Team Building
18.1 
Define an effective team 

A department within a company is usually focused on achieving its own aims. Managers of departments believe that their main job is to ensure that their departments run as smoothly and as efficiently as possible, and meet all their targets. Similarly, individuals within a department are set personal goals and are measured against these. Very little credit is given to individuals who achieve a team goal, but miss a personal goal in doing so. 

Teamwork is essential within modern industry (Belbin, 1982; Bursic, 1992; Ford and Mclauchlin, 1992; Handly, 1997; Stott, 1994). The key to this is the support provided by individual team members to each other. However, supporting team members does not mean doing their share of the work for the mutual good of the whole team. 
Animals hunt in packs and fight pilots fly in formation, each supporting its neighbor. No two members of the team are alike; they complement each other and work as one entity in the joint task which they are performing. Every page of a telephone directory is different, and whereas a child can easily rip a page in half, it would require considerable strength to tear a bound telephone directory. 

Defining a team is sometimes not easy, even when a team has been specially assembled for a specific short team task. This is because each task requires support form many ancillary functions, who may be considered to be part of the team. Examples are the secretary who types the minutes f team meetings and makes all the administrative arrangements, such as coffee, and other processional functions, such as procurement and model shop. Who carry out tasks for the team. However, these are not strictly part of the team, as defined here, but part of a much wider group. 
Katzenbach and Smith ( 1993) defined a team as: ‘a small number of people with complementary skills who are committed to a common purpose, set of performance goals, and approach for which they hold themselves mutually accountable’. A team is not just a group of people working together, for example a committee or a task force. Groups do not become teams just because someone refers to them by that name. 

Table 18.1 compares some of the difference between a working group and a team. Although the output from a working group is due to the individual contributions of its members, that from a team is equal to both individual contributions as well as collective contributions. 

The key difference between working groups and team is that a working group is driven by individual goals and measures, whereas a tea focuses on team goals and mutual accountability. No member of working group would be measured on the performance of other members, whereas a team member accepts that failure of the team task will mean that each member has also failed, no matter how significant their contributions. 
Teams must have measurable goals, whereas this is not essential for working groups ( Meyer, 1994). For example a working group may be asked to look at methods for reducing the wastage of material in a given manufacturing process, whereas a team would be tasked to reduce the wastage in the manufacturing process by , say, 10 per cent over  a six month period. The methods of arriving at solutions so vary between a team and a working group. In a working group, harmony is usually important, whereas conflict may frequently occur in a team which is striving to arrive at the most optimum solution. However, once this agreed solution has been obtained conflict is removed and the team commits to the result. 

18.1.1 Stages of development

A team goes through three distinct stages. This applied whether the tam has grown naturally or has been brought together for a specific task (Figure 18.1) .

In the first or drifting stage, individuals come together and get to know each other. The official role which each individual plays within the team is defined, usually by the team leader. Team members may also size each other up for unofficial roles. There is very little synergy within the team, or sense of belonging and purpose. The interests of individual team members are placed before those of the team as a whole. 

In the second stage, which can be referred to as the gelling stage, like minded individuals form into small groups, as in Figure 18.1. Each group starts to develop its own identity under an unofficial leader. This is a dangerous stage and one which needs to be passed through very quickly if the total team is to survive as an entity under the official leader and not split into smaller teams. Once again, self-interest comes first, although there is some loyalty to the group and its unofficial leader. 
In the unison stage the whole team is behaving as a single, highly organized body, under a single leader. All team members work towards a common purpose. The interests of the team match those of the individuals and there is no goal conflict. 
18.1.2 Team Characteristics

An effective team has several key characteristics:

· It is highly efficient and results oriented. The focus is on a achieving results, and accepting and creating change  ( Glass and Saunders, 1992). 

· There is a high level of energy and enthusiasm within the team. Morale is vry good and all team members are committed to the tasks being performed (Leavitt and Lipman-Blumen, 1995). 

· There is synergy between individual members of the team who act in unison to meet team goals. The personal objectives of team members coincide, and there is interdependency between individual members in achieving common goals. 

· There is a sense of purpose; the team knows why it is there and what it has to achieve.

· There is an excellent working atmosphere of trust and mutual support. Communications are good, and although conflicts exist these are resolved and lead to better solutions.

· The team has a strong leader who uses a participative leadership style to gain commitment and share responsibility. The individual strengths of the team members are used to meet team aims. 

18.1.3 Team membership

A common mistake made by mangers when setting up a team is to recruit clones of themselves. People play several roles within a team, depending on their personality. The number of people within any one of these roles, required by any team, will vary depending on the task which is to be performed. Ten roles can be identified (Francis, 1987):

· Process mangers, who are usually mangers or leaders of the team. They organize the teams, set their goals know the characteristics of the team members, draw o their strengths, and generally keep things moving along. 

· Conceptual Thinkers, who are the team’s source f new and original ideas. They have imagination and vision and can think logically. Conceptual thinkers test and develop ideas and see the impact of alternatives. They are not only theoreticians but also aim to develop practical solutions. 
· Radicals, who do not accept conventional thinking and solutions. They bring an unusual perspective to problem solving, and propose new approaches to the team. 

· Technicians, There are usually the specialists on the subject being considered by the team. They are important members of teams, since without them the teams would not have the knowledge to complete their task efficiently. For technically oriented team it is usual to have several Technicians although many leaders make the mistake of filling their team with Technicians and ignoring other team types.
· Harmonizers, whose main aim is to ensure that there is good feeling and a sense of harmony between team members they are concerned with human behaviour within the team and create an atmosphere of cooperation and support, helping to resolve conflicts and ensuring that team members enjoy each other’s company. 

· Planners or Implementers, who drive for completion of team goals. They may be autocrats and very inflexible, but they bring method to the team’s tasks and ensure that they strive for quality in their work. 

· Facilitators, who are ready to provide help and support wherever needed. They are hard-working, adaptable and flexible in their approach and a bit of a jack of all trades. 

· Critical observers stand back and observe the team, with the aim of judging their activities. They look for problems, often advising caution. Critical observers may sometimes be considered to be a bit of a wet blanket since they question and challenge every new idea. However, they are very objective in their criticism and their activity is essential in keeping the teams;  feet firmly on the ground, and stopping it from pursuing misguided objectives. 
· Politicians or power seekers, who believe that they are always right and aim to influence other team members into their way of thinking. They are usually responsible for shaping the team’s views and moving them towards their common goral. 

· Salespeople or diplomats, who provide the link between the team and other teams and groups. They develop contacts which are useful to the team, selling the team’s accomplishments, and obtaining vital information for the team. 

18.2 
Recruiting team members

Many organizations pay lip service to the fact that their strength lies in their people, but people are a company’s greatest asset. It is important that managers get the best people to fill the positions in their teams and that they make the effort to keep them once they have been recruited. 
All teams need a mix of skills. For example, a football team needs a striker to score goals, a midfielder to make opportunities, a full back in defense and so on. The number and type of people chosen will depend on the tactics the coach wishes to adopt for the game, such as attack or defense.

A project team also needs a mix of sills and experiences. If the task requires a high amount of original research then the team will contain more conceptual thinkers. A team in development engineering or manufacturing is likely to be biased towards implementers. 
It is wrong to assume that the best team consists of that staffed with like minded individuals. This is often extended to apply to are groupings as well, a team staffed by young engineers being assumed to be more creative and better motivated than one which has a mix of skills and ages. Every team needs a mix of personality types and experiences, and this include a mix of ages.

Teams should be built from volunteers. Often members are seconded from other departments, sometimes against their will. The team leader should ensure that the team is composed of suitable members, and not people who have been moved from their present jobs because they were misfits or could be spared by their current functions. 

18.2.1 Defining the Job

Defining the content of the job, and from that arriving at a description of the ideal candidate, is probably the most important task of recruitment. Too many mangers do not have a clear idea of the job requirements and tend to mould them around promising candidates. Takss are released to the organization’s needs, and it s important to define each job to achieve these tasks, not to expect the job to change to meet the candidate. The manger should, however, correctly structure the team so that the job meets two important criteria:

· It is not so difficult to perform that it can only be done by the top 5 per cent of employees. All jobs should be defined so that they can be performed by the average, well motivated, person with the right qualifications ad skills. Mangers sometimes over specify jobs, because it boosts their own so to think that this job will report to them, and also in the mistaken belief that an over-qualified person will do the job more effectively. In reality a person who is overqualified for the job will get bored and de-motivated, and could cause problems for the team. Such a person will also be more expensive to recruit, leading to mismatches in salary within the team. 

· The job is big enough to stretch the job holder. The means that the job should be enrich ed, allow in scope for creatively, and not just the made more difficult. For example, the job of the people responsible for washing dishes in a restaurant could be made more difficult by giving them more dishes to wash in a given time. Alternatively it could be enriched by making the job 

18.2.2 Attracting Candidates

Candidates may be recruited internally, from within the company, or externally. Most companies have the policy that all jobs are first advertised internally before they can be advertised externally. This is a good idea, since it allows internal staff to apply for promotion or a carrier move, and they would be de-motivated and leave if they thought that all good jobs were filled from external recruitment even when suitable candidates existed internally.

The advantage of internal candidates is that they know the company, its people and process, and so can become effective team members sooner than external candidates. The disadvantage is that they are likely to leave a hole in some other part of the organization, which will need filling. It is also sometimes desirable to bring new ideas into the company, and an ideal team would consist of a mix of existing staff and new recruits.

Several factors need to be considered when recruiting from outside the organizations. There is usually no hard and fast rule in many of these, and it depends on the situation at the time. These factors are:

· The compositions of the job advertisement. For example, should this contain an indication of the salary for the job? The problem with salaries is that they should be high to attract suitable candidates, but since the advertisement will be seen by internal staff it must not be out of line with the salary structure within the company. Also, how precisely should the advertisement describe the candidate, including range of skills, age and so on? Generally, if there are likely to be many suitable candidates available then one can reduce the number of applicants by being precise; otherwise it is best to keep the description relatively open. 
· The method for advertising the job, such as in national newspaper or trade journals. Also, one needs to consider whether it is acceptable to openly target a competitor. Examples of this are placing advertisements in a paper which is local to where the competitor is sited, or holding informal ‘open days’ in a hotel close to a competitor’s site.
· The use of recruitment agents and head-hunters. Often an advertising agent is used if the company wishes to remain anonymous, so as not to let its competitors know that it is working in a given field. Recruitment agents may also have suitable candidates on their books, or can head-hunt suitable candidates from other organizations. It is usually a good idea to define the job very closely when using external recruitment sources and to allow the organization to short list suitable candidates for interview. 

· The number of new graduates to be recruited. Usually most companies carry out campus recruitment, which takes the form of one or two day visits to the university concerned. To get the best recruits, however, a company should be in constant touch with the university’s placement bureau, so that they are aware of the company’s needs and will have the company’s promotional literature available to had to suitable candidates. Close links should also be maintained with the teaching staff, who exert influence on candidates.

· Lectures and professors should be invited to visit the company’s plant and research facilities, and the company should encourage their staff to give occasional lectures to undergraduates. 

18.2.3 Selection Criteria

During the selection stage it is important to have a set of defined selection criteria against which to measure candidates. Six factors have been suggested (Munro Fraser, 1971).

· Generally health and physical fitness. This is of more relevance in manual jobs. It is generally assumed that for an office position a candidates will be fit enough not to have excessive time off from work due to sickness, and to be able to work the required number of hours per week. 

· Impact on others. This relates to how other people are likely to react to the candidate. It is determined by factors such as manner, social behaviour, speech and appearance. It also determines how confident candidates are in company and how they interact with others, such as whether they are domineering or persuasive.

· Acquired knowledge and sills, this can usually be determined relatively easily. it relates to how well candidates can perform the technical elements of the job. It can be determined from their educational achievements; work experience, both general and specific to the job being considered; and achievements outside work, such as membership of committees and service with professional institutions. 

· Innate abilities. This is measure of the special aptitude which candidates may possess. Examples are quickness in adapting to new tasks.
· Motivation. This is a measure of the drive which candidate exhibit to achieve results. It is the effectiveness with which they apply their abilities to meet those goals which they set out to complete. It determines the types of target that the candidates set for themselves and their determination to see them through. It is also an indication of their initiative in overcoming obstacles. People with motivation are often referred to as self-starters. 
· Emotional adjustment. This is inducted by several factors, such as the ability of candidates to stand up to stress at work; they outlook on tasks (whether they are optimistic or pessimistic); their ability to adjust to difficult people at work; and whether they are continually moaning about things, such as the organization in which they work. 

The manager should determine where the job fits into the above six areas and choose the person who fits these necessary areas most closely. If the job is that of a project manger, with considerable interaction with people and the requirement to influence others, then clearly the impact of the candidates on others is an important consideration. If the candidate is to set up a new division in another country, then motivation, with the ability to wrok on one’s own initiative, is important. If the work is that of an operator, and is relatively routine, then the level of motivation needed is lower because of the higher supervision involved.

For all jobs the manger must staff from strength, filling positions on the basis of what a person can do. Maximize strengths within a team rather than minimizing weakness (Drucker, 1967). Look for what the candidates excel in. Everyone has weakness as well as strengths; where there are peaks there will also be valleys. If one is looking to build a team which has the minimum amount of weakness then one will end up with a mediocre team. One good apple is more enjoyable to eat than two mediocre ones. 
The team should be structured such that the weaknesses of individuals are no longer relevant, and only their strengths are used. For example, if some members are very good technically but cannot mix with people, then they can be given a defined work area and encouraged to become the thinkers of the group, so maximizing their output while minimizing the need for them to mix with others. 

18.2.4 The selection process

Selecting a candidate is still a relatively hit and miss affairs, with no guarantee that the most suitable person will be chosen for the vacancy (Downes, 1980; Wheatley 1996). If an unsuitable candidate is selected this will be evident after a few months on the job. If a suitable candidate has been rejected the manager is never likely to find out. 

The selection process is usually in two stages. The first sage consists of sifting through application form to short list the most suitable candidates. Some companies have their own application forms, which ensure that al relevant information is provided and presented in a uniform way, to make comparison easier. Other companies prefer to have the candidates proved their own CVs or resumes, on the assumption that the style and presentation of the CV will in itself tell them something about the candidate. 

Several techniques are available to help the manger in the selection process, as defined in the following sections (O’Neill, 1993) 

The application form

This is a useful vehicle for providing basic factual information on the candidates, such as name, address and family status. Unfortunately, most other information is not very useful on its own, and needs to be explored further using other techniques for example, having a technical degree or a business qualification is no guarantee that the candidates has the required technical knowledge to do the job, and it is certainly no indicator of management success. If candidates have recently graduated then their qualifications probably indicate that they have required a level knowledge. But it still gives no indication of how well they will apply this to an industrial situation. 
Most jobs, unless they are highly technical, can be learnt by the job holder after some time in the position. So in addition to raw qualifications, other things need to be considered, such as, for example, how the qualification was obtained. If this was done by part time study, in the evenings and weekends, then it shows that the candidates can be motivated and have the dedication to carry out tasks which they believe to be worthwhile. 

Selections are also often made on the basis of candidates past experience and carrier progression. The assumption is made that if candidates held jobs and did these well, then they will be likely to do equally good jobs in similar positions in other companies. However, past performance is no guarantee of future performance; much depends on the environment in which the candidates operated and their own temperament and circumstances, which will change with time. 
The accuracy of selection based on hobbies and outside interest is also open to debate. If candidates have extensive outside interests, such as being on the local council, chairman of their professional institute’s local branch, and members of several sports clubs, it may indicted that they’re excellent team players and leaders. On the other hand it might mean that they are not motivated by work and seek their fulfillment outside of the work environment. This will need to be determined by the other selection techniques, such as interviewing. 

Psychological testing
Various forms of testing have been used in the selection of candidates (Boothroyd, 1996). It is important that all these tests are administered and interpreted by trained personnel, and that they are only used as indicators; they must be checked out during the interview stage, intelligence testing was very widely used, but has now largely fallen out of favour. Although it was found to be reliable in predicting academic abilities, it did not predict how well candidates would perform on the job (Platz et al., 1959). Similarly, tests used to measure creativity were found to be unreliable (Wallack, 1976) primarily because, as will be seen later, creativity is not an easy parameter to define or measure. 

Psychological tests are becoming more reliable and are more widely used today in candidate selection. These provide an indication of the candidate’s personality types and the roles which they are most likely to adopt within a team. Once again, however, these tests must only be used an as iad to selection, and the results obtained are open to interpretation and must e verified during the interview. The results of the tests should therefore be available to the interview

Assessment groups

The basic principle in this method of selection consists in putting groups of candidates through simulated work conditions and using trained assessors to observe their performance. 

The assessment is typically held in a hotel and runs over two to five days. During this time the candidates go through group and individual exercises. Group exercises are designed to measures abilities such as decision making, persuasion, leadership and compositeness. Individual exercises include making a presentation and the in-basket, where the candidate goes through a pile of mail and separates the critical from the trivial.

Although assessment groups provide more information on candidates than a simple interview, for no other reason than the fact that they are being observed over a longer period, they have several disadvantages. They are expensive to run, both in terms of money spent and assessors, time. They are also conducted in an artificial environment and do not necessarily indicate how well candidates will perform in real life situations. Generally it is found that they do not provide much better information about a candidate than the more traditional paper and pencil type of psychological tests. 

Selection Interview

Interviewing, in conjunction with the application form, remains that most widely used method of candidate selection. The application form provides facts about the candidate; the selection interview should be used to verify these, check for inconsistencies and to determine the candidate’s temperament and attitude. In this the interviewer is helped by the results of psychological tests.

It is important to remember that the candidate is also assessing the interviewer and the company during the interview. All candidates should feel that they are being treated fairly, which means that interviewers should show that they have done their homework by reading the candidates applications forms before the interviews and preparing for them. Even though a candidate may not be selected for this particular job, the candidate may be suitable for another job in the future; candidates also talk to others and this may affect the reputation of the company as a suitable employer. This applies equally for candidates from within the company. Personnel records can be studied before the interview and the person’s manger consulted. Although is important o appreciate that people perform differently depending on how they are managed, and all views given are subjective. 

The ‘old school tie’ effect must be guarded against. So often one can build up a bias about a candidate, based on ones past experience, such as the fact the candidates mannerism reminds the interviewer of someone else. First impressions are important; discard them! Get to know the person behind the bright T-Shirt, sandals and earrings!
It must also be remembered that the applicants response will depend on the environment in which the interview is held and on the person doing the interviewing. Allow enough time for the interview and ensure that there are no outside interruptions. 

Gestapo techniques should be avoided. They are often used in the mistaken belief that they will determine how candidates performs under stress, or that they will force them to reveal their true selves instead, interviews should do all they can to reduce stress during interviews. Figure 18.2 shows a typical stress curve through which a candidate goes during an interview. Before the interview stress has built up to the pre interview level, and during the early stages of the interview it will rise rapidly, reaching a peak. After that the stress level will decrease, as the candidate gets to know the interviewer and a rapport is established between the two. A good interviewer will be aware of this curve and will Endeavour to minimize the peak stress and to increase the stress reduction rate. 

Listening is the key to good interviewing. Encourage the candidate to speak by asking open questions (questions to which the replies are not a simple ‘yes’ or ‘no’ and listen to the reply. Not forgetting body language (See Chapter 19). Some interviewers like to speak fist, telling the candidates about the job and then asking them to say how they meet its requirements. Others prefer to let the candidates speak first about themselves and their past work and then they provide information about the job. This way candidates cannot bias their backgrounds to match that of the job. 

Usually candidates are interviewed by a representative from the human resources department and then by the person who has the vacancy. Sometimes candidates may be interviewed by others, but it is important that they do not go through a rapid succession of interviews. If necessary it is better to short list candidates at the first interview and then to bring them back for further interviews. Panel interview techniques are also used, where the panel may consist of two or more people. It is important in such situations that the candidates know the roles of the individuals on the panel and they are not overwhelmed by questions fired in quick succession form different directions. 

Often candidates may have come from competitors and in these situations the confidentially of their current employers must be respected. Candidates must not feel that they have been invited to interviews for the sole purpose of being grilled to get competitor information. Clearly such situations are difficult, since potential employers must determine the suitability of candidates by knowing what they have done in the past, and candidates must get some information on the sort of work they will be doing if they were to join the new employer. This becomes more difficult if it is planned that, as part of the interview, the potential candidates would be taken on a walk around the laboratory, so that they can be observed in the environment in which they will eventually work. It is usually best to recognize this problem at the start of the interview, as it will put the candidates at their case and build trust between interviewee and interviewer. 

After the interview the interviewers should make careful notes about the candidates, while the facts are still fresh in their minds. They should compare the candidates against their musts and wants list of job requirements, since this will help them later when they are selecting from a number of potentially suitable candidates, who may have been interviewed over a number of days. 

18.3 
Building Team

Teams are usually formed by edict, with membership. Titles and goals defined by an external authority. However it is after the team has come together that the real team building work begins, with the definition of team goals. Roles which members play, and selection of a leader (Classe , 1994; Rapaport, 1993).

Being chosen to be part of a team is usually looked on positively by employees. It is often an opportunity to do stimulating work, which meets the self-actualization aims of engineers. It represents an opportunity to be noticed by higher authority and it may be considered to be a reward and recognition for past good performance. The official leader must recognize this and build on it when developing the team. 

The manager who is to lead the team must ensure that traditional good management practical are carried out, such as strong leadership, effective communications and high team motivation.
In addition the manger should do the following:

· Select team members to meet the task requirements, and not base selection on a consideration of personalities. The team should be balanced and it must be remembered that members are not there simply provide another pair of hands; each person should bring some special skill or strength to the team. 

· Break down early barriers when the team is being formed. Pass through the team gelling stage quickly. Ensure that during the formation stage every opportunity is taken to get people to work together and to mix socially. Set up joint activities; have frequent briefing meetings. Ensure contact between team members, even if it is by telephone o electronic mail. 

· Adopt a participative leadership style wherever possible. There are two areas where this is required, in goal setting and in decision making. Decisions made by the team will be accepted by them and there will be much higher level of commitment. However, the manager should be aware that, at the early stages, not all staff are able to talk freely in front of their manager. It is important to build trust first. 

· Define the purpose of the team and its broad goals. Work with the team in formulating detailed goals and tasks. Although manages will allocate tasks to individuals they must be prepared to change these if this is required by the team. Ensure that all team members know how their individual tasks fit into those of the team and the organization. 

· Ensure that all team members have the same interests and aims. Understand differences and resolve them.

· Avoid role conflict. Jobs may overlap but responsibilities must be defined. Team structures must be clarified and matrix relationships understood. The work load in the team must be evenly distributed. 

· Identify group norms, which is what the group accepts as normal behavior. Build on those norms that are considered to be good; influence those considered to be bas so s to modify or change them. The best method of changing a norm is to show the team that a change would be beneficial to the team and to the organization. 

· Ensure that there are measures of success associated with each task. Show progress towards goals, with rewards and recognition for success.

· Show the importance, to the organization, of the work being done by the team. Publicize the work of the team to senior managers within the organization. Obtain funding and resources needed by the team. Ensure smooth handover of tasks from the team to other groups within the organization, if necessary.
18.3.1 Creativity

Every team requires creativity from its members, especially when this is a technical function. However it is difficult to predict or measure creativity (Buchholz and Roth, 1987) should it be measured on the basis of the number of patents held? Or the number of technical papers published? Or the number of difficult tasks completed on time? If there are the measures of creativity, then how can it be measured in a new graduate who has not had the time to obtain patents or publish papers? Should it also be related to time, for example the number of papers published within a year, and if so does creativity vary if this number changes from year to year?

Creativity is normally considered to be the ability to produce new and useful results. These may be new developments or novel applications of known facts. Creative people normally have the following characteristics:

· They are nonconformist. This does not, however, means that all non-conformists are creative. Generally this needs to be recognized and allowance made for it, since creative people are sometimes considered to be difficult to mange. However, all team members must be treated equally by the manager. The team will recognize creative members and will often relax its norms to make allowances for them. 
· They want to be original and deliberately look for different solutions to problems.

· They are able to think laterally around problems.

· They like problem solving and will often seek out problems. They approach all problems with curiosity.

· They have lots of ideas, many of which may not be practical.

· They have a high level of confidence in their ability. They are usually loners and prefer to work on their own with minimum supervision. 
Creative people must be managed. It is important that they are set targets and these are monitored. However, the level of supervision should be less than for other staff. To encourage creativity in the team, a creative environment is essential, as follows.

· A flat organization should be used to ensure that the level of supervision is reduced.

· The organization should be loosely structured to allow a high level of autonomy. Creative members should be given the opportunity to spend less time on activities such as administration.
· The team should be encouraged to accept those that do no closely conform to its norms, such as those who are loners.

· There should be good facilities for study and research, such as a library  or patent searching. 

· Individual creativity should be encouraged, recognized and rewarded. Ideas always start with an individual and are then developed by the team(Nonaka, 1991).

18.4 
Managing for Results:
A key task of every manager or team leader is to obtain the highest level of performance from the team (Shaffer, 1991). To achieve this is important that each team member has the following information:

· Clear targets, so that they know what is expected of them and how this activity fits into those of other team members and of the corporation. In setting targets any constraints must be taken into account and the levels of responsibility clearly defined.

· Clear standards of performance, along with the methods used to measure the targets.
· A system of feedback, so that team members know the progress which is being made.

Most companies now use some form of targets setting and measurement technique to mange teams. One such technique, which meets these requirements, is known as Managing by Objectives (MBO). Odiorne (1965) was one of the earlier writers on the subject and he defined MBO as a process in which the superior and subordinate jointly identify the subordinate’s major areas of responsibility in terms of results expected, and use these for operating the unit and for assessing the contribution made by each of its members. 

18.4.1 Target setting:

Any target setting operation, such as MBO, has the objective of moving the corporate strategy to the individual level, so that individuals can see their contributions in the overall scheme (Reddin, 1971; Seya, 1986). This is shown by the goal –assessment staircase, as in figure 18.3.
There can be many more levels within the staircase than those shown in figure 18.3. such as corporate divisional departmental, section, groups, tea and individual. The aim is, however, the same: to ensure that individual targets are derived from corporate objectives and that the perusal of individual targets leads to a review of corporate strategy (Bartlett and Ghoshal, 1994). An individual target is changed by going up and then down the staircase, although targets can be shaped to meet the requirements at different levels, such as for teams. Linking individual targets to corporate objectives ensures that all the employees are moving in the same direction and also provides purpose and a sense of belonging to the organization and the team. It shows the value of the contribution being made by individuals. 
Figure 18.3 illustrates the theory: in practice very often there are so many levels between corporate objectives and individual targets in a large organization, that it is not easy to relate the two. It also assumes that there is a common overall goal, but the interpretation of this common goal may be very different depending on the level on the staircase at which it is being considered. 

The aim of moving up and down the goal assessment staircase is to ensure that there is year on year improvement in target and goals. This is usually achieved by changes in technology, training and perception. For example, it was many year before the magical four minute barrier was broken in the one mile race, although all world standard runners can now regularly beat that time.

Targets or objectives within the MBO must have the following characteristics:

· They should be significant and not trivial. They should pick on the essential elements of a job or task. 
· They must be results oriented so that they are done order to achiever a specific objective and not just for the sake of being done. 

· They should be very clearly specified and understood by both the manger and subordinate. There must be no misunderstandings when the targets are later reviewed, perhaps a year later and by another manager. Targets should be documented and singed by the manger and the subordinate.

· The targets should be committed to by the subordinate. This is usually achieved if subordinates have been involved in developing their targets. 

· The targets should be attainable within the time frame specified and with the resources available, but they should also be challenging and stretch the subordinate.

· The targets should be linked to those of the organization and the team, and subordinates should be able to sweep how their effort will support the wider aims of the corporation. 

· The targets should be measurable, so that subordinates know whether they have succeeded and how well they have done. It is generally felt that all targets should be quantifiable. However, putting numbers on everything is not always a good idea, especially if this results in subordinates playing the numbers game rather than aiming to meet the spirit of the target. The method for assessing the targets should also be developed jointly by the manager and subordinate. 

It is unfortunate that many targets tend to have short term focus, even at high levels within an organization. In large corporations Divisional Managing Directors often concentrate on profitability in the two to three year span, sacrificing long term investment for short-term profits. This way they hope that there targets are met, and if successful they will be promoted out of their current positions within a few years, before the problems of lack of investment become evident. 
18.4.2 Reviews

There are two types of reviews: those that deal with tasks or activities and those that are concerned with individual and team performance often these two are combined into a single review. Reviews also occur with varying frequency, and may be differentiated on this basis, as:

· The day-to-day informal review. This usually occurs either accidentally, when the manager and subordinate meet over lunch, coffee or a social event, or when the manger or the subordinate seeks the other out for a specific query. The discussion may be related to the task or to a personal matter. It is important that the manger takes these opportunities for continual feedback and appraisal of the subordinate and that these are not only one at formal reviews, which are usually held annually in most organizations. A key management technique is MWA, Management by walking about, since not only does the manger se and is seen by staff o these occasions, but it also presents an opportunity for informal feedback on tasks and personal performance.
· Formal reviews held regularly at frequent intervals. This is a weekly or monthly review and usually deals with task related maters only. It may be an entirely written review occurring one way such as a weekly progress report produced by a subordinate. Such a report may lead to a face to face meeting between managers personal performance issues may also be discussed. Alternatively, the formal meetings may be conducted as presentations on task progress, and personal issues may be discussed following the meeting.

· Formal reviews held regularly at infrequent intervals, such as quarterly. These are more likely to be personal reviews and would occur on a one-to-one basis between the manager and subordinate. The meeting would review progress on personal objectives and carry out a performance appraisal. Targets would be reviewed for the following period and modified if necessary. It s recommended that, wherever a management by objective system issued, targets are review at least quarterly to ensure that they are still current. These reviews also provide valuable feedback to subordinates on their performance. Nothing could be worse than for subordinates to go through a full year and then discover, at the annual review, that the manger considered there performance to be inadequate.
· Formal annual review. This is usually a personal appraisal of the subordinate’s performance. It is a vitally important review and is discussed in the next section. 

Personal Appraisal

Conducting a personal appraisal can result in a considerable amount of stress for both the subordinate and the manager. Little wonder, therefore, that many mangers think of every excuse to avoid appraising their subordinates. Yet an appraisal, if conduced in the right spirit, is probably the most important task which manager can do and it will build a strong bond between the manger and the subordinate (Orpen, 1995).
Appraisals can be conducted on the basis of ability, or on the performance against specific targets, or a combination of the two. Whichever method issued, it is important that the results of the appraisal are recorded. Most large organizations have a formal form which needs to be completed at the appraisal interview. This standard form ensures that a uniform process is used in appraising all staff, irrespective of department or function. It also allows the manager’s views to be seen (and confirmed) by others, such as the personal department and the mangers manager. Written appraisals also provide a record for future promotions and protect the company against a charge of unfairness or discrimination. It can be given to subordinates as their personal targets for the next period. 
Figure 18.4 shows part of a typical appraisal form which uses ability as the basis of assessment. The manager records the aptitude shown by the subordinate in each of these categories over the past year. The problem with this is that the assessment is very subjective and may not be directly related to the work actually done. It is difficult to measure and can also be vague and one to interpretation. Terms such as judgment and attitude to work mean different thinks to different people and one person’s views regarding what is good or bad in these may be different to another’s. the use of numbers as a measure can also generate emotion and put subordinates on the defensive if they find that they re receiving a low mark. 

The advantage of an appraisal measure based on a ability is that it is quick to complete and provides a direct comparison between other personal within an organization. It also aims to measure those qualities which may be important for promotion to the next level, such s leadership and communication abilities.

Figure 18.5 shows part of an alternative appraisal from in which targets are used as the basis of assessment. In this the bulk of the appraisal meeting is spent in discussing the subordinate’s performance against each of the targets which were set for the previous period and only in the end is final overall rating allocated. This overall rating is usually included, since it forms the basis of rewards, such as salary increases, and although it is still an emotive action it is reserved for a small part of the meeting. The problem the manger faces, however, is how to allocate the final number, since is it is an accumulation of the performance against individual targets, and these will need to be weighted. It could be that all the targets have been performed exceedingly well, but performance on one crucial target has been poor, resulting in a low overall rating. 
Because everyone within the organization, especially in different functions, will have had very different targets, direct comparison between employees, using the target method of assessment, is difficult. Even if the targets are the same, circumstances may result in unequal comparisons. For example, two ice-cream salespeople may have had a target to sell a certain amount of ice-cream in a period. Freak hot weather in the first salesperson’s area and an unexpected cold spell in the second’s might distort the amount of ice-cream sold by the two, even though the second person is a better salesperson. Another problem is that the appraisal method based on targets may indicate how well subordinates have done their present job, but id don’t not show whether they have the qualities for promotion to another job. 

Figure 18.6 illustrates the main activities at the appraisal meeting. Both the manger and the subordinate usually receive notice of the meeting and can therefore prepare for it. One of the main activates is to note all the tasks that were done by the subordinate during the appraisal period, which is usually the past year. 

During the appraisal meeting these tasks are recorded on the appraisal form. The inputs for this are the targets that were agreed with the subordinate at the previous appraisals meeting. But they should also include any other major tasks which were done. 

The next stage is to assess the subordinates performance against these tasks. How well were they done? Did they meet or exceed the standards set? If the targets were clearly defined and measurable the problem of deciding whether they have been attained is easier, but, as mentioned above, meeting targets may not necessarily mean that the subordinate has done a good overall job, as illustrated in Figure 18.7.
The subordinate may have achieved personal targets, but the process used may not have been good and the achievements may not have contributed effectively towards team goals or corporate objectives. In this instance the fault usually lies with the fact that the targets were specified too tightly, with too many numbers as measures, which could not be effectively linked into the overall organization aims. Assessment of individual targets is usually an objective process, although assessment of the process used and the effectiveness of the contribution to team and organization goals is subjective.
It is important that subordinates know how well they have performed against targets, and it they have not totally achieved them then how close they have come to meeting them. Nothing can be worse than shooting at a lighted bulb in the dark, where one can tell if the bulb is hit or not, but not have any indication of how close one come to hitting it. 

Following performance assessment the opportunities open for the subordinate are discussed. These include training, coaching and assignment to widen the subordinate’s experience. Rewards, such as promotion or salary increases, will be implied depending on the performance assessment, and it may be discussed at the meeting. Actual salary increments, however, usually depend on the overall rating of other staff, and the total pt of money available for the next period. In doing this the goals of the organization and of the term need to be considered, as well as the personal aspiration of the subordinate. 

Counseling

Counseling is usually considered to be part of the appraisal meeting, in which the manager provides the subordinate with feedback on performance and discuss strengths and weaknesses. Most counseling sessions conducted in this way are not successful. Three methods may be used in counseling. 

· The tell and sell method. In this managers give their views on the subordinates performances and set out the plans they have in mind for the future. This is then sold to the subordinates who have no opportunity for commenting the assessment. This method reduces the counseling time, but it leaves the subordinate with a sense of frustration and injustice. It can de-motivate the subordinate, who will consider the appraisal meeting as a vehicle for fault finding. 

· The tell and listen method. In this method mangers give their views to the subordinates and then ask the subordinates to comment. The inference is that the subordinate is expected to agree with what the manger has said. It puts the subordinate on the defensive; the manger has been the judge and passed judgment, and the subordinate must now defend his or her actions. Once again, this is not a satisfactory method. 

· The ask and discussion method. In this managers adopt the role of helpers, and help the subordinates to decide on their own level of performance and further development needs. The mange is sharing ideas with the subordinate and is not just giving advice. The manger lets the subordinates bring out the aspects of the work they did well and those they did less well ad so togither they identify the subordinates strengths and how these can be better utilized. The question of any weakness must only be considered in the context of arranging work and targets such that these weaknesses are not relevant, and for organizing a training plan for the subordinate.
The manger and subordinate are problem solvers working together, and the subordinate feels in control of the discussion. This method of counseling takes much longer and requires advance preparation by the subordinate and manger, but it builds a strong bond between them and provides a very effective counseling technique. It is successful because the manage does what is very important in any counseling: listen to the subordinate. 

The counseling discussion should concentrate on major issues and the manager must avoid the danger of being seen to nit-pick. Behaviour patterns should be mentioned only if they have a cumulative significant impact on the performance of the subordinate, and only if they can be clearly identified. It is important to concentrate on behaviour rather than the person. For example, a statement such as being forceful with Joe Bloggs seemed to have got the meeting off to a bad start is better than saying you are a very aggressive person and upset Joe Blogss before the meeting. 
All suggestions or feedback must be considered from the perspective of the subordinate rather than that of the manger: what value does it have to the subordinate? Also, all suggestions must be actionable so that the subordinate can do something about them. 

Managing Conflict

Conflict within industry is caused by an incompatibility of goals, interests and ideas, which leads to mental strife between the participants. Occasionally this conflict takes the form of physical activity. Such as shouting and hand waving, but most of the time it is passive, such as avoidance of each other’s company or over politeness.

Conflict can occur between individuals or between groups, such as teams or departments. Often this is caused by competition, which can be beneficial, although it is sometimes as a result of arguments over demarcation of responsibilities or attempts to lay blame for failure of a task. Conflict also occurs in appraisal or counseling situations between the manger and subordinate. 

Many managers believe that conflicts are disruptive and must be prevented at any cost. However, conflict must be accepted as a fact of life within an organization. It is part of the process of change, both personal and organization. It can often be very useful in generating new ideas or simply clearing the air and forming a bond between the participants. 

Mangers usually do not know how to handle conflict within their organizations, and ignore it if it occurs. Some attempts to stop it by using their authority. However, stopping conflict between two people in this way results in a lose-lose situation, since the issue has not been resolved to either parity’s satisfaction and so neither one is happy. The manger may take sides, but this creates a win lose situation to resolve a conflict (Covery, 1994).
Conflicts are usually resolved between two parties in the following ways, and the method chosen is dependent on the characteristics of the people involved. 

· Avoidance. In this the two parties recognize that conflict is about to occur and pull away from the brink. It is clearly important that both parties act together since if one party seeks to avoid conflict while the other actively pursues it, hoping to gain advantage, then conflict will occur. 

· Negotiation. In this both parties look for compromise. They aim to reduce the differences that separate them and to build on the area of agreement. Again this method will only work If both parties look for compromise. They aim to reduce the difference that separate them and to build to build on the areas of agreement. Again this method will only work if both parties follow the same plan. 

· Confrontation. In this conflict actually occurs, the two parties tackling each other head on. It is important that this is only done if the two are equally matched. In nature two bull stags will walk up and down sizing each other up before a fight. If one is clearly much stronger, the other will withdraw gracefully. Only if they both rate their chances equally will battle occur. 
Similarly, confrontation cannot succeed if one of the combatants is much stronger than the other, for example one is a senior manger and the other a junior member of staff. However, for equally matched parties confrontation helps to define the problem and the differences sharply. Following confrontation the two parties can either adopt an avoidance mode of a negotiation mode. Alternatively, if they both share the same goals, as between a manger and subordinate or between team members, they will collaborate to come up with a joint solution. This is the best resolution of conflict. Since it produces a solution much better than that propounded by either party, leading to a true win-win situation. 
18.5 Training and development
18.5.1 Why Training and development?
Skeptical managers often use the phrase good managers are born and not made. They claim that people cannot be trained or developed to become good managers, and use this is an excuse for not bothering with training and development for themselves or their subordinates. 

Generally managers associate training with courses *Gretton, 195). They go to courses or send subordinates for various reasons. 

· To improve their performance in their present job. This is usually referred to as training, and is very specific. 

· To ensure that they are ready for some future position. This is known as development and is more educational.

· To ensure that all team members share a common vocabulary.

· To ensure that team member have the same basic knowledge.

· Because the advertising leaflet on the course looks good and it is felt that someone from the team should go to it. Usually this is the person who can be spared, and may not be the one needing the course.

The aim of all training and development programs are threefold:
· To provide the student with knowledge. This can be width of knowledge, resulting in a generalist, or it can be very narrow, producing a specialist. Usually people move over time from being specialists to generalists. A specialist knows more and more about less and less. This can be useful if the specialty is in demand, but will leave the person on a limb if it is no longer needed. 
A generalist knows less and less about more and more. It is dangerous to have a team without specialists to carry out the detailed tasks, which are usually technical in nature:

· To develop specific skills in the student. 

· To affect the students attitudes and values. This is difficult to do, since attitudes have been build up over many years and are often a part of the student’s characteristics. Usually, also, attitudes are affected more by those of the student’s boss and the organization than by what is taught on the course. 

Courses which aim to change attitude are best held away from the normal work environment. The person is then more likely to move away from established practices and accept new ones. However, this is likely to take a relatively long time and there is danger that the person will drift into old practices when back at work. Returning to a new job helps maintain what has been learnt, especially if this is on a different site from the previous job.

Much has been written about technical and managerial obsolescence and the need to combat this by training and development. (Argyris, 1991). Usually obsolescence is not related to age but to interest level, and interests change with time, such as moving from things to people managerial obsolescence can be combated more effectively by management experience rather than by training; taking part in the decision making process is the key factor. 

Organizations also suffer from obsolescence, and this affects the individuals who work in it. For example, the structure and control systems can age, resisting change, such organizations are characterized by rigid structures. People in it stay static, there being few leavers or jointers. Promotion is by filling dead men’s shoes. The vitality and vision needed from the top is not forthcoming. 

18.5.2 Self Development

People cannot be taught: they must learn. A person must be motivated to train or develop, and this is especially true where behavioral change is required. It is the manager’s job to motivate subordinates to want to develop by creating the right atmosphere, such as by encouragement and reward. 

Apart from motivating staff to train and develop, managers must also take responsibility for their own development (Dent, 1995). Several activities need to be carried out:

· Planning, to determine the areas which need improvement. The areas must be clearly identified, whether it is enhanced performance in the present job, or to prepare for the next position, or merely for interest and curiosity. 

· Selection of the triaging or development methods. Example of this are attendance at courses; private reading; hands-on experimenting; and sitting by Sally, for example shadowing a senior manager.

· Making time for self development, whether this is at work or outside of working hours. 

· Seeking feedback, for example from manager, subordinates and peers, on the effectiveness of the self development (Carter, 1993).

· Creating opportunities for self development. Examples of this are seeking new experience, such as assignments, especially in functions different from one’s own, working overseas, and joining task teams. Deputizing for one’s mane is valuable experience. Contact with customers is important for self development, such as visits to other companies, and making customer presentation. 
Interest not directly related to one’s work are also useful for self development, examples are joining the local committee of one’s professional institute: presenting papers at conferences ; and acting as a visiting lecturer in a local college. 

18.5.3 Learning theories

Probably the most popular of the learning experiments is associated with Ivan Petrovich Pavlov. His studies dealt with conditioned behavior, and he showed that a dog could be conditioned to perform certain involuntary actions, such as salivating or twitching, at the expectation of food. 

John B. Watson postulated that human behavior can be defined in terms of two items: a stimulus (any change in environment ) and a response (behavioral reaction to the stimulus). Some response to a stimulus are inborn, although most of these need to be learned. Therefore Pavlov’s dog learned to salivate at the sight of light or on hearing a bell, in anticipation of food.
B.F. Skinner postulated the operant conditioning learning theory, in which behaviour is obtained, eliminated or maintained depending on the outcome of the behaviour carried out. For example, if every time engineers make suggestions they receive a negative response from response from their mangers, then they will learn not to make suggestions. 
18.5.4 Learning and development methods

Education teaches the student to be confident in an uncertain environment. It must be learned and cannot be taught. Training is usually applied to a much more specific aim and environment, and it can be taught. Most industrial courses provide training, while a university degree leads to education. In training a person to move from engineer to manager three parties can effect success: the engineer, the employer and the organization carrying out the training, such as a college. Engineers often feel that employers can do more to help them move into management, by greater encouragement and recognition of advancement in their training, by helping to relate their training to their job responsibilities, and by career counseling. Many companies still send people on training courses out of a sense of duty or because it is common practice to do so, rather than because of a genuine need on the part of the organization. 
In management training one is dealing with adults. It is important to learn by participation, and to ensure that training examples are related to those normally encountered at work. Methods used should also be varied, in order to reinforce the message. Common techniques for management training are: 

· Classroom lectures. These should only be used to present basic principles, since they are similar to reading a book. Questions must be posed throughout, in order to get the students to think for themselves and not just sit passively absorbing facts. Senior management from the company may be invited to give short talks in order to relate the training to the work context. Questions and discussions should be encouraged. 

· Programmed learning. This can take many forms, such as the use of video and compute based training. It is usually quite successful in teaching specific skills, and can be accompanied by kits which provide hands on experience. 

· Role planning. This is an extension of the case study, in which the students play the part of individuals in the case. For example, one may play the role of an interviewer and interview.

· Business games. These usually take the form of role playing and organizing. Students take the part of different functions within an organization and teams compete with each other. Business games need to run over an extended period of time for maximum effect, and they are often used on a residential course lasting for a weak or more. 
· Sensitivity training or T-Groups. This teaches the students how people react to each other and how the student reacts within the group Basically the group is left alone for some time in an unstructured environment when they first come together. Then the trainer asks the group to analyze their behaviour. T-Groups can be emotionally disturbing for unadjusted people.
· Job rotation. This is a good method for gaining wide experience, but it is very difficult to implement. It is also riskily moving out an established person and introducing someone with less experienced. The problem also remains of ensuring that everyone is accounted for when the jobs are rotated. This method s usually best carried out by subordinates looking for vacancies as they arise in different functions and then applying for these in order to broaden their experience. 

· Job shadowing. In this the student is temporarily assigned to a more senior person, usually as an assistant. This is an effective on the job training method, but it is very dependent on the effectiveness of the trainer and how much time the trainer is willing to devote to the trainee. For best results the assistant must act as a true assistant, but must also take every opportunity to learn. 
18.6 The HR function 

The human Resources, or Personnel, function has a very specific role to play within an organization. Line managers are responsible for personnel management, where it applies to those reporting to them, and it is the aim of HR to help line management in this and to ensure that uniform practices are followed across the company. It is important that the HR function works through the line management organization within a company, and does not by-pass any layers of management in going from senior management to staff.
HR personnel often feel that they have divided loyalties, between the employees within the company and the management of the company. However, it is clear that HR is part of the management structure of the company and therefore represents the company first, although they must deal fairly and sympathetically with employees, whose interests they also represent. 

HR is usually responsible for the following within an organization. 

· Being aware of legislation, such as employment and trade union laws, and making sure that the company works within these in all its actions. 

· All industrial relations matters, such as negotiations with unions and dealing with strikes and disputes.

· Setting policies on terms and conditions of employment, such as holiday entitlement, and fixing pay scales, depending on market conditions, for classes of jobs within the company.

· All health and safety matters, again ensuring that, as a minimum, they meet government regulations. 

· Talking the lead in organization matters and ensuring that the company exhibits organizational effectiveness.

· Administrating the company’s grievance and disciplinary procedures ensuring that both of these meet legislative guidelines and are fair to the employee. 

· Internal communications within the organization, such as operating the company suggestion scheme and carrying out employee attitude surveys. 

· Assisting the line manager on personnel matters, as required, such as in recruitment, staff development, counseling, promotions and new starter induction. 

The responsibilities of the HR function vary depending on the organization size and structure. For small companies the Chief Executive may take on some of the above responsibilities and delegate a few specific tasks to an HR officer. In other organizations the HR function may have an enhanced role, and include other areas s well, such as site services.

