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CALIPER

Introduction

The following report is based on 4 underlying team processes that contribute to the effective
functioning of any team:

Problem Solving and Decision Making
Interpersonal Dynamics
Communication

Goal and Task Orientation

Each team member has completed a Caliper profile and their results have been incorporated
into a composite graph clearly showing the means and range for those personality traits
relevant to the team processes listed above. A further graph is produced for each individual
to illustrate their personality traits against the group mean. The composite graph is intended
for all to see and the individual graphs for the individual concerned.

The narrative report attempts to draw together the data described above in order to suggest
those areas where the team may be performing well and where there may be some
dysfunctional behaviours requiring its attention. Given that each team member brings to the
table a wide variety of skills and attributes and by developing an appreciation of these
qualities more effective working practices may be achieved, this report is intended as a
discussion document between a Caliper consultant and the team leader.

The method by which this information is fed back to the team can improve team
understanding and further enhance team process and creates a platform from which to
proactively start team building. Such feedback is best facilitated by a suitably qualified
Caliper person in order to derive the greatest benefit for the individuals concerned and the
team.

HR Management Team Report 1
ABC Company Ltd



CALIPER

Team Composition
Team Name:
Human Resources
Team objective:

To identify ways to further enhance the team’s profile in relation to its strategic partnership with
the rest of the business.

Team Leader
Jane Leader

Team Members:
Liz Supervisor
Marie Smith
Hilary Brown
Paul Jones

Hank Marks
Heather Dickson
Keith Dobson

Team Demographics:

Team Member Tenure with Team
Jane Leader 3+ years

Liz Supervisor c. 3 years

Marie Smith 2 Y5 years

Hilary Brown >6 months

Paul Jones C. 2 years

Hank Marks C. 2 years
Heather Dickson C. 2 years

Keith Dobson c.6 months

Frequency of team meetings: Formally once a month and frequently on an informal basis
or according to business needs, either one on one or by telephone.
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Problem Solving / Decision Making

The members of the HR team within ABC Company Ltd are considered to be business
partners by their line manager colleagues. They are expected to contribute to the direction
that the company takes in relation to its HR strategy. The line managers largely handle the
day to day operational aspects of HR.

As can be seen from the composite graph attached, the majority of the team should have the
above average abstract reasoning capability and flexibility to understand the big picture and
to be able to deal with uncertainties and the complexities involved when dealing with high
level decisions and plans. They are likely generally to both accept change and to actively
seek it in many cases. The team is also likely generally to be analytical enough to look at the
details and ensure decisions are also based on a sound business case. The majority of the
team also seems to have the keen sense of urgency necessary to resolve problems and
make decisions quickly, although sometimes the caution that a number of individuals display
could sometimes act as a brake to this. In monthly team meetings Liz and Hank in particular
may sometimes need to curb their impatience when others who may want to consider the
details much more carefully however. Jane’s inclination seems to be to reach conclusions
quickly but not without sufficient prior analysis. Thus, as presumably she will chair such
meetings, she may need sometimes to ensure that agenda items have sufficient time
assigned to them for full discussion. However she may also need to ensure that the
discussion does not get bogged down in details so that it impedes progress to the
implementation stage.

The proactivity for taking HR strategy forward in new directions might come largely from Jane,
as the leader of the team and Liz, who acts as Jane’s second in command. Liz, in particular,
seems to have strong creativity and the willingness to defend her own point of view when
forging ahead with new ideas. Keith also appears to be innovative but, as a relative
newcomer to the team, may have had, as yet, little opportunity to fully utilise her creativity.
Hank may also show an interest in generating new ideas but may sometimes benefit from
being “given the floor” during team meetings so that he can fully express his suggestions.
These especially creative individuals may sometimes benefit from making sure they listen to
the input of their more practical colleagues to help ensure that their more radical ideas are
sound and realistic as well as innovative.

The rest of the team seems to be quite practical and even traditional in their personal thinking.
Although they may be very open to new ideas that may be presented to them and willing to
adapt and change in line with such suggestions, they may personally be inclined to err
towards “safe” outcomes. A number also appear to be extremely cautious and may tend to
look for reasons not to risk a new idea.

They may hesitate when uncertain and may well need some encouragement from Jane at
times to take things forward with courage and determination. However they would benefit
from developing a greater sense of independence when taking ideas forward with line
managers in their respective business units. By “putting their heads above the parapet” in
this way they will potentially also raise their own individual profiles as business partners with
their line manager colleagues.

As can be seen from the composite graph they all seem to be a very empathic team who are
likely to be accommodating toward each other. They are likely to offer each other support
and generally recognise each others’ input.

However, the profile indicates that the consultants based in Dundee tend to be less assertive
than those based in London. Although during team meetings, and amongst such an
apparently supportive team of their peers, this may not be an issue, the team nevertheless
needs to ensure that the more direct members of the team do not tend to dominate
discussions and that those who are less assertive are fully able to express their views plus
any concerns they may have.
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For their part these individuals need to be more willing to accept that they are operating in a
supportive team and so have the courage of their convictions when having to express their
views and defend their position.

Equally they need to be more willing to trust their instincts and have the confidence to think on
their feet when dealing with everyday issues with their non-HR colleagues elsewhere in the
business. This will be equally important when having to make independent decisions, without
the support of the team or any particular team colleague. If approval is necessary before
making a final decision they should try to determine the “best” decision from their perspective
and present this to Jane, rather than relying on her to help them work through the problem.

All in all nevertheless the mix of personalities within the team should ensure a balanced
approach towards decision making, with the more cautious also acting as potential “devil’'s
advocates” for those who are more urgent and willing to take risks, as long as they are given
the opportunity to communicate their thoughts.

Do’s Don’ts

Encourage input from all in group decisions Rely on each other too much when making
independent decisions

Encourage and support those who may
hesitate

Work through issues independently when
necessary

Use each other as sounding boards for
YOUR decisions
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Interpersonal Dynamics

The social cohesion of the team is an important aspect of any group work. It is noted that the
team has been in existence for about 3 years but that some individuals are quite new to the
team. The acceptance of newcomers should be strong in this team, even though the different
geographical locations could offer up additional challenges, such as with Keith, who is a lone
operator in Manchester. Keith seems to be gregarious but also apparently self sufficient so
he is likely to make his own efforts to get to know his colleagues at other locations but should
also be comfortable operating on a day to day basis in an independent manner. The team is
split over three locations and divisions may naturally form without such regular contact and
opportunities to discuss matters.

As can be seen from the composite, the team, generally all seem to be empathic, sociable
and apparently also extremely accommodating. However it seems to be mixed with
individuals who are more gregarious and those who may take a while to be comfortable
dealing with new contacts or those with whom they have little contact. Although they are all
likely to portray and open and receptive approach to others, Jane, Liz, Marie and Keith may
tend to be very outgoing and “visible” within their business units, taking the lead when
necessary to discuss matters. Hilary, Heather, Hank and Paul may tend to prefer that others
take the lead in making the first contact. This may not be the case when dealing with
managers with whom they already have a positive and close working relationship, however.

Although all may need to make formal presentations from time to time, the more gregarious
individuals are more likely to be comfortable being “centre stage”. This could be considered
by the team when working on shared projects such as when training personnel or when
making formal presentations to their business colleagues. Coaching for the team in
presentation skills could especially help those who may feel less confident in such situations.

As stated the HR team seems generally be highly accommodating and keen to please. They
also appear to be empathic and so should be able to “read” others and understand how to
adapt their own communication style in order to interact most effectively with others. Helping
others is likely to give this team a strong sense of personal job satisfaction. Marie may tend
to gain her primary job satisfaction however from other areas of her work. Whilst she appears
to be flexible and sociable she seems to be focused ultimately on doing a good job and as
such may find it easier to be “tough” when need be, especially in response to unreasonable
requests. Being apparently equally able to be direct and set limits with others, Jane, Liz,
Keith, and Hilary should ultimately be able to curb the resistance to over accommodate. The
rest of the team may find it hard to say “no” at times and could sometimes risk becoming
overloaded. Coaching for the team in how to set limits, deal with potential conflict and
confrontation could be of benefit, as well as setting very clear frameworks and periodic
reminders with the business for agreed areas of responsibilities.

During team meetings and when working on shared projects, more gregarious individuals
may need to guard that they do not gravitate towards each other and grab “centre stage”. It
may be necessary sometimes for the team to slow down, take stock and ensure that all
individuals have been included in discussions and that anybody who may still have concerns,
but maybe has not had an opportunity yet to state them fully, is not "left behind”.

Do’s Don’ts

Introverts: Hold back

Extroverts: Dominate discussions

Be proactive in networking within the | Over accommodate
business to build up allegiances and allies for
HR strategies.

For shared projects, allow team members to | Get drawn into day to day issues that others
play to their individual interpersonal strengths | should be dealing with
where possible
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Goal and Task Orientation

The flexibility that the team portrays overall should enable them to respond and adapt to
changing business needs. A number of the team is also apparently very urgent in their
approach, such that the overriding feeling should be one of keen task orientation. The
majority of the team displays at least an average degree of urgency. This is likely to be a
team that on the whole likes to take quick action.

The especially strong sense of urgency portrayed by some could lead to impatience with long-
term implementation amongst these individuals however. Although some individuals seem
more diligent than others when dealing with both day to day follow through and routine
implementation, the group generally shows only an around average degree of thoroughness.
This is with the exception of Hilary, who seems intent on ensuring consistent follow through,
and Keith, who seems to be as thorough as many of her colleagues, but also may be inclined
to be more selective with regard to both whom and what she will accommodate. This will
enable her to set limits, and keep focused on her own goals. For the majority of the team
there may be a tendency to take on many projects and tasks and then sometimes lose track
of them over time. This may be further exacerbated by the flexibility and willingness of the
team overall to potentially put personal work plans on the back burner, in order to assist
others. The team members need to guard that they do not take on too much on behalf of
their line manager colleagues. When working on shared projects the team will benefit from
calling on those who seem more intent on consistent following through and completeness,
especially Hilary.

As can be seen from the composite graph, the range for self structure is wide, with around
half the team seeking a good deal of autonomy in their work. Heather and Paul to the
contrary seem to seek a good deal of external structure around their work and may prefer to
work in an environment where their specific responsibilities and targets are clearly defined.
During discussions and also on a day to day basis, it will be important for these two to be
certain about agreed actions and in particular those actions that are assigned to them. They
tend to want to be clear about their specific responsibilities so that they can take ownership.
Their more autonomous colleagues, especially Liz and Jane, may need to guard that they do
not leave a degree of confusion around action points. Jane in particular, as the Team Leader
will have to recognise the need to give certain team members more framework around her
expectations of them, whereas she may also need to make sure others have a looser remit
with which to work.

Whether the individuals prefer calling their own shots or prefer to be provided with
parameters, the team generally appears to be moderately organised overall. At the same time
it also appears extremely flexible and adaptable.

With the team being generally strong on their reasoning ability, flexible in approach, and not
highly thorough, some may tend to lose interest when projects move into the more routine
implementation stages. Hank, in particular, may prefer to work in quite a fluid way and may
sometimes find the more structured way of working that some of her colleagues adopt rather
restrictive. Nevertheless the team may need to question how they plan and monitor the
progress of its projects to ensure that progress is made consistently and that milestones are
factored in, to maintain momentum, especially with longer term projects.

Do’s Don’ts
Ensure clear plans and outcomes Rush in without a clear plan
Ensure consistent follow through Forget to check progress regularly

Lose interest
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Communication

Communication between the team takes place both in a formal context, by way of regular
monthly team meetings and on a more ad hoc basis as required. Jane, as leader,
endeavours to check in with individuals regularly and individual team members support each
other, using each other as “sounding boards” for difficulties and decisions. It will be imperative
to meet fairly regularly due to the separate localities of the team members. This may be
especially important from time to time for Keith who operates on his own in Manchester.

Jane will tend to set the scene, as she is likely to be a forthright and compelling communicator
who will state her views strongly and in a decisive fashion. She is likely however to aim to
also encourage participation and listen to others so that she hopefully benefits from
everyone’s involvement. Being apparently structured in her approach she is also likely to
provide clear guidelines and also control discussions to ensure time frames are adhered to.

The composite highlights a wide range of scores for assertiveness and aggressiveness and
there seem to be distinct differences overall in the communication style of the Dundee and
London locations. Those consultants based in London will tend to be more direct with others.
Although when advice is sought or they are speaking from a position of strength, the
consultants in Dundee should be assertive enough, they may nevertheless tend to pick and
choose their battles and may be reluctant to face confrontation. However they may be
inclined to appear more empathic in their style and consultative than their more forthright
colleagues. Although the entire team appears to be empathic, those who are more
dominating in their communication style may tend to take over discussions, as stated in the
section on interpersonal dynamics.

Communications and links with the rest of the business are likely to be strong, although the
more gregarious individuals and especially those who are less thorough may prefer to rely on
spoken communication rather than the written word. Whilst this will be important to establish
credibility and to gain buy in where persuasion to HR strategy is essential, the team may need
to consider if it backs up such discussions sufficiently with relevant documentation.

Do’s Don’ts

Keep talking to each other Forget to listen to each other

Encourage input from those who are less | Forget to listen to your peers in the business
assertive

Ensure communication to the business is in | Rely just on verbal communications. Make
verbal and written format sure anything that needs confirming is
documented
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Summary

The team seems to be highly empathic and flexible in its approach to the HR strategy and its
interface with the rest of the business. Jane seems to provide the direction, innovation and
support for the individual team members to develop and for the team to be cohesive, in spite
of potential difficulties because of different locations.

Amongst the team there are spontaneous individuals but also those who are more cautious
and detailed, bringing a good balance for shared projects requiring different approaches and
input. Some members would benefit from further coaching in assertiveness and presentation
skills in order to enhance their profile within the business. Additionally some may generally
need to develop greater courage to act independently when necessary in what appears to be
a supportive network. More forthright individuals need to ensure that always pay due regard
to the input of those who are more reticent, which given time and the framework of regular
sacrosanct meetings should be possible.

This report is an interpretation of the team’s behaviour, based solely on the personality and motivations,
as presented in the team members’ Profiles and is related to the role that this team performs within the
Company. Results of this assessment should never be used as the sole basis for making any
organisational, hiring, developmental, promotional or career decisions.
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