization and the project, the roles of individuals play a big part in making it successful.  A combination of personality and individual team roles are required for a team to succeed or even fail (see Fig.2 and Fig.3).





4.1	The Importance of Team Culture and Values in Team Design
Team culture is a set of shared beliefs, values and customs an organisation presents to its employees to influence their behaviour.  Reminding team members of previous milestones reached by themselves or previous groups reinforces the company’s values. Katzenbach and Smith (2005) acknowledged that a shared commitment between people creates a powerful unit of collective performance. Next can use a shared motto to influence employees to feel more involved and part of something special by having a strong focus on their mission.  This can be achieved through symbols or achievement certificates published at the end of correspondence sent out to team members or posters on work walls.  
4.2	How Team size can affect communication in teams
Team size plays an important role when designing a team.  The optimal size for a group is with the least number of members and enough to accomplish tasks between them (Hackman and Hackman, 2002).  Depending on the complex nature of the task and how large scale it is, the ideal size would be between four and eight members.  Seijts and Latham, (2000) found in their study of group performance that additional members in the larger group had hindered the performance of a task.  The outcome was higher levels of commitment amongst members of the smaller group, hence outperforming the larger group.  This could be due to smaller teams being more cooperative as it is much easier to come to an agreement.  Also, there is little room for social loafing within the smaller group.  Next has a diverse team allocated for all its departments, on their shop floor, on each department there are usually 5-6 members with allocated roles to keep them busy but also efficient to complete daily tasks and serve customers coming into the store.  Next should look at the size of the team it has set up for this task, as the risks associated with oversized teams is many and the team is showing signs that some members may be social loafing as members are reluctant to speak up.  It would be necessary to investigate whether there is room to decrease size to ensure that all members have enough tasks.
4.3	Belbin’s Team Roles
Belbin (2010) developed an idea of 9 roles divided in 3 categories.  He had found that a team of six would be most suitable for an effective team and that some members would fulfil more than one role (Fisher, Hunter and Macrosson,1998).  The structure of Belbin’s team roles has been built around the types of personalities each role fitting individual has (see fig.3). 

Fig. 3
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It would be appropriate to include all roles required to undertake the goal set to maximise the performance.  Allocating two members for each role could considerably make the team more effective.  This could be through the leader recognising achievements of individuals and delegating the task, making a group decision or individual members taking the initiative to take on a task.
4.4	Advantages of considering Belbin’s team roles 
According to Belbin.com (2022)
· Teams are balanced based on behavioural contributions rather than job titles.
· The right people according to their natural abilities doing the right job.
· Bring together multi-functional teams.
· Teams can work more effectively and inter-dependently.
· Helps to identify gaps in teams that need filling.
· Making decisions on who to recruit or promote.
· Foster a culture that promotes strengths.

Conclusion
It can be concluded that following the recommendations given in each section regarding building an effective team and the importance of team design and how to incorporate it into the organisation will positively impact the goals set out by Next to accomplish the launch of their project.  It is important that as a leader of such a big organisation to make sure the purpose is established and communicated regularly and clearly to remind team members of their aims and objectives to build strong identity.  Reminding the team of its goals can help keep the team on track and motivate them. 
Recognising the behaviours of individuals in context to the stages of Tuckman’s Model can help establish the current strengths of the project and can help support understanding the team from which improvements can be made.  Next should invest in the training of its teams to recognise the cultural differences of its team members as it will benefit the organisation for the future.  Understanding these differences can make way for more innovative ideas and problem-solving techniques.  This will also impact the effectiveness of communications between members, create better informed collaboration for the launch of its new line and thus impact positively on the organisation.
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