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Medical practice finds a cure

The challenge

A large medical practice, with five general practitioners in partnership, ran into difficulties when tensions arose between some of the GPs. These tensions were exacerbated when a new business manager, recruited from outside the medical sector, joined to manage the practice, which has an annual budget in excess of £1million. Part of the difficulties arose because the partners lacked a common vision for the development of the practice.

The solution

To resolve these conflicts AT&A interviewed each partner and the business manager for one hour each. Based on these interviews reports were written outlining where each of the six interviewees saw the strengths of the practice, the issues, which they felt needed addressing and their vision for the practice development.

In a non-attributable form this information was then fed back to the group for their consideration. This allowed all group members to appreciate the issues and difficulties other group members were experiencing in an anonymous, non-confrontational form.

Once this understanding had been reached two facilitated sessions were held over four months with all six team practice members attending. In this environment issues could be talked through with the facilitator mediating the discussion. The use of a facilitator ensured that everyone has their say and that the discussion was civil, positive and productive. This prevents discussion breaking down into argument dominated by the strongest personalities and ending in recriminations.

The benefits

All the GPs had a better appreciation of the other partners’ goals and priorities. This resulted in better distribution of the partnership workload meaning that one partner who had been considering leaving decided to stay on. Partners also started to meet socially improving empathy and understanding in the practice.

The business manager also had clearly defined priorities and goals with better demarcation of responsibility. This defined responsibility heightened the manager’s confidence resulting in more efficient management of the practice.

Make a health group healthier

The challenge

A large team of health care professionals and administrators found it difficult to adjust when the team manager returned from maternity leave. The manager also found it hard to reassert her authority with some team members and to strike the right balance between the changed needs of her private and professional life.

The solution

Recognising that adjusting to the demands of parenthood while also taking up the reins of a demanding career represents an enormous personal challenge, AT&A recommended a series of four 90-minute sessions where the manager could talk through the professional and personal issues confronting her.

Analysing these issues through discussion allowed the manager to identify her strengths and to understand the motivation of staff members. The need to strike the correct work/life balance was also pinpointed.

The benefits

The manager recruited a job share partner and formed a better relationship with her deputy based on greater openness and trust. A greater appreciation was gained of the motivation for remaining in work with a more harmonious relationship struck between family life and the demands of a career.

The manager also found it easier to discuss problems and built up a support network that included a professional mentor.

Child welfare isn’t kids play!

The challenge

A private company in the child services sector was in difficulty when the senior manager in the firm hit a personal crisis, coupled with problems with the management of a senior team member.
The solution

To resolve these issues AT&A held monthly meetings with the manager for six months lasting up to two hours per session. These meetings allowed the manager to focus on her troubled relationship with the senior staff member and her own personal aspirations in regard to financial stability for imminent retirement.

This allowed the manager to formulate a more effective management strategy for the company and a three year ‘exit strategy’ for her own retirement and financial security. To ensure the manager was supported through her planned transitions, AT&A held a further three meetings with her over the next six months.

The benefits

The manager’s relationship with the senior staff member was transformed to the extent that she made this individual her deputy. This eased the pressure on her and led to a more settled and productive team atmosphere.

Having reconsidered her personal goals the manager agreed with her husband that he should take early retirement and that they should ‘down-size’ their house to provide a better financial foundation for their retirement. As a result of this planning, the manager’s effectiveness, confidence level and happiness have increased immeasurably.

Change is no crime for law enforcement

The challenge

A new manager took over a large civilian police team with a remit for change both in terms of organisational culture and working methods. But resistance to change proved high with a resulting dip in effectiveness and morale.

The solution

To carry through change in any organisation is difficult and can only be accomplished successfully if all interested parties ‘buy’ into the objective. It is often difficult for an individual manager, especially an outsider, to communicate the need for change to all concerned and to lead them through an often-difficult transition. This is especially true if the manager has demanding day-to-day line management responsibilities meaning that the time available for staff ‘hand holding and stroking’ is restricted.

In order to clear the air, AT&A circulated a questionnaire to all team members so that they could express their concerns and misgivings over the proposed changes. This convinced the staff that their opinions were valued and that their objections were not going to be ignored. It also allowed AT&A to identify the basic issues for resistance to change.

With a thorough understanding of the issues at stake, AT&A organised a one-day event for the whole team with two facilitators to mediate discussion.

The benefits

All staff members came away with a clear appreciation of the need for change and a  ‘modus operandi’ for the transition was agreed in outline with all staff able to contribute. Issues within the team also came to the fore, which could then be addressed by senior managers.

School management learns a lesson

The challenge

The head of a large secondary school was concerned over falling staff morale caused by poor communications and time pressures.

The solution

AT&A sent out a questionnaire to all 85 teaching and administrative staff to get to the heart of the issues affecting morale. The findings were analysed and a report delivered to the school’s management team. The management team met with AT&A staff to discuss the findings. A further meeting was then held with the teaching staff to plan remedial action.

Based on these discussions a number of low cost changes were made to school operating procedures including better time tabling to allow greater staff interaction and communications. Stress caused by inappropriate workloads was also relieved.

The benefits

A marked rise in staff morale resulted based on the school management having a clearer understanding of staff concerns and priorities. The school management team with an action plan addressed other issues revealed by the questionnaire.

Physician heal thyself, with the aid of AT&T!

The challenge

Two recently joined partners to a GP practice found themselves in conflict with two existing partners to the extent that all meaningful communication broke down and the practice management languished. Caught in the middle of this conflict the practice manager found the position untenable and was actively looking for alternative employment.

The solution

All four partners and the practice manager were interviewed and a report based on the interviews was produced by AT&A. Findings were summarised in a way that respected each person’s confidentiality.  This was followed by two facilitated sessions for all partners and the practice manager run over half a day during a six-month period. One partner and the practice manager also had additional one to one sessions with an AT&T facilitator.

Based on the report and sessions conducted by AT&T the partners were able to explore the background to the breakdown in relationships and to express their individual concerns.

The benefits

The result was agreement that one of the new partners should chair the partnership so that the practice manager was not put in the position of ‘holding the ring’ between the partners. Tasks and responsibilities were redistributed amicably with better communication between all concerned. One partner, who had concerns about retirement and funding, had these issues addressed by the partnership and the practice manager agreed to remain in post, as a result of the more harmonious working environment.

Voluntary group makes funding case 

The challenge

A voluntary organisation wanted to secure funding for a team with mental health difficulties.

The solution

AT&T researched similar schemes and funding to provide model case histories and precedent information. All 18 prospective members of the team were interviewed in confidence and a report, including anonymous personal histories, was provided to the voluntary organisation.

The benefit

Prospective team members reacted very positively to being listened to and their opinions taken into consideration. The personal histories showed great courage and determination in spite of severe challenges and the voluntary organisation was able to use the report as part of the case for funding from donor groups.

Other client services

In addition to conflict resolution through facilitated group meetings AT&T can organise more informal workplace mediations to resolve dysfunction in an organisation and can conduct impartial investigations of staff grievances to resolve disputes.

Workplace mediations

We have conducted over 20 workplace mediations usually involving two or three members of staff where communication breakdown has occurred. We have also helped resolve disputes which have escalated into formal grievance procedure and disciplinary issues.

Investigations

When management finds a group or team presenting a challenge, causing a breakdown in line-management, AT&T can discover the underlying cause of breakdown in relationships, showing where line-management is failing. With this information senior management can resolve conflicts, or, in a worst-case scenario, initiate disciplinary procedures, armed with supporting facts.
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