What’s your story? HR analyses of success and failure.

An example of misplaced HR practice I observed occurred within the aerospace industry.  A group of shift managers were under-performing against targets and not making decisions effectively.  The response to this from the HR director was that they may not be acting appropriately due to their level not being categorised as Senior Managers, therefore not feeling the gravity of the role required to make high level decisions.  The failure came from HR in re-levelling and re-naming the roles to production manager from shift manager without change to the duties of the individuals.  The performance did not change significantly, decisions were not made, and the business was impacted financially by renumeration uplifts for the individuals.

Likert (1. 1967) developed 4 different management systems in a framework:
1. Exploitative authoritative – This leadership style has a low concern for people utilising threats for compliance.  Decision making is centralised without sub-ordinate input.
2. Benevolent authoritative – This style is where leaders utilise rewards and punishments whilst allowing limited subordinate involvement in decisions.
3. Consultative – Leaders will consult with subordinated prior to decision making however large decisions are still held at high levels.
4. Participative – Decision making is then decentralised, and all employees are encouraged to make decisions, this drives high responsibility and accountability.

I believe the main reason the change was not successful as the business was akin to the benevolent authoritative framework.  If a decision was made and unsuccessful little support was given to create emotional safety in decision making.  However, the theory the business was attempting to apply was more akin to Participative, ensuring leaders are encouraged to make decisions and hold the responsibility/accountability that follows.  Ultimately the business needed a management framework change overall to ensure success of the changes, but changed the roles without thought of the overall strategy required.
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