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1. Introduction 
As team manager of a water hygiene company, I have observed first-hand the dynamics of gender, affinity bias and team culture in our operational delivery.  The named organisation shares parallels with the SMART Engineering (case study) as it involves skilled engineers working in client sites, under time-pressure, in teams, yet faces challenges of inclusion, bias, accountability and interpersonal relationships.  I will draw explicitly on the case study scenario and apply it to our water hygiene context, exploring six key areas: self-management, personal, cognitive and unconscious bias, accountability & authentic behaviour, interpersonal relationships, professional integrity and the development of my own professional practice.  My aim is to reflect on the happenings: why, who was affected, how they were affected, the consequences, and what could be done differently. Throughout I will reference academic and practitioner literature to support the analysis. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

2. Self-Management 
2.a What is self-management 
Self-management refers to an individual’s capacity to regulate their emotions, behaviours and reactions, in emotionally charged or complex interpersonal situations; involving planning, organising, motivation and control (Gerhardt, Ashenbaum & Newman, 2009; Rafiq et al., 2021) iiardjournals.org+1. Essentially, it’s being aware of “what I feel/think” when things go unplanned and choosing how I respond rather than reacting.  In the workplace, good self-management is critical as engineers often face unexpected challenges, client frustrations, and team dynamics that can disrupt focus on goals. 
2.b Why it is important in the workplace 
For engineers, self-management ensures that when a site call goes wrong, when a client is dissatisfied, or team frustrations mount, the engineer stays focused on the objectives (e.g. completing inspection, cleaning, remediation) rather than engaging in emotional escalation or conflict.  Research shows self-management moderates the negative impact of psychosocial work-factors on well-being and productivity.  PMC+1 A lack of self-management can lead to stress, errors, client dissatisfaction, withdrawal of effort, and a negative team moral. 
2.c An example of how lack of self-management can impact the workplace 
One case study showed a female engineer felt excluded from discussion because male colleagues conversed in a way that assumed male dominance around technical decision-making.  She reacted emotionally which caused the team meeting to divert, delayed decision making, and created resentment.  In a water hygiene scenario, imagine a male engineer dismissed a female colleague’s suggestion about sampling procedures - she raises her voice in protest.  This emotional reaction shifts focus away from the task and onto interpersonal conflict - reducing site productivity and increasing risk of error. 
2.d In terms of the case study: what happened? Why did it happen? Who was affected? 
In the SMART Engineering case study, a female engineer was repeatedly sidelined in discussions by male peers who assumed technical leadership belonged to them.  She felt frustrated and withdrew.  This was a self-management failure as her frustration was visible and undermined the team dynamic.  Male engineers also lacked self-management as they failed to recognise their bias and reacted defensively.  The outcome reduced team cohesion, less contribution from the sidelined engineer, slower decision-making and potentially compromised target outcomes.  In our water hygiene company, such behaviour could lead to missed deadlines, reduced client satisfaction and higher health & safety risk. 
2.e How I would do things differently / already do differently 
As manager, I would emphasise self-management training for the team.  Emotional awareness, pause-and-reflect moments on site, structured debriefs after difficult client interactions.  I would model self-management by remaining calm under client pressure, acknowledging my emotions and choosing constructive next, scheduling short check-ins after stressful jobs so engineers could reflect and manage reactions.  I need to improve on early recognition personal frustration in client interactions, particularly regarding tone of voice.  My development goal is to practise short pre-call mindful breaths to self-centre before high-pressure site visits. 
 
 
 
 
 



3. Personal, Cognitive and Unconscious Bias 
3.a What is personal, cognitive and unconscious bias? 
Personal bias refers to individual conscious or unconscious attitudes and preferences that shape perceptions of others.  Cognitive biases are mental shortcuts or heuristics that distort judgment.  Unconscious bias refers to the implicit attitudes or stereotypes affecting understanding, actions and decisions without conscious awareness (UMass Workplace Learning & Development, n.d.) UMass Amherst. Affinity bias is the unconscious preference for others who share similar backgrounds, interests or identity (Lean In, n.d.) Lean In+1. 
3.b Why it is important in the workplace 
In engineering teams, bias affects decisions around technical leads on a client account, suggestions heard, and those selected for training opportunities.  As per Hays research, 55% of staff believed managers favoured those who reminded them of themselves The Irish Times - meaning talent is overlooked, team diversity is undermined, and operational effectiveness reduced. 
3.c An example of how lack of awareness of bias can impact the workplace 
In the case study, male engineers unconsciously favoured each other in decision-making, dismissed female engineer’s contributions, and assumed similarity (gender, background) meant competence.  Affinity bias led to exclusion of the female voice, decreased team creativity and poorer outcomes.  In our water hygiene company, such bias could lead to underuse of female engineers, weaker client relationships through lack of diversity of thought and possible reputational damage. 
3.d In terms of the case study: what happened? Why did it happen? Who was affected? 
The case study showed gender affinity bias and unconscious cognitive bias (e.g. assuming men have stronger technical credentials) undermined team dynamics.  Female engineers were marginalised, and male engineers were unaffected initially but ultimately team performance suffered. Consequences were less engaged contribution, potential drop in client service quality, and risk to project delivery discipline.  If managing that scenario I would intervene earlier and initiate bias awareness workshops, rotate technical leads irrespective of gender, establish “value of difference” norms, and monitor participation in meetings to ensure voice equity.  I would also implement structured decision-making frameworks to reduce bias in allocation of work. 
3.e My own position 
I am reasonably adept at recognising my biases.  I question my decisions: “why did I choose this engineer for that call?” and “am I unconsciously favouring someone because I like them?”. However, I recognise I sometimes slip into affinity bias when assigning training opportunities to engineers who are familiar.  I will improve by using anonymised assignment processes and tracking training allocations by gender and background. 
 
 
 
 
 
 
 
 
 


4. Accountability and Authentic Behaviour 
4.a What is accountability & authentic behaviour? 
Accountability refers to the obligation to explain and justify one’s actions and accept responsibility for outcomes. Authentic behaviour means acting in a way that is consistent with one’s values, being transparent, genuine and open to feedback. Stewart, Snyder & Kou (2021) describe team accountability as relational and tied to trust, commitment and emotional identification with the team. SpringerLink+1  Authentic behaviour in diverse teams means acknowledging bias and being willing to address it. 
4.b Why is it important in the workplace? 
In operations, accountability ensures engineers own the quality of their work, accuracy of hygiene reports, safety of the site.  Authentic behaviour creates trust among team members and clients.  Otherwise, client confidence becomes eroded, team effectiveness falls and compliance risk increases. 
4.c An example of how lack of accountability can impact the workplace 
In the case study, the senior engineer failed to acknowledge that his behaviour (interrupting the female colleague) was biased.  He didn’t take responsibility, and no action was taken.  This lack of accountability led to further exclusion and disengagement.  In my company, if an engineer ignores an affinity bias issue or fails to take ownership of a safety oversight, this results in contamination risk, regulatory breaches or legal exposure. 
4.d In terms of the case study: what happened? Why did it happen? Who was affected? 
The case study revealed that team members didn’t hold each other accountable for inclusive behaviour.  They lacked authentic acknowledgement of gender dynamics.  The female engineer was excluded, the men were unaffected in the short-term, but the team missed her input.  The consequences were lesser team performance and risk to delivery jobs. I would introduce a formal team charter emphasising accountability for inclusive behaviours, embed sessions after team calls where team members self-report inclusion metrics, and publicly acknowledge inclusive behaviour.   I hold engineers to accountability, KPIs and team standards but recognise I could improve my own transparency.  I need to admit my own bias mistakes, while encouraging others. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
5. Interpersonal Relationships 
5.a What are interpersonal relationships in the workplace? 
Interpersonal relationships refer to ongoing connections between team members characterised by communication, trust, respect and mutual understanding.  These relationships underpin collaboration, knowledge sharing and team cohesion Taylor & Francis+1.  In inclusive teams, relationships cross gender, background and role boundaries. 
5.b Why is it important in the workplace? 
For engineers who often work remotely/ in small teams, strong interpersonal relationships ensure when issues arise (site challenge, client concern, equipment failure) they can rely on each other for support, information and shared decision-making.  A lack of good interpersonal relations can lead to silos, misunderstandings, disengagement and operational inefficiencies. 
5.c An example of how poor interpersonal relations can impact the workplace 
In the case study male engineers formed a clique, excluding female engineers from informal conversations and decision-making.  This weakened trust, left them disengaged and slowed the project because her technical suggestions were not considered.  In our water hygiene firm if an engineer feels excluded, they may withhold suggestions for improved operation methods, reducing service quality, and may resign, leading to turnover costs and client disruption. 
5.d In terms of the case study: what happened? Why did it happen? Who was affected? 
The case study showed male engineers bonded via shared background which reinforced affinity bias and reduced female engineers’ sense of inclusion.  Consequences were poorer team dynamics and lost contributions.  I would monitor informal interactions (e.g. who attends debriefs, who speaks up) and create mixed-gender, mixed-background pairings for field calls, fostering cross-relationship building.  I am good at promoting relationships and hold regular team social briefings, encouraging cross-team mentoring, but want to improve by facilitating structured peer-buddy check-ins for remote engineers. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

6. Professional Integrity 
6.a What is professional integrity? 
Professional integrity is acting in adherence to ethical, moral and professional standards, honesty, fairness, responsibility and consistency.  In the work context it’s doing the right thing at all times and resisting pressure to compromise values PositivePsychology.com+1. In the context of bias and inclusion, it’s acknowledging when bias has occurred, addressing it, and protecting the company’s reputation. 
6.b Why is it important in the workplace? 
For water hygiene companies, professional integrity is critical.  The team must deliver accurate water quality assessments, comply with regulations and maintain client trust.  If gender or affinity bias is allowed to persist, not only is team morale damaged, but the company’s reputation, regulatory compliance and client relationships may suffer. 
6.c An example of how lack of professional integrity can impact the workplace 
In the case study, the senior engineer ignored the exclusion of the female colleague. This breach of integrity undermines trust, allowed bias to continue and damaged team credibility.  In our water hygiene firm this could manifest as overlooked engineer suggestions, leading to client water contamination incidents, regulatory penalties and reputational damage. 
6.d In terms of the case study: what happened? Why did it happen? Who was affected? 
A female engineer detected bias, raised it, but senior management ignored it.  The consequence was the engineer became disengaged; the team lost her contributions and the project delivered sub-optimally.  As a manager, I would instate a zero-tolerance approach to exclusion, embed professional integrity in our code of conduct, hold bias conduct to account, and ensure senior engineers' model inclusive, ethical behaviour.  I practice integrity in operational delivery but recognise the need to better publicly acknowledging when making mistakes (particularly around bias) and use them as learning moments. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

7. Development of Own Professional Practice 
Reflecting on my own practice as an engineer manager, while I have strengths (technical competence, operational leadership, commitment to client service), areas require development; particularly around inclusion, bias awareness and leading inclusive teams in remote field settings.  To address this, I propose the following Professional Development Plan (PDP): 
7.a Development goals: PDP Diagram 
	Area 
	Action 
	Success Metrics 
	Timeline 

	DEI Awareness 
	Enrol in a certified DEI workshop 
	Training completed 
	Next quarter 

	Self-Management 
	Implement weekly 10-min “pause and reflect” before site visits; maintain journal 
	Journal maintained ≥ 90% 
	Ongoing weekly 

	Accountability 
	Design and agree team charter at next team meeting 
	Charter signed by all team members 
	Next team meeting 

	Interpersonal Relationships 
	Launch peer-buddy system; conduct buddy check-ins and collect feedback 
	Buddy participation ≥ 90%; engagement feedback collected 
	Launch next month; review quarterly 

	Professional Integrity 
	Organize quarterly “Integrity Review” sessions with 360° feedback 
	Sessions held quarterly; lessons learned documented 
	Quarterly 

	Inclusion Impact 
	Monitor feedback surveys on team inclusion and fairness 
	20% improvement in inclusion and fairness perceptions 
	12 months 


· Gain deeper knowledge and awareness of gender and affinity bias through certified DEI training within the next six months. 
· Improve self-management under pressure: implement a personal reflection and mindfulness routine for high-pressure client calls, track emotional responses and reactions post-job. 
· Enhance accountability culture: develop and roll out a team charter emphasising inclusive behaviour, bias recognition and mutual accountability within three months. 
· Foster interpersonal relationships: launch a peer-buddy system pairing engineers across gender/background, monitor engagement and feedback at quarterly intervals. 
· Raise professional integrity visibility: hold quarterly “lessons-learned” sessions where team members (including myself) reflect on bias or exclusion incidents, what went wrong, and what will change. 
 
7.b Action plan: 
· Enrol in an external DEI workshop in next quarter. 
· Schedule weekly 10-minute “pause-reflect” for me before site visits; maintain a journal of emotional reactions and team interactions. 
· Design and agree team charter at next team meeting. 
· Launch buddy scheme with buddy check-ins after each field job, collect feedback. 
· Organise quarterly integrity review meetings, including 360 feedback. 
7.c Success metrics: 
· Training completed. 
· Journal maintained with at least 90% adherence. 
· Charter signed by all team members. 
· Buddy scheme participation ≥ 90%. 
· Feedback survey: improved perceptions of inclusion and fairness by 20% in next 12 months. 
By executing this PDP I aim to enhance my own practice and lead a more inclusive, accountable, high-performing field engineering team. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
8. Critical Reflection 
Reflection is essential for continuous professional growth and development of effective leadership practice.  According to Gibbs’ (1988) Reflective Cycle, effective reflection involves describing, analysing and evaluating experiences to inform future behaviour. Similarly, Kolb (1984) emphasises learning as a cyclical process of experience, reflection, conceptualisation and experimentation.  Applying these models to the SMART Engineering case study and my own management practice has highlighted several insights. 
8.a Description and Feelings 
The case study described a technically capable female engineer marginalised by bias, leading to her and her wife’s resignation.  Reading this, I felt frustration at the lack of intervention by management and for the engineer’s invisibility.  Parallels in the water hygiene sector are often dominated by male engineers where unconscious bias and affinity-based team structures can quietly marginalise others. 
8.b Evaluation 
Critically, the case study revealed how unaddressed bias, poor self-management, and lack of accountability can cascade into systemic failure.  This mirrors Edmondson’s (2019) findings on psychological safety.  When employees fear being undermined or unheard, innovation and performance declines.  It resonates with CIPD (2022) guidance, which identifies inclusive leadership and emotional intelligence as key drivers of engagement and retention, expose how technical competence alone is insufficient without inclusive team culture and emotional awareness. 
8.c Analysis 
 I acknowledge moments where I may have inadvertently reinforced affinity bias.  For example, assigning complex client tasks to those I know rather than distributing opportunities more equitably.  I have also realised occasionally postponing addressing behavioural issues to avoid confrontation, which unintentionally signals tolerance of exclusionary behaviour. I recognise that such avoidance contradicts authentic and accountable leadership (Stewart, Snyder & Kou, 2021). 
I evaluated my self-management.  While handling client pressures calmly, I can internalise stress and fail to model openness around emotional strain, which may discourage engineers from discussing theirs.  This insight has motivated me to integrate brief reflective debriefs after challenging field visits and to promote a culture of mutual emotional awareness. 
8.d Conclusion and Action Plan 
Through critical reflection, I understand managing engineers requires equal emphasis on emotional leadership and technical oversight.  I intend to enhance psychological safety by embedding reflection and inclusion into our operational rhythm.  Weekly check-ins, anonymous feedback channels, and recognition of inclusive actions.  I will hold myself accountable by sharing my reflections transparently with my team and mentors. 
In conclusion, critical reflection transforms isolated learning into actionable insight.  By examining the SMART Engineering case through reflective frameworks, I’ve deepened my awareness of bias, accountability, and inclusive leadership, reinforcing my professional integrity and capacity to lead a diverse, high-performing engineering team. 
 
 
 
 
 
 
9. Conclusion 
The SMART Engineering case study provides compelling insight into how unconscious bias, poor self-management, and ineffective leadership can undermine team cohesion, employee engagement, and ultimately project outcomes.  From a managerial perspective, it exposes the cascading effects of cultural and behavioural blind spots within technical environments where gender dynamics, affinity bias, and lack of accountability went unchecked until high-performing engineers chose to leave the organisation. 
The situation at SMART Engineering demonstrates technical excellence alone is insufficient for project success, emotional intelligence, self-awareness, and inclusive leadership are equally vital.  The absence of psychological safety, trust, and fair recognition created an “us versus them” divide, reducing collaboration and innovation.  This aligns with findings by Edmondson (2019), arguing that psychological safety is a prerequisite for high performance, especially in complex engineering and safety-critical settings. 
Drawing parallels with the water hygiene sector, similar risks are evident when teams operate under pressure with limited oversight.  Without conscious management of interpersonal dynamics, engineers can feel isolated, undervalued, or unfairly treated.  This leads to reduced motivation, errors in compliance reporting, or loss of technical expertise through attrition.  The lessons from SMART Engineering underscore the importance of fostering a culture that values thought diversity, equitable voice, and authentic accountability at all operational levels. 
As a manager, this case reinforces my responsibility to model integrity, promote self-management, and challenge bias proactively.  It strengthens the rationale for implementing structured inclusion strategies such as rotation of leadership roles, transparent performance reviews, and reflective debriefs after client visits. These measures not only reduce bias but also enhance team learning and resilience. 
In conclusion, the SMART Engineering case serves as both a warning and a guide.  It warns of the organisational costs of neglecting inclusivity and emotional awareness, and guides managers toward developing accountable, empathetic, and integrity-driven leadership practices.  By integrating these lessons into management of engineers, our company can build stronger, safer, and more inclusive teams that deliver excellence in both performance and culture. 
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