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Executive Summary

The report started with an overview of the actual situation of Andrea Jones’s retail store in Swansea. It showed problems such as no formal teams, no meetings, no leadership. The report was focused on finding solutions for these problems. The first part was focused on teamwork and how this can be improved using theories such as Tuckman and Belbin. Tuckman showed that the team is caught between the first and the second stage and Belbin showed that there are no clear roles for any of the employees. The second part of the report was focused on communication and three main theories: Shannon Weaver, Berlo and Schramm. It was concluded from this that Shannon Weaver and Berlo are not suitable theories to the case, as they only promote a one-way communication. Schramm was found to be the best theory for the case as a two-way communication is much needed in the store. Lastly, the benefits of an effective team were highlighted, such as increased productivity and the wellbeing of the employees. 


The report ended with conclusions and a list of recommendation for Andrea, which included regular meetings, establish each member’s role by using the Belbin questionnaire attached and create an inclusive training program for new joiners, all of these with the main goal of creating an effective teamworking environment in Andrea’s store. 
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Terms of Reference

The report on Communication within the workplace was requested by Melanie Squire, who is the lecturer for the Effective teamwork and communication course at University of Wales Trinity Saint David. It is due to be submitted on the 10th of December, and it was submitted by Andreea Loredana Mirica who has the student number 2028692. 


The report is focused on finding solutions for Andrea Jones’ company who grew from 5 employees to 27 in a short time and doesn’t have a communication strategy within the team. Firstly, the report will show how theories like Tuckman and Belbin are relevant and can improve the teamwork in Andrea’s case, then, the report will prove the importance of a two-way communication using relevant teamwork theories, explaining why the effective teamwork is important in any organisation. Finally, the report will end with a few recommendations that can solve Andrea’s current problems.



Procedure


The report’s content is based on knowledge provided from books, academic articles, case studies, and relevant websites.












Introduction


The case study represents a medium sized retail store in Swansea who currently has 27 employees who mostly provide online services to its customers. Out of 27 employees, one is out of office due to sickness, and it is expected to be a long-term leave, and majority of others are working part-time shifts or overnight. While there are usually 8 employees in store at any time, the overnight staff doesn’t have a manager to look after them during those hours. Moreover, the teams are not clearly defined, there are no training programmes for the new joiners and the meetings are not regularly, but ad hoc and without all the employees, which affects the way the information is distributed within the team. 


Within the report findings, there will be two parts: the first part will focus on teamwork theories, while the second will be more focused on the communication aspect. In the first part, the purpose will be to determine at what Tuckman stage is the team in present, and how is Belbin’s theory applied to the case study. These two will highlight the importance of teamwork at the workplace at how they can help improving the teamwork. The second part will use Shannon-Weaver, Berlo and Scramm theories to show how a two-way communication within the team can improve the store as a whole and will explain the importance of effective team working and communication, as well as giving recommendation that can be followed to reach the full potential of the staff. 















Findings

Area 1 - Teamwork
It is clear that the retail team presented in the case study does not work entirely as a team, but more as a group, because even though they work for the same place and have the same targets, the staff is working randomly, they have meeting once in a while and only with the team members available at that moment, the others being left outside, and this can cause multiple consequences, as not having a fully productive team or conflict within the store due to lack of communication. There are a couple of theories that focus on teamwork and its improvement. One on these is Tuckman’s theory which is focused on the natural stages of a team from the formation until the most productive state (Stein, 2021). Tuckman’s stages of development is an important theory because every stage has specific actions, and it is important to recognise those because in this way it will be easier for managers to understand what needs their team has and how to fulfil those in order to move to the next stage, until they will finally achieve the 5th stage, which is called Performance and it is considered to be the goal (Jones, 2019). 

Based on the specific of each stage, the team from the case study is more than likely to be caught between the Forming and Storming stage. The arguments for that are that the staff is lacking a proper split in between teams, lack a clear objective other that doing the job, the communication is mainly non-existent and there are no remarkable leaders, especially for the night shift. According to Nielsen and Randall (2012), the forming stage is it the most important stage, but often managers are focusing mainly on the storming stage to try to solve conflicts. At the same time, the forming stage is being seen as the base of the team, and the base must be the strongest because everything is built from that. By applying Tuckaman’s theory, Andrea Jones will be able to build a strong base of the team and it will be easier to face whatever challenge might appear, as she will have clear strategies to get through each stage and become fully productive. 
Meanwhile, while Tuckman’s theory is focused on the team as a whole, another theory is focused on each individual and its role within the team. Belbin’s theory represents 9 main roles that a person can have while being part of a team and it is used to identify the strengths and the weaknesses of a team in order to avoid liability and increase the productivity by using each person’s full potential (Belbin, 2021). The theory uses a questionnaire, available in the first Appendix of the report to determine what kind of roles does a person have, based on their answers.
           

It is not mandatory for a team to have all 9 roles, as one person might have 2-3 roles that they can own, but it is important to note that every role has its own value within the team, as well as strengths and weaknesses (Belbin, 2021). The Belbin’s theory is important for teamwork because it helps managers recognise the abilities of every employee that is part of a team and they can form teams based on their abilities, to make sure that they strengths and weaknesses are complementary and that the conflicts are minimised (Gutierrez et al. ,2018). In Andrea’s case, as there are no formal teams, knowing each staff’s strengths and weaknesses will be helpful in forming the much-needed teams in a way that they can be productive and not conflictual. 




Area 2 -Communication
Based on the information from the case study, it is noticeable the fact that there are no regular meetings and when these do happen, some participants are missing almost every time, making the communication faulty and the information cannot be transmitted to all the employees. For this, it is mandatory to create a way of communication that will allow both managers and employees to share information and ideas. This is also known as a two-way communication and its importance is that the managers can share information with the team, which is beneficial especially if there are procedural changes, but, at the same time, employees can also share feeling, feedback, and concerns, which will overall improve the atmosphere at work and also the productivity (mHub, 2019). To identify the best way to create a two-way communication within the team, three theories will be proposed and analysed to identify which one is the most suitable in the case study. 
The first theory is the Shannon-Weaver, which is, at base, a mathematical communication theory and is mainly focused on a one-way communication, and often used when the management needs to do an official message (Chandler, 1994). 

As it can be seen, the theory has many elements, but it only focuses on the initial message to be understood by the receiver, making this a one-way type of communication. The lack of feedback as an element for this theory makes it to be unsuitable for the case study, as Andrea needs to create a two-way system with the team. 
Another famous theory is the Berlo theory, which suggests that any communication has 4 levels but all of them are affected by different elements (Bhasin, 2021). 

It can be easily observed that this theory does not contain any feedback and the model is not focusing on the receiver changing places with the source, making this a one-way communication theory, without considering any effect and any elements that might affect the message (Corman et al., 2007). Based on this, it is clear that Berlo’s theory is not suitable in the case study as well, as it promotes a one-way type of communication and does not care about the effects, or the opinion of the ones informed. 
Lastly, the final communication theory applied to the case study is the Schramm theory, which is centred on the idea that the feedback is mandatory to make sure that the information has been correctly understood, and to overcome any irregularities that might affect the information as it is (Blythe, 2009).

This theory promotes a two-way type of communication and considered that for an efficient communication, the feedback is extremely import in determine that the message is correct and understood, but also to check the feelings of the decoder in regard to the message and check if the ideas will work or not (Bowman, Targowski, 1987). This theory applies perfectly in the case study as it is the best way to ensure that the employees are feeling heard, as well as to make sure that the information is correctly perceived by each member of the staff, thing that caused trouble in the past. If Andrea will ensure that this theory applies in every communication, the staff attitude will considerably improve. 
Effective teamwork can be provided through teamwork and communication altogether. The effective teamwork is important for a number of reasons, but, according to YTI (2015) the most noticeable are:
Problem solving, meaning that an effective team will be keener and fast in solving problems that a non-effective team.
Improves productivity, meaning that the conflicts will be kept at minimum and the focus will be on productivity.
Improves morale in employees, which means that the employees will be less-stresses, will be more understood as they will be asked to constantly provide feedback and will have clear teams, goals, and expectations.
Brings new ideas, which means that the staff will be encouraged to provide constant feedback to be able to improve the workplace.
From the case study, it is clear that the team has a few flaws and is not effective. There are no formal teams, which makes the work to be chaotic, there are no constant meeting, which means that the managers are not focused on the wellbeing of the employees, there is no training plan, which affects the process overall and it makes it unclear, and there is a lack of leadership overnight, which means that the employees are not motivated. All there affect the productivity and the organisation withing the team, which is why it is important for Andrea to start building an effective team. 















Conclusion 


The case study showed a team that is non effective. Andrea’s employees lacked a series of attributes, and this report was focused on providing arguments and recommendations. 
It is concluded that the teamwork is extremely important for the well being of every organisation, but in the case study it is needed as soon as possible. From Tuckman’s theory, the team is somewhere between Forming and Storming stage and the Belbin’s theory showed that the roles are not fulfilled yet.
On the second part, it was showed that the two-way communication will improve the productivity and the wellbeing of the employees, and it was showed that classical theories such as Shannon Weaver or Berlo are not used in the retail store from the case study. Instead, the Schramm theory was found to be the most suitable one, as it is focused on the feedback and the correct interpretation of the message as well.
In conclusion, the store needs a lot of work to become effective, and the managers must use the information from this report to implement new strategies and to build a more effective workforce.

















Recommendations 


First of all, Andrea must create a meeting pattern, to ensure that the managers are constantly checking up with the staff, not only when there is something to communicate.
Secondly, it is recommended that every member of the staff to complete a Belbin’s questionnaire at one of those meeting. 
After the questionnaire will be completed by everyone, based on the shift schedules and answers, the teams must become formal.
A training process must be implemented.
A manager must be present during night shifts.
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Phases of Team Development

Forming, Storming, Norming, Performing, and Adjourning — based on group development model by Bruce Tuckman
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 Being highly visible.
Faciltating introductions
* Providing the ‘big picture’
- Establishing clear expectations
+ Communicating success citeria
+ Ensuring response times are
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+ Requesting & encouraging
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(minimal intervention)
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+ Encouraging collective
decision-making &
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* (Also referred to as the
Transitioning or Mourning
phase)

 shift to process orientation

+ Sadness

« Recognition of team &
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* Disbanding

 Recognizing change
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accomplishments (an
‘after-party)
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SECTION 1. What | believe | can contribute to a team:

(a)
(b)
(c)
(d)
(e)
(U]
9

(h)

1 think | can quickly see and take advantage of new opportunities.
1 can work well with a very wide range of people.
Producing ideas is one of my natural assets.

My ability rests in being able to draw people out whenever | detect they
have something of value to contribute to group objectives.

My capacity to follow through has much to do with my personal
effectiveness.

| am ready to face temporary unpopularity if it leads to worthwhile results
in the end.

| am quick to sense what is likely to work in a situation with which | am
familiar.

I can offer a reasoned case for alternative courses of action without
introducing bias or prejudice.




image9.png
SECTION 2. If | have a possible shortcoming in teamwork, it could be that:

(a)
(b)

(c)
(d)

(e)

9
(h)

| am not at ease unless meetings are well structured and controlled and
generally well conducted.

I am inclined to be too generous towards others who have a valid
viewpoint that has not been given a proper airing.
I have a tendency to talk a lot once the group gets on to new ideas.

My objective outlook makes it difficult for me to join in readily and
enthusiastically with colleagues.

| am sometimes seen as forceful and authoritarian if there is a need to get
'something done.

I find it difficult to lead from the front, perhaps because | am over-
responsive to group atmosphere.

| am apt to get too caught up in ideas that occur to me and so lose track of
what is happening.

My colleagues tend to see me as worrying unnecessarily over detail and
the possibility that things may go wrong.




image10.png
SECTION 3. When involved in a project with other people:

(a)
(b)

(c)

(d)
(e)

9
(h)

I have an aptitude for influencing people without pressurising them.

My general vigilance prevents careless mistakes and omissions being
made.

| am ready to press for action to make sure that the meeting does not
waste time or lose sight of the main objective.

| can be counted on to contribute something original.

| am always ready to back a good suggestion in the common interest.
1 am keen to look for the latest in new ideas and developments.

| believe that others appreciate my capacity for cool judgement.

| can be relied upon to see that all essential work is organised.
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SECTION 4. My characteristic approach to group work is that:

(a)
(b)

(c)
(d)

(e)

(U]
(9
(h)

I have a quiet interest in getting to know colleagues better.

| am not reluctant to challenge the views of others or to hold a minority
view myself.

| can usually find a line of argument to refute unsound propositions.

1 think | have a talent for making things work once a plan has to be put into
operation.

| have a tendency to avoid the obvious and to come out with the
unexpected.

1 bring a touch of perfectionism to any team job | undertake.

1 am ready to make use of contacts outside the group itself.

While | am interested in all views | have no hesitation in making up my
mind once a decision has to be made.
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SECTION 5. | gain satisfaction in a job because:

(a)
(b)
(c)
(d)
(e)

9
(h)

| enjoy analysing situations and weighing up all the possible choices.
| am interested in finding practical solutions to problems.

I like to feel | am fostering good working relationships.

| can have a strong influence on decisions.

| can meet people who may have something new to offer.

| can get people to agree on a necessary course of action.

| feel in my element where | can give a task my full attention.

I like to find a field that stretches my imagination.
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SECTION 6. If | am suddenly given a difficult task with limited time and

(a)
(b)
(c)
(d)
(e)
(9)
(h)

unfamiliar people:

1 would feel like retiring to a corner to devise a way out of the impasse
before developing a line.

1 would be ready to work with the person who showed the most positive
approach, however difficult she/he might be.

1 would find some way of reducing the size of the task by establishing what
different individuals might best contribute.

My natural sense of urgency would help to ensure that we did not fall
behind schedule.

| believe | would keep cool and maintain my capacity to think straight.

1 would retain a steadiness of purpose in spite of the pressures.

I would be prepared to take a positive lead if | felt the group was making
no progress.

1 would open up discussions with a view to stimulating new thoughts and
getting something moving.
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SECTION 7. With reference to the problems to which | am subject in

(a)
(b)
(c)
(d)

(e)

9
(h)

working in groups:

1 am apt to show my impatience with those who are obstructing progress.
Others may criticise me for being too analytical and insufficiently intuitive.
My desire to ensure that work is properly done can hold up proceedings.

| tend to get bored rather easily and rely on one or two stimulating
members to spark me off.

1 find it difficult to get started unless the goals are clear.

| am sometimes poor at explaining and clarifying complex points that
occur to me.

I am conscious of demanding from others the things | cannot do myself.
| hesitate to get my points across when | run up against real opposition.
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‘SCORING SHEET

TABLE 1. Scoring table for Belbin’s Self-Perception Inventory





