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Executive Summary

The areas addressed in the report include the application of team work theories such as Belbin and Tuckman.  These theories do not need to be used as stand-alone theories, but rather can be used together to complement each other.
The use of theoretical communication models, including Berlo, Schramms and the Shannon-Weaver models are discussed and evaluated.  Schramms is a preferred model for this case scenario as it is not linear and allows for the message to be understood and provide feedback.
Virtual communication and team working are important to the success of a team.  Setting boundaries, ensuring teams understand their roles and clear communication is vital.
Ineffective communication can lead to a breakdown of team working, conflict can arise and the overall goal is lost.  
Whilst conflict is perceived as a negative, it should not be avoided.  Once acknowledged, the conflict can be dealt with.  Dealing with conflict allows team members to air their grievances and help to move to an improved way of working, enhancing team working and communication.
Successful teams can make a huge contribution to organisational productivity and effectiveness.
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Terms of Reference

This report has been compiled as part of the Team Work and Communication module and has been written by Asmut Price.
The purpose of the report is demonstrate how theories of team work and communication can be applied to the case study provided in the assessment brief.  
The report covers team work theories and how these can be applied to improve the team, the importance of virtual communication and why team working and communication is vital to the success of an organisation.  
Procedure

The report has been compiled using knowledge from lectures, watching panapto videos, online research and books.


Introduction

A UK based company working on Artificial Intelligence, with two teams working in different locations, are required to work together on this project.  However, due to the Covid pandemic and subsequent restrictions, the project is six months behind schedule.  As a result, a number of issues have arisen around team work and communication, which has led to conflict.
This report will be addressing the importance of team work using Belbin, who observed that people in teams tend to assume different “team roles . I will also be addressing Tuckmans tool of forming, storming, norming and performing . It will also address the importance of communication, both verbal and non-verbal.  


Findings

The case study has identified poorly defined team roles, different working styles and a lack of clear leadership which has resulted in conflict between two teams, working on the same project.  It has been further exasperated by the move to online meetings which has resulted in a breakdown in communication.   Using Tuckmans tool of team development, he suggests that teams go through stages.  Bruce Tuckman provides a good model for the evolution of group behaviour, which he split into four stages .
Area One – application of team work theories to improve teamwork
The application of team work theories such as Belbin and Tuckman can improve teamwork in the organisation detailed in the case study.  By understanding the individual role within a particular team, it can develop strengths and manage weaknesses of team members, and so, can improve how individuals contribute to the team. The use of the Belbin model is a good way to help create more balanced teams.   By having a sense of self perception team members can identify what team roles they define as.  Using the Belbin questionnaire, the co-operative questionnaire, is a good way of identifying the preferred role in the team at work. .
Benefits of effective team work
Every employee is a part of a team and works in close coordination with the team members to perform their level best and in turn benefit the organisation. .
There are many benefits of effective teamwork including increased employee involvement, improved quality and reduced conflict. .
It also helps with learning and self-development and makes the delegation of tasks easier.  Teams working together are important for an organisations structure.
Identifying and defining team roles
The poorly defined team roles as identified in the case study, need to be combatted first.  According to Belbin, there are nine different team roles.  As no clear team roles have been identified, a mix of both self-discovery and role identification should be able to provide clarification on each team member’s role and in turn, help to support the needs of the whole team .
Tuckman states that in the forming stage, attention is focussed on identifying the scope of the given task and considering how to deal with it.  Using Belbins theory at the forming stage can help to identify team roles.  Using both theories together, can help to both identify task and the most suitable person to carry out the task.  In the absence of a good co-ordinator, the team can fail from the beginning.  
Defining team roles along with a clear goal, is an important strategy for creating a successful team work environment.  Clearly defined goals, matched with specific tasks will help team members flourish in the role best suited to their personality and abilities.
Building on the team roles and compensate for missing roles
At the storming stage, when team members are vying for positions, conflict may occur during the establishment of the team.  Competing ideas on how the team should undertake tasks begin to emerge.  Following the forming stage, using Belbins theory of identifying team roles will assist at this stage.  At this point a coordinator can be identified.  The coordinator would manage the team and help to coordinate efforts to meet targets.  Balancing the teams is important.  
If there are team roles missing, secondary roles can be drawn upon, however, this should but this be made explicit and rewarded.  Team members can also adopt missing roles in turn.  
The benefits of creating a balanced team produces strong results and would therefore assist in the teams getting back on track, and on schedule, making up for lost time.
Belbins research began in the 1970s which lead to Belbins theory of nine team roles.  However, Belbins theory has evolved . Tuckman’s stages of team formation were originally five, but in 1977, he added a further stage of adjourning (mourning).  This stage was poignant sense of achievement, where relationships have been forged and a reluctance to say good bye.  However, Tuckmans theory has been criticised.  Criticisms include that at the forming stage, the team could act as individuals, with a lack of clarity about the team’s purpose and individual roles.  During the storming stage, conflict can occur whilst team members try to establish their roles within the team.
When we experience problems in the organisation, most times, their causes are usually identified to poor communication. .
Conflict Management
Conflict can occur at the early stages when there is different knowledge, poor communication and misunderstanding.  In this case study, the main causes of conflict have arisen from poor communication and a lack of understanding of the tasks of the individuals.  Conflict, occurs at any time.  Whilst there are negatives in conflict, there are positive aspects.  New ideas can form, make individuals more productive, it can open minds and lead to improved communication, once recognised and resolved.  Team leaders, or coordinators, have an important part to play in conflicts.  They need to list to all concerns and allow all team members to air their concerns.  There should be no recriminations, remain impartial and highlight positive aspects.  It is important not to avoid conflict.  By acknowledging it, conflict can resolve.  
Thomas Kilmann model identifies 2 dimensions when choosing a course of action in a conflict situation . 
These are assertiveness and cooperativeness. Assertiveness is the degree to which you try to satisfy your own needs. Cooperativeness is the degree to which you try to satisfy the other person’s concerns. 
Both Belbins and Tuckmans theory can be used to work together.  By using the different stages of Tuckmans theory, Belbins theory can prove invaluable for enhancing self-awareness, personal effectiveness, fostering mutual trust and understanding, helping to build productive workplace relationships.  It helps to match people to the right jobs and helps to build an effective team by diagnosing the causes of underperforming teams .
Area Two 
To illustrate the importance of two way communication there are a number of models that can be used.  
Communication 
Communication is simply the act of transferring information from one place, person or group to another .
There are three elements of communication.  Firstly vocal – the voice, the pitch, speed, clarity and pauses.   Secondly, the visual – the look, appearance, eye contact, hand gestures, facial expressions and posture.   According to Mehbrian , non-verbal communication makes up for ninety three percent of communication .  Thirdly and finally, verbal communication – these are the words that are spoken by the person.
Good communication is an essential tool in achieving productivity and maintaining strong working relationships at all levels of an organisation. .
Different communication models

The Shannon-Weaver model is one of the simplest communication models. It is designed to develop the effective communication between sender and receiver .  The model deals with various concepts like information source, transmitter, noise, channel, message, receiver, channel, information destination, encode and decode.  However, one of the criticisms of this model is that it is only a one way process, whereas, communication is a two way process.  

The Berlo model of communication works on the principle of sender – message – channel – receiver.    This model is not limited to any one type of communication.  This model has limitations as there is no feedback.  It is implied, but not direct .

Schramm’s mode of communication is based on the Shannon-Weaver model.  Schramm states that the message is useless if it cannot be put into words and communicated to others . If the message is not interpreted in the sought after form and no feedback or response is received by the sender, then the communication is incomplete and thus ineffective.
Importance of two way communication
Two way communication is important to the case study.  Without two way communication, the message sent by the sender may be received and interpreted in a completely different way that the sender intended.  This in turn can develop misunderstandings and the beginnings of conflict can manifest themselves.
By having two way communication, it makes it very clear for all parties involved, what the message is, how it’s being received, the way in which it is communicated, feedback and engagement.
The importance of effective virtual communication and teamwork 
Virtual teams are a fact of business life.  The virtual team life cycle can affect performance.  Teams are more effective when members combine their individual talents and skills and experiences via appropriate working relationships.  People who work on remote teams face communications challenges consistently. To minimise miscommunication and misunderstanding a skill set can be developed that reflects the demands of working virtually.  An example of this is when communication takes place virtually, employees from one team should not make the assumption that assume that employees from another team understand their abbreviations or shorthand.  Thought needs to be given when communicating virtually to ensure that the message being communicated is crystal clear and void of any ambiguity.   If the team is continually sent messages this can become both annoying and ineffective.  Agreed and suitable acronyms could be used by both teams .
Communication is key to team work success.  Ineffective teams make teams less productive, as identified in the case study.  An effective team increases employee involvement, improves quality, reduces conflict, adapts better to change, more flexible, motivated, reduces sickness, absenteeism and reduces waste.  To succeed in the workplace, functioning, effective team working is integral for the workplace.

The importance of effective communication for continued success of the organisation
For the organisation outlined in the case study, effective communication is very important for their continued success.  It is important to ensure that the team all understand their roles and their strengths and weaknesses are both recognised and used to help the team and the project succeed.   For this to take place effective communication needs to begin and continue to be sustained.  If communication were to break down again, the project is in fear of not being completed and this could be a major setback for the company in terms of reputation and finances.


Conclusion 

Successful teams can make a huge contribution to organisational productivity and effectiveness. .
The two main theories of team working used in this case study were Belbin and Tuckman.  These theories do not need to be used in isolation, rather they can be used together and the Belbin team roles can fit into the different stages of Tuckman.  
Having researched and studied the number of different models of communication, which included Shannon-Weaver, Berlo and Schramms, it can be concluded that the Schramms model of communication would be the most effective method and would appear to be the most useful in the case study scenario due to the fact that it is a two way process.  
Schramms model allows for feedback.  Information is of no use unless it is prudently put into words and expressed to others. The message itself is important because it starts the process of communication and when the message is received by the receiver, it would be expected that the message is understood, by ensuring a response or feedback is sent.  This allows two way communication to take place.  
Conflict should not be avoided, but rather acknowledged and dealt with.  In this way, all concerns are heard and everyone has the opportunity to have a say rather than being felt as though they have been ignored.


Recommendations 

The team should undertake the Belbin questionnaires for self-perception.  This will help identify the type of team member they are and what role they are best suited to.
Once roles are identified, established forms of communication should be set up with etiquettes on how this communication should take place. 
Communication should be regular and consistent.
Strong leadership is required and any conflict that has arisen should be dealt with.
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