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[bookmark: _Toc5873325]EXECUTIVE SUMMARY

1- Overview of the problem to investigate
This Swansea toyshop has been growing massively, going from 5 to 27 employees over the past year. The store needs to deal with the absence of formal team that does not facilitate the sharing of information; as there is also no formal management and that some staff only work at night time. The de facto training for the new staff could lead to a continuous turnover if an induction is not planned. The employees have to know what is expected to be able to respect the procedure. The long term sickness of a sales assistant needs to be investigated.
Organising the workforce, formalising the procedures and optimising the activity to support the expansion of the shop for a smooth run are now needed.
2-Main conclusions and options selected
A clear line of commandment should be identified to support the effective communication, insuring the teams have a clear understanding of what is expected from them on duty and to keep their motivation. It would also allow them to be loyal to the company and see an interest to its growth as it would help their own personal development by improving their skills or getting new ones.
Therefore it should be beneficial to have a clear line management to report to and encouraging the teams. 
The possibility for the employees to be involved in the recruitment process of the new staff, having a training for in-work training and to buddy up new staff would keep them interested. 
Also, the shop being open every day 8am-10pm means fourteen hours a day and ninety eight hours a week. New Security guards are needed to support the team as well as a part-time cleaner.
Having regular meetings to share information and have a clear idea where the company is going, with business targets and results as well as a plan of all the events related to the business (Christmas, christening, births, baby showers, summer holidays…) but also the opportunity to ask questions, share concerns and ideas all this allowing the employee to project themselves in the company would help to have a respected identified acknowledged procedure.
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This is a medium sized shop located in Swansea, selling toys and employing 27 people. Its quick growth (five to twenty seven employees over a year) was not accompanied with a clear management identification.
The group of employees is as follows: Six people stockroom, two cleaners, fourteen sales assistants (one in long term sick leave), two security guards, three managers.
The situation: There is a group of employees without formal organisation.
They all are from different age and experience with no formal line of management, no new staff training and they are mainly part time workers, some doing night shift only.
There are a maximum of 8 employees at a time in the shop during the shop open hours.

A business Consultant was asked by Michelle Sullivan, the owner, to analyse the current weaknesses of the store in term of organisation and communication.
Using communication tools, the Business consultant should analyse the weaknesses and recommend the actions to take.
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[bookmark: _Toc5873328]2.1: Part 1 Importance of Effective communication
 
The company grew quickly and twenty seven people cannot communication as five people used to. This group of twenty seven people working next to each other now needs to form a Team of twenty seven employees, knowing their individual role and task in the organisation and working together to reach a common objective. 
To reach this level of understanding and acknowledgment, the employees need to be given the appropriate procedures and information.
The idea is to create a group dynamic allowing people to work with each other, support each other and toward a same goal. 
The conflict is inevitable since people have different personalities and interest in the company. However the exercise is to make this conflict profitable, to build on it to grow, to better the Team’s daily contribution.
The Managers:
The Managers will have to show their leadership skills. Therefore they will have to set clear rules and procedures and ability to listen.
-Active Listening: It will also come across through their active listening skills, showing that they hear, listen and understand by reformulating and asking questions following the information provided by the interlocutor. It will also show their flexible mind and their will to find a way to communicate efficiently and work well together.
-Trust: These skills shown by the leader will have an impact on the team members’ behaviour and their involvement in the team effort. This communication will create a trust in the management, therefore in the process, therefore in the company itself. It can favorably impact the turnover in the company. 
-Delegation: The Manager should also be able to delegate (Covey, S.). By showing trust, each person understands that they have a key role to play in the business success and take responsibility for their own work and for the entire Team.
-Team building: A Clear purpose (communicate well with each other), distinct roles (contribution of all), specified tasks (focus on goal and results), a suitable leadership (good leadership, respected), relevant members (diversity in the team), adequate resources (enough people, relevant skills), appropriate culture (knowledge of the company rules and policy, sharing the views) are the key elements for a good team. It will also create a work ethic, a loyalty toward the company that will prevent any potential turnover.

[bookmark: _Toc5873329]2.2. Importance of two-way communication (using models)

Various communication models were developed over the twentieth century. They all take into consideration a message, a sender and a receiver. Both person can have the two roles, alternatively, depending on which way the message is conveyed. This is a two-way communication. 

Some of the Communication Models:
-Shannon-Weaver Mathematical Model (1949), is a theory describing the communication with the message as a code and the steps in its transmission with the influence of noise on the line that can distort the message. It is mainly applicable to the transmission of data with a binary system (Morse code or original radio-telephone context). That is why Bowman and Targowski said it helped to understand the efficiency of the channel of communication more than the message itself.
-Schramm’s Model of Communication (1954) stated that the quality of the communication resides in the way the message is encoded and decoded between the sender and the receiver since there are many steps and each and every one of them could leave space to interpretation.
-A Communication cycle model revealed the way a message is perpetually conveyed and transferred and identified all the channels of communication that can be involved in the process.
-Berlo’s SMCR model of communication (1960) was an expanded/developed version of Shannon-Weaver’s model adding a human interpretation to it. It isolated all the elements (senses) involved in the communication that can improve this interaction with others and the message transmission: The Sender (source) sends the Message (code) by the mean of a Channel (method of diffusion) to the Receiver (SMCR).

All these theories did open the way to and enhanced the understanding of the communication and its effectiveness in the workplace and any business relationship.

[bookmark: _Toc5873330]2.3. Effective Methods of communication (in this case study) 

Berlo’s model of Communication can be useful in this company as long as the transmitter’s capacity to send the message, which is essential, is not forgotten but also the ability of the receiver to perceive it, which is important too. The language barrier, the cultural background, the tone of voice and many other non-verbal communication aspects can affect this understanding.
Therefore in this Swansea Toyshop, to avoid any message distortion, it is important to include everybody in the communication. Hence, the direct face to face communication should be preferred for the important stages of the company by the mean of a team meeting. Exceptionally, the shop could open two hours later to take time for a thorough dialogue.

The analysis of the background, the personality, the working techniques, the schedules each employee has, should be considered in order to know what can be used as transferable skills for buddying, training, planning and managing.
[bookmark: _Toc5873331]2.4. How the application of teamwork theories (Tuckman & Belbin) can improve teamwork in the organisation 

The management should analyse the different personalities composing the group to create stable teams.
[bookmark: _Toc5873332]2.4.1 Belbin (the 9 team members’ roles)
Dr Meredith Belbin’s theory was developed throughout the seventies and eighties as he was consulted by big companies searching for tips to improve their teamwork. He determined nine types of team members organized in three categories which are “action orientated”, three “people orientated” and three “thought orientated”. Each of these roles have different behaviours associated.
The team internal relationship would be enriched and find a balance by using the Belbin’s nine role profiles. Each of these nine team members’ roles identified has different contributions and weaknesses related to them. 
All the individualities have to be taken into account when building the team to balance the powers but also for the leader to identify who he will be dealing with and how to address each of them to get the most efficient communication possible.
[bookmark: _Toc5873333]2.4.2 Tuckman’s theory
In 1965, Tuckman observed the stages of development in the life of a team: the Forming, the Storming, the Norming, the Performing and the Adjournment. 
This model can be used in the workplace in a short or longer term mission, for a daily activity or for a project, to design the team and attribute the tasks .

The forming: First the team comes together, composed de facto or selected by the Manager, and needs to learn to work together and understand what is expected from an individual point of view. In the toyshop, it will be the different background, the different shifts. They also need to learn to know the other personalities in presence in the team.

The Storming is the stage when all the individualities emerge, because of different opinions, different needs, different interest in the company. This is where the conflict can appear. The Managers of each team will have to be careful and listen to each person’s comment to deal with the issue and make it positive.

The Norming is the moment when all the participants reach an agreement and know what is the task assigned individually to them and to the others and how they can support each other.

The Performing is the stage when everybody knows what s expected and works together with a clear strategy. At t his stage, any issue could find a positive outcome.

The Adjournment is the closure, the moment when everybody says goodbye and goes on to other projects, team, departments, jobs or go home at the end of the day.



[bookmark: _Toc5873334]3.0 Conclusion: 
[bookmark: _Toc5873335]-what came out of this analysis 

The company grew fast and did not know how to use the individual abilities of the employees to its maximum to optimise the communication and the growth of the company.

All the employees now need to learn how to work together collaboratively and not next to each other.

Setting procedures in a professional context is necessary to avoid any conflict as each would know how to deal with situations and what is possible and expected.

A support to each of the members should be provided.
[bookmark: _Toc5873336]-why it’s important

Since the company grew fast, the employees and the Management must have worked in a constant urgency with extra hours and felt frustrated with the lack of objective clearly set. 
Now the company can plan and inform the twenty seven employees, starting indicating a forthcoming change to improve the communication and make their working hours more efficient.
It needs to be a win-win situation where the company is profitable and the employee feels indispensable.
[bookmark: _Toc5873337]4.0 Recommendations
[bookmark: _Toc5873338]-4.1 Analysis of the workforce
-If the five who were there from the beginning are still in the team, it would be beneficial to see what was working when they were five and how they were transmitting the information, what they would keep or change. 
-Checking the skills but also the views and needs of all the employees with their ideas on the future of the company, their future in the company. Would they consider becoming a trainer, buddying, being an assistant manager, changing shift?
- Assessing the reason of the long term sickness and how to address it would be essential.

[bookmark: _Toc5873339]-4.2 Channels of communication
The multiplication of the channels of communication can make the contact complex but can also serve a better transmission of the information essential task for organisational planning. So the company should think about: 
-WhatsApp group for each team, allowing the rapid transmission of information (any change in rota, absences, lateness, sickness and emergencies in the shop), also a group for the Managers and a group per type of job.
-If a professional email exist, the information about each forthcoming meeting and the minutes should be provided there.
-A board in the staff room could announce the meeting and give the minutes of the meeting.
-Individual catchups could also be organised.

[bookmark: _Toc5873340]-4.3 The formation of the Teams
-Assessing who would become trainers (one per type of job needed, three in the shop assistants, one per team)
-Acting up for Assistant Managers’ positions.

[bookmark: _Toc5873341]5.0. Action Plan
[bookmark: _Toc5873342]5.1. Action
Michelle Sullivan, the owner, should delegate by creating teams, each of which would be led by a Manager. They will select their Assistant Manager among the acting up or appoint someone. They will also have to recruit one or two security guards and a part-time cleaner.
[bookmark: _Toc5873343]5.2. Who is responsible?
The three Managers would then lead and be supported by an assistant manager.
[bookmark: _Toc5873344]5.3. by When 
A meeting with all the staff should be organized within one or two weeks, explaining the context of all the change to come, the expectations and how it will be done (acting up for the assistant Managers and training positions). 
Then a meeting per team formed should follow.
[bookmark: _Toc5873345]5.4. Cost for each action
The cost is mainly in term of salary since all the staff to attend the meeting, they could claim two hours or extra hours. Also the shop would be closed for the first two hours of the trade which would be a loss for the trade but an overall gain for the business.
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[bookmark: _Toc5873349]-7.1.1. Shannon-Weaver’s Mathematical Model (1949)
[image: Communication Cycle Model by Shannon and Weaver - ToolsHero]
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[bookmark: _Toc5873350]-7.1.2. Berlo’s SMCR Model of communication

[image: Image result for berlo's model of communication]
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[bookmark: _Toc5873351]-7.1.3. Schramm’s model of communication (1954)
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[bookmark: _Toc5873353]7.1.5 Tuckman’s theory (1965)
[image: Image result for cycle of communication]
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[bookmark: _Toc5873355]7.2.1 Current and recommended Team workforce:
	 
	Current
	recommended
	recruitment necessary
	Team 1
	Team 2
	Team 3

	Managers (M)
	3
	3
	0
	1
	1
	1

	Assistant Managers (AM)
	0
	3
	internal
	1
	1
	1

	Shop Assistants (SA)
	12
	9
	0
	3
	3
	3

	Pivotal SA
	2
	2
	0
	1
	0
	1

	Stockrooms
	6
	6
	0
	 
	6
	 

	Security Guards
	2
	4
	2
	4
	 
	 

	Cleaners
	2
	3
	1
	 
	 
	4

	Total workforce
	27
	30
	4
	10
	11
	10


Shop open 8am-10pm – 14h per day, open seven days a week = 98hours to cover.
2 security guards means 48h work per security guards per week, over 7 days.
The cleaners also need a person added to the team, a part-time is enough to cover the seven days opening.
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	Owner
	Manager T1
	Manager T2
	Manager T3

	
	M1
	AM T1
	AM T2
	AM T3

	
	M2
	SA T1
	SA T2
	SA T3

	
	M3
	security 
	stockroom
	Cleaners

	
	AM1
	 
	 
	 

	
	AM2
	 
	 
	 

	
	AM3
	 
	 
	 



[bookmark: _Toc5873357]7.2.3 Line Management in the Meetings
	General meeting
	Management meeting
	T1 Meeting
	T2 Meeting
	T3 Meeting
	Security Team Meeting
	Stockroom Team Meeting
	Cleaners Team Meeting

	
	
	
	
	
	
	
	

	Owner
	Owner
	Manager T1
	Manager T2
	Manager T3
	Manager T1
	Manager T2
	Manager T3

	M1/M2/M2/M3
	M1
	AM T1
	AM T2
	AM T3
	security 
	stockroom
	Cleaners

	AM1/AM2/AM3
	M2
	SA T1
	SA T2
	SA T3
	 
	 
	 

	SA1/SA2/SA3
	M3
	security 
	stockroom
	Cleaners
	 
	 
	 

	Security team
	AM1
	 
	 
	 
	 
	 
	 

	Stockroom Team
	AM2
	 
	 
	 
	 
	 
	 

	Cleaners Team
	AM3
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	ATTENDANCE MEETINGS

	STAFF MEMBERS
	Whole shop
	Management
	Team 1 (T1)
	Team 2 (T2)
	Team 3 (T3)
	Security meeting
	Stockroom meeting
	Cleaners meeting

	Managers
	M T1
	x
	x
	x
	 
	 
	x
	 
	 

	
	M T2
	x
	x
	 
	x
	 
	 
	x
	 

	
	M T3
	x
	x
	 
	 
	x
	 
	 
	x

	Assistant Managers
	AM1
	x
	x
	x
	 
	 
	 
	 
	 

	
	AM2
	x
	x
	 
	x
	 
	 
	 
	 

	
	AM3
	x
	x
	 
	 
	x
	 
	 
	 

	Shop Assistants
	SA T1
	x
	 
	x
	 
	 
	 
	 
	 

	
	SA T2
	x
	 
	 
	x
	 
	 
	 
	 

	
	SA T3
	x
	 
	 
	 
	x
	 
	 
	 

	Security Guards
	x
	 
	 
	 
	 
	x
	 
	 

	Stockroom
	x
	 
	 
	 
	 
	 
	x
	 

	Cleaners
	x
	 
	 
	 
	 
	 
	 
	x

	How often
	2 per year
	1h/pw
	30mn/pw
	30mn/pw
	30mn/pw
	45mn/pm
	45mn/pm
	45mn/pm



Communication Tools 
-face to face meetings 
-Board in the staff room (meetings announcements and reports)
-emails (meetings invitations and reports)
-WhatsApp groups: Managers/ per team / per type of activity > not to inundate the other family jobs
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