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A Chain is as Strong as ts Weakest Link

In a world of growing economic uncertainty, leaders must ensure their
organisation is ready for anything.

When cash in the bank may become seriously devalued, and markets rapidly
shift, having the right people in the right place at the right time, and being at
their best, will be essential. We are in that time now.

People are the chain of energy that activates the organisation.

The viability of the organisation is determined by its weakest link.
Consider this data:

I Australian research concluded that 26% of workplace bullying is conducted by 1% of the employee
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1 16% of Australian employees are actively looking for another job.?

T A new Gallup Australia study found 21% of employees were 'actively disengaged' at work, costing
Australia's economy about $33.5 billion a year.?

1 20% of Australians experience a mental illness within a 12-month period.”
I Asurvey carried out in Australia found that 16% of respondents admitted to lying on their resumes to
secure a new position.’
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connected to their job and feel their organization is a great place to work. However, an even higher
proportion is disconnectedcn #2 ' NB YySAGKSNI Sy3aFr 3SR ¥2NJ R2 (K

Your products or services, your systems and processes, your client or customer relations and your worthy
engaged staff are threatened by actively disengaged, passively disengaged, unsuitable, or temporarily or
permanently mentally unfit staff. Our society, indeed our laws, requires the proper process and attention be
given to all these people in either helping them to recover their value or be replaced ethically and lawfully.
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When considering the data and questions above, sometimes the cause is failed leadership, inept
management and other organisational problems.

But they are not the only reasons. There is also the reality of the wrong people being employed.
Recruitment can be flawed. People change their attitudes. Some people become mentally ill.

Some people choose to be disruptive, destructive and vengeful. They are a powerful minority, and they can
be at any level in the organisation.

Have you experienced an employee whose behaviour is consistently unacceptable and often leads to
unacceptable performance? Have you noticed how they impact negatively on your organisation?

Dealing with these people and their causes is emotionally, politically, relationally, legally and organisationally
challenging.

Have you noticed that many unsuitable people are tolerated for too long?

Taking timely ethical, legal and corrective action is highly achievable. It is also one of the best investments
you can make to protect your organisationQ fuiture, particularly now.

This paper helps you to recognise the signs and suggests the actions you can take to protect your
organisation from the damage inflicted by having the wrong people.



Look First in the Mirror
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The leadership team is fully responsible for all the factors
that keep good people working well, or not! -
.

The law of gravity prevails in the organisation. What occurs

above will occur below, often snowballing - whether
positive, useful, realistic or truthful - or not!

Fortunately there are evidence-based factors that you can readily refer to, in order to ensure you are offering
the best opportunities to your people to perform well.

HerzbergQd a2 (A @ (i 2 (B&sl) TheyrR had stoadl ;h&StystSof time since it was established in 1959,
and if wisely applied eliminates the causes emanating from the organisation itself.

People cannot perform or engage effectively if these hygiene factors are not sufficiently in place: -

=

Supervision (effective, supportive, consistent)

Relationship with supervisor (open, honest & supportive)
Policy & Admin (sensible, helpful & effective)

Work conditions (enables best work to be done)

Salary (enough not to be an issue)

Relations with peers (civil, cooperative, communicative)
Personal life (issues are helped with)

Relations with subordinates (civil, cooperative, communicative)
Security (know where they stand)
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Status (know they are valued)
So your first step is to check against these criteria then remedy those factors identified.

This will have a beneficial effect on the organisation regardless of the continuing behaviour or performance
of the other people.
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Being at Their Best
To motivate the staff to stay and perform highly requires attention to these factors: -

Personal Growth (useful relevant development)
Advancement (clarity of a positive future)
Responsibility (empowered relevant to their role)
Work Itself (interesting, challenging)

Recognition (actually expressed, meant & timely)
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Achievement (positive results experienced)
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in place and functioning effectively.



The Signs of Disengagement or Worse
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behaviour. They are both damaging. They are often closely associated ¢ even
inseparable.
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bigger issue than any one organisation can deal with.
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Here are a set of traits that determine behaviour and thus performance in the
business: -

Timeliness (in getting things done)

Enthusiasm (for the work, the purpose)
Cooperation (across the business)

Accountability (for self and others)

Responsibility (for self and others)

Drive (to achieve and improve)

Honesty (with self and others)

Trust (with others)

Respect (of self and others)

Politics (for personal agendas or the common higher good)
Accusatory (where no blame but remedy is sought)
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Meetings (purposeful & constructive)
You may have other traits that you value, so please consider these as the basic essentials.

If you consider any of the above traits to be low, then you have problems that require addressing.
Remember the statistics described earlier. It could be costing you.

Remedy or Remove?

Despite improvements made to the organisation, there will still be unacceptable behaviour and performance
from some people.
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After a change in ownership of a manufacturing business, a long-term key employee in the business
steadfastly maintained his distrust and negativity towards the new owners (based on his experience
with the previous owners) despite the improvement in conditions, equipment and care for the people.
His attitude was infecting other employees and the new owners struggled to overcome this with no
success.

The challenge was that this person was brilliant at what he didandtK S 0 dzaAy S&aa 02dz Ry

him go without risking damage to the business.

We were asked to intervene two years after the change in ownership, and at a point when the business
had won awards that benefitted the staff in a range of areas. TheemploySS Q& | GG A G dzZRS KI R

A coaching session was arranged and the situation was explained to the employee ¢ he was valued, the
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The purpose of the session was to discover what could be done to rectify the situation, prior to
considering other alternatives.
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same as the previous owner.

A meeting was facilitated between the employee and the new owners and the matter was resolved.
Three years later the employee remains a highly valued passionate supporter of the business.

There are major benefits gained by enabling an employee to regain their value and contribution to the
organisation, not only for the organisation, but also the employee and the remainder of the staff who
witness the improvement. It lifts everybody. It is also more cost effective.

However there are occasions when removal is the best option for both the organisation and the employee.
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A senior executive, head of a large department within a government division, though technically
competent, was offending employees with his manner, to the point where an employee launched a
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executive was also in a strained relationship with his divisional leader.

Despite the incidents, there was still a need to abide by IR requirements and commonsense ethical
activity, lead by the divisional leader, in rectifying the situation. We coached the divisional leader to
help the senior executive to accept coaching to rectify his behaviour.

The executive in question was successfully approached by his leader and accepted the coaching.

After a short period of coaching the executive made significant improvement and also elected to move
on, resigning in a dignified manner.

The divisional leader affirmed a successful outcome aligned to their values and complying with law.

Difficult Situation s

The Fair Work Act 2009° provides the current legal parameters for terminating employees.

Your organisation probably has already reviewed its dismissal processes to ensure it complies, and all
leaders, managers and supervisors should by now be familiar with the blend of the legal requirements and
@2dzNJ 2NHIFyAal A2y Qa LRfAOASAE YR LINROSRdAZNBA®

However the problem faced by many supervisors is their own reluctance to initiate the process. Whilst
Godzaeydag&#GSy | dz2 G S Rtiorald and sonde diR Jedpld ferdd 2o0NalV&e for yet even
G Y2 NB RA thérelzdtande 25 fféen about unreasonable fear of litigation, due to incomplete records

and process. Relationships, former workmates who are now subordinates, internal politics; and a range of
other human factors also cause procrastination.

I S NB €@se we attended

A new manager had inherited an existing group. In one part of the group a supervisor was known to be
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a person in his team who was rarely supervised and who decided to choose his own activities and tasks.
When approached by the manager for an explanation of the team memberQ behaviour, the supervisor
shrugged and said he had more to do than to watch that member.



We had begun coaching the new manager. The manager implemented a compliant performance A
management process with and for the supervisor. The supervisor resigned prior to the process
completing.

The new manager interviewed the disengaged team member and discovered that the team member had

a fixed view of the new manager and would never work effectively in that team. However the new
YIEYlF3SNI NBO23ay A &SR (i KSanditrdnsfofred Yhe YaénbadIdda tehd? undery (0 A | f
different management. After a forthright meeting with the new U S I's Yukrvisor, the member began
performing well and remains a valuable member of the team.
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An Industrial Relations manager was hired by a large government organisation to help with union
negotiations. This manager was very competent at negotiating with unions. However when there were

no negotiations with unions the IR manager was disruptive, interfering and difficult to work with,
particularly with HR personnel.
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The day after the order, we were requested to intervene. The concerns were that the person be dealt
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The outcome desired was either significant acceptable behaviour change, or removal.

The IR manager was interviewed away from the workplace for three hours.

An agreement was brokered where the manager would resign and leave forthwith; the employment
contract paid out fully, and a written reference specifying technical competency given to the person on
departure. The removal was successful, timely and cost effective.

The author sat on the selection panel for a replacement, assisting in final choice from a short-list. The
final selection still remains an effective IR manager with the employer, four years later.

Be Sensible

Providing you follow the law and your own well-established process, then ensure you are being sensible in
your handling of the situation, and you will achieve the best result.
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A young worker in a multi-national fabrication company had an altercation with his supervisor, where
the worker struck the supervisor. Whilst that action warranted dismissal, investigation showed the
supervisor had been unreasonable and had taunted the worker. The worker was an exceptional
operator and his work was valued.

We were asked to intervene. We first worked with the supervisor, who was regretful and agreed to
alter his behaviour.

We then coached the worker. A number of issues relating to family upbringing came to light where
deep anger had been embedded. The worker had displayed similar anger outside of the workplace as
well. After four hour intense session the worker had embedded an alternative belief.

We then facilitated a meeting between the supervisor and worker and reconciliation was achieved.

Three years later both the supervisor and worker are doing well and working together well.



There is No Middle Ground , ‘ A
- A

There are occasions when immediate termination is warranted. ‘ N

Serious values and safety breaches and criminal acts are common A ! o

grounds. In review these have often stemmed from poor selection or ? "

failure to correct earlier lesser incidents.
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The author was invited to chair a publically funded professional performing-arts company. Later that
year, just prior to receiving the next round of funding, the author discovered that a key director had
been behaving unacceptably. The director was removed and the funding application withdrawn. The
company disbanded and reformed in another identity. There was no middle ground in that case.

Regardless of the situation, there can never be a middle ground to having effective useful and worthy
employees, no matter what their level is in the organisation. Anything less is counter to your vision.

Replacement
Having to remove people is never pleasant. Replacing them is always difficult.

Make sure your hiring methodology is rigorous. You cannot afford to make another error here.
Never simply plug a hole.

Ensure they are thoroughly checked and tested as to their background, experience and fit. That means that

you must agree they fit the team they join; they have clarity about role, task and expected results and the

timeline for those results. Then you must ensure they are effectively @ 2292  NRSRE G2 NI LIARf @
effective and valued member of the team, prior to the end of their probationary period. That requires

effective coaching.

You must aim to ensure they return the cost of their hiring prior to the end of their probationary period.

Mental Health Issues Going Insane
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anticipated to be on the rise with the current economic and national climate. Cracks will form with pressure

on any system. Mental health issues increasingly exist in the workplace today. Yet people feel

uncomfortable either naming them or dealing with them. Often triggered by stress, issues such as

depression, anxiety, personality disorder, bipolar disorder, and early onset dementia are being experienced

more frequently® ¢ K S vhe idsulé & Wdskplate psychopaths in your midst ¢ 1 in 100 males and 1 in

200 females. These issues have a damaging impact upon the functioning of a team and a business.

Are you up to date with the EEO Act and Australian HR Commission with reference to Mental Health Issues?
This is an incredibly sensitive area and impacts upon businesses greatly.

Do you know how to deal with the presence of Mental Health issues in the workplace?

Each case requires its own solution, there is no one size that fits all.

In the case of suspected mental illness, you are well advised to call in expert assistance at the earliest.
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It was identified that a 50 year old male employee was noticeably forgetful; gave irrational meanings to
collegiate actions; had instancesof lek @A Yy 3 | @S KA OfeSlfng in dérhageRaddMavitgS 2 F 3



altercations with other colleagues. He was referred for counselling. In the session it was noted that the A
person himself was actually concerned, even scared, by what had been occurring. He cited several personal

examples that added depth to the work incidents. It appeared that the issue was impacting upon all aspects

of his life. The person was referred for medical and psychiatric assessment, with possible features of an early

onset dementia questioned. It was confirmed that this was the diagnosis. Strategies were developed for the

short, medium and long term work based management of the employee to reduce risk and enhance his

productivity. Compensatory skills were developed to assist with the memory loss and self control strategies

to prevent escalation of frustration. Managerial staff were assisted with psycho-education and guidance as

to how to intervene appropriately with any ongoing issues. The employee was fully assisted with his future

transition from the workplace and for managing his personal affairs.
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A client suspected they had a workplace psychopath and asked for our help. A request was made for
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mid-level manager. The behaviours observed indicated a sophisticated workplace psychopath! A full

workplace history was provided including details of the impact the person had on employees. The

investigation by our qualified personnel confirmed the existence of the workplace psychopath. Strategies

were implemented to place appropriate boundaries and manage performance issues. The person was

successfully performance managed out of the organisation. Strategies were implemented to assist with

healing employees affected by the person. Interestingly, the person gained a position with an associated

company, which required the perd 2 ypr@sénce on the original site. After a further detrimental effect upon

employees, a restraining order prevented the person being on site or contacting employees.

Note: ThereQ & Y For videkpiake psychopaths ¢ they must be removed ethically, lawfully and rapidly.

The Secrets of Success in Turning or Terminating

1. Investigate and discover the causes of disengagement or unacceptable behaviour: -

a. Are they caused by flaws in leadership, management or organisation, including insufficient
training and resources? Check the Herzberg factors.

b. ! NB (KSe& OldzaSR 060& (KS LIS2LX S Ay ReaeESwa A2y
selection process.

C. Are they caused by ignorance? Check whether discriminatioharassmenbr bullying is
present.

d. Are they caused by the people in question possibly being mentally unwell? Get specialist
advice.

2. Deal rapidly and effectively with the causes: -

a. If 1a rapidly attend to those issues and support the people in question to improve.

b. If 1b support the people to adopt the values by coaching training and authentic supportive
performance management ¢ most performance management and appraisals are destructive
and belong in 1a.

c. If 1c ensure the proper education and processes are enabled.

d. If 1d call in specialists who can rapidly attend to the matter before harm is caused.
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is essential.

4. Select replacements carefully, making sure they fit the culture, are clear about their role and tasks,
and can return their cost of hiring during their probationary period ¢ demonstrating their value to
the team.



The Metattude Team that Can Help You A

David Deane-Spread, founder of Metattude; an experienced CEO and director of both private
and public companies, with a leadership background in the military and law enforcement. David
initiates the process with you to identify causes and plan the remedial process. David will coach
the right people or lead the intervention, as best suits your needs.
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Terry Old, senior partner at Metattude; an experienced director and manager with commercial
success in agri-business, chemicals, tourism and wholesale sectors. Terry specialises in the rural |
sector, with unique pressures due to close knit communities and fewer choices of replacement.

Allan Adams, senior partner at Metattude; an experienced HR and IR consultant, trainer,
facilitator and coach with a focus on behaviour change in the commercial, government and not-

for-profit sectors. I ;

Carla Fotev, Consultant Registered Psychologist and Director at Emergency Support Network.

Carla specialises in dealing with mental health issues in the workplace. The situation is
carefully assessed, behaviours profiled and actioned to ensure proper care for the person and
the business.

Franca Sala Tenna, Legal Consultant and Trainer and Director of EEO Specialists, specialising in
workplace discrimination, harassment and bullying. Franca helps in educating our clients in the
legal implications, responsibilities and activities that organisations have in regard to these
issues.

David Osborne, senior partner at Metattude and head of recruitment and selection services
(branded Profitable Personnel); David ensures the right replacement is selected the first time

and the replacement investment is returned within the probationary period.

Derrick McManus, senior partner and leader of Metattude in South Australia. Derrick has a als
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background in leadership and elite performance in law-enforcement, having led the STAR unit in _
the South Australian Police for a number of years. He knows well the requirements for "“ 1 -
engagement and high performance.

Call David Deané&preadon 0416117771
for a confidential obligationfree discussion to explore the possibilities.
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