B120 An Introduction to Business Studies

TMA 02 Part 1:   An Assessment based on Book 2 Section 4 Assessing and developing people at work
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Part A) Executive summary

We were a strong team of eight technical engineers until about four years ago when one member of staff left to pursue a different career.   At this time we spent a long time assessing a suitable replacement using psychometric and technical tests we thought we had the right person. All was fine until the new member of staff finished her probation period and then the issues began to rise. At the time I thought that she was job contentious and was eager to show willing and made what seemed on the face of it good suggestions but in a busy small tight team not all practical.   Coming from resource heavy company previously she could not understand the practicalities of what she was asking for.   This eventually led her to try and force the issue by trying to turn staff against each other.   What was once a close team was starting to doubt each other.





Part B) Problem description and analysis

For this I chose “Book 2 Section 4 Assessing and developing people at work” to analyse the situation.   Assessing the employee’s ability and willingness to do the job, also developing the feasible suggestions to give constructive feedback to the employee, is

a fundamental requirement in the success of change in the employee’s opinion. The environment we are in proves difficult to do any sort of quantitative measurement so the main measurement would be qualitative and thus subjective and open to difference of opinions and lead to a negative approach.

We have a fairly weak HR department with very little guidelines in dealing with difficult staff.   Apart from the standard Specific Measurable Appropriate Realistic Time bound method no real input to the process.   The only true medium for this type of issue   is dialogue and whatever measurable can be used.

Therefore I needed to try to address the situation within frequent one to one’s and twice yearly appraisals.   Setting the standards of performance together with a form of reverse engineered DUIRR technique[1]




Table 4.1 Standards of performance[2]
|Different components of performance and standards, terms and         |Hours of attendance Procedures; for example, notification of         |
|conditions and meeting contractual obligations                       |sickness absence Adherence to rules of organisation as set out in   |
|                                                                     |formal contract                                                     |
|Quality of work                                                     |Standards of written work Appearance of finished items of work       |
|                                 

                                  |Acceptable error rates                                               |
|Work output and timing                                               |Quantity of finished items of work Production norms Deadlines and   |
|                                                                     |timescales for completion of work                                   |
|Interpersonal behaviour and dealing with others                     |Standards of behaviour in relating to customers/clients Appropriate |
|                                                                     |behaviour in relation to other colleagues and management             |


DUIRR Technique [3]

The DUIRR technique is normally used between co-workers but if I can instil this ethos to the difficult employee and change their perception of the work environment.
  1. Determine your involvement
  2. Understand the other person
  3. Influence his/her attitude
  4. Resolve the problem.
  5. Recover and go on

Part C) Recommendations

[pic]

As stated before measurable are limited when it comes to Appraisal standards and several times the employee has refused to sign an Appraisal as she did not agree with the comments and statements therefore a more proactive approach is needed, in the form of a Performance Improvement Plan including the DUIRR technique


Step 1: Determine your involvement. Determine if you are truly involved in this situation,

and if so, to what level you are affected. Often, we find we are annoyed by others' behaviours that are not directed at us. In those situations, change your perception and reaction to the behaviour, and let it go. If you are directly affected by the behaviour, move on to Step #2.
Step 2: Understand the other person. When dealing with difficult people, it's easy to get caught up in the emotions of the moment. Instead, try to understand where they're coming from. Take a deep breath, and really listen. Do not interrupt or try to argue your position. Repeat back what was said to ensure you understand their perspective. Ask questions to clarify anything that is unclear.
Step 3: Influence his/her attitude. State specifically, in a non-confrontational way, how the behaviour has affected you. Use "I-You" statements: "I feel humiliated when you yell at me in front of our co-workers"; "I cannot meet my deadline when you refuse to complete your part of the project on time." Do not try to place blame or find fault; rather, focus on preventing the problem from recurring in the future.
Step 4: Resolve the problem. Discuss the cause and effect of the problem behaviour and ways to deal with it. Ask questions to get information, rather than just stating opinions. Remember, you can't change someone's personality, but you can adapt your reactions to it.
Step 5: Recover and go on. Once the problem behaviour is addressed, don't hold a grudge. Let the incident

go and move on. Dwelling on it will only increase your levels of stress and frustration.
Dealing with difficult people in the workplace is not as hopeless as it seems. Through open, ongoing communication from supervisors and co-workers, difficult employees can, over time, learn more acceptable behaviours. While there is no single, simple remedy, the techniques described above will go a long way in helping your agency overcome this challenging problem   [4]

Part D) Information

http://www.cipd.co.uk/ (Accessed 26th June 2012)

The Official Human Resource site with some very interesting podcasts and detailed factual information but a lot of the information is hidden behind a hefty membership fee which is fine if you are within personnel but difficult to justify if not.

http://www.themanagersguide.co.uk/dealing-with-staff-category.html (Accessed 26th June 2012)

A good site for given the management point of view of HR as with a company that has a weak HR department can be invaluable to get an opinion from that side

http://www.managermechanics.com/GateHouse/ (Accessed 26th June 2012)

A lot of free and informative documentation on HR issues within management. http://www.lib.niu.edu/2002/ip020522.html (Accessed 26th June 2012)

Referenced this site heavily as basically in this case study many of the points could be identified with



TMA 02 Part 2:   TGF discussions

I found Activity 2.3 particularly interesting as I 

travel a lot and experience a lot of cultures not only National but also Business but nearly always from one type of business.   So it was good to experience albeit second hand how business cultures differ.   I have said several times that at my company we do not have a very strong HR department but this is mainly due to the fact that most of the personnel have grown with company and therefore never came from a strong HR background.   Reading the literature and the forum, I can see how little changes in policy can make a huge difference to business practices.   For example a strong (Hard) policy on Absenteeism leave no doubt where the rules lie. A more flexible approach to say reward schemes, Christmas bonus and company events go a long way to improve Employer/Employee relationships. But one thing is sure sensible HR policy is needed some companies publish “Sick Entitlement”   in their employee handbooks which by pure nature of the wording is wrong.   Some companies even have a name for it “Wicklow” which means added leave!!!!
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