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INTRODUCTION
In this report I will be speaking about problems that are faced in the workplace, the problem that I will be focusing on is character difference and conflict in the workplace. Staff members clashing due to character difference is very common in the workplace. I will be using different theories and diagrams to show examples of some of the most effective ways to manage different personalities in the workplace. I will speak from personal experiences that I have had and note how I solved those problems. I will be using books and other research methods to create step by step tactics that can be used in the workplace. 

THE PROBLEM
I have worked in the hair industry for 7 years as a head hair stylist in one of the most successful salons in London. In the time that I have worked as a hair stylist I have come to understand that character building is very important. I understand that not everyone will always get along so as the manager of the salon, I was responsible for team building and managing staff. 
Enjoyed my work but there were incidents that happened that were simply due to character differences. These differences were based on things such as character, upbringing, life experience and pure ignorance. At times things would get very ugly between staff members, this is when I had to exercise different techniques in help control the different personalities. 

The problem that stood out to me the most is when there was two staff members that had such a big argument that customers were very unhappy. This was very embarrassing for myself and the company, but I had to handle the situation and find a solution for it. 
I will refer to the staff members as A and B. So, staff member A grew up in Ghana Africa, she was a very hard-working girl and very shy at heart. There is no time that I ever heard staff member A shout in the whole time that she had been working. The problem she did have was that she was very messy when she worked, she had a habit of not putting things back where they were supposed to be. Her excuse was that, that is how she works and that she will clean after she is complete with a client.
Staff member B grew up in London and had been working at the salon for almost 5 years, so she had a big clientele and customers loved her. She was what you call a clean freak, she was very clean and tidy when she worked. Her problem was that she had a very abrupt voice which could have been misinterpret as rude, but the truth is she was a lovely person at heart but at times did not know how to articulate her thoughts. 
Highlighted problems:
· Different personalities
· Lack of customer service
· Culture difference

THE INCIDENT
The incident had started one morning when staff member A had a customer who was late, her being late always made her nervous and that when she would rush and begin to not put things back in place. Staff member B had wanted to use the sink to be her customers hair when she realised that the sink was dirt and full of hair, it had not been cleaned and the last person to use the sink was staff member A.
Staff member B shouted across the salon and said, “why do you never clean after yourself, is this how you clean in Africa!”. Staff member A ignored her and kept doing the clients hair. Staff member B repeated, shouting across the busy salon. At this point staff member, A came over and they started to argue in front of the whole salon. 
When all this happened, I had gone to lunch so when I came back, I walked in the first thing that I saw was both of them shouting at each other. I came and separated them and took staff member A to the staff room and asked a colleague to take staff member B outside to calm down. 
After calming them both down they were both given an opportunity to write down a written statement of what they feel happened. This situation had to be controlled by myself as I was the manager. Therefore, I had to go and apologise to the customers and give them a full refund.

When I think back to what happened I now see that it was the inevitable because they had shown signs early on that they did not get along. Those signs were ignored by myself as I thought that it would never escalate into an argument such as that. 
This is what makes me realise that there are things that can be put in place to avoid such things happening. Character differences are very common, and personalities can clash especially in small environments. Understanding and managing different personalities can be a struggle, especially if one does not know how to recognize their traits and weak points. 

MANAGING DIFFERENT PERSONALITIES
Every person has a unique character, if you add religion, culture and gender differences into the mix things can get very complicated. When creating effective teams, it is important to understand different personalities. This is not a reason for managers to favour people, but it is important to understand that motivation, inspirational and effective leadership heavily depend on different personalities in the workplace. 
There will be personalities that will be difficult, but they will create variety in the workplace. There are also personalities that will cause divide in the workplace and those types have to be removed from a team. Although a leader is expected to treat everyone the same it is important to understand that what may work for one may not work for another. 
What makes a great leader is someone who can differentiate the difference in personalities and apply methods that that suit each one. This is what I implemented on the day of the argument. 

PROBLEM SOLVING PROCESS
Clarify real objective:
As a leader it is important not to scared or nervous about speaking to staff members about the problem, finding objective when there is a personality clash between staff means asking some uncomfortable questions. If this is not done that will mean that disagreements with people will not be addressed and any solution will not really help the organisation move forward.
Establishing Cause:
In 1950s there was two British individuals who identified a decision-making process which helped establish framework for problem solving, their names were Charles Kepner and Ben Tregoe (Kepner and Tregoe, 2013, p.296). This very scientific approach helps identify the root of the problem by seeking to identify where, when and with whom problems are occurring. 
This process is known as the TK process, it includes 5 steps in problem definition and establishing causes:
· Define the problem
· Describe the problem
· Establish possible causes
· Test the most probable cause
· Verify the true cause

CREATIVE PROBLEM SOLVING
There are many benefits to creative problem solving and the remain one is the benefits to the team. The key to creative problem solving is to be able to have a team where the problems can be shared, when it is only one staff member dealing with the problem it can put too much pressure on the individual.
Some of effects of creative problem solving are that communication within the team is improved and that creates transparency within the team. The transparency faced in the group then births shared skills, knowledge band experiences within staff members. Opening healthy discussions and perspectives.
All the above combined help build improved teamwork which then create unity amongst the group. This will cause the group to have more of a morale boost and confidence which creates identity with the group. (Kepner and Tregoe, 2013, p.296).
The group will in the end be motivated as success breeds success, each individual and team will feel empowered each meeting. For this to be the result of creative problem solving, the team leader must be transparent too. By being transparent, the team member will set the pace for everyone else to follow. This will in return build trust between staff and manager, the relationships between customer and staff will also be positively affected due to the staff members getting along and being happy at work.
Seeing how simple but effective this theory is makes me realise that problem solving cannot be done in just one go, there are steps to take an what I would to call a formula to problem solving. With creative problem solving there needs to be a level of understanding between the manager and staff members, this process will increase involvement and create greater understanding in corporate goals. (Kepner and Tregoe, 2013, p.296).

CHARACTER DIFFERENCE BREAKDOWN
Gordon Allport’s trait theory

In 1936 a psychologist named Gordon Allport discovered that one English dictionary alone described different personality traits. He put these traits in three groups. (Allport 1936, p285)
Cardinal Traits:
These are traits that control an individual's whole life so much so that they become known for having those traits. People like this can become so well known for these qualities that they may become on with the traits, think of terms like Christ-like, Narcissistic and Don Juan. (Allport 1936, p285).
Allport proposed that this type of traits develop overtime in a person like, as this type of character takes long to build. (Allport 1936, p285).
Central Traits:
These traits are those that form the foundation of a personality, they are centre traits that yiu may use to describe another person. So, these are traits that do not need a long time to develop. When meeting someone for a short period of time, these are the traits that are described to someone. (Allport 1936, p285).
Secondary Traits:
These are traits that arise in a situation, they can be related to attitudes or preferences. An example would be, how someone acts under pressure. How they handle a situation when anxious, these are the traits that the person will show. (Allport 1936, p285).
In looking at this theory I begin to understand why staff member A and B had an argument, sometimes we feel that character difference is due to such culture, gender difference or people just simply not getting along but the truth is there are personality traits that we all process and the real question is how well are we able to control those traits. 
Although we all have traits that we need to control, behaviour such as racism, sexism or homophobia are completely unacceptable and will not be tolerated in the workplace.

CULTURE DIFFERENCE
It is important that staff members respect different cultures, in the incident it seems that staff member B made a comment about staff member A being from Ghana and that being the reason why she was “untidy”. This was extremely unacceptable and embracing as the customers that were in the salon also heard the statement being made.
Dutch researcher Geert Hofstede undertook research for IBM in 1970s and produced his findings in a book called Cultures Consequences. (Hofstede 1970, p284).
He spoke of the importance in understanding culture especially cultures in different countries. This way of thinking removes ignorance in the workplace and opens discussion on everyone appreciating where each other is from. 
Although we may speak about culture in a form of what different countries dress like and how they speak etc, culture may also cover such things as sexism. So, something like a staff member coming from country where women are not allowed to do certain types of jobs or gay people not openly gay in the workplace. (Hofstede 1970, p284).
This is the type of training that should be offered in all workplaces to ensure that such behaviour will not be tolerated when working in the UK.

IDENTIFYING PROBLEM (THE CAUSE)
After carefully reviewing the incident it seems that the problem was that we as management failed to recognise how different the staff members characters were. In recruiting the employees, we should have considered that staff member B had a more abrupt personality as we should have maybe considered not hiring her. Because of her talent we decided to keep her on but because no incident had happened yet, we had not imagined that she would ever get out of hand. We also failed to outline the importance of training, training that would open discussion for staff members to bond as a group and share ideas on culture and lifestyle. Sometimes it is important for team members to bond with outside of work activities, this will avoid awkward arguments and create a bond within the group. 

THE EFFECT
The result of our mistake had led us to put two staff members on a disciplinary warning which in return meant that we lost money in the time that they were off. We also had lost money on the day of the incident, we had to refund all customers who had been present when the urtication happened. 
The other effect was that one of the clients that had witnessed the incident later went on to our website and various social media platforms to complain about the service. She complained that we were very unprofessional and warned her followers about coming to our salon. This gave us a very bad reputation online.
After the incident it was important that we put a statement out explaining what had happened to our customers and publicly apologising for anything we had done wring in the incident. 

CINFLICT MANAGEMENT STYLES
There are many ways in which one can control conflict in the workplace and Belbin's theory has helped me understand how to take control of a team and manage them especially after a conflict. (Belbin 1981, p207)
Belbin's Theory (1981):
Conflict is a natural thing that happens in human interaction, so conflict is not the problem but how to handle conflict is. Belbin states that unresolved conflict is a huge threat and is can damage team relationships and undermine teams and projects. There are individual characters that a team must have for the team to effectively successfully through conflict and these are:
The shaper- Usually this person is very competitive, driven and loves to win. These individuals are very determined and overcome many obstacles that get in their way. These people are very good at pushing people into action so they can highlight problems and the downside of their passion could come across aggressive or insensitive. These types of people be argumentative and are often found in team conflicts. (Belbin 1981, p207).

Team- worker- These are the most supportive members of the team; they help maintain positive team atmosphere. These type of team members have a key role to play in defusing conflict, they do whatever is needed to support others. These types of people are very popular among their colleagues as they are good listeners and sympathetic individuals. Their influence on the team is very subtle but when they are not present their absence is certainly felt and missed. (Belbin 1981, p207)

The downside of team workers is that they dislike conflict, interpersonal conflict especially and they will try their best to avoid it. Even though this may seem like a good quality to have, it may not help team building. A heated debate is healthy and necessary for the team to move forward, when important discussions and debates are avoided this can more likely harm a team rather than help create a solution. 
While team workers seek to minimise conflict, they should avoid all situations which entail necessary pressure or useful debate. 

FISHBONE ANALYSIS
[image: ]                   
Above is a Fishbone diagram to show how the incident effected the business and what we will need to look at in looking at the solution if the problem. This is a great way to identify major factors and represent main categories of potential causes. This method of evaluation shows possible factors contributing to the problem. I have explored each one to identify specific causes which will help me find a solution more effectively. 
This diagram has shown me so much, even more than I had evaluated before, it has helped me map out the exact things that I need to focus on and gave me a clear understanding of where I went wrong as a leader. The fishbone diagram has also highlighted the things to improve on. After analysing diagram, I can see that:
· Staff need training
· We need to improve team building
· More CCTV
· Better team management 


SOLUTION
These are the things that can be done to solve the problem.
Solution 1:
We can put both ladies on disciplinary and observe their attitudes and work for a timescale until we are able to see a difference in their behaviours. We will need to do this by calling them in and explaining what they have done and the reason for us doing so. If they do not meet this condition, there we would have to let them go as behaviour like that is completely unacceptable. 
In that time, we would also offer training not only to them but all staff members to ensure that something like that does not happen again. This will also give us the confidence as a company to make sure that we have learned from our mistakes. 
Solution 2:
This solution would be to expel them as it states in our contract the anything such as homophobic, sexist, racist or violent behaviour is completely unacceptable and will lead to a suspension with no question. Once it is proved that someone has done any of theses it would be very difficult to keep them on even if they state that it was a mistake for them to do so. 
In this case only staff member B would be going as she was the one that made a statement about staff member reason for behaviour being that she is from Ghana Africa. That statement if taken the wrong way could seem racist. 
In this case we had asked staff member A if she had found it racists which she had replied no, this made us question whether it was in fact a good idea to suspend staff member B. We had to consider all sides and decide based on the contract and not base the decision on feelings.

THE BEST SOLUTION
The best solution I found was solution 1, and the reason for this is because I think that staff members will be able to work better together after receiving training. The number one mistake that I had made as a manager was issuing that all staff will get along and that is not realistic. These two staff members had been bickering for some time and I had ignored it, everyone knew that these two individuals do not get along. 
So, I think implementing solution 1 will give them a chance to work on their behaviour as I believe in the and I think they are both are excellent workers despite of their constant arguing. 

IMPLIMENT SOLUTION
The first thing that I will do is call both in and discuss how they feel about the incident. The next stage will be for me to hire a training firm that specialises on team building. I would select a day that is best and close the shop for a day training, in this time I think it would be important for all staff members to be present at this training because I would not want the same thing happening again.
I will then give both a warning to say that if this ever happens again, they will be permanently fired from the company and will no longer working at the salon.
The next step is to put up a warning on the staff wall explaining the behaviour that will not be tolerated, this will ensure that all staff members are reminded every day that they step in the staff room that we will not be tolerating that behaviour and that there will be serious consequences for anyone that chooses not to listen. 

MONITOR SOLUTION
There are ways that I had made sure that I monitor the staff members and make sure that the solution that was put in place was working. 
I had monthly meetings with both staff members that had the argument, these meetings were one to one, so it gave them an opportunity to state how things were going without feeling judged. I also made sure to have all staff members have fun days out every three months, these days out were good and helped form friendships and create stronger bonds within the team. We did activities such as ice skating, theme parks, workshop and restaurant meetings. 
After sending them the workshop everyone had knowledge of how to work in a team and skills to help them make the best decisions when working together. 

IS IT WORKING?
The solution that I chose has worked and created a much better team, the team communicates well and the training that we provided has paid off. The staff members do have disagreements and there is conflict, but it is handled amicably and controlled. WE have also had one to one session with team members and assets their progress while working in the salon. I am very pleased and excited for the future and we have also decided on taking on more staff and opening another salon. As a result, staff members are:
· More respectful
· Communicate better
· Less conflict
· Better customer service

CONCLUTION
In this assignment I have concluded that there is an importance in leadership to help maintain peace amongst staff members. A leader does not make decisions based on assumption, when working and building at team one must look the facts. The fact in the incident that happened was that a staff member did not get on. They had a lack of respect for each other because of cultures and personality differences. 
The needed management and support to help them understand this and work on a solution to solve the problem, the truth is with no good leadership the team is most likely going to fail. Theories such as the Gordon Allport’s trait theory have taught me about character difference and Belbin's theory has showed me the steps to take when dealing with conflict the workplace.
The fishbone diagram has also been a highlight for me as it has showed me a method in how to strategically plan the things I need to resolve. It made it very easy for me to carry out the steps and make sure that I covered everything I needed to. 
When leading a group, I can also understand that conflict is not a bad thing bad how one handles conflicts determines the outcome. The best way to resolve conflict in the workplace is to have a manager that knows these methods, this is why things like training are very important, allowing staff to do training and workshops to improve their skills not only benefits the team but it also helps create better customer service. 
When the team is happy, the customer is happy and business does a lot better, in a world where customers rely heavily on reviews online, it is important to have a team that will make sure that customers are experiencing good service.
The incident that happened caused the salon to receive very bad reviews and that meant bad business for us, this has shown me that even if there is conflict in the salon the customer should never be aware of it. I will keep using these methods in future and I will make sure to keep the same standards going forward. 
Motivation is also key to team building and resolving conflict, motivation together with mentorship helps create trust between the leader and staff members. Motivating my team was something that I never thought of before but in order to have positivity in the group the leader must be the source of motivation. This will help conflict because the workplace will be somewhere to grow and be better, this is not to say that there should be no room for correction, but it is to understand that encouragement goes a long way. 
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