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History of the Defence Academy

The Defence Academy is the UK Defence's Higher Educational Institution - and a key
component of operational capability. The Academy is comprised of the Royal College
of Defence Studies, the Joint Services Command and Staff College, the Defence
College of Management and Technology, the Advanced Research and Assessment
Group, and the Armed Forces Chaplaincy Centre. The Academy has three strategic
partners — King’s College London, Serco Defence and Aerospace, and Cranfield
University — who provide our academic and facilities support. The Joint Services
Command and Staff College (JSCSC) trains the future commanders and staff officers
of all three UK Armed Services and those from many countries around the world.

Serco are a facilities management company contracted by the MOD to run various
aspects of the JSCSC. They provide support through training services, logistics,
estates, finance, travel and Sports and fitness.

I am employed by Serco to run the JSCSC fitness suite and sports fields. My role at
the college is Head of Sports and Fitness. | am a lone worker, | have no staff and
report to my line manager only.
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Part A — Agreeing objectives and allocating work

What is a team?

There are differences between a group and a team and they are sometimes used to
define the same thing. A group is two or more people that interact with each other to
achieve certain goals. Jones from my self study guide suggests that a team are a
group whose members work intensely with each other to achieve a specific, common
goal or objective. The online dictionary suggests that a team is a number of persons
associated in some joint action. Team members may be part time participants of the
team and have other primary responsibilities. The definition tells me that | work in a
small team. The self study guide suggests a method of determining if we are a group
or a team, completion of this task confirmed we are a small team.

Issue My team

Understanding | A team of people recognise the need to support each other and
work together without any single individual trying to get the upper
hand. In my area there are only a few members of the team and
we all do very different jobs to achieve the goal. We all know the
importance of our roles.

Ownership Team members own their job and are totally committed to its
success because they believe in the goals. This is the case within
my small team

Creativity and | Team members offer suggestions and openly encouraged to do so

innovation by management. It is important we always fine new ways of
improving service.
Trust All team members trust each other and have open and honest

communications between them. There is no need to check up on
any team member all the time as we all trust each other to carry
out our jobs.

Personal Members of the team are encouraged to continually develop their
development | skills. This is done through the PDR process and also through new
legislation that suggests more training is required.

Decision Team members are encourages to join in the decision making
making process. This isn’t always the case but done so where possible.
Conflict Team members appreciate that some conflict is inevitable. When
handling this occurs it is resolved very quickly.

Key attributes of high performance teams
My self study guide suggests four key attributes to ensure success:

e Pulling together —the team need to be committed to working towards the
same goal, targets and standards in order to pull together. This means
making sure the team are aware of what they are supposed to achieve and
what objectives it will pursue. My team has to pull together to achieve the
contract standards that are outlined by Defence Management (DM).

e Co-operation with each other — team work and cooperation is about being
flexible and putting people before procedures and taking fair responsibility.
Great team work can be seen every day here. staff are always ready to help
each other out where possible

e Motivation — motivation can be defines as the arousal, direction and
persistence of behaviour according to my self study guide. It is important that
I make sure people feel worthwhile and that they enjoy their job to continue to
get the best out of them.




e Pressure and my teams response — the nature of the Defence Academy is
much like a normal college as it has terms. The busiest period here is from
September to Christmas. All staff are worked so hard during this period. As
there is so much activity in the gym and on the sports fields, the work load is
really heavy but we always manage to stay on top of it. When the pressure
eases it is nice and we are thankful for these periods which keep us going
when it is so busy every day.

Having completed the above exercise, | can conclude that we have the attributes to
be a successful team.

Aligning your organisation

Serco’s mission statement is ‘brining service to life’. Within Serco at the Defence
Academy we have an overarching set of business objectives and within each sub
department the nature of these objectives are more detailed. All staff are to adhere to
the objectives.

Aligning the team

Once the organisation is aligned, then the team can be aligned but a set of smart
objectives. The purpose behind agreeing objectives is that we have something to
work towards and aim at. As mentioned earlier, Serco have several business
objectives and as these filter down the channels they become more detailed as to
what is required. The team must also work towards achieving the points in the
contract set out by DM.

There are generally two different types of objectives, work and development
objectives. Work objectives enable the team to achieve corporate success.
Development objectives are the ability to improve the team in skill, knowledge and
ability.

Agreeing objectives
As head of Sport and Fitness, | have many objectives that | must take responsibility
for. The self study guide suggests agreed objectives that should consist of:

e The main task of the job — defining the purpose of the job and identifying the
key result areas and activities

e Targets to be achieved — could be based on finance, output, awareness

e Standards to be met — performance standards based on quantitative stats for
ease.

Below is a little chart for my team

Team Job Agreed targets Standards Monitoring
member
Me Run fitness Everything to be DM contract Monthly report
facilities working at all times based on
usage
Jeff Cleaner Fitness suite and DM contract Monthly report
changing rooms to and complaints
be ready for use system
and clean at all
times
Grounds | Grounds All pitches in DM contract Availability




staff maintenance playable condition, | and customer | stats, sports
cut, lined and need teams and
flagged where complaints.
necessary.

SMART Obijectives

A well known acronym for objectives is SMART and a lot of managers know what it
means although may differ from organisation to organisation. SMART objectives are
specific, measurable, action oriented, realistic and time bound.

Problems with SMART obijectives

Once people get the hang of writing SMART objectives, care needs to be taken when
producing too many. Too many objectives may duplicate the same message.
Objectives also play a big part in underperformance and a rate by which success can
be measured.

Agreeing team objectives

The ISO business standards along with the DM contract drive the team. However in
the self study guide, Douglas McGregor suggests teams should have agreed group
rules. | have pulled together feedback from my staff against his recommendations.

Ground Rule How are we | Remedy

doing 1- 10

(10=high)
Informal and relaxed atmosphere 9 More equipment needed but

generally ok

Staff discussion and participation 7 Generally ok most of the time
Staff understand objectives 8 Staff consulted
because they contribute to them
Everyone should listen to everyone | 7 Some people need to listen
else more
Everyone should work together to 8 Not many disagreements
resolves disagreements
Formal voting and consensus in 6 Not really the case or needed
key decision making so much
People can express their idea 7 Not always easy in open forum

without fear

The leader should not dominate the | 8
team

Prioritising Objectives

The best way of prioritising work effectively is to firstly have a master list of all the
jobs that need doing with details next to them. For me different days mean different
jobs to do but the nucleus of the job always stays the same. Different jobs need
doing at set times and that's how they are priorities. Most jobs have time frames
which | find easy to work to and the only way to work to in my job. If | have a
presentation to give at 0830 then | will be there at 0830. | can’t do something else
instead of the presentation or | would not be doing my job at all as per my written
working procedures. A simple model that can be used to prioritise objectives is
below:




Very Urgent

Not
important

Not Urgent

By putting different jobs that need doing into this format can help decide what needs
doing and how quickly. | think the way | work is fine without this model.

Allocating work

Having established what objectives are to be worked towards, allocation of the work
to the appropriate people is required. My self study guide suggests a few things |

should consider:

Resource It makes sense to try and allocate to the person with
the best resources or access to resources each job
Workload | need to be in touch with my staff to have an

understanding of their workload. There is no point
overworking people or nothing will get done.

Knowledge, skills
abilities

and

| try to allocate the right person for the right job
based on their knowledge and skills. People need to
know what they are doing so that each job is carried
out efficiently to a high standard

Experience

Some tasks need experience and in order for people
to gain the experience for future, it is a good idea to
buddy up. this way more than 1 person can do that
job.

Access to support

Support is made available where necessary as
some tasks cannot be achieved without such
support

motivation

It is important to keep all members of the team
motivated. Face to face team with individuals allows
a chance to see if someone is happy or not.

Changes to work plans

Most things operate the same here and guidelines keep us on track. Changes in
business standards or the contract will make major changes to the job. other than
those continual improvement methods and implementing a better service, not much




changes and it is important to keep the team consulted and up to date before new
plans come online.

Part B — Assessing performance and providing constructive feedback

Having identifies objectives and allocated the right work to the right people, | then
need to monitor. A definition of monitor is to conduct a planned sequence of
observations or measurements to assess whether an objective or plan is under
control and to produce an accurate record for future use in verification
(www.demo.com)Monitoring is important to make sure work gets done correctly and
that people get support and feedback based on their performance. At Serco the
performance of each department is documented and published in the performance
monitoring exercise on a monthly basis.

Performance meetings
Performance meetings can be either formal or informal. | have considered the
meetings | have on performance with my management team

¢ Informal meetings — these usually take place on an ad hoc basis over a brew
rather than in a meeting environment.

e Formal meetings — these are usually set up by meeting requests using office
outlook and are documented. These meetings usually take place in an office
or meeting room.

Celebrating success

It is important to recognise when people have achieved something or think a piece of
work should be recognised. It is far better to give someone a little bit of positive
reinforcement than behaving as if they haven’t done anything well. | always thank
and pass on thanks from the customer to my team members if the praise has come
directly to me rather than to those individually. | also put Jeff forward frequently for
the star recognition award they have in his branch. If members of my team begin to
feel like they are not appreciated or cared about then they are not being properly
informed of their performance.

Providing constructive feedback

It is important to take every opportunity to provide constructive feedback whenever
possible. Constructive feedback is the combination of positive and negative feedback
with an emphasis on finding ways of improving situations. Positive feedback involves
praising the team members and concentrating on their strengths and achievements.
Negative feedback involves making comments on areas of concern that require
improvement. Constructive feedback should be a continuous process.

The feedback process

As a manager | am always having to give feedback to team members at some time
with a view to motivating them to learn and develop, whether it is at PDR levels or on
ad hoc occasions. My self study guide suggests some simple do’s and don’t when
giving feedback.

Do’s Don’ts

Treat people as adults- this is hard on Don’t be too quick to disagree — | have
occasions as some staff can get a little a habit of this as | sometimes speak
sulk on. itis important to remain before thinking.




professional at all times

Look at feedback from their point of
view- try to see how they think and feel

Do not ignore what is being said or
interrupt — it is important to listen fully to
someone when they are talking and wait
my turn to reply.

Be honest and fair — | try to be as
honest and fair as possible but this

Do not hurry the session — if you hurry
the session it might be regrettable later

sometimes involves giving negative on
feedback

Be clear about areas for improvement
and remember strengths — this is
where the constructive feedback comes
into place working on making things
better and what went well

Concentrate on behaviours not beliefs
— not really an issue in my team or within
Serco as a whole

Barriers to effective feedback
Feedback can sometimes go drastically wrong and the effect could be devastating.
Some of the barriers to watch out for are:

¢ No job description — give people feedback in the right sequence them first
then positive, negative and finish with positive.

e Surprise feedback — be credible and know your stuff

¢ No relationship between each person — listening is the most important part
and then talking

e Previously received negative feedback — not keen on receiving new or more
feedback regardless in the change of personnel.

e Avoiding the truth — warn them you plan to give feedback and how it will work

Conflict

According to the online dictionary, conflict can be defined as, “incompatibility or
interference, as of one idea, desire, event, or activity with another”. In a nutshell this
means that two peoples views are differ and the result of these differences is
opposition in each others ideas, work, action and thoughts. It is important to manage
conflict situations to keep a happy working environment, to keep everyone focussed
and well informed and to maintain a high level of standard and authority. Conflict can
arise from many issues including lack of shared information between the customer or
senior management, people with different aims and goals, different working styles
and attitudes and lack of personal space. Lack of management and failure to manage
situations can result in poor quality facilities, unhappy people and deficiency points in
my monthly report.

Advantages and disadvantages of managing and not managing conflict

Advantages Disadvantages

People are focussed on what they are By allowing conflict, it might spread or
supposed to be doing as opposed to the situation might deteriorate
arguing with people

Staff have a lack of feedback or focus
referred to above and work is either not
done properly or to a standard that is not
acceptable.

By focussing on what is required, the
organisation becomes more efficient and
affective thus presents itself in a more
positive light




Changing conflict views

Vecchio in my self study guide suggests that attitudes to conflict have changed over
the last few years and that it is now viewed acceptable rather than bad. Some conflict
can be healthy in that it stimulates discussion and creates the base for creative
ideas.

Sources of conflict
The main causes of conflict at work are:

e Success —in the uk, success is perceived as a threat to others. Care must be
taken in celebrating success. This has occurred a few times between myself
and the other gym. They see a threat rather than being pleased something
has gone well on occasion.

e Objectives and beliefs — conflict can occur if someone has personal beliefs.
This is not really something | have come across yet.

e Territory — people can get upset if you stand on their toes over something.
this has recently occurred when a member of Serco staff decided she wanted
to be responsible for the pavilion booking and felt we were standing on her
toes by taking the bookings.

e Irrational hostility — this is when someone takes an instant dislike to you for no
reason. This isn’t really something that occurs within Serco. My Line manager
didn’t really like me too much to start off with but now does.

e Personal styles — in work you are bound to clash with people based on
individual styles. | am fairly laid back and don’t really respond well to
micromanagement which has occurred in the past.

Symptoms and tactics

Before attempting to resolve conflict, it is important to know that it is actually
occurring in the first place. Below is a grid of some of the symptoms and tactics | am
aware of that Serco use:

Symptoms Tactics
Arguments Distorting facts by giving different people
Tears different information

Loss of communication

Low morale
Lack of cooperation
Clock watching

Tying people in knots so they find it
difficult to do their job

Bypassing official channels

Manipulation from people in key positions
to provide information.

Styles of conflict management
Below are 5 styles to conflict management that Thomas in my self study guide
suggests:

" DOMBSHRGIRIGNGING — v en uiok acton

is required on important issues

This has been used and is often the most
frequent and works relatively well

—find an integrative

solution

This method is used when there is more
time and again works well

A Rimoaating — yield losing and build

social credits

Not something Serco staff are good at.

- when an issue is trivial

We can avoid trivial issues pretty well
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— goals are important but | Compromising is difficult but everyone
not always worth the disruption knows how important it is.

Keeping record

As conflict exists everywhere, it is important that we at Serco have a procedure in
place for keeping records. It is important that the procedure is formal and the details
of the conflict are recorded including where actions were taken. It is also important
that all involved sign where appropriate documents indicating their agreement. it is
important that all records are kept confidential so only those people that need to
know should know. Records of conflict are also important as some conflict can lead
to stress and it is important to keep stress levels to a minimum.

Part C - Managing Poor Performance

What is performance management?

According to Armstrong and Baron they define performance management as a
process which contributes to the effective management of individuals and teams in
order to achieve high levels of organisational performance. As such, it establishes
shared understanding about what is to be achieved and an approach to leading and
developing people which will ensure that it is achieved.

According to my self study guide the term performance management came into use
in the 1980’s and is about measuring performance and taking action if necessary to
ensure desired results and is one of the 4 major areas of management the others
being planning, organising and leading. The most successful managers and those
who can guide productive outcomes.

Benefits of performance management
There are many benefits to performance management some of which are as follows:

To control the work and results my team produces

The ability to highlight potential problems before they occur

Gives my team a clear picture of what is to be done and what is expected
Supports any disciplinary action by providing a breach of standards
Provides my team members with objectives feedback

Setting goals and achieving them is good but it is important to remember the process
between the stages.

Under/Poor Performance

Poor performance can be referred to as the failure to carry out a job to the standard
required. This should not be confused with misconduct which is failure to follow the
rules. This therefore means that there needs to be a standard for people to adhere to
and to be measured against or poor performance will be more likely. Poor
performance could occur for a number of reasons and in my area these may include:

¢ |nability to carry out presentations to new courses in a coherent and
informative manor

e Carrying out the daily safety checks on the equipment, putting a piece out or
order but not calling the relevant company for them to come out and repair
This would meant he basics have been covered but not followed through
Not continually meeting targets and goals that have been set

¢ Inability to cope with the work they have been given to a good standard

11



My attitude to poor performance in my work area
My self study guide suggests using the following table to asses my attitude to
performance management.

Are you clear what is acceptable and The company have a performance

what is not acceptable at your management process that clearly defines

organisation? what should be done and what is
acceptable.

Are you aware of the standards for the | am aware of the standards required

jobs your team members carry out?

Do you regularly check the standards are | | check the standards by making sure all
being met? classes are being run, all inductions are
carried out and all equipment is in full
working order.

How do you let your team members | try to have a chat with the team at the
know of what is acceptable and what is earliest sight of a problem to make sure
not? we get back on track.

Are you confident your team members All areas of sports and fitness have work

are aware of the acceptable standards? | instructions and procedures that are to
be adhered to and all staff are made
aware of these and any changes to these

regularly
Do team members come to you and Probably not as often as | would like. |
explain their problems? rather they came to me to discuss

success as well as problems.

Are you confident that the team members | | am not fully confident that team
will come to your and share their members will come to me with a problem
problems? until they are really stuck.

In summary | need to improve the relationship with my staff in so that they feel
confident and happy to come and speak to me at the earliest opportunity that a
problem is occurring and also tell me when they have received praise also by the
customer for the work they are doing.

Finding out about poor performance

I only have two staff working for me on a temporary basis at the moment so finding
out about poor performance is relatively easy to keep an eye on. The best way to find
out about poor performance is by walking around and visiting the team members and
try to talk to them regularly. Walking around and chatting to the team means that you
can get to know them better, find out how they are doing, identify problems they may
be having, praise their success and generally be seen to be approachable. | also
conduct appraisals every 6 months so major job changes and issues are highlighted
and discussed in these.

Tackling poor performance
My self study guide suggests a four stage process that can manage performance
effectively:

e Establish objectives and standards — these should be SMART (specific,

measurable, achievable and time bound). A standard measures the
performance results in teams of quantity, quality, cost or time.
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e Measuring actual performance — the emphasis of measuring should be on
what actually happened and must be accurate enough to compare it to what
should have happened.

e Compare results with the objectives and standards — this is a critical test of
how ell or not the performance was and identifies gaps between the planned
and actual performance.

e Take necessary action to improve things — this requires necessary action to
put the performance back on course by solving a problem.

Counselling

Counselling is a way of discussing a problem with an employee in a non threatening
calm atmosphere to help overcome issues. My self study guide offers several tips
when it comes to counselling:

¢ Define acceptable standards and acceptable performances and explain what
these are

e Conduct the session in a private place but also where the employee is likely

to feel more comfortable.

Allocate enough time for the session to take place allowing for question time.

State acceptable standards and make sure the person acknowledges them

Make sure you focus on the performance not the individual themselves

Maintain a professional manor and be constructive

Take a co-operative approach rather than a confrontational stance

Aim to improve the persons performance

Use open questions and keep the dialogue going

Regularly summarise the progress without being obvious

End the session on a positive not.

Keep notes and record them in a safe place

Maintaining respect and keeping records

If a person had had a counselling session regarding poor performance they should
still be treated as a human being and respect for them as an individual should be
maintained

When running a counselling session it is important to keep records that go on file
both with myself and the HR department. A member of HR must be present at these
counselling sessions as it is company policy. All records must be confidential and
kept in a safe place. Other records that must be kept include updated work
instructions, procedures, appraisals and PDR reviews for each individual.

Getting it wrong

Poor counselling skills can actually make the problem worse so it is very important to
feel confident and be prepared when taking a session. This means that is better to
stick to work relates issues and the standards to be met rather than anything else.
Something more severe may need external help in resolving. If the counselling
session results in disagreement due to my own errors that | may need to look to the
HR rep for some support. Overall problems could become worse if the session goes
wrong so it important | am confident and well trained first.
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Discipline

According to the online dictionary, discipline is behaviour in accord with rules of
conduct; behaviour and order maintained by training and control. In essence
disciplinary procedures will help seal with people within an organisation that decides
to break the rules that are in place. According to ACAS disciplinary procedures can
encourage employees to achieve and maintain standards of behaviour and
performance and help ensure that disciplinary offences are dealt with fairly and
consistently.

The disciplinary procedure within Serco describes then need for good standards of
behaviour at work. It then lists types of offences that would require disciplinary action
and the levels/steps of actions taken for one or multiple errors in behaviour on
different severity levels. In the event of an offence the following occurs:

Verbal warning

Written warning

Final warning

Final written warning or suspension/investigation

In sever cases dismissal may be the only option without taking the first few
steps.

Below is a table that compares procedures recommended by ACAS compared with
Serco.

ACAS Procedure Serco
Be in writing Yes
Specify to whom they apply Yes
Provide matters to be dealt with quickly Yes
Indicate action to be taken Yes
Specify levels of management authority to take action Yes

Provide for the individual to be informed of the complaint being Yes
made against them and be given a chance to state their case
before a decision is made

Give the right for individuals to be accompanied by union reps or | Yes
a fellow employee

Ensure that except for gross misconduct employees are not Yes
dismissed on first offence

Ensure that disciplinary actions is not taken until the case has Depending on
been carefully investigated case

Ensure the individuals are given an explanation on any penalty On outcome
imposed

Provide right of appeal and procedure Yes

From the table above it shows that Serco’s policy is very much the same as ACAS
outline. Records on any disciplinary action takes including oral warnings are to be
held in HR for every case that takes place. These records are to be confidential. My
self study guide also suggests that performance management of an individual must
continue even if they are subject to a disciplinary procedure.

Grievance
Grievance can be defined as a wrong considered as grounds for complaint, or

something believed to cause distress. Just like a disciplinary procedure, grievance
procedures should be communicated to all employees and if the issue can’t be
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resolved with the immediate line manager then the procedure should provide for
higher levels of management to become involved.

The Serco grievance process clearly states the rights for an employee to seek
redress for grievance relating to their employment. It is also stated that there should
be free communication between employees and managers to ensure that problems
can be discussed and resolved as quickly as possible so as not to dissatisfy the
person involved and to not disturb the normal running of business.

The grievance process firstly allows the individual to raise the matter with their
immediate line manager (me). Failure to agree will resolve in a senior manager
becoming involved. A member of HR is required in the interview process and appeals
to a higher management are possible. The procedure follows that recommended by
ACAS.

Park D — Remote workers

Introduction

There are many jobs that can now be worked from home. Working from home, tele-
working or remote working are considered as arrangements where salaried
employees spend all or some of their working week at home or working from home
as a base. There are many benefits to employers such as:

Cost advantages in saving on office space

Working more efficiently than in the office

People stay with an organisation for longer

The recruitment net can be cast further as people do not need to travel
There is less sickness and absence

Other cost savings like furniture etc

Potential problems with working remotely
There are some potential problems as well as benefits for employers:
e Lack of monitoring
Start up costs
Presenteeism — some people believe it is better to be seen
Managers have problems continually checking up on staff at home
Un natural communicators may not benefit from working at home
Some line managers believe that more people work from home then their role
seems less important.

| couldn’t personally work from home unless | had some staff. The gym is open 24/7
and has to be manned for a good proportion of that time. if | were at home then the
gym wouldn’t be manned and people wanting to train couldn’t get the support and
advice they need. If | had staff | could do some project work from home rather than
being in the office. If | had the opportunity to work on projects at home, then | would
be able to get more done as | would have less distraction and it would then take half
the time. Due to the nature of the job, working from the office is the best way.

Managing remote workers — the process

The self study guide suggests a few points to consider when setting up a home
working scheme. | do not have a remote working policy in my area as mentioned
earlier but some of the Serco staff do so | will use that as a guide.

Consideration | Process

15



Who will work from home?

Senior managers are to work from home on some
specific projects

Do we have insurance

Yes — Serco has employer liability insurance

How will we communicate

Each individual must be contactable be either phone or
e mail through the day

Training support and
career development

No staff will work from home every day. the staff will still
be in work and doing other jobs.

Integration

This is important as the managers shouldn’t make their
staff feel like an us and them organisation. It is
important that mangers talk to their staff as much as
possible

The role of management

Managers need to hive wider consideration to the
service needs of the whole team when considering
working from home.

Running costs

There are little running costs for staff working from
home. IT can lend out the lap tops to work on which do
not cost anything. E mail costs nothing its just the
internet connection really.

Aims and objectives

As home working is occasional and not full time this
isn’'t an issue. Home working can help achieve
objectives when working on the big projects.

Support IT support is the major support needed when home
working. The staff must need the permissions to access
their accounts remotely and have the lap tops
specifically issued by the IT department.

Motivation

One major problem is that people who work from home or other remote places can
often feel left out and a lack of motivation. Motivation can be defined as
‘psychological forces that determine the direction of a person’s behaviour in an
organisation, a person’s level of effort and a person’s level of persistence’. Another
definition is getting people to want to do what you want them to do. people who are
not motivated don’t do things well. | currently motivate my team by giving them
constant feedback and some incentives to working well. sometimes just completing
the daily tasks can be thankless so | make a point of thanking my team regularly so
they don’t get fed up with the job in hand. While there are many theories to
motivation | personally believe that intrinsic motivation is the key to motivation. | feel
if | can get my staff to enjoy what they are doing and feel appreciated, they will work

well.
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