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Introduction

For 47 years, the company has made excellent performances for its special techniques and management system which attracted a lot of companies assign their works to Gateaway Ltd. As the company is

doing a good job and costumers meet their satisfaction, therefore the company has always proud of their “broad customer base”.
Up to a time when the company was acquired by a multi-national company with a new CEO, the company changes its directions towards “costumer focus”, “valuing diversity” and also making big opportunities to provide well-skilled contractors to work inside or outside the company. 
As the company began to develop, several problems begin to occur. The company has to offer its services to general public in order to overcome the rose of operating costs and decreased in potential customers. However, this offered has not well-accepted, and the company start to cut down staffs which makes turnover high and harder to attract new employees because of the company’s bad image. 
The CEO has decided to have an observation on all divisions to find out which are the indications that trigger the problems to occur. Therefore, this management report presents generally an analysis of Gateaway Engineering Limited regarding its history and problems in people management, and the recommendations as well. 










Part 1

1. Operations Division 
1.1 Unqualified practice of training

The Manager appoints a project manager and recruits their team members based on their decision. They also lack of recruitment and selection system, which performs without any formal training and interview. As a result, staffs learn their works on the job.
In this case, the company does not have a well-planned training program. This is might caused by the company budget of £7m for its

training program is quite low, and its training budget from year to year has been decreasing. Furthermore, during on the job way of learning by the employees is essentially not worthy to perform. It is because a process for determining the appropriateness of training by evaluating the characteristics of the organization and employees are not well-implemented (Noe, et al., 2007). As the result, employees do not have enough knowledge and skills of how to complete the project. The company should changes their current practice and adopt a more strategic approach to the training and development of its staff based on HRM practice. It is a process of systematically developing training to meet specified needs. 

1.2 Team work relies on Performance-based-bonuses.

Teams are working to earn bonus if they are profitable, and managers responsible to distribute the bonus. F.W. Taylor (1964) believed that the use of money as a motivator linked to various objectives would offer the best motivation for performance. 
In practice, teams do need some form of recognition and reward for their efforts. Yet, these rewards system are not acceptable in this division. First, is because employees move towards a “rewards focus” instead of “costumer focus” which is irrelevant from the organization’s objective. Second, there is no fixed rate of bonus which makes inequitable for profitable teams. Third, the company more concerns towards the cost of rewards system instead of concerning on quality and productivity. This rewards system makes a minority of employees work more intensively, but morale and work 

relationship may suffer. In order to overcome this problem, the company should be consistent with its HR systems, such as HR training, culture, employments, labour relations and performance management. 

1.3 Issues within and between teams

There are three difficult issues in working as teams that not all employees will feel comfortable in this division. First, teams are working independently. It might be caused by disbelief between members since they were not involved in the decision-making and recruitment process. Second, there is a strong spirit of competition between all teams because of the performance-pay based that encourage them to be the best team in order to earn bonus. Last, that there is a lot of teasing between members and teams that might happen because of the high competition and feelings of contemning each other, concerning that in most of employees are still young and three-forth out of total employees in the organisation come from this division. Moreover, critics of a team environment suggest that it can have a downward levelling effect that it stunts creativity and is generally limiting (Stott and Walker, 1995). For a team to be effective, they need to dependent on the team having same goals (Proehl, 1997), methods of working and also an atmosphere where team members can be open and honest.

2. Support Services Division 
2.1 Lack of employees’ participation

The Financial Manager believed that staffs are competent enough for their work as they are well-educated and recruited from a Professional Qualifications. However, evidence shows that every project

that has to be done could require a long time and have to get an approval from the manager. 
According to the data table, there are only 8 managers and 56 staffs. With a small amount of managers responding of every project that the staff had given in order to get an approval, is evidently creating a problem. Staffs are depending on managers’ decision, but there are not enough managers required. The table also shows that this division has the highest staff turnover of 31.40% which explains that employees were not comfortable with their jobs.
This type of system requires Employee Participation (EP) whereby employees are involved in decision making processes. It is the key component of best-practice HRM or high-commitment management (Pfeffer, 1998) and also one of the parts of improving the quality movement within the organisations. If employees take part in decision-making progress, it would encourage their motivation to work harder. 

3. Information Technology Services Division
3.1 Informal atmosphere leads to disorganized tasks

This division have an informal atmosphere and employees apparently talk to colleagues outside their own team.
Generally, employees establishes a climate of mutual respect and allows employees to take care of their own responsibilities and this kind of climate can work well in meeting the organization’s requirements. However, as demand for services by encouraging staff to keep up date on IT applications and finding information from internet, so does demand the workload in each activity area is also increasing. This makes it more difficult for Manager

to allocate work tasks and coordinate work activities to employees. One reason for allocating tasks from several sources is that performance measurements are not completely objective and errors can occur.
This informal climate has been related to a satisfaction in the workplace which requires a contribution of people management to organisational performance outcomes (Patterson et al., 1997). The importance of the climate is that it controls individual and organizational satisfaction and hence has a greater impact on quantifiable outcomes. One of the methods to reduce such errors is by implementing interpersonal skills to build a good communication between manager and employees.

3.2 Formal system lead to rigid behaviour of employees

Every week the Manager requires having meetings and briefings with his staff for reporting progress that they have made. These weekly meetings and briefings focusing only on the tasks that may be important to the organizational success and this formal system are generally essential in large organization. 
However, this formal system often might lead to rigid role behaviour of the employees. By focusing only on the tasks that affect performance assessment in achieving organization’s goals, the employee becomes very expert in that tasks. Otherwise, other tasks that may be also important for organizational success are neglected. Sometimes managers require meetings without thinking about who really needs to attend and it often happens when meeting organizers do not prepare the agendas. This would results in employees feel exhausted and being ordered

to sit through meetings in which they have no relevant involvement. It may reduce their work effectiveness and lowers the employees’ motivation (Scarpello & Ledvinka, 1988). 
In order to motivate employees for attending the meetings, Manager should provide several ways to avoid pointless meetings. It includes having an agenda, ensure that the meeting has a purpose, avoid weekly meetings if there is no agenda, scheduling the guests, and stay on the organization’s targets. 

4. Marketing & Sales Division
4.1 Inapplicable method of recruitment & selection

Recruitment is a search for and obtaining potential job candidates in sufficient numbers and quality so that the organisation can select the most appropriate people to fill its job needs (Dowling & Schuler, 1990). On the other hand, this division uses external recruitment whereas this method is basically expensive. They only spend £6 million for training program and expenditure on advertisement in local press and do not have enough budgets to provide a better method. As a result, the qualities of candidates replying to advertisement are poor. The company should use another method of requirement that is costless, for instance informal personal contacts or notice boards.
Besides that, the company uses interview as the sole method of selection. Interviews which described as a controlled conversation with a purpose (Torrington et al., 2002), have received a bad press as being subjective, prone to interview bias, and resulting in unreliable predictors of future performance in the organisations. Otherwise, interviews will be successful

when they are tightly related to job analysis, job description and the person specification (Barnett, 2008).

4.2 Lack of training and development

There are too many young and inexperienced staffs that are not performed well in doing their jobs in this division. For instance, Manager generally approving any new contract although it has not been implemented in the organisations whereas staffs are supposed to examine the contract in order to prevent if there is any ambiguity that could occur. This might happened because of the lack of training and development. 
Wilkinson et al. (1991) also suggest that, too often, managers focus on the hard aspects, such as reducing costs while forgetting the people empowerment aspect. Due to the division’s low budget for training of only £6 million, managers can introduce to use Total Quality Management. TQM can expose organizational lack in training. 
That way, TQM offers benefits for the employee including: improved product quality, better service, increased job knowledge, improved productivity, reduced waste, errors and product recalls, and improved communication.

Conclusions


After analysing all problems in four divisions, I may conclude that the most significant issue found in the company is lack of training and development. Whereas training is basically one major way that work organization attempt to maintain the competency levels of its human resources and increase their adaptability to changing organizational demands. This following proposal will discuss more about how to solve such problems by using the most applicable

method of training and developing employees to the company.




Proposal for a Recommendation on Training and Developing Staff in Gateaway Engineering Limited

1. Introduction

Gateaway Engineering Ltd emphasized that the organisation requires moving towards a “costumer focus” and they are also embracing the idea of “Valuing Diversity”. The recognition that “People Management” is one of the company’s objectives was clear when the company has been taken over by a multi-national company and the organisation was proud of their “broad customer base”. Nevertheless, in the past few years, the company has recognised that it faces challenges in applying its Human Resource Managements which resulting staff turnover rise and difficulties in attracting new employees. 
This proposal has been prepared in order to provide recommendation and to prepare a human resources development plan regarding on anticipating changes in Gateaway Engineering Limited. 
As the twenty-first century opened, organizations have to focus more on flexibility, innovative and management and measurement of human capital. The contribution of human skills and knowledge to the production of goods and services (Scarborough, 2003) became recognized as key issues in organizations. It requires relationship between the organization and its stakeholders, so that employees become involved in quality as central part of their job (Sheard, 1992). The involvement does matter because in the future we will see a world based more on skills than on organizations (Tyson and Fell, 1995). Therefore, the training and development 

of individuals are important to organizations by investing in their human capital and lower-skilled employees (CIPD, 2002) and also to the overall economy. 

2. Proposed recommendation for each division
2.1 Operations Division

In order to overcome the problem of unqualified practice of training and development in this division, I suggest by taking strategic approach of Human Resource Development (HRD) to management and training and development of its human resources management. It concerns with linking training and development to organizational objectives and responding changes of management system or other factors (McLagan, 1989). Some of the reasons why strategic HRD may not occur in this division mostly because of cost for training budget are too small, ill-defined the company’s objective of “costumer focus”, lack of managerial support for the value of training and a lack of training-needs analysis (Beaver, 2002). 
The company did not use formal induction training which resulting staff learned on the job, and it is probably because of its low cost. It is also lacking of supervisor that may not be an expert trainer and evaluation of effectiveness. 
However, Gateaway Engineering Ltd should given a HR approach training through instructional design as the first step. Logically, it begins with induction programme to new employees where they meet each other and shown the skills they must learn. The purpose of having induction training is to accelerate employees’ understanding of the company’s objectives and introduce them to the behaviors for working in teams. 
First step they

should learn tools and techniques to help their self-development in order to manage their time effectively, meeting targets, and building personal capabilities. They may be required to attend college courses to learn new skills and get new qualifications. After self-development is established, employees should develop leadership and influencing skills and learn to respect others in order to build team spirit and understand personal differences. Therefore teams will not work independently and competing between all teams. Employees also have to learn and analyse the company’s objectives so they can improve their skills and capabilities to achieve that aims. The company’s objective is a specific outcome that the training program is intended to achieve.
In conclusion, not paying attention to strategic HRD in the short-term translates into a lack of career, and problems in attracting and retaining human assets in the long-term. Furthermore, those employers who have already recognized their own self-interest in learning often encourage them to engage in learning activities for development.

2.2 Support Services Division
  
This division is having a problem when employee offer a project that has to be done, it may takes a long time and most of the projects have to get an approval from the manager first before it can perform. Although most of employees are well-trained and recruited with a good qualification, but employee’s participation are neglected in dealing with project. 
According to Walton (1989), training programs are a primary method whereas organizations socialize employees

to new organizational values. They also signal an organization′s desire for employee involvement and its commitment to increasing employee welfare. 
Learning is the primary determinant of characteristic behaviour (Kimble, 1961). A research also indicates that most learning takes place when the individual does something that result in a reward (Mayo, 1987). Learning theory has several implications for training. The most important is an active participation of employee. It does not simply because information is presented, but employee must do something to acquire it, for example taking notes or asking questions. 
There is one method of training that would be the most applicable technique to be used; it is role plays (Charles & Kleiner, 1996). In role playing, trainees act out certain roles in the context of a situation that is applicable to the training objectives. In this case, employees should complete the project which provides them a good opportunity for involvement and experience without have to get permission from manager. Role play provides well to discussion and therefore encourages active participation and feedback. This increases the possibility that what is taught in training will be applied and maintained. A study also found that development of employee skills through the use of selection, induction, and training have a positive impact on company productivity and profitability (Patterson, et al., 1997).

2.3 IT Services Division

There is a way for IT Manager to reduce errors of disorganized tasks. It is by using training (Smith, 1986). According to a survey, 

many HR professionals reported that aspects of HR, including training and development, were being passed on to line managers as they took on a more supporting role. Basically, line manager focus on completing tasks and ensuring his IT services division provides information and “Help Desk” services to a wide range of costumers. However, it appears that the atmosphere among employees is informal. It means that manager lack the skill of controlling employees, irresponsible for communicates to employees and the ability to manage is poor.
There is a reason why this division ought to devolve training and development to the manager. That is the increased rate of change as most of the employees are able to respond quickly to request for new services from costumers and individuals also need to adjust to new demands and situations as staff requires keeping up to date on new IT applications. Thus, type of centrally-owned training and development may not give enough flexibility or speed of response and also manager has not enough power to control the changes. 
Generally, the requirements of most companies are a workforce that could meet challenges of multi-skilled employees who could complete the tasks, people who could respond quickly and flexibly to the changes and an innovative workforce. Luckily, IT division of Gateaway Engineering Ltd has all of those requirements which are well-trained and motivated workforce. However, it would obtain a better improvement by quality training and development that backed up, owned and committed to by line manager so that it would stick effectively. 
There

is also an action that could be done in order to testify if the manager’s role in supporting training and development is competent. It is by using observation annually by their staff. Thus, this information is to reward the manager in order to be very active in supporting and encouraging training and development.
Another way to reduce errors of work in informal situations is to have positive interpersonal skills (Wikipedia, 2008). It allows communication to be easy and comfortable between manager and employees. Those who have interpersonal skills can control the feelings that emerge in difficult situations and respond appropriately.

2.4 Marketing & Sales Division

Basically, employees have no experiences in analyzing contracts or amendments. A most applicable theory to be applied is, Social learning theory, where it focus on helping employees with unskilled and inexperienced employment records to develop adaptive skills on their jobs (Goldstein & Sorcher, 1974). It holds that almost any learning outcome that results from direct experience can also come about by observing other people’s behavior and observing the consequences of that behavior for them (Bandura, 1967). In most of work organizations, this type of theory is used to teach specific and narrow content skills. 
Thus, employees can focus on doing the particular job. This method has goal that is to decrease turnover of employees which would help this division which had a quite high turnover staff of 21.42% in the year 2004. 
Another way is by introducing TQM which requires training efforts. As Collard (1989) states

that investment in training is a critical factor in the success of a total quality programme. TQM more focused for training activities that is directed at providing skills and knowledge of analyzing new contracts or amendments for employees to be able to contribute for the organization’s objectives. Tollinson (1992) and Muthler and Lytle (1990) suggests that the best time of training for TQM is also important that it be provided on a just-in-time basis. It is likely to be effective if it can be applied in the workplace by employees as soon as possible after the training.
Another method of training that should be applied in this division is an In-house course (Scientific Update, 2005). Normally, young and inexperienced staffs will have to be trained in-house in order to be fully operational in a firm. This course provide a more cost effective solution concerning that this division only has £6 million of budget for training program. During the course, employees will be able to look at their work problems, and re-examine the company’s objective of costumer focus and come up with solutions to these problems. This method is significantly would give several benefits such as increase productivity, improve workflow, maximize investment in staff, save time and money, team building, and ability to consult with manager about specific issues and subjects, such as analyzing new contracts or amendments. 

3. Case Study Examples: Learning is Business at Nokia

Nokia Corporation is the world leader in mobile communication by employed 50.000 staffs and net sales of £30 billion. Nokia’s objectives

are to strengthen the company’s position as the leader by offering personalized communication and entering new business segments as the demand increases. The company has a flat, decentralized structure, and it emphasizes networking, speed and flexibility in decision making. Its values also include customer satisfaction, respect for the individual, achievement and continuous learning.
At Nokia, continuous learning means employees support each other’s growth, developing and improving relationships by exchanging ideas. The company uses e-learning to give employees the freedom to choose the best possible time and place for personal development. They are encouraged to share experiences, take risks and learn together by going beyond formal training program. 
Together with the training and development staff, managers help to learning processes and involving active learning that participants must complete. At the end, top managers review the projects and have authority to take action based on recommendations from the project team. The employees also have access to a wide variety of training and development including learning centres and the Learning Marketplace Internet, on-the-job learning through job rotation and work assignments. Managers also have a wide range of opportunities to improve their management and leadership skills.
Nokia uses a combination of measures to evaluate the results of training, thus those types of learning should result in improved operations and better business results. The company also believes that the main benefits of its learning programs are the sharing

of knowledge, the reinforcement of continuous learning and the commitment of employees to the company.
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