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CASE STUDY
Described for the project: “The Hexagonal Leader”
	Name of the organization

	INMOBILIARIA CAPITAN


	Website of the organization

	https://www.inmobiliariacapitan.es/


	Logotype of the organization

	[image: image3.jpg]ECIPAR

FORMAZIONE E SERVIZI INNOVATIVI







	Type of organization

	 FORMCHECKBOX 
 Business organization

 FORMCHECKBOX 
 Public administration

 FORMCHECKBOX 
 NGO’s

 FORMCHECKBOX 
 Others (what kind?) …………………………………..



	Size of the organization

	 FORMCHECKBOX 
 Small

 FORMCHECKBOX 
 Medium

 FORMCHECKBOX 
 Large


	Economic sector

	Real estate sector


	Brief description of the organization

	Real Estate Capitan Cordoba is a family business that offers the best services in real estate sector. We work in the real estate market, in the whole of the offer and demand of real estate. The nature of these assets can be very different, differentiating between residential, commercial, industrial, urban, etc. We deal with all operations related to the purchase and sale of this type of real estate. We are not only dedicated to the supply and demand of real estate, but we also work in many other important areas for the sector. We are referring, above all, to real estate development, investment, which can be made by companies or private individuals, and financing, i.e. the action that allows the acquisition or development of real estate projects, as well as the development of real estate projects.

	Case study description (situation / the problem they are facing) [max 2000 characters]

	There was a turning point in the company when I decided to expand the sales staff. Although at the beginning it went well because they were very ambitious people who increased the business of the real estate company, after a period of time  they became toxic workers who in addition to not contributing anything to the general group, detracted motivation to their colleagues, harmed the productivity of the company, and created a rarefied work environment that led to the loss of talented workers.  I can say that they were very good technicians but they had bad social behaviours. In fact, they were good at their job, but their bad behaviour, selfishness, bullying, rudeness, overly dominant style had a devastating impact on the morale of their colleagues.
Among the typical bad habits of this type of worker are his or her ability to generate all kinds of conflicts, cheating the company's managers, arrogance and even verbal aggressiveness. So these employees were not only an obstacle to the productivity of the company, but they were also one of the main stumbling blocks for the rest of their colleagues to function as a team. Their behaviour had begun to infect the company.
When this working environment was disturbed and "polluted" by the existence of these employees with the characteristics I mentioned, the working atmosphere was filled with bad vibes and teamwork started to fail.

Among the consequences of these attitudes were disappointment and stress for team members, who became progressively less motivated and even considered leaving their jobs. Coincidentally, these operators who consider leaving the company because of the psychological stress they are beginning to accumulate are often the best ones. Productivity of other workers decreased. Colleagues took sick leave or even resigned.

	Suggested solutions (added pros and cons)

	The two options were 

1. To try to solve these toxic behaviours of these workers and keep them on the company's staff, since they were effective workers in terms of sales.

The disadvantages of this decision were that it was not going to be an easy task, and it was going to be a big effort to put an end to these toxic behaviours that ended up generating a bad working environment and affecting the rest of the staff and their productivity.

The pros were that if I managed to eliminate these toxic behaviours and keep these workers as company staff, I would have a good impact on sales, as these workers were the ones who closed the most sales. 

2.The second option was to dismiss these workers. 

The disadvantages of this option were that it meant a drop in the level of sales of the company and that it also implied reopening a selection process to fill the vacancies. And during this selection period the company would also see its activity affected.

The pros of this decision would be that it would put an end to the bad working environment and would have a positive impact on the rest of the employees and their productivity.

 

	Chosen solution

	The solution chosen was to make a detailed analysis of the situation and try to solve the toxic behaviour of the workers that generated the bad working atmosphere and affected the rest of the workers. I tried to effectively locate the real focus of the possible conflict. To do this, the daily observation, the contrast of data of the workers, their performance and productive evolution, the interviews with the affected worker and his colleagues. These were data that gave me a real picture of the problem in order to try to solve the situation.

I try in the first instance to make sound decisions that provide a proportionate solution to the problem.


	Rationale of the decision taken

	This situation was not acceptable and the organisation had to take action in the shortest possible time, to avoid this as a company manager there were a number of guidelines that we had to implement.
The decision taken by the company was to try to solve those toxic behaviours, instead of firing those workers, because as I explained before, they were good workers in terms of sales. I had to get to know each type of toxic employee, and their characters. I then had to choose whether to keep the employee in his job, after a discussion or presentation of the situation, in dialogue with him, whether it was best to relocate him to another position within the organisation, or whether all this would be a waste of time and the best thing to do was to dismiss him. As the decision was to keep the "toxic" employees in their position, I had to assess how to manage the situation and balance the team so that their behaviours would be compensated by the team.  It was important to discern whether this was a one-off situation, due to a specific event or circumstance, or whether it was an attitude inherent to the person, and not one that would not change.
The first thing we did was to identify the workers with these toxic behaviours, analyse their characteristics from a professional point of view, and establish a protocol to try to remedy the problem before proceeding to a hypothetical dismissal. We try to take the right decisions that provide a proportionate solution to the problem, leaving dismissal as a last resort in case the measures implemented to try to avoid those toxic behaviours that generate a bad climate do not work.


	Solution implemented in practice

	The solution to the existence of these harmful employees was a detailed analysis of the situation. First and foremost, a thorough data collection had to be carried out. As a company manager, I had to eliminate rumors, exaggerations, half-truths, etc., and effectively locate the real source of the potential conflict. To do this, the daily observation, the contrast of data of the workers, their performance and productive evolution, the interviews with the affected worker, his colleagues, area manager, etc., are data that gave me a real picture of the problem with the people I tried to correct these toxic behaviors.
The follow step was to have a face-to-face conversation.

with the toxic workers to whom I explained the situation. It was essential to have truthful and verified information that allowed me to reinforce my position. Based on facts and not on opinions, I tried to show them how their behavior was damaging the company's productivity and creating a bad working environment, affecting the rest of the workers.
As I was convinced that this conversation would not help to put an end to the toxicity of these employees, I considered the need for a personalized training plan in social skills to be a good tool to help solve this problem.
I added performance-related pay as an incentive to recognize the productivity of each worker, to value productive workers more than toxic or conflictive ones. It was also a way of trying to motivate the rest of the workers in this difficult situation.
As the last measure implemented and seeing that the previous ones did not give the expected result, I had to take the decision to fire those toxic workers, as the working atmosphere became stressful and harmful for the rest of the workers, some of whom requested a sick leave. So, for the benefit of the company and the other workers and to create a good working environment I had to fire the two workers.

	Lesson learned

	· It is necessary to have high human potential in companies, to bring maximum energy to teams and to nurture talent. A harmful and inappropriate employee is a burden that cannot be tolerated, firstly because of the demotivation he or she causes in other colleagues, secondly because of the talent drain he or she can produce, and thirdly because he or she can even endanger the very survival of the company. Respect among employees and the maintenance of a positive and motivating working environment is a matter of vital importance.
· The importance of a good working environment. The daily working environment, the working atmosphere, the interaction between employees and with the company's managers are all very important factors in achieving the maximum performance of all employees, as well as their involvement in the company's objectives.
·  Intelligent management of one's own emotions. In the workplace, personal relationships are woven through processes where power comes into play and hierarchies are established, envy appears and professional jealousy creeps in. It is very important for workers to know how to manage their emotions. 

· Negative leadership and its negative consequences on a whole team, and therefore on the company's results. Negative leadership and its negative consequences on a whole team, and therefore, on the results of the company. I have learned this through this bad experience with certain group managers who have exercised this type of leadership.
· The importance of making decisions in a company and making them at the right time.
· The need to improve the recruitment system so that these toxic workers can be detected as soon as possible and do not become part of the team


	Connection to the six skills depicted in the project

	· Making business decisions. It was a process of analysis, evaluation and resolution. I had to analyse the situation with these toxic workers in the company and evaluate the different alternatives and finally take the decision that I considered most appropriate for the rest of the workers and for the company.
· Emotional intelligent. These types of toxic employees added stress to the stress that is already naturally generated by the job itself. This became something that was influencing us negatively. These toxic employees try to drag others into their world of complaints and problems. That is why it was important to put the necessary distance between themselves and them, and to try to redirect negative conversations. This kind of thoughts, when generated by the "bad feeling" with a toxic partner, are absolutely counterproductive. Many times I had to be able to control my impulses with these toxic workers and the situations they provoked, I had to learn to manage those impulses. In this sense, it is advisable to focus on finding a solution to resolve the conflict.
· Feedback. Good communication channels provide an opportunity for companies to harness the opinions of their employees, good and bad, and enable the organisation to take positive action on them. The damage is greatest when employees are unable to express their dissatisfaction with these toxic co-workers. This is much more difficult to deal with and identify, and potentially much more toxic and damaging.
· Motivation and leadership. As soon as I became aware of the existence of these toxic workers, I tried to act as a motivational leader and take integrative actions to modify their toxic behaviours. On the other hand, I had to try to maintain the motivation of the rest of the workers and to minimise the effects of the toxic behaviours of these workers.
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