
 COMPUTER AND INFORMATION PROCESSING  

 

PEOPLE MANAGEMENT 

 

Purpose This Human Resource Management (HRM) Report & Recommendation from the 

Human Resource (HR) department of the Eighth Unit of Workwell Organisation is aimed at 

providing a report and recommendation on the assessment and evaluation of the current situation of 

the Unit and at coming up with a recommendation for actions to take from various human resource-

related concerns bringing problems to the Unit manager and the Chief Executive (CE) of the 

organisation after the Unit manager has asked the manger of the Unit’s HR for professional 

consultation and guidance about such concerns—the objectives of which are to help said Unit 

manager in addressing the emergent issues mentioned in this report and to provide recommendation 

to the Unit manager on what must now be communicated and negotiated with employees and union 

representatives amidst the deteriorating employee-management relations. 

Contents and Composition This HRM Report & Recommendation contains the results of 

the assessment, analysis, and evaluation of the current situation of the Unit as well as conclusions 

and recommendation for actions to take on various concerns resulting from perceived unfavorable 

current situation of the Unit. It is also composed of two sections under the Analysis and 

Evaluation of the Current Situation heading, namely: (a) communication and consultation issues, 

and (b) introduction of a new redundancy policy and procedure. 

Introduction The Workwell Organisation has eight Units which work independently as 

separate divisions of a parent organisation. Each unit has operated in this way for the past four years 

since a takeover by the current Chief Executive’s organisation. Each unit has one or more product 

or service departments plus staff departments and is managed by a Unit Manager. 

The CE believes in using a participative style of management and runs the whole 

organisation from a small central corporate headquarters. She has spent a lot of time recently 

working with four of the eight units that has resulted in a significant improvement in their 

performance. Three other units are working very well independently.  
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Assessment of Current Situation The Unit employs around 700 people and produces a 

significant proportion of the overall turnover of the organisation as a whole which is around 20%.  

Among the eight Units of Workwell, the Eighth Unit brought forth serious concerns to the CE who 

identified a number of significant pressures on this entity causing her to worry about the ability of 

the Unit Manager to cope with these pressures listed below. 

1. Employee relations problems including union hostility towards management; 

2. Lack of management skills in managing change and a perception of fear of change 

amongst employees; 

3. Problems with the introduction of new technology plus low productivity and quality; 

4. Increasing costs and increasing competition in the types of products and services being 

produced; and 

5. Poor staff morale. 

 

The Unit’s management recognises three separate trade unions for bargaining purposes, but 

has suffered from significant industrial unrest ever since proposals were made to introduce new 

computer technology which could affect job security for the less well-skilled employees. 

The Unit’s manager is supported by a Human Resource Manager, an Administration Officer 

and a Finance Manager. He believes he is in control of his Unit, having a tight control of costs and 

operational activities. However, he has a tendency to concentrate more on ensuring that clients of 

the company are happy rather than employees whom he expects to adapt constantly to 

accommodate client needs. 

However, there is a growing concern that clients are complaining about the quality of 

service more often and there are too many delays in delivering required products and/or services to 

clients. 

New and upgraded technology is being regularly introduced at Workwell but progress in this 

work unit has been very slow, with a seemingly disinterested manager and a reluctant staff. 

It is suspected that the delays are happening because of the perception that there may be 

redundancies when the new technology takes over the work of the less skilled staff. 
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The Executives’ Requirements Informed about the current situation of the Unit, the CE 

issued a directive to the Unit manager instructing him that the following be addressed effectively 

and immediately: 

a) to introduce and conduct internal quality audits in the Unit the objective of which is to 

come up with a list of non conforming workmanships or activities or services or 

products whose root-causes are expected to be uncovered thereby leading to improved 

productivity; 

b) to set a time limit for the completion and implementation of a new technology project in 

the Unit; and 

c) to address the morale and union hostility issues. 

 

The foregoing directive meant that some major problems need to be addressed, including 

attitudes toward change, communication, new technology, and quality. 

Expectations, Challenge, and Tasks The Unit manager has become unsure about what must 

now be communicated and negotiated with employees and union representatives. He decided to ask 

for some help from his Human Resource Manager; hence, this HRM Report & Recommendation. 

Analysis and Evaluation of the Current Situation 

Section I – Communication and Consultation Issues 

 

What is surprising about the general current situation of the Eight Unit of Workwell is that 

even after four years of takeover, its eight Units are still working “independently” as “separate” 

divisions overseen by a parent organisation under the watchful eye and guidance of a “small central 

corporate headquarters.” Although each of these Units has functional departments, like an HR, 

Finance, and Administration, all of them are run by a central office under the tutelage a Chief 

Executive who, perhaps, unconsciously displays an unending symbol of “takeover” in an acquired 

company. What is wrong with “independence,” anyway? In his bestseller, “The 7 Habits of Highly 

Effective People,” Covey (1989) presents the concept of “maturity continuum” with three 

components: “dependence,” “independence,” and “interdependence.” Each of these components has 

distinct characteristics—dependence refers to immature people who have to rely on others, they do 

not take responsibility, they are blameless; independence refers to self-reliance with an ingratiate 

attitude of “I can manage” or “I can stand alone”; and interdependence refers to matured people 
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who acknowledge their need of others and that they know the value of cooperation, partnering, and 

team work. Dr. Deming (Latzko & Saunders, 1995), the pre-eminent figure in the field of quality 

management also uses the term “interdependence” to refer to the components of an organization 

that are called to work together in order to collectively achieve the “aim” of an enterprise. Using the 

analogy of a “bowling team” and an “orchestra,” there is a higher call of interdependence in the 

latter. One pitfall of “independence” in a business setting is that it creates “fragmentation” or 

“bureaucracy” or “turf.”  

Although the Chief Executive uses a “participative style of management” in managing all 

the eight Units (and even when seven of the eight Units have manifested successes in their 

individual performances), one seems being left out and has brought serious concern to the CE. Why 

would the Chief Executive worry when only one of the eight Units is not performing well then? 

Obviously, the one non performing Unit is affecting the “entire” business enterprise. To Deming, 

the seven well performing Units have been “optimized” and the one problem Unit has been “sub-

optimized.” “Sub-optimization” happens when some parts of an entity or an organization are 

improved while some parts are neglected (Latzko & Saunders, 1995). The Chief Executive must 

have known the value of the Eighth Unit as one of the major contributors of realized revenue (20% 

share) to the enterprise. But she sees serious problems with potential to deplete earned hard 

currencies and worries about the capability of the incumbent Unit’s manager in eliminating them. 

The CE listed “union hostility towards management” as one of the problems but remains an 

issue within a period of four years and continues to bug her. The union body is portrayed by 

management as the source of the problem. Citing again the independence/interdependence concept 

above and applying it in the labor-management relations, can management say that it is independent 

and does not need a labor force? Or, does it look upon labor force as a mere instrument of revenue 

realization or a partner of the enterprise? To view labor force today as mere tools of management is 

to resurrect the already dead “Taylorism”—a misnomer thrown at Frederick Winslow Taylor, the 

man considered as the “father of scientific management”—dogma at the advent of industrial 
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revolution in the 18
th

 century that stayed in manufacturing plants until the 1980s and there could be 

still remnants of that obsolete management practice today (see Kontz, O’Donnell & Weinrich, 

1980). “Labor unions’ major benefit to society is the institutionalization of industrial conflict, which 

is therefore resolved in the least costly way. Thus, although disagreements between management 

and labor continue, it is better to resolve dispute through discussion (collective bargaining) than by 

battling in the streets….[And] one of management’s most basic decisions is whether to encourage 

or discourage the unionization of its employees” write Noe et al. (2000, p. 492-493). 

The CE also included in her list of problems the “lack of management skills in managing 

change” to concerned staff especially the incumbent Unit manager. But whether these people are 

one day old or four years old in their employment, the problem being presented implies lack of 

training provided to concerned personnel. Recruitment, one of the most critical function of HR 

department because once a candidate has been selected it has to produce outputs even on his/her 

first day of employment; and where there is competency deficiency due to known gap during the 

recruitment process, the employee should be trained accordingly and immediately (see Noe et al., 

2000); otherwise, management cannot expect the employee to produce completely what is expected 

of him/her. In designing effective organization, Schlesinger & Schlesinger (1993, p. 222), write: 

“The selection and development systems present in a company can cause organizational problems if 

the systems do not select the right people for the critical tasks or do not develop employees 

appropriately.” 

The inclusion of “problems with the introduction of new technology” is indicative of lack of 

employee orientation or internal learning/education and development program. Why would one 

Lucent Technologies Saudi Arabia (Fine, 1999)—a US telecom company that installed 1.5 million 

telephone switch lines in a US$ 4+ Billion TEP6/GSM project in Saudi Arabia—invest in “47,000 

hours of training for Lucent employees” and “250,000 hours of training for Saudi Telecom Co. 

employees”? The answer is simple: an organization with learned, knowledgeable, trained, and 

competent work force can beat any project in the world. 
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Another set of problems raised by the Chief Executive include “low productivity and 

quality” along with “poor staff morale.” These two variables are correlated based on the “tendency 

[of the Unit’s manager] to concentrate more on ensuring that clients of the company are happy 

rather than employees whom he expects to adapt constantly to accommodate client needs” resulting 

in low employee morale. This problem definition implies that the manager is a “pusher” or “butt 

kicker” to use some colloquial terms. If so, it also implies that the concerned manager is ignorant of 

the principle of “interdependency” mentioned above. In a “process approach to management”—one 

of the eight quality management principles of ISO 9000:2000 Standard (ISO, 2000)—a process is 

seen as a series of steps or a network of interconnected steps. Take, for instance, four successive 

steps and mark each with A, B, C, and D. To illustrate the point of “interdependency” in a process, 

step A supplies something to step B, and step B supplies something to step C, and step C supplies 

something to step D. If the manager of these four-step process takes care only of step D and does 

not allocate equal attention and care to steps A, B, and C, then a problem is sure to emerge, if not 

sooner then later. This principle applies in an “employee morale” issue present in cross-functional 

business processes in which employees operate certain process steps. 

When the CE cited the problems on “increasing costs and increasing competition in the 

types of products and services” she disclosed her greatest fear about what she perceived as poor 

performance in one of the major earners of her organisation. Although the Chief Executive did not 

specify which “cost” she referred to—e.g., operating cost, administrative cost, or direct service 

cost—it seems that she was correlating employee salary with low outputs or productivity. Another 

fear of the CE is what she observed as “increasing” number of competitors of Workwell. In this 

particular instance, she still does not show appreciation of the value of “customer loyalty” 

associated with “customer satisfaction.” She rather sees customers as mere recipients or buyers of 

products and/or services—but that is wrong. It is much costlier to look for a new customer than to 

maintain an existing one. 
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Now, the Chief Executive has felt uneasy with what she sees as a “growing concern that 

clients are complaining about the quality of service more often and there are too many delays in 

delivering to clients.” In this case, the morale issue, among other related issues, has undermined the 

performance of the employees consequently affecting their level of productivity. The serious 

implication of this is that their outputs—products and services—have landed and continue to land 

on the hands of the clients without apparent conscious efforts from the Unit’s management to 

prevent the situation from worsening further. Senior management can see what is happing but it 

does not know what to do about the situation; hence, the concerns and worries of the Chief 

Executive! 

The cause of the “delays” or slow delivery cycle time is attributed to “perception that there 

may be redundancies when the new technology takes over the work of the less skilled staff.” Some 

effective ways of dispelling rumor are through “open communication,” “open door policy,” “sincere 

dialogue” between labor and management—either face to face or through memo. Do the reverse 

and you will create a rabid rumor mill in an organisation that may even force a company’s loyal 

employees to flee (see Scholtes, 1998). 

The CE expressed her frustration when she instructed the Unit manager to effectively 

address three things: introduction and conduct of quality audits; implement a new technology 

project; and address the morale and union hostility issues. With this directive, a new and brighter 

atmosphere in the Unit may be formed and a reinvigorated workforce may be seen in few weeks. 

With the appropriate guidance of a professional change management expert from the HR 

department of the Unit, the current negative attitudes toward communication, introduction of a new 

technology for production purposes, and quality may become a reality. But this is easier said than 

done. A concrete plan is required followed by strict implementation. 

Section II – Introduction of a New Redundancy Policy and Procedure 

 

The concerns and worries of the Chief Executive presented above are enough reasons to 

initiate organizational change within the Unit. They are valid enough to justify the acquisition of a 
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new technology—that is, computerized workmanship—in the Unit. It is a matter of decision-

making. There is no other choice but to decide which direction to follow: the old way (stagnation) 

or the new way (growth). There is no right time. It is has to be done right now—because tomorrow 

may be too late when competitors have mushroomed around and Workwell’s customers have 

switched to competitors. The Unit’s manager may adopt the tested principle developed by Brill & 

Worth (1997) in effecting the “four levers of corporate change” in his Unit with the assistance and 

guidance of his HR manager: (a) the reality of power (b) human nature (c) role of leadership (d) 

social process. 

Evaluation There is a serious problem in the Unit that calls for immediate action. The 

“Recommended Actions To Take” shown below must be considered the soonest possible time. 

Conclusion and recommendation 

Even though the Chief Executive has been overseeing the new organisation for four years 

now, it seems that she has not grasped the depth of the organizational culture of the Eighth Unit. 

Her 3-point directive to the Unit’s manager can have a far-reaching implication if she can first 

influence the Unit’s middle manager who is capable of leading and convincing the rest of his 

organisation toward the field of organisational change. 

Below is a table of Concerns/Problems/Issues with corresponding Recommended Actions 

To Take and “Target Date of Completion and Closure” for the Unit manager. 

 

# 

 

Concerns/Problems/Issues 

 

Recommended Actions To Take 

Target Date of 

Completion/Closure 

1.  Employee relations problems including 

union hostility towards management 

Set up a formal collective bargaining 

agreement mechanism. This is the best 

approach supported by law. 

 

2.  Lack of management skills in managing 

change and a perception of fear of change 
amongst employees 

 Send Unit manager to training with these 

management courses: (a) Leadership (b) 
Fundamentals of business management (c) 

Management and supervisory skills (d) 

Operations management (e) Time and Stress 

management (f) Project management (g) 

ISO 9001:2000 QMS Auditor/Lead Auditor, 

optional 

 This is a form of investment and 

management should not hesitate to invest on 
training and development for its managers 

 

3.  Problems with the introduction of new 

technology plus low productivity and 

quality 

There is no choice other than decide now to 

adopt computer-based workmanship 
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4.  Increasing costs and increasing 

competition in the types of products and 

services being produced 

Send an HR manager to take a course in 

Process Quality Management and 

Improvement (PQMI) 

 

5.  Poor staff morale This is a major organizational/personnel 

problem that cannot be treated in a short-term; 

involve the HR department in improving 

Human Performance or consider hiring the 

services of a Human Performance 
Technologist (HPT); inquire from 

www.ispi.org. 

 

6.  Suffered from … industrial unrest ever 

since proposals were made to introduce 

new computer technology which could 

affect job security for the less well-skilled 

employees 

Same as Item # 3 above.  

7.  There is a tendency for the Unit manager 

to concentrate more on ensuring that 
clients of the company are happy rather 

than employees whom he expects to adapt 

constantly to accommodate client needs 

Send the Unit manager and all staff that have 

direct contact with the customer/client to 
PQMI training ASAP. 

 

8.  Clients are complaining about the quality 

of service more often and there are too 

many delays in delivering to clients. 

9.  New and upgraded technology is being 

regularly introduced at Workwell … but 

progress in this work unit has been very 
slow, with a seemingly disinterested 

manager and a reluctant staff 

Same as Item # 3 above.  

10.  It is suspected that the delays are 

happening because of the perception that 

there may be redundancies when the new 

technology takes over the work of the less 

skilled staff 

11.  Some major problems need to be 

addressed including attitudes toward: 

  

 (a) change Send employees to short courses on group 
dynamics and leadership 

 

 (b) communication 

 (c) new technology Same as Item # 3 above.  

 (d) quality Same as Item #s 7 and 8 above.   

12.  The Unit manager has become unsure 

about what must now be communicated 

and negotiated with employees and union 

representatives 

This matter needs a senior-level decision-

making process that should involve the HR, 

Unit manager, CE, and a representative of the 

union. Labor and management must learn to 

co-exist and to interdepend with each other. 

 

 
 

# 

 

Action Items for the Unit Manager 

Target Date of 

Completion/Closure 

13.  Introduce and conduct internal quality audits in the Unit the objective of which is to come 

up with a list of non conforming workmanships or activities or services whose root-causes 

are expected to be uncovered thereby leading to improved productivity 

 

14.  Set a time limit for the completion and implementation of a new technology project in the 

Unit; and 

 

15.  Address the morale and union hostility issues (see Item #s 9 and 10 above)  
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