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A Novel Approach to Personnel Selection Process fnmpson Ltd

Inovativni gistup k procesu vyou personalu ve firhTimpson Ltd



Souhrn

Cilem této prace je analyzovat vyhody a nevyhodyého fFistupu k procesu vyiou
personalu pouzivaném ve spwolesti Timpson Ltd a projednat otazku zZestmavani
byvalych delikveni v této spolénosti. DalSim cilem je projednat vhodnost vyuziti
tohoto inovativniho fistupu k procesu vyu personalu weském prosgedi. Timpson
Ltd je spolénost, kterd fisobi po celém Spojeném krélovstiiegevsim v oblasti
opravy obuvi a vyroby kéi a tento novy fistup vi¢i svym vlastnimélenam je velmi
nekonvekni a pozoruhodny. Mezi metody, které byly pouzitiéto praci pat SWOT
analyza, empiricky vyzkum ve fokmpohovoru v Londy& ve Velké Britanii s
manaZzery a za#stnanci ve spotaosti Timpson Ltd a analyza vyhod a nevyhod celého
procesu progednictvim srovnani s konvé&m pouzivanymi personalnimi systémy ve

firm¢. Na zaklad vysledki téchto vybranych metod bude vyvozen &da diskuse.

Kli ¢ova slova:
Timpson, Upside Down Management, nabor, progmiStSWOT analyza, personal,

zamestnanci, Skoleni, delikventi

Summary

The aim of this thesis is to analyze advantagesdasativantages of the novel approach
to personnel selection process employed in Timgdddnand discuss the question of
employing ex-offenders in this company. The nexfjeciive is to discuss the
applicability of this innovative approach to perseh selection process in Czech
environment. Timpson Ltd is a company operatingpughout the United Kingdom
mainly in shoe repairs and key cutting and this ehoapproach towards its own
members is very unconventional and remarkable. Ajniba methods which were used
in this thesis belong SWOT analysis, empirical aesle in form of interview performed
in London, UK with managers and employees behimdctbunter in Timpson Ltd and
analysis of advantages and disadvantages of theeyhacess through comparison with
conventionally used systems of personnel selegionesses. On the basis of the results

of these selected methods the conclusion will bivelé and discussed.

Keywords:
Timpson, Upside Down Management, Hiring, Firing, SWanalysis, Personnel, Staff,

Employees, Training, Ex-offenders
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1 Introduction

1.1 Introduction to the topic

Selection of personnel in a business is not ongyptocess of hiring individuals
but also a process of finding them, incorporatimgnt into the culture of the company,
maintaining them and also the process of properegal contract-termination strategy.
Companies try to win over as many superstar pedmnas possible and it is not
surprising that HR departments are one of the nropbrtant ones in creating the
success of the company. At the present time, dileetanmense number of companies
competing in the market and trying to operate pitadit, managers have to try to create
an advantage over competitors by means of deligehe customers the best services
possible. The company’s policy regarding persosetdction will vary according to the
type of market in which it operates. The type afspanel selection process depends on
the individual industry. In the service industryparticular, the recruitment of the right
people is the key element in creating success Beaafuthe daily contact of employees
with customers. The Timpson Ltd is an excellentneple@ of a company which employs
effective personnel selection strategy.

My enthusiasm for this topic started two years dgong one of the Management
seminars at Czech University of Life Sciences iagle. We were given a task to read
and comment some Internet-based article about wectional style of management
called ‘Upside Down Management.” On the web pageredhwas also a video
supplementing the article with short speech made abyleasant looking older
gentleman. At that time | knew neither who the parswas nor what that
unconventional management style was about. | rbadatticle and it was so much
interesting for me that | looked at the company siteband bought a book; John
Timpson — Upside Down Management. After | read Iloek | ordered a packet of
guides which Mr Timpson referred to in his bookecame very much interested in this
company and its style of managing people that Id#etcto share my passion and write

a Master’s Thesis.



1.2 History of Timpson company

Timpson Ltd has a very long tradition. William Tisgn opened his first shoe
shop in Butler Street, Manchester in 1865. Willisoon realised that it took him a week
to make a pair of shoes but only a few minutesetbtsem. Four years later he started
trading at 97 Oldham Street. This was the foundatiohis first multiple shoe business.
William Timpson set up a tradition of striking wion displays. He founded his first
Timpson Boot factory in Liverpool. By the WW2 thediness had 189 shops and 11
shoe repair factories. When Anthony Timpson wasewa chairman after a tragical death
of Noel Timpson, shoe business was going througmdtic changes. New competitors
entered the market, such as Charles Clore. Theestiggmpact on Timpson business was
the introduction of cheaper shoes by Marks & Spenthis was the cause for closing
some Timpson factories.

Timpson company was later taken over by a retailglmmerate UDS. A few
years after this acquisition, John Timpson was agped by UDS to run their Timpson
subsidiary. John tried to follow his great grandéats footsteps. He introduces a Code
of Practice which ensured that customers got adaal. This novel customer care
approach was a great success and the businessdthiiv1983, UDS was acquired by
Hanson Trust and John Timpson acquired by a buywufTimpson business. At that
time, increased competition and cheap imports v@rbad news for his business. In
1987, John Timpson had to make his toughest deciste sold the shoe shops to
Oliver of Leicester and retained only the shoe irepasiness. The number of shoe
repair shops grew and so did the turnover.

In 2000, John Timpson introduced his famous Up$idevn Management and
three years later he bought The Minit Group. Lat@npson plunged into watch repairs
and locksmith areas. Both businesses continueaw gt present. Timpson also added
the engraving business by buying the House Nanef@lampany. In 2003 Timpson Ltd
purchase Persil Supermarket Services who providgdldaning, key cutting and photo
processing. At present, Timpson Ltd has over 12@fes throughout the United
Kingdom. John Timpson, common sense and managestranture turned upside down

are three key components of success for this tigilusiness. (22)
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2 Objectives and hypotheses

2.1 Main objective

1. Analyze advantages and disadvantages of the nppebach to personnel selection

process in Timpson Ltd

2.2 Secondary objectives

1. Find out what advantages and disadvantages areliiron by employing ex-
offenders in Timpson Ltd
2. Discuss the guestion whether this novel approagietsonnel selection process in

Timpson Ltd could be applied in Czech environment

2.3 Hypotheses

1. Timpson is less concerned with academic qualificetiand more concerned with
personal attributes when hiring personnel

2. Employing ex-offenders represents the chance ¢ihgainany great people to work
for Timpson Ltd

3. Application of the novel approach of Timpson Ltdvayds personnel selection
process depends heavily upon the kind of enviroraed culture in which the

company operates

11



3 Methodology

3.1 SWOT analysis

Swot analysis is a method through which it is gassio indentify strong points,
weak points, opportunities and threats of a padrccompany, service, product etc. The
key principle of this method is to classify and esss individual aspects which are
divided into four basic groups:

» Strengths
* Weaknesses
* Opportunities

¢ Threats

With mutual interaction of individual aspects ratjag Strengths and Weaknesses
on the one hand and Opportunities and Threatsenottier hand, it is possible to obtain
new and useful information which describe and eataluthe level of their mutual

interaction.
3.2 Interview - empirical research

Confining people to a fixed list of questions ca®rm monotonous and the way
that people in Timpson Ltd run the business isnikefly not a monotonous way.
Therefore the aim of the interview was to makesadf questions, however, not follow
it systematically or strictly. The objective was deate a relaxed situation where the
logic of the remarks would reflect the views of thmployees in Timpson Ltd more
accurately. The interview questions were designedoe¢ as specific as possible,
avoiding misleading and ambiguous questions. AbBtias were minimized to avoid
speculations that may reflect only passing thougBmetimes, compromising the
interviewer position as an outside observer maye dgive informant the reason to
manipulate what you know so the objective was &ai& a friendly chat and learn more
about the way that people in Timpson Ltd run theitess and especially about the
personnel selection process that is unconventemalkcreative.

The interview took place in London, UK. There arerenthan 100 branches of
Timpson Ltd stores in London and for the purposehdas thesis | created a map and

marked possible places where the interview woulde tgplace. | have also
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communicated via email with Timpson Ltd and | wakltthat the people behind the
counters and managers in branches would welcomevaremly and give me any
information | need for my thesis. The respondentsevthen chosen randomly in each
branch. Generally there were about 2 employeesaanthnager, the locations were
chosen predominantly in the parts of London suclCigg Westminster and Camden
and the interview was made on Thursday, FridayS@atdrday. | visited 6 branches and
talked to 7 employees behind the counter and 3 Maaagers. All of them were very
friendly. The questions were different for both doypes and managers. Questions
were also brief and simple to avoid lengthy dismuss as my time in London was
limited only to four days. The list of questionsagached at the end of this thesis in
chapter ‘Supplements.’

The answers which were written down on a paper horts notes were
incorporated into the analytical part and to chaptsults and discussion. A good part
of them were just a kind of confirmation of thearrhation | have already known from
studying the books, articles and videos; however imterview was crucial for learning
about the Timpson culture in person and it was nex@e-forgotten experience for me.
All of the interviewees were very friendly and tti¢o provide me with as much

information as possible.

3.3 Analysis of advantages and disadvantages through mparison with

conventionally used systems of personnel selectiprocesses

After the literature review and analysis of Timpsbtd personnel selection
process by means of interview, literature revievewspaper articles and videos
regarding Timpson company, the objective was to lyaea advantages and
disadvantages of personnel selection process inpdom Ltd over conventional
processes and perform SWOT analysis to draw nehdescribe the novel approach of
Timpson Ltd.

In an individual chapter is analyzed the informatabout ex-offender programme
in Timpson Ltd and the result is provided at thel @m form of contemplating the
question of whether application of the novel apphoaf Timpson Ltd towards
personnel selection process and towards ex-offeraigsends heavily upon the kind of

environment and culture in which the company o@srat not.
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4 Literature Review

4.1 Finding new recruits in a company

First and foremost thing to consider carefully relgag hiring a new employee is
to decide whether it is necessary to hire new recat all. Bringing on a new employee
has certainly some advantages. First one is thangoyer has the right to control its
employees, which means that it is the very rightcoftrol that often differentiates
employees from other workers which are independenthe control from the side of
employers. The second advantage is the fact trlatdfmpany has a staff composed of
full-time and long-term employees; it surely impesvand promotes stability at
workplace.

People working in the company tend to identify withbuild longevity, they
improve their skills, become familiar with the coamy culture and they can, depending
on the way the employer treats them, put theirreffand loyalty into their work and
duties. In the end they can fall in love with th@mpany and make their work their
hobby. The third advantage may be tax alleviatohiring certain employees. On the
one hand there are deductions for most wages amgfitse on the other there are codes
giving incentives for employing the disadvantaged &andicapped people. Another
advantage regarding taxes is variety of tax cre8itsmging on new recruits has certain
drawbacks as well. The employer has to pay wagegol taxes and other expenses
such as workers” compensation premiums, unemploymsarance contributions, and
also benefits regarding disability and retiremdanp. Another disadvantage is certainly
the need for extra space for new employees anthér equipment. New recruits also
need to be supervised properly and they place éxtrden on HR and IT personnel.
And the hiring process also takes a lot of time @ngoses a risk that claims of

discrimination could arise. (2)

4.1.1 Alternatives to hiring

Alternatives to hiring are often very attractiveysao replace the long and tiring

process of recruiting. The alternatives include:

« Qvertimes
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One of the ways how to avoid recruiting processoigequire existing staff to
work overtime. It is obvious that some employe&s livorking overtime and the
others do not, or they may have family matterstbelocommitments that prevent
them from working additional hours. The overtiméesushould be set clear and

simple in order not to discriminate against empésy€3)

Independent contractors

Independent contractors are another alternativehittng new employees.
Contractors are paid fees for their services angl@yers do not have some of the
obligations towards them as in employer-employeationship. E.g. employers
do not have to face workers” compensation premiwmslo not have to include
them into company benefit plans, and even someridisation laws are not
applicable to individual contractors. The biggestadvantage of classifying an
independent contractor is the fact that the vemssification could be wrong.
Thus, the employer would be liable to particulathauties and state office
departments with retroactive effect. (3)

Outsourcing Employees

Another alternative to hiring can be the way ofslag the employees from a
specialized agency. This is an ideal solution wkiem company needs some
workers for short-term projects or when there ommlian unexpected increase in
workload in the company. The advantage is thattiency which provides these
services will have screened the people, who itrsffeill have done background
checks on the workers and if the agency is realtydgit will have done testing of
skills. Another advantage is certainly the relatrngk-free opportunity for the
company to make its own picture of the worker and & potential candidate for
regular employment. On the other hand, this kindewice is not good in long-
term because the leased workers do not have dgsbreammitment and loyalty.
Leased employees are not considered part of theaayworkforce, they do not
take part in benefit or retirement plans and theytdo not increase payroll

expenses. (5)

Outsourcing Work
If a company decides to outsource some of its work contractor, it can be a
great disburdening of the existing staff. They hengre space to operate and it is

15



a very useful tool how to facilitate the work foswr employees. But it has some
disadvantages. First of all, the company which autses the work almost
completely loses control over the quality with whithe work will be done and
also loses conception about time schedule. Anallsrdvantage is the fact that
the contractor to whom the work has been put isttcan misuse the opportunity
and take over the customers which are loyal taltmestic company. (5)

4.1.2 Finding potential employees

There are many ways how and where the company aak for the potential

employees or where it can advertise for the jobtipos. The most common methods

are listed below:

Relatives

On the one hand, there is a type of businessghani mainly by family members,

employees are very close relatives and there @@ olver several generations in
present. This so called ‘Nepotism’ approach to @ymlent legislation has its

advantages as well as its drawbacks. It is impbrtanestablish a policy in

advance and follow it strictly; otherwise thingsgmi get out of control very

quickly. On the other hand, many companies arectdiceby the rules that are
against hiring relatives into the existing compavorkforce, especially when the
relatives are going to work very closely togethermoa supervisor-subordinate
kind of relationship. These companies have the irfgelof unnecessary

complication to the working environment if theree aelatives working closely

together. (3)

Former Employees

There can occur a situation when the candidatephagously worked for the
company where he or she applies for the job fois#wnd time. In most cases, if
the candidate left the company on voluntary basig, to complete some study
programme, then the candidate is eligible to bé&edhsince he or she will bring
to the company experience from previous job or jmhd this creates competitive
advantage over other applicants whose skills ansbpality is not known yet. On
the other hand, when the candidate was e.g. firetefo the company under

unpleasant circumstances, then he or she will jigltizee rejected at once. (3)

16



* Headhunting

An employer who takes part in this executive sedsghmeans of targeting
employees of other competitors can be at a poss#ef antitrust law violation.
There has to be proven the genuine business neethdoemployees and the
company has to prove that is has used a wide rahgeurces when looking for
potential recruits in order to avoid the tribunal.

The advantages of head-hunting method are gettiegemployee who
disposes of know-how and also that it is not nemgss$o lengthy train the
employee. There is a great disadvantage to thithodetind that being the

financial demand factor. (21)

* Advertising in Newspapers
Most of current prints offer a section appropriedgob advertisement. The big
advantage is that it addresses a wide range ohjmitecandidates, the time
demand factor is relatively low, possibility of gkisubmission, promotion of the
company image or the simplicity of submitting thdvertisement according to
given formula. On the other hand, there are alsmymdisadvantages to this
method, e.g. price, availability of the advertisemenly on the issued date,
impossibility to adjust or alter the text, quitesokete option, or impossibility to

filter the offer according to criteria. (21)

* Part-time Jobs
Part-time employees are better for small businessecs than for big companies.
They will put a smaller burden on the overheadsasd at the same time ensure
that customers get sufficient attention during plealars. Part-time employees are
available to handle extra workloads, they can bimgome specialized skills, or
they help the business save extra money. One ofiftla@backs can be the fact
that they may need time to get accustomed to thepaay culture and style of
working. Another disadvantage is the issue withfesed loyalty because part-
time employees can be working for multiple comparaed can juggle between
two or more different jobs; they may not be as esithstic about the company as

the fulltime employees are. (5)

» Advertising on the Internet

17



The trend to advertise jobs through the Interneuised more and more by
companies all over the world as it provides manyaatages. Among the most
conspicuous is e.g. availability of the job adwatnents 24 hours a day,
possibility to alter or adjust the job descriptieasily, pre-selection of candidates,
possibility to directly address the candidates fribia database, or the option to
easily sort the advertised jobs into sections atingrto the fields. (21)

Labour Offices

Generally, according to the law, it is necessaryeieery employer to report all
vacant work positions to particular Labour Offiddowever, the experience
showed that these offices exist more or less anfyrovide consultancy, subsidies
and support directly to the employers. The advaday Labour Offices are low
financial demand factor, possibility of getting @sidy or complex services that
ensure the promotion of the vacancy. The big diaathge is usually a high time
demand factor. (21)

Personnel Agencies

Personnel agencies are used not only by big corapamhich need to get more
human resources, but also by smaller companiesldbét for candidates who

would suit to less easily occupied jobs. Advantagfahtis method are e.g. the fact
that the agency will ensure the whole selectioncgse, there is a variety of
services provided, or in case of need, and the@gesnable to ensure long-term
inflow of human resources. As a disadvantage camémstioned the fact that the
invested financial means are capitalized in longitperiod. (5)

4.2 Hiring new recruits in a company

Almost no company wants to spend a lot of time esruiting because it is time-

consuming process, managers are busy and the seshoithanded during the process

of personnel selection. Companies all around thddwidre the wrong kind of people

all the time. If the company is not clear about twhawants and what the perfect

candidate should look like, it is destined to makistakes which will be very expensive

and energy-consuming. E. Herrenkohl suggests thewiog steps to consider when

there is a need to hire an ‘A-Player.’

Interview as many as possible of these applicamdsh@e the best ones.

18



 Only the fact that the candidates worked for bignpanies or studied at
prestigious universities do not make them autoralyié\-players.

» Managers must think outside the box, use their apee and define the profile
which works in the environment in which the compapygrates.

 Knowing the profile helps the company to attractplemants whom the
competitors are very often overlooking.

* The personnel selection process is a numbers gaime.more people with
gualification the company interviews, the bettez tthances of finding the right
people for the right job.

» After a company discerns the talented candidates fither applicants, there is a
space for starting to focus on recruiting efforts.

* Qualities like talent, drive and determination ateays of more value than the
period of time when the employee worked for ongafr competitors.

e It is also important to set and know the ‘Knockdtactors’ which help to
eliminate candidates not suitable for the job atwary beginning of the interview

process. People without these key skills are imatelji out of the game. (4)
4.2.1 External and internal sources of employees

Long-term success of a business depends into sxti@et®n the part of its capital
which represents skills, knowledge, abilities, wiihess to work and energy of
employees who work in the company. Therefore, tlkeraes into foreground the level
of these personnel activities which are connectitd thie effort to wake up the interest
in suitable candidates and to pick up the best ares correspond to the needs of the
particular company. The aim of the personnel selectprocess is to obtain
professionals in required period of time for paré workplace in the relevant business
organization. The process of personnel selectisa e@bmes from identification of the
needs of employees which is reflected in the bgsireersonnel plans. Employees can

be hired from external sources as well as fronrivatesources. (6)
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» Hiring Employees from External Sources

Advantages Disadvantages

174

* Much broader possibility of choice  * Higher costs on recruiting
* New impulses for the business * Increase in fluctuation

* Newcomers are recognized faster + Negative impact on company
* Accurate coverage of needs culture

o Little knowledge about th

D

company
» |t takes time to occupy a vacancy
* Image of higher salary

* Blocking career development

e Stress from moving to a new job

Hiring Employees from Internal Sources

Advantages Disadvantages
e Open career development e Limited choice
e Low costs for recruitment * Education costs
« Knowledge about the business e Disappointment of co-workers

* Knowledge about the co-workers * Company blindness

* Sense of own abilities * Less recognition

» Transparent personnel policy e Automatical promotions (1)
e Faster occupation of vacancies
* Blocking fluctuation

e Unblocking place for young

people

4.2.2 Methods of recruitment

* Interview
Almost every company in the world uses this kingetection method to select the
best employees. However, interviews are time-comsgiiend is has been estimated that

interview can take up almost two personnel days e vacancy. The costs are
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relatively high and this phenomenon has been siuftie almost 90 years throughout

the world. The company which wants to employ theriiewing process for personnel

selection should follow these steps in order to e@ut as successful and effective:

Understand the overall part that the interview $aikeselection process.
Secure the structured interview training for mamage

Work out the budgetary requirements.

Know exactly who the company is looking for.

Create a person specification.

Decide which interview tools will be used.

Plan the questions beforehand.

Design answer-rating charts or scorecards.

Review the whole process.

There are really many mistakes that the companyreke during the selecting of

employees. The most common are e.g. that the iateev gives poor first impression

of the company, managers are inconsistent or biasdga way they treat the applicants

or the interviewing premises are intimidating, uméortable.

At the end of the interviewing process, it is neeeg to make a good selection

decision. Information about every candidate is labée and the managers have to pick

the right candidate. In order to successfully live probably best employee, it is good

for managers to follow these steps:

Understand the selection decision.
Use the charts and scorecards.

= Create one preferred and one back-up list of canesd

= Get in touch with the candidate who were not susfcés

After a successful decision is made and the compaoyws which candidate to

hire for each vacancy, there are many ways howotdynthe candidates which were

successful at an interview:

= Written job offer is the most common way how to letow the successful

candidate that they were chosen for the job. hds as time consuming as the

second option — offer via phone, however, therelmsome delay and it is often

a slow move. Great candidates are sought and dpoytether companies as well
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so if there is not a quick response to the redudrointerview, candidate might
find the job not attractive and decide to take hapbpportunity elsewhere.
= Making a job offer via phone is one of the best svApw to let the candidates

know they succeeded in an interview. The candidatesgiven really positive

feedback about why the company has chosen themricylar. (2)
e Questionnaires
Questionnaires are used by almost every organizatiowever, the trend used to be
that it had not distinguish the character and aunt# work in the particular job. At
present, a questionnaire is suitable in most cakescruitment and it is often added to
personal files of employees. It is also a sourcenfdrmation in keeping employee
records. There are many other methods which ai@ingecruitment process; however,
the extent of this thesis is limited so here aratineed only the two most relevant to
this paper. Other methods are e.g. CVs, Psychameisis, Group selection methods,
Skill tests, Graphology, Assessment centres ejc. (5
* Application form

Application forms differ from company to companyorh industry to industry.
Forms should contain all important information asspnal details, position, education,
employment history, attached CV, references, cianiacords, vehicle licenses, health

state, right to work in the given country and destian.

4.3 Maintaining recruits in a company

After the company figures out who it wants to lofwk, where to search for
potential candidates and after a successful recemt, the process is not finished and
there is a space for thinking about the way howetain employees for as long as
possible. Without a successful and well-elaboraeghloyee retention programme, the
company both brings new employees through the filoot and at the same time lets its
experienced workers walk out the back door.

Each well-elaborated program for maintaining eme&s/begins on the day one
when the worker entered the company. It is esdetttianake the new employee’s
workspace ready beforehand and make sure thattbiregyis working properly. Day
one is always very crucial to the newcomers. Thieere starts a period of building a
sense for community. An effective approach to erygdoretention gets employees
headed in the right direction. It is advised towlasense of community by celebrating
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birthdays, anniversaries, create a company speai®,t hold picnics, create a mission
etc. These things strengthen the relationshipsientie team and people start to feel
they belong to the company culture. The desiredame is eventually the fact that the
employees will stay with the company for as longassible because they identify with

the company culture. (10)

4.3.1 Training

No one wants to be part of a company which is gnstat one, where there is no
place for development, either work of personal. Dinganization must challenge the
change and be part of it, otherwise it will periinaining programs and development
programs are transferring the message that the aynpoks ahead and continues to
fight in the competitive market. Training is defely one of the best investments into
employee retention. Types of training programs udel presentations, workshops,
interactive models, hands-on activities, semindiedd trips, computer models, or
industry placements etc.

It is necessary to tie performance appraisals wams to objectives that were
stated at the very beginning of the period. It & fair to change or skip previously
unstated objectives on employees during the timerwthe company managers hand
them their appraisals. Avoiding such surprisesgeatial to keep the business sound. It
is also very important to tie evaluation of empleyd¢o some measurable performance.
Performance appraisals are very often not wellgihesl. It is much easier to make out
between excellent and poor performance than to unedise in between shades of gray.
Is should be used as a development tool and alweyewed the fairness and
effectiveness.

To find out why people are thinking about leavitige company or why they
actually have left it, the HR managers are theredi@e this issue. The best way is to
ask the particular employee straight and with ndigday — questions like ‘what factors
influenced you to leave’ or ‘what did you like |&&asost about the position’ or ‘how
might the company improve as not to lose people jiku in the future’ are the key
success for obtaining the desired feedback anddhgany can learn from it and get
better. It is also good for the business to piak thost suitable way how to say good-
bye to he leaving employees, e.g. by a face-to-faw, hard copy, online, or via
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phone. All information has to be treated as comfiid® and used for company’s
improvement without putting the employee at rislpefsonal intrusion. (11)

Developing a training strategy requires very foduset of initiatives among
which are e.g. understanding the short-term ang-term strategies of the business or
figuring out exactly what type of training is nesasy for the company. The following
steps describe the way how to develop a trainirgesgy which suits the company best,
which meets the needs of the employees and whiaimsethe personnel foe as long as

possible.

» Assessing skills and considering pre-employmergestng tests.

e Developing a customized training which is based tha results from the
assessment.

e Using various methods of delivering the trainingpgmamme, such as social
etiquette training, customer service training, rageiations etc.

» Matching the training with the corporate culture

Small scale companies have one big advantage ayemles — superior customer
service. However, these extraordinary customeris®rgkills can be gained and
developed only through proper training. To provsdeh a service, a manager has to be

trained how to be a good leader as well. (10)
4.3.2 Rewards and recognition

Also, the concepts of rewards and recognition alesety interlinked;
recognition can be considered as a form of psychodd reward. Pritchard talks about
encouraging managers to be generous with recograinal rewards toward employees
in order to support and strengthen the desired whetna Common examples of
recognition and award are cash bonuses, promotioig off, pay raise, preferred
parking place, extra vacation days, gift certifecatc.

An employee can also give referrals about anotleesgm and can get a bonus
reward if the person is successfully hired andsstaigh the company for e.g. one year.

At the end of this chapter, it is appropriate tontran the suggestion that Taylor
makes about the four steps how to make the emdiatiein love with the particular
company: reward people fairly, treat staff welditremployees and improve their skills

on the current job, develop the most talented eygas with leadership potential. (12)
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4.4 Firing recruits in a company

First thing to realize when the company decidetetminate the contract with the
employee is if there are good business relatedngi®dior the termination. However,
there exist many countries in which there are doesrof at-will employment and under
these circumstances the employer can fire an &temployee for any, except for an
illegal, reason available. There is always a lot pafperwork going on with the
terminating of the contract. Employer must docuntikatproblem which was the reason
for ending the relation. The instances of poor grenfince or misconduct which were
the reasons for termination have to be noted ifikbas well.

For less serious offenses and wrong-doings, thest many types of so called

‘progressive discipline policies’ which commonlycinde the following steps:

» Oral warnings and written warnings,
» suspension without the possibility to claim the,pay
» demotion of an employee,

* termination of the contract.

When a company decides to fire an employee, thesidacmust be consistent
with provisions of the particular contract betwdmth the employer and the employee
(or Employee’s Union). A contract usually requirggrties to give notice in advance
such as 2 weeks, 30 days, or 6 months. There ¢sm asituation when an employee
has a contract that permits him or her to be teatethonly for a ‘good cause.’ It is very
important to define the terms properly and this baimg a lot of difficulties in the
future. (3)

4.4.1 Termination procedure

Formalized procedure is the key part in terminateon employee’s contract.
Therefore, it is necessary to identify elementshsag identification of people who are
authorizes to make the final decision, review erygdds contract by someone not
involved in the decision, circumstances under whilcl final decision has to be
reviewed by a council, or a requirement that arskgiare objectively evaluated.
Following strictly these procedure steps providesyvstrong evidence that the
employer did not act inconsiderately or rashly. fEhare certainly some situations

which need a lot of investigation e.g. complaintssexual harassment or equipment
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thefts. The investigation into the matter should gsempt, adequate, fair and well
documented.

It is not easy to tell if the member of a comparasvired or quit. The difference
between these two is of great importance as ittdffa wide range of rights and benefits
e.g. cash out, accrued leave, unemployment inseyasverance pay, or eligibility for
rehiring the employee. The whole procedure of @mtrermination should begin with a
written notice which contains e.g. name of an elygdo job, effective date of
termination, reason for separation, eligibility fuwssible future rehiring, signatures and
names of people involved in the process.

There is also an important point regarding the faictgiving or not giving
references about an employee. On the one hartg ddmpany decides to include some
negatives about the former employee, he or shesgarfor defamation. On the other
hand, omitting the negative information can leaditoation when the employer is sued
for any losses that were caused by the former gyaple subsequent misconduct. The
best solution is to give no reference at all ogiiee neutral reference. However, this
approach can lead to great social costs. Employbesare performing poorly can get
hired because of former employer did not providedsb evaluation and cause a lot of
problems. (3)

4.4.2 Layoffs

Employees are fired not only because of the misgonthey committed. They
can also be fired purely because of economic reasoch as saving costs, closing of a
factory, job restructuring, reorganization, or negrgvith another company. However,
employers should first consider other options beftrey employ this methods of
contract termination, e.g. consider lengthy othestsaving alternatives, focus on
position and not on people to be eliminated, ce him outside expert for help. (7)

A carefully planned hiring process allows the exa®of information which is
relevant both to employees and employers. Emplayevelop a clear picture of the job
and skills needed to do this job and employees rassinate their abilities and the
extent to which the job offers an opportunity faceess. Fair assessment is essential for
working relationship. The need for terminating tbentract has the basis in bad
communication and misunderstanding. A decisionetoninate a failing relationship

must be not delayed and must be by all means diretftair.
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5 Analytical Part

5.1 Finding new recruits in Timpson Ltd

It goes without doubt that managers cannot craateess on their own. They rely
on their employees for help. Therefore, a succeéssfsiness is created through team
effort. Timpson Ltd operates in the service indusind people are the building stone of
the success of this company. In the service setttermost important fact is not the
product itself, but the service provided to crdhis particular product. Without skilled
people who provide those services, a company wiights to run a business in this
industry cannot, simply said, exist. The first stdgpch any company on the market has
to do is to realise who it wants to find and aldeeve to advertise for the job positions,
in other words, where to look for the possible ¢datbs.

Statistics in Timpson Ltd show that 45% of the momdiich comes through the
tills is spent on employment costs including adserg, training, wages, bonuses etc. It
means that almost half of the money in Timpson istdnvested into people and
therefore it is not surprising that people play tmecial role in creating success and
welfare.

In one of the many leaflets regarding job adventiset it reads that: "We don’t
just ask you to work for us, we invite you to penfomiracles!” It is important to
realize that people deliver the results and thatabmpany success is created by the

members of each team. (24)

5.1.1 Searching personalities

However, what differentiates Timpson Ltd most frother companies throughout
the United Kingdom is the fact that they look fétersonalities.’ It is certainly easily
said than done but Timpson have taken this to timost level of perfection. Business
does not acquire the best performers by luck; it geem by making a choice, by
picking the right people at the right time for thght job. At the beginning, let us ask a
simple question: what is a personality? John Timpslee Chairman of Timpson Ltd,
worked very long and hard to finally come up wipkining what a personality is. The
solution seems almost fundamentally simple and somag call it even childish,

however, appearances are deceptive. John Timpsbmianteam invented something
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what lasts for decades and is the basis for ciggatiecess in Timpson Ltd At the event
called "Make It Happen” which took place in Marester in 2010, John Timpson
explained in detail the concept of "Upside Down mdgement” and its connection to
the concept of picking up the right personalitiBg.turning the management structure
upside down and giving the people behind the cadrdedom in making decisions, his
team created a very extraordinary kind of relatngmsbetween managers and their
employees. Managers are no longer in the branchétate what has to be done, they
just give advice and support their team of peopktlat them decide what is to be done
here and there. However, to achieve such condjtimasy years of hard work needed
to be undergone. And what is the most significdnbhg about this Upside Down
Management structure are the people with persamlivhich the company has to
recruit, or in other words, how and where to spese personalities. (8)

John Timpson introduced a very comprehensive lihgudebooks regarding
personnel selection process and in one of them wmply illustrated what a
personality is and who his company looks for. Ths Man’ scheme, as John Timpson
calls it, is based on cartoons of good peopleNke Happy, Mr Helpful, Mr Keen, Mrs
Skilful etc. and also of bad people for the businbke Mr Scruffy, Ms Late, Mr
Dishonest and Mrs Can’t Do It. Under each ‘Mr Mah'a box to tick. Managers who
are in charge of the interview use these charatwetesmpare them with applicants and
tick those boxes which most resemble the persomgbieiterviewed. Timpson Ltd are
not interested about CVs. Also, they do not put Imsignificance to what candidates
say at an interview; rather, the managers in tbhimpany assess the character of the
applicants by using the ‘Mr Man’ system and it weorver since it was introduced
many years ago. The aim is to hire on persondlitythe following picture is shown

how these ‘Mr Man’ characters look like. There &Pepositive personalities:
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Picture 1: Positive Personality Types

AProms

:f S:UBENT 4

MIss sKILLFUL MR PUNCTUAL MR QUICK MR PERSONALITY

MR AMBITIOUS MR SMART MRS HONEST "MR FATTHFUL

Great people are easy to train...

Source: How to Pick Great People

And, on the other hand, there is a range of charaethich are not sought for in

Timpson Ltd These 12 characters have no placasrcdmpany.

Picture 2: Negative Personality Types

MR 15 IT FIVE ‘0" CLOCK MR RUDE

MR CARELESS MR CAN'T DO 1T

MRS 5LOW MR SCROUNGER MR DISHONEST MISS FIB

..but these people are a nightmare

Source: How to Pick Great People
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In order to recruit on personality, one must beeabl spot the personality first.
Therefore, personnel clerks or managers have taudmght how to correctly and justly
pick on personalities. There are many training r@sniaround the united Kingdom
where managers can improve their personality pgekikills. The aim of these sessions
is to underline the importance of personality fampson Ltd, teach the managers how
to spot it and how to judge it. It is a long anffidillt process and not every manager is
able to be in the interview committee, however, ynpeople passed these courses and

are now superstars in picking the right people whthright character. (18)

5.1.2 Methods of obtaining new recruits

The second objective of a successful selectiongaods to realize where to find
the right recruits. There are many places wheréas for possible employees and
companies use different ways how to advertise ¢hepjositions. The methods which

are employed in Timpson Ltd are:

* Introduce a Friend Scheme

The best recruiters are not difficult to identifythey are among the current
employees in Timpson Ltd Approximately 45% of nempdoyees come through
this scheme and that is the reason why Timpsonhltek so many friends and
relatives in individual shops. The system is a vsimple one — it gives £150
reward to anyone who introduces a recruit who ramaith the company for at
least 16 weeks and, what is more, it gives anofl2850 to when the candidate
remains with the company for one year. The ideangetine success of this scheme
is that existing colleagues introduce friends wattsimilar personality as theirs.
Once a person is hired in Timpson, it is becaudasobr her bright personality and
it is more probable that he or she will bring fdsnwvho are personalities as well. It
is unlikely that the existing employees will intrame a bad performer because they
know how the system of recruitment in Timpson Ltdrks. It is much more
probable that they will introduce a person witheaaspnality because they know
what kind of people this company looks for. Thikesme brings most of Timpson’s
best apprentices who tend to stay with the compangh longer than other new
starters. At present time, Timpson team is thinkabgut the fact that there is time

to increase the reward they give to their groujewiployment agents.’ (13)
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Future Timpson employees can also be recommended bgheme very
similar to ‘Introduce a Friend Scheme.’ This is ddy the very customers through
word of mouth or via leaflets in the shops. Theadage of these schemes is a

reward which can be claimed after a successfulhnewendation. (28)

Part-time Job

The second way where to find future best perforngethrough the part-time
job or working experience. This means that somelgeoho work only e.g. during
Christmas time for Timpson can become employeesliferand change their

situation from temporary to permanent employment.

Business Card

The next possibility where to spot a talent is tigto business card. According
to John Timpson, one can never know when therehbeila chance to find a great
potential employee, so it is useful for managersaoy business cards with them
all the time. This is a good way to spot talentd svite them to work for Timpson.

Waiting List

Future employees are also given chance throughngdist. This means that
Timpson Ltd put a number of names on the list andase that there is a vacant
place the job can be offered to someone from tlaiging list and this saves a good
deal of time finding another recruit outside thenpany.

A strong waiting list can save Area Managers frorhuge disaster because
even when the company is fully staffed, recruitma&mbuld be discussed at every

meeting. It creates reserve strength for the compan

Ex-employees

Many companies around the world treat ex-employ@ésn a good way. This
is an opportunity for Timpson Ltd Over half the dayges who leave this company
want to come back and be a part of the team alylst of them are welcome. The
idea behind this attitude is that Timpson Ltd do candemn people who took their
opportunity elsewhere. It showed up that the enmgsywho want to come back are

often much better than when they left.

Job Centre

31



Some of the Timpson'’s star performers came thraigllob Centre. However,
this is not the easiest way to recruit. It costs db time and money and the
employees are chosen by the particular agencyg. dften a long process and the
result does not have to be pleasing. Timpson Leduieon personality and the
experience with Job Centres is rather negative usecdhe company must be
prepared to wade through a lot of time wasters dmhgos before it finds the

desired employee. It is likely that it will be thard way.

Advertisement

The last but not least resort where to find potgnéimployees is through
advertising in news paper. For Timpson Ltd it is thst throw of the dice because
it is SO expensive, it takes so much time, andt@robrings disappointment. It is a
very impersonal way of recruiting and the compamstto limit this to minimum
level. (15)

Ex-offenders

Last to mention, however, by no means the leastapyy or least favoured, is
the belief of Timpson Ltd that people of all raeesl nationalities deserve a second
chance. Looking for new recruits in prison is notyoa great way how to help
people but it is also a very useful way of gettpepple to work for the company.
There are about 80 prisons throughout the Unitetg@#om where this company
interviews prisoners with a view to employ themrelease. The possibility to gain
work experience and to get back to normal lifeanisty is for these ex-offenders a
priceless offer.

The interesting fact is that out of almost 300 rmaed women who have joined
the company over the last five years, only eighpesoners have re-offended and
ended up in prison again. However, it is not abthe statistics, as Mr John
Timpson says in one of his interviews, it is abina evidence that he is collecting
during his regular visits to the shops all aroumel United Kingdom, when he talks
to recruits from prison and they share with himirthenforgettable life-changing
experience.

According to latest statistics, Timpson Ltd havedgled to recruit about 10 per
cent of their workforce from prison. The focus éspick people with personalities

and it is much easier to teach people who you kalmost everything about from
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their criminal record. Among the bad and the tricky-offenders which are in

prisons are on the other hand plenty that are $éintand have the right personality
for Timpson. What is worth mentioning is the fdtatt the process of interviewing
inside prison is exactly within the same standdhdd managers in Timpson Ltd
use when they recruit anywhere else.

There is a good example on how recruiting fromgrisan be a success story.
When this programme was about to start about gigéts ago, Managing Director
James Timpson, during a visit to HMYOI Thorn Crossine across a very young
man who impressed him so much with his personalitg attitude to work that
James Timpson promised him that he will do with laminterview after he is
released out of the prison. This young man impresise interview board so much

and remained in Timpson Ltd in paid full-time emypteent ever since.

The idea behind a successful story in Timpson lgd in the fact that one can
teach e.g. key cutting or shoe repairing to a lbragid positive personality, however,
one cannot put personality into a grumpy and advkey cutter or shoe repairer. For
years, Mr John Timpson has told in a recent ingwin TV, his company had been
recruiting shoe repairers and key cutters when #gteyuld simply have looked for
people with the right personality. All this is cédg connected with the idea of ‘Upside
Down Management’ and is creates the key succedsnipson company. The most
difficult thing to do was to teach this skill ofi¢éat spotting to area managers and people
involved in personnel selection process. Managadstb be taught to stop just looking
for craftsmanship and to start looking for peopléhvthe right personalities. Timpson
Ltd use at present time one scheme called ‘Mr Meterview form and id has become
a very successful tool to help managers spot th@xlinary personalities. It is based
on the idea that the interviewer is asked to tieklhioxes under those cartoons which are
most like the applicant, which characterize himher the best. This scheme was
introduces almost 16 years ago and it has beeningpdver since. The main objective,
as has been said before, was to recruit on pergoaat ‘Mr Men’ interview form has

played a very significant role in picking up thghi recruits in Timpson company.
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5.2 Hiring new recruits in Timpson Ltd

Once the managers figured out who they want todnewhere they are going to
look for the potential future candidates, there arfew recommendations which has
been proven over time to be very effective in Tiompd.td regarding the next steps
before the very interview takes place.

First and foremost, managers who are involved irsqpenel selection process
should not recruit the best people out of a badcbuif a manager cannot find a
candidate who matches his or her standards andreetgnts, the best solution is to
avoid hiring anyone and look for candidates somehsse. According to John
Timpson, the worst thing to happen is the situattrere the recruitment is performed
in desperation.

Another recommendation is related to proper premaralt is not reasonable to
make instant appointments because the companyhanplotential employee are going
to make a long-term commitment and this step isqmanel selection process should not
be rushed, it is good to consider things and déelisafficient time to such an important
decision.

The third advice which comes from James Timpsoe, Nfanaging Director, is
also the fact that the candidate should be providigal a lot of information about the
company. The point is that Timpson Ltd want thedidates to understand the business
and the culture before they fill in the applicationm. It is good both for candidates and
for the company if the applicant is provided with &plication pack and can make his
or her own picture of the company.

One of the most efficient techniques how to putdhedidate as near as possible
to the company culture is through ‘Real Life Expade.” This involves the situation
when managers suggest candidates visit the nebdyest shop to get first/hand
experience of Timpson environment. Staff in eacbpskhould be only too happy to
show the candidates around and share with themrierpes and all kinds of issues
they have to deal with on the daily basis.

Last but not least, managers who are in the redpbtys of recruiting are
supposed to fix the time and place for interviewgagk as possible, in terms of one
week on two weeks at maximum, after they receivesl dapplication form from the
particular candidate. The idea behind this is ta keep the potentially talented
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candidates hanging around; let the managers détlenatters quickly and with no
necessary delay.

The last recommendation is regarding the realitgroper judgment just from the
application form. It is never sufficient to lookthae paper only. Even a best recruitment
manager cannot make a proper judgment lookingeafdm only, the best way is to
meet the candidate and talk face to face. Timpgdrhald the view that every applicant
should be interviewed; or at least the manageraldhao their best to make it happen.
The application form is attached at the end of tiésis in section ‘Supplements.’

In one the many interviews called ‘Ask John’ postedthe Internet at online
version of the Telegraph magazine, one questiaggarding the possibility of missing
really good applicant because of the immense volofmapplication forms and not
much time to go through them all, caught my attenfand it is worth mentioning here
the answer of John Timpson, who said: “Why not timgm up? People can often reveal
their personality at the end of a phone. A quick cauld save you from a boring
interview with someone who is only good at writi@¥s. Try a bit of delegation. You
don't have to do all the screening yourself asetingll be plenty of other people in your
business who are good at picking personalitiestha&in reduce the candidates down to
a shortlist. Create a waiting list. Keep interviagrieven when you have no vacancies
and put any likely candidates on a waiting list dlfsuperstar turns up take them on
straight away). If you don't already do it, laurah ‘introduce a friend’ scheme and
reward your colleagues to do most of the recruitiayk on your behalf. It works so
well that 45pc of our new recruits are introducedchrrent colleagues. Whatever you
do don't be tempted to base your decision on tpécapion form. At Timpson we are
not bothered about A-levels and GCSEs, we are tgpfor personality. The only way
we can find out if the form has been filled in bgrampy cobbler is to meet him face to
face.” (40)

5.2.1 Interview techniques

Timpson Ltd strategy almost always follows the ‘Ke# short and simple’
pattern. When it comes to the very interview, thare a few tips that should be
observed according to John Timpson in order to ntakanterview itself comfortable.
It is up to managers who are responsible for permsioselection which place they

choose. However, it should be a location that igtguwconvenient and safe for any
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interruption. It tells a lot about the company lietinterview is performed in some
smoky pub or other unpleasant, noisy and disturlplage. Choosing the right place
gives you definitely a good head-start. Once thera pleasant place to perform the
interview, the next step is to realize whetheragtdy to interview on one’s own, or to
ask one of the area managers (or even a shop eseplty join and help to provide a
second opinion. If there is a possibility to lehd tnterview with a colleague, recruiting
managers should do so. Not only that it providesemprofessional approach to
candidates, but it also helps to spot the taleowidmg one of the interviewers is out of
his gourd or is not in his or her mood.

Before the interviewers meet the candidate, they supposed to study the
application form carefully and find out what doégell them and indeed what does it
not tell them about the candidates. Studying thenfproperly gives the interviewing
managers plenty of hints what kind of questiony thi@ould ask the candidates and on
the other hand what is explicitly obvious withoutther interrogating. This includes
e.g. the situation when the applicant has visited of the branches of Timpson Ltd
This is worth discussing both with the candidate anth the branch team since it
brings invaluable and authentic impressions whidh pvobably be very accurate and
useful. (26)

One of the key rules in Timpson Ltd is the fact tthe manager who is in charge
of the interview is being interviewed as well. ldisher behaviour and appearance form
the candidate’s first impressions of the whole cany not only about the manager
himself or herself. John Timpson uses the term K.tlwe part.” This can be easily
translated as being smart and on time. Part ofténim is also the fact that during the
interview, managers must not let anything interrtpTherefore it is best to divert all
calls and put a 'Don Not Disturb’ sign on the daorwhich the interview is taking
place. (29)

One of the most important things concerning they vieterview is the first
impression, John Timpson always claims. Within omaute, the manager will have
formed his or her opinion about the candidate amndously it is the simple things that
are noticed first — Was the candidate on time, dwesr she look smart, do they have
the right attitude to important things, do theyllsenow something about the job they
are applying for or just simply, if he or she has the features of the right personality
for the particular job. It is very important forettmanager to write everything down on
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the paper and make notes whenever possible andsaegelt helps to get back to the
information quickly when needed. John Timpson aisatdam provided a simple list in
which managers can tick off boxes regarding alt eébmformation about the candidate
and record short notes about appearance, manmEnriexce etc. Mr Timpson provides

a list of questions to get the candidates talk{20)

* What did you do in your last job?

* What did you want to do when you left school?
* What interests you about Timpson?

*  How much money are you looking for?

*  Why should we employ you?

* When can you start?

* What are your favourite hobbies?

* Who is the best person you have worked for? (29)

These are really the right questions to ask théiagps, they follow the standard
interview form and are short, simple and easy tdeustand. It is important to as such
questions as the one concerning hobbies of theidated On the one hand, a manager
can thus reveal something which was the candidditeghbecause of fear or so, get him
or her talking and finally find out that there wasalent but the situation was such that
the candidate did not reveal the talent from thgirbeng. Therefore it is necessary to
make sure that the manager gathers all the baBemation. James Timpson, the
Managing Director, advises to do the check listawer everything that the managers
need in order to tell them what they need to tedl ¢andidate. A good preparation plays
a key role in the interviewing process. (Telegré20i.4)

Another good way for a manager how to prepare Hervery interview is to do

some searching questions, e.g.

* Would you pay his or her wages with your own money?

* Would you lend him or her 50 pounds?

* Would he or she win some TV competition?

e Would I go with him or her to the cinema/walk/sgamatch?
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These questions give the managers the opportuniigce up to reality and think
carefully. The answer should always be honest amel it is another good tool for
revealing the personality and true nature of thedchate.

When it comes to the end of the interview, it ip@priate to say what happens
next and what steps are to be taken. Managers dmake up their minds about the
candidates right after the interview but it takesne time to make the decision. It is
necessary to tell the applicants when and how wikk¥ye contacted and clarify the next
steps in order to not confuse the candidates. Bdfar manager who is responsible for
the personnel selection in Timpson Ltd ends therwtw, he or she should give the
applicant a chance to raise topics of their chaoe interest. It gives space for
questions like ‘Is there anything you want to atddw yourself’ or ‘have you got any
questions for me.” John Timpson describes it agrihg the tables’ and adds that the
questions from candidates will tell the team motmw them, particularly their
personality.

Last but not least step after the interview is agdo decide with every candidate,
if he or she will be put into box ‘Yes,” ‘No’ or ‘Blybe.” Experience in Timpson Ltd
showed that it is not the best solution to makeapgudgment; it is better to leave the
decision overnight and if the managers feel theesenthe morning as they felt the day
before, it is very unlikely that they will changgetr minds. Turning an instinct into an
action is one of the most important skills that agers in Timpson company are taught
during the training and it is the key step along kbng way of picking up the right
personality, at the right time for the right job.

The very last step of the interview part is favauby some and not favoured by
others. It regards the results and responding ¢oessful and unsuccessful candidates.
James Timpson, Managing Director, advises the @r@aagers to speak to successful
applicants first and if they turn down the offénsinecessary to recruit from the reserve
list or from the waiting list. It is both not prafeional and not reasonable to keep the
candidates waiting. Things might go wrong even gothe whole interview has been a
great success.

John Timpson was asked in one of his interview8Ask John’ section in the
online journal Telegraph a question regarding @asibn where one of the candidates in
nominate company is having a difficulty getting@od job because his face is the one
with an authority look, but the fact is that heaisvery good guy and a really hard
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worker. The question in place was concerning thacadwhich John could give the
manager to turn this authority look into one of thandidate’s strengths. John
Timpson’s answer was as simple as that: “If you yee friend is failing to turn on the
charm the best way you can help is to run a rehkddéfer to be his coach and organise
a mock interview. You won't be able to turn his eevlooking face into a great asset
but if possible try to put some bubbly charactéo ims conversation. By putting a bit of
fun into his voice, he may be well on the way tading that job.” (19) Flexibility and
creativity are the most valuable skills that carfduend in excellent managers and even
in difficult situations like this it is possible tok at the problem from another
perspective and solve the issue as simply as pessithis genuine approach of
managers in Timpson Ltd towards precarious sitnatis the key of the company
success and it is closely connected with the idedmside Down Management,” where
the managers are given freedom to use their crigawnd unconventional ideas to
handle awkward situations. (19)

5.3 Maintaining recruits in Timpson
5.3.1 Training

In 2014 Timpson Ltd plan to take on over 700 appcen. These new recruits
will all undergo an initial 2 days Residential Cea&r which takes place in
Wythenshawe, Manchester, as an introduction tobti&ness itself. There, the new
recruits will meet, great many of them for the vérgt time, John and James Timpson
themselves and understand more about the compagyhthve recently joined. Later,
apprentices are expected to participate in so cdlle-house training’ programme
which had been developed by Timpson team almogeaBs ago. It is designed to last 6
months at a maximum; it depends on the particdaruit and his ability to learn. It is
also very important for managers to place the newleyee with the right apprentice
trainer. Significant is also the social fit, it camake a big difference to the learning
process. (28)

First day at work is for Timpson Ltd of immense ion@ance. The manager who
carried out the interview is supposed to be ambeditst to welcome the newcomer. It
is recommended to Area Managers to speak to theengmloyee on his or her first day
and if it is possible, go to the shop and encouiniteror her in person to make their day

easier. John Timpson writes in his book ‘Upside DoMlanagement’ that a warm
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welcome is always appreciated. Managers who wesporesible for recruiting and
interviewing should also, within the first montlake their apprentices and talk with
them over a coffee or tea about their progresss kimd of informal questioning is
much more comfortable than formal meetings.

Communication is very important in Timpson Ltd amdnagers responsible for
recruiting new people should always give them apiebne number to use if they have
any kind of issues, encourage them to use it wreamaseded and call at any time. Most
of the employees will not use this option, butvaill appreciate the fact that help is at
hand every time they might need it. During the apficeship, it is also worthwhile to
look for signs of success and whenever there ibamae, say comforting words of
praise and acknowledgement. It motivates the enegl®yand it gives them energy to
continue doing their best. John Timpson has deeelopver time very interesting
approach to young starters — with these young starst as he calls them, who live at
home, it is good to try to get in touch with theipthers of fathers and give a progress
report. The time showed that they appreciate arestoopinion and the extraordinary

approach of Timpson team towards their employ&s. (

e Training the Timpson way

Managers who are in charge of the training courastrbe very professional and
talented because they are the ones that will dieefuture employees their education.
John Timpson with his team has developed over anhist of useful tips for trainers.
Here are some handy tips and hints which every gerghould take into consideration

and follow them:

= Training session is a part of an overall plan. Mpama should think ahead and
make sure that individual trainings are performeith wequence to one another.

= Tell the apprentice what does the schedule ofrtiribg look like. Managers set
the objectives and tell the apprentices what thegehthat the recruits will
achieve.

» Finding time for training is a necessity in Timpsbtd. Never find excuses for
putting things off.

= Managers should be prepared for any kind of swueptking things for granted

and making assumptions about others is not a gppach.
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Timpson team encourages its training managers todaive and not just follow
any strict guidelines. The best of them follow thesstinct and put across their
own personality.

Using words that are confusing or just too long dowt impress anybody.
Managers should use words and form ideas that emergan understand. John
Timpson calls this language ‘Gobbledegook.” Thentéself explains everything
— it is a kind of English language that is just gticated. People who use
gobbledegook find it difficult to understand themomon sense. Here is an
example given by Mr Timpson: “We are a leading gloprovider of business
process optimisation and outsourcing solutions. lfusiness changing delivery is
achieved by removing the information overload anbviging intuitive,
searchable information architecture which deliversject visibility and control
through integrated multi-user project services3, (3. 92). People in Timpson Ltd
are taught during their training programme to awwidh communication and they
are led to use simple English that everybody caterstand and which facilitates
the business.

Using methods which are different from Timpson dtads is always welcomed
provided the apprentice produces a good job. Masagjeould adapt training to
make it easier for apprentices.

People with disabilities need sometimes more tionlearn. Managers must not let
special needs prevent the apprentices from becomipficient craftsman and
they have to make allowances for these people ledning difficulties whenever
possible.

Managers are given strict guidelines how to tratiergnt age/gender/religious
groups of people. People are different and theeetbée different approach to
each individual. The same goes for learning pace.

Managers in Timpson Ltd are taught to tell theairtees how they are doing
several times a day. It is a good way how to médithe apprentices and how to
energize them as well. Even if the trainee fallsrsbf perfection, it is significant
to praise the effort that has been exerted.

Taking regular time off is a necessary part of titaéning. Signs of fatigue are

different in every individual and there is alway$imit to how much people can
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tackle in one training session. Managers are theteok out for these signs of
learning fatigue and order a break if needed.

»= The relation between the trainer and trainee ierd&d for the whole process.
Training managers are advised to ask the apprentioa/ they think they have
done. This information will provide them with anethinsight into the true
personality of the particular employee. Persondlab®ur is a key part of any
training course.

» Rewarding even a small success is always a good heay to shape the
relationship towards a positive end. It is up te ttaining manager to decide what
to give and when, there is no strict guideline.

» The worst thing is to walk past a problem. Whendhere is any kind of issue
that needs to be solved, managers are the peoperghn charge of this. When
they let someone get away with any sort of bad Wehg they make matters
worse for everybody. The good way is to have a &roonsultation with the
problematic apprentice. Nobody is perfect and peophke mistakes. Trainees
must understand when it is serious that they casimoply walk out of the
problem and play truant. The last option is to nipgthe Area Manager is things
go worse. John Timpson calls this step as ‘Blovilregwhistle’ situation. (17)

Timpson Ltd include also Health and Safety skitigheir apprenticeship training
programmes. Recruits can pick up some additionaitpdor passing the Health and
Safety test. Managers rewrote all the official tipgarding safety in their own words
and they also used a lot of pictures and examfilegas done because John Timpson
believes that people understand the official gungsl easily when they are written in
fewer words and in more pictures. However, desglit¢he pictures and examples, the
new Health and Safety Timpson guideline did notsBatthe safety inspectors and
additional 53 pages of small print regarding theesanformation as was shown in the
pictures had to be added to produce a an offi@easion for print. John Timpson said
during one interview in the radio recently: “I atmazed how many people think

administration will prevent an accident. It is coomsense that does so.” (13)

* Running a Course
With regard to the very Training course in the oemtaround the United
Kingdom, Timpson Ltd developed over years a systdnch is working and what is
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more — sustainable. There is a list of hints andcadfor managers who are in charge of
the courses which take place in a class or a nmgegediom and want to be successful in

teaching the apprentices some theoretical as weltactical knowledge:

= First thing to realize is the fact that the pladeeve the course will take place has
to be big enough, quiet and comfortable in ordenéie the best of it.

= Managers also have to take into consideration tiwdt everyone is good at
orientation. Therefore, it is essential to makeestivat everyone has plenty of
notice where and when to go. If there is any kihdaubt, it is best to ring up the
trainees in order to make sure they understandeMoego and how to get there.
Confusion goes along with stress and these thingsiat welcomed during the
training.

= Arriving early and preparing for the course wilvgithe manager both confidence
and peace. One never knows what can happen smécisssary for the person
who is in charge of the training to arrive firstamave loads of time to get ready.
If there is e.g. problem with PC or projection teclogy, it is not a question of a
few minutes to solve. Managers have to check thatryghing is ready and
working properly.

= One of the good ice-breakers is to ask everyone thhyg are and where they
come from. Probably it will not be comfortable feverybody; however, it will
get the trainer started. Later in the course, giasd to grab the trainee’s attention
with a bit of fun e.g. a quiz or some kind of gaasewell. It adds to the enjoyment
and people might like the prizes that are distedudt the end. A little competition
never hurt anybody.

= According to John Timpson, rule setting is veryibgy but necessary. Therefore,
it is the best solution for trainers to do so a tieginning, when everybody is
paying attention. Rules may be boring, but e.gesuegarding safety must not be
forgotten in case of any accident that could hapjsmryone needs to be told
about the guidelines and standards. (26)

= Maybe one of the most important things to say at ltkginning is the course
schedule and the purpose why the trainees attendadiwrse. Managers are there
to make sure that everyone knows and understands mehor she is going to

achieve and that everybody has the information eonieg breaks. Letting the
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timetable stay in the room all day is a good stepvoid unnecessary questions
about the timetable. Training with no schedule wea$on is a useless one.
Providing food and drink during the day in thetiitag room is necessary to keep
the apprentices fresh and satisfied. There is nabwse thing than a bunch of
hungry and thirsty people not paying attention t@atthey are being taught.

One of the many mistakes that trainers make isttieat stand and talk for hours
and hours. In Timpson Ltd, the training managesgeraspecial course regarding
presentation skills. Then, they are able to keegy®ne in the room on their toes
by means of finding various ways how to grab therdion and get the message
across the training room.

A necessary tool for the presenter is also somgttonshow the examples on.
Flipcharts can help to lead a group discussion lkeep everyone awake by
showing the examples in practice and in colours.

It is not always convenient to use techniques liike playing at the beginning of
the course. Many people are embarrassed by roje Ptainers are taught how to
spot when there is the right time for this activity know when the group of
trainees is ready for it. Mostly, they are waitungfil fairly late in the day or week
to ask for volunteers. The aim is to persuade @rexyo have a go and participate
in the game.

If there is e.g. a video projection on the scraems a huge mistake if training
managers do not focus on the same thing as theeésii this will surely distract
most of them and create a bit tension and losstent@on. It is necessary for the
manager to focus on the same thing as the atteraebgven if the trainer has
seen the video for ten times, still, he or shaig®sed to watch it for the eleventh
time. It gives the apprentices confidence in thgewi and mainly the content of
the projection material and ideas.

There are also many recommendations for trainemsezaing behaviour during
the presentation e.g. avoiding doing nervous hahith as playing with coins in
the pocket, using too many fillers or speaking ifo@ and not audible voice.
There is a section in the training course for mamagn Timpson Ltd where these
skills are taught and it is done with the most sstrand focus because if the
trainers will not master these skills, they canefb¢ctively teach the apprentices

during the course.
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= Timpson Ltd also provides lots of training videosbiorrow. It is only up to the
managers which they use and whether they use thath &he best trainers can
put the message across using only their experi@ndeeloquence skills, however,
people usually appreciate if they can relax foriaute or two and listen to and
watch a nice video on TV or projector.

= During the session, most stress is put at the tfaadt trainers must talk ‘with’
people, not ‘at’ them. Tailoring the course to gaticipants is essential for the
company’s culture. Managers are supposed to invtilieeaudience and invite
them to discuss the issues.

= The worst thing happens when the timetable is ept nd the manager runs late.
People start to look at their watches to check ldretheir timepieces are not
wrong. It creates murmur and buzz in the room &edonly person to blame is at
that moment the trainer himself or herself. Goadelieeping is as essential as
creating a good timetable. It is much better teetakbreak before the fixed time
for breaks than to run over and create tension.

»= One of the situations that can also turn up is thate is a person at the course
who disrupts the other participants. The best way to tackle this problem is to
talk to him or her during a break and point out wisawrong. If necessary,
trainers are allowed to use their authority to séedproblematic participant back
to the branch instantly.

= At the end of each session, it is necessary tdhdadcapitulation. Trainers must
pick out the main points from the course in ordemiake everything clear for the
participants of the course and remind them of thgpgse of the training. John
Timpson likes to cal this part ‘Memories of the day

» There is also a space for opinion poll at the eihdazh session. Asking for the
feedback of all participants gives the managergtess information about the way
he or she is running the course. In the opinioh ploére should be about three of

four questions like:

» Did you enjoy the course?
= What did you learn?
= How would you rank this day on 1-5 scale (1 fortjjes

= Do you have any advice for me?
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Connected to the opinion poll is naturally the fd@t managers in charge of the
course should take a realistic look at the commerade by the participants and
learn how they could improve and perfect the nersentation. Even the best
trainers sometimes receive a few comments on fgresenting skills; not every

participant likes when there is an excess of ths that and it good to know that
there is always a space for improvement even arttonglite training managers.

(14)

Not every attendee is ever perfect. However, tngnnanagers in Timpson Ltd

are professionals and they are taught how to theste participants of the course who

are tricky. Here are some examples of these tratkgracters that the trainers could

come across in their class:

‘Monopolising Mary’

This kind of person is the one that likes to haverghing under control and
who speaks all the time without wanting the intption. Manager is there to
control the course, not let the participants dorithim or her. The best way is to
wait until the Monopolising Mary draws out of brediefore slowing her down
with a pair of tougher questions. Then there isn@ tvhen the manager jumps in
and asks the group to comment. This will put anterehdless issue with letting

also the other participant to say anything.

‘Whispering Willy’

This person always mutters behind the back of ethEne training manager is
there to stop him or her disrupting the trainingssen with a direct challenge. It
is best to wait until the ‘Whispering Willy’ lookst the manager, then let him or
her to share the comment that has been made artdnask her for permission
if the person in charge of this course can conti@acasm is there in place and
it usually works with this kind of people who botheoth the trainer and the

trainees.

‘Silent Sarah’

There are sometimes present people during theoseasio are a bit timid. The
best solution is to refer her or him by name arkdsasne easy questions to break
the ice. If the person is bored or so, asking @heu question should stop her

from being complacency. The manager’s job is toayetryone involved. This
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can later create a serious problem if the ‘SileataB’ person is behind the
counter and has to deal with all kinds of custob®raviour. Prevention of this

leads to better customer care.

= ‘Angry Andrew’
Angry people are bad for the business. Still, adgamanager can direct the
person to the right path. It is no use trying tguar with ‘Angry Andrew,’ he or
she will not let you win, it is their game. The be&y how to solve this issue is
for manager to get the other delegates to give thews; they will be pleased to
shout the angry disturber down and is it probabkg tAndrew’ will finally
withdraw and change his or her attitude.

= ‘Careful Charlie’

It happens a lot in Timpson Ltd that this type @ople will appear. It is a
perfectionist kind of apprentice who gets dishesteby any mistake he or she
makes. Training managers have to be very patiettt \Wareful Charlies’ and
give a lot of encouragement and warm words. It stitbwver time that these
employees eventually turn into the best performer3impson Ltd and it is
thanks to the diligent work of training managerd #reir tireless attitude to help
make the best out of their recruits. (16)

»  Skill testing

After the course there is a place for testing thilssthat the recruits have learnt
through the course. Every trainee should have dajmhhe or she should be awarded
with a qualification. Timpson Ltd developed a lgft standards which are suitable as
recommendations for training managers and whichehawven over years of

experimenting to be useful and effective:

= Very important thing is to realize that this quiahition certificate must be truly
deserved. Managers must make sure that the qadliiicis not easy to obtain;
there are a lot of people who know the system am&lthen a piece of cake for
them to obtain the certificate without even knowhmyv to do the job. Avoiding
tests that let the apprentices gain in for fre@ng of the basic rules that the

manager must take into consideration when he ocidaes the particular test.
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» What also matters is the fact that the test mustsome the ability to do the job
and not just the ability to take tests and tick Hoxes; training managers are
taught to use common sense when creating the ggsiers.

= Favouritism is not tolerated in Timpson Ltd Managerust not be tempted by
favouring this apprentice or that one. The onltingssystem that is going to
work is the one that is fair and just.

= Timpson managers are given the authority to chgdethe rules regarding skill
testing methods. If the apprentice is e.g. slowvating or has problems with
dyslexia, managers are supposed to use theirdtgatnd adjust the test for the
particular apprentice. Flexibility of skill testing good both for the company and
the trainees because it shows that Timpson Ltd ptefroadminded approach to
employees with any kind of disability. A verbal ttés just as good as a written
one. (26)

= |n case of some participants of the training dopass the test for the first time; it
is neither a failure nor a disaster. No one is g@fhowever, the test might
indicate that there is more work to be done. Ithis manager’s job to help the
unsuccessful apprentices pass the next time. Refastnothing new at Timpson
Ltd and it is definitely anything to be ashamedMéking some extra sessions for
trainees who did not pass the first test is a rsaggpart of training process and it
must be said at the beginning of the training cetingit retesting happens all the
time. Maybe demonstrating the numbers of previoesrs successful and
unsuccessful participants would help to mitigate dtress. People in Timpson Ltd
believe in straight approach with emphasis on hyreesd fair play.

= On the other hand, if the candidates successfidgsed the skill test, it is a
managers’ job to congratulate them with a handshajggrade their certificate,
take a picture and put it into the ‘Area Newslétsrd encourage them to go for
the next level of training.

Training is definitely the most important investrherio future employees that Timpson
Ltd make. John Timpson adds that “Today’s trainiagsetting the quality of our

business in ten years time!” (13) As the recruitsgpess through their career, they will
have the possibility to attend various managemedtather training courses which are

held in Wythenshawe, Manchester. The range of esuvghich the apprentices can
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attend is large, at present it is 15 courses amiegarimpson plans to extend it by
another two. In picture 5 is shown a selectionafrses provided by Timpson Ltd.

Picture 3 Management and Training Courses in Timpso Ltd

MANAGEMENT TRAINING & OTHER COURSES

A.D.M Induction Time Management Recauitment & Interviewing
Managing Discipline & mproving Introduction To Lodksrmith Proctical Interviewing

Source: http://www.timpson.co.uk/about/85/training

Most of the training is done ‘on the job.” In oth&ords it means that it does not
matter whether the apprentice is in his or her bwanch or another, all apprentices are
supposed to pay attention and take part in varamiwities and tasks regardless the
situation. The branch can be sometimes a bit ovembed or there is a lot of disturbing
noise; still, it is the best way how to incorporateprentices into the real business
situations. Some skills are best taught and preattaavay from the hasty and rush parts
of the day, though. There has to be no interruptiorall. Therefore, Timpson Ltd
developed training courses around the United Kingdehich are used whenever
appropriate for concentrated training of skillsisltappropriate mainly for courses such
as Customer Care or tutorials to Watch Repairs.

John Timpson in one of his many interviews at Telpg magazine (online
magazine) said: “By recruiting pleasant and posipersonalities who are keen to learn,
we can, within four months, teach the basics obatlskills including shoe repairs, key-
cutting and watch repairs. After a year, they aay to run a shop on their own. There
iIs no other UK training school for cobblers and fegters, so without our apprentice
scheme we wouldn’t have the skills to provide goprcservice.” (28)

In the Timpson’s Academy, there is a training cefdr both male and female ex-
offenders. From those who turn up for the interviewery month the majority is
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composed of male participants. At the training menboth ex-prisoners and non
prisoners are being taught together, there is visidn between them. And according to
James Timpson, Managing Director, it works wondbrfuSome candidates which
came right out from prison were accepted even tkeghpeir lack of work history.
Timpson Ltd look for personality and if the cand&lahows he or she ‘get it,” it does
not matter if they have worked before in some camgpa not.

In 2010, the person who was in charge of the UKinlmg Agency talked with
people from Timpson about giving them over £1mymsAr of state funding. Two years
of meetings eventually finished up with nothing iampson Ltd The conditions were
that in order to get the money, the training progre was supposed to change to
comply with government guidelines. Also, manageesenvexpected to work with an
approved training provider who unfortunately kneething at all about services that
Timpson company provides, however, he was a mastdling in forms and he would
pick up about 50% of the grant. John Timpson ewahtuwecided to do things the
Timpson way and ignore the handout. The resulfTforpson is that the company still
plans to take on those 750 apprentices, howevém Jompson would welcome a
scheme which would hand out the money to people avhanterested in creating more
jobs and in training apprentices rather than thteopf giving grants to people who are

have only mastered the box-ticking. (28)

e The leadership course for managers

The last point to mention in this chapter is thet fdbat training applies also to
managers, not only to employees. This course serigsvays a 24-hour lunch-time to
lunch-time session. The content is usually a dedailiscussion about the concept which
this company is famous for, the ‘Upside Down Mamaget’ and also the connection to
personnel selection process as well as other fadltise business. The first courses were
for directors, later in time this training coursasnspread also to Area Managers and
from 2009 on the sessions are made also for braratagers. The way the course id
led is fairly informal and friendly and Mr Timps@md his son, who are in charge of the
sessions, try to ensure that every attendee ettjeysxperience. It was designed to keep
the Timpson culture up to date and to ensure thrantunication is done in face to face

manner, not in face to screen manner.
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There are many training centres for improving maniad) skills around the
United Kingdom and John Timpson also developedharse called ‘The People Test’
which is about asking managers 20 key questionataboolleague in their branch. The

questions are e.g.

* What are the names of your colleague Bob family trensf?
* Which football team does Bob support?
* What are Bob'’s favourite hobbies?

* What pet does Bob have?

The aim of this test is to underline the importawéeknowing the personality
behind the people Timpson Ltd employ. Managers take a real interest in their work
know about their teammates and their daily issuewst everything, because they

communicate with them on daily basis. (35)
5.3.2 Rewards and recognition

Training is not for young apprentices only; evempesstar performers want to
learn new skills that will make them better at wiia¢y do. Everyone working in
Timpson Ltd must have the opportunity to learn ribimgs and attend skill and other
courses. Time and technology are changing fast sanust employees. Training
managers are here to help each individual emplogeeh their potential. No one can be
forced to attain courses, however, most employeesimpson Ltd like learning new
skills and improve themselves. Another positivenghis that training helps everyone
develop their career and maximise their wage. mpBon Ltd, every field management
role is filled by promoting from within the comparyere are only a small percentage
of people who came to this company as externaliterefore it is also a positive
motivation for all employees in Timpson Ltd to their best to achieve promotion and

the limits are only those which people set thermesel(28)

» Career development

It is important for each employee to do this or pkan. The individual plans can
vary in size and shape, but they will all be of #ane purpose — to see what has been
achieved and to see what needs to be achievecheAbeginning of each plan, it is

helpful to set personal objectives which the pemsoguestion wants to achieve, e.g.
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buying a new car, buying a house, visiting a coyngoing to the Olympic Games,
living in Victoria Street etc.

The next good step is to draw a table with skilels and a continuum, where an
employee can see his or her progress at each dndivskill. Managers in Timpson Ltd
are there for employees to provide a regular pssgreports. Majority of employees
like to know where they stand at the moment, compiawith where they stood one
year ago and make some objectives where they witigldo stand in one year, or two.
Letting people know how they are doing regardingjrtltareer is a necessary part of
maintaining them in positive state of mind.

Very helpful tool over the years has shown to b¥aur Say’ scheme. It gives
everyone the opportunity and, what is more, thbtrig talk to his or her boss who will
listen to them with pleasure. Timpson Ltd encouragd support the idea of regular
conversations and if any employees feel that treepat have much opportunity to talk
about their progress, this scheme will definitefjphthem to have a chat with the Area
Manager or any other qualified person.

There exist a wide range of helping materials iachthat anyone feels he or she
should improve but do not want to use the ‘“Your’Sgportunity to talk. Some people
like to just learn on their own — and managers impson Ltd are hundred-per-cent
positive about this. Many best performers are salfiers and it is this very specific
way of learning that got them where they are atssgmé There are many guides,
manuals, in-branch trainers, skill assessmentspecial training days to use when
needed. Help is always at hand in this company.

Picking people for promotion is always one of tlmughest decisions that
managers deal with through their career. Therensespromotion standard in Timpson
Ltd to follow, but this company operates in ‘Upsidewn Management’ and it means
that employees as well as managers have much meeehfinds in decision making.
The idea is that Timpson Ltd promotes from withimdahis can sometimes lead to a
kind of favouritism. Also, every job must be widehdvertised and with a proper
interview process. There is no space for any kifidbackstairs influence. Area
Managers are there to prevent this behaviour arkersare that every candidate for
promotion is fairly assessed. Area Managers ar@ r@sponsible for crystal clear job
description in order to prevent employees from mikrstanding the position which
they want to achieve. There has to be advertiséld fasitive the aspects and also the
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negative aspects of the job. It is usually mucheeds see the benefits of the work than
the pitfalls. Area Managers in Timpson Ltd are tautp ask themselves these three
questions and if the answer for all of them is yi®y have a perfect candidate

equipped for the job:

= Can they do the job?
= Will they do the job with enthusiasm?

= Will colleagues approve of our choice?

These three vital questions help the Area Manageidd if they have got the
right candidate for the right position at the rigihte. Promoting is a chapter for itself as
it is often underestimated by many companies.iftgsralong many hindrances and the
result can be a disaster. Not even that in cas@dhson is not fitting the position the
manager has to demote him or her back but this alsses that people might see the
manager as someone who is not the right persdmeinight place. Employees will start
asking questions about the competency of such sopeihere are a lot of training
courses for managers in Timpson Ltd regardinggked of promoting people.

Last to mention is the fact that not only wagesaiel weekly but also feedback
is provided weekly. Manager must keep close comnaitt anyone in a new job and a
bit looser contact with experienced employees.sltnecessary to have a detailed
discussion every week and to write down all impairtthings on a paper in order to

easily get back to them when it is needed.

* Bonus Scheme

The bonus scheme has not changed in Timpson Ltdver 20 years and John
Timpson knows exactly why — it works and peopleelik According to him, “All
wages paid to anyone working at the shop that vaeeladded up and multiplied by 4.5
to produce a sales target. We use 4.5 becauserkiswiv is kind of my secret how |
figured it out. All sales over the target earn @clbonus, which is paid out the
following Thursday. The bonus is only given to ealjues there during the week;
people on holiday or off sick don’t qualify. The yoat is shared according to
experience. Our training is linked to skill teststh every pass earning an extra point.
Colleagues with the most points earn the biggestubo’ (32) This very simple system
of bonus scheme provides the much needed adrefoalithe whole business and it
makes sure that most of the employees are keeaoto dfter their customers every
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single day and to give their customers the besticemossible. A good elaborated
bonus scheme is as important as every step inmagkeelection process. People like to
be rewarded for a good job and what they like enenwe is the fact that they are
rewarded fairly and honestly by the company. Waykior Timpson Ltd and trying to
do one’s best is not a thing that is written someemor set by any standards; it goes
hand in hand with the company culture and unconeeak approach to its members.
(32)

A well-elaborated bonus scheme must give recognitts what the employees
have achieved through their career and must ih dase fair and just. If e.g. a superb
performing employee asks for a pay raise and teénsai walk out when the conditions
of the proposal will not be met, the Area Manages there to assess the request and
decide what should be the best solution. It is s&aey for them to realize whether the
bonus scheme is sufficient enough and is payingethployee in question what he or
she is worth and also whether the manager wantsnipdoyee to stay or not. (31)

The best way how to solve this precarious situaaio have a long and friendly
heart-to-heart conversation in order to settle ensttlown. This tricky situation might
give the manager a much-needed wake up call andirgetdr her thinking about it more
deeply. However, the key question which the Areanddgers have to ask themselves is:
‘Whatever you do, will your selling star still beittv you five years from now?’ The
answer is definitely not an easy one but managéis ave professionals in their field
must make up their minds and make the final stepohk is indispensable and if there
is not a perfect decision soon, the manager magdene that leaves the company, not

the employee. (15)

* Performance measures

Despite the unconventional approach to managentemttisre and standards,
even Timpson Ltd need numbers to measure the peafure of the employees. These
figures tell the company where it stands in thepooate order and it also provides
information about the way Timpson Ltd do the busfmat means good or bad. John
Timpson adds in one of his many contributions git@ronline journal Telegraph in
section ‘Ask John’: “We get guilty satisfaction wiever a competitor produces a poor
set of figures. Bad news for one business is ajted news for another.” (36) With his
straight approach to every simple thing, it is sotprising that he used the connection

54



‘guilty satisfaction’ because he always tries tdphether companies be better and
improve their management and position on the mar&et the other hand, most
executive managers scan the business pages andhabpleey will find statistics which
will prove they are beating the market. (36)

All figures and statistics should be viewed withitof suspicion. It has happened
many times to Timpson Ltd before that this comppimyed its faith upon trust in other
competitors to tell them the truth when they askledm about the business the
competitors do. It is just nonsense to believe amlpfficial statistics. Common sense
will tell the manager more than a piece of paper arset of numbers. Communication
skills play a key role in these situations. Evesy af data needs an interpretation and it
depends on the people how they interpret it, noiaahine. However, in today’s world
of business, statistics about performance, evetndfy are inaccurate, have a huge
influence on future thinking and decision makingne@ood example can be e.g. when
the recent benefit change in the United Kingdomeamo force, reporters interviewed
only a small number of companies which were worf§e Ib did not show the
representative sample, only some partial research.

In service industry, it is a bad thing if process#in managers become obsessed
with targets and fulfilling them strictly. There rcaarise a situation where all
performance targets are being beaten, howevemress are still dissatisfied with the
service provided by the company. The real challeiogehe managers is to get the
management team to understand that people aresta gtatistic, that they are thinking
beings that cannot be treated as numbers, putiibtix and ticked off. What is the most
important thing in Timpson Ltd strategy regardingintaining their people for a long
time is the fact that visiting the branches in parand talking to them is priceless for
the effective running of the company and for théeaive relationship with the

employees. Communication creates the success ipsbimLtd, not statistics. (14)

e Salary reviews

Timpson Ltd do not employ any strategy concerniragary scales. Every
employee is treated on individual basis. Thereraveews of salary of every employee
on the day he or she started to work in this compd@his strategy is employed from

several reasons:
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= |t is the best solution for Timpson managers td dath colleagues one at a time
because the idea is that everyone is paid what Beeois worth. Good performers
get more money than poor ones. Timpson Ltd straiegy discriminate against
the ‘drongos,’ as John Timpson calls the poor perérs in general. Therefore,
people who do the same job are very often not fredame amount of money.

= Salary scales which are often used in many othempemies make the poor
performers feel as good as the rest of the teambememScales are communicated
without even meeting each individual and talkinghim or her about it. This is
not a case in Timpson Ltd There, people are treatididually and what matters
is not any scale at all; it is the personality whinatters.

Line managers in Timpson Ltd are given a compangedme which includes the
basic information about inflation. This guidelire distributed one month before each
individual’'s anniversary in this company and mamagecommend any changes in
salary to Timpson’s People Support department. dlhnJTimpson writes in one of his
books: “We encourage managers to be tough with arep&rformers and generous to
the superstars. | am happy to pay great people mach; they deserve the extra money

and | want to encourage them to stay with the campg13, p. 185)

e Holidays

When it comes to a situation where multiple peoplene branch want to have
their days off at the very same time, the compautyg ghrough the strategy that even if
no manager should have favourites, it is perfeptlyper to let parents with children
have their holiday dates first. Timpson Ltd lookeaftheir long serving colleagues and
star performers by giving them the slots they wlns not the real case of favouritism,
it is just another way how to say ‘Thank You’ fbeetwork the employees have done in
the branch for the company. John Timpson personsliyot in favour of a kind of
verbalism and believes that with straight appro@cthings and using common sense,
people in Timpson Ltd understand the way that thiwgrk. The strategy of ‘first come,
first served’ is not exploited there and it is tleey common sense that points at the fact
that poor performers and new employees have to waseto experienced employees
and star performers. There will be a plenty of timenew employees to deserve their
position and even much more time for poor perfosrterimprove and show that they
deserve to be designated star performers with rgnedes over the poor ones.
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In Timpson Ltd, each employee is entitled to 20sdaiff plus ‘Bank Holidays.’
Good employers are those who are capable of flgyilsnd common sense. Timpson
Ltd allowed the rules to be bent and the result armazing. Employees started to send
letters with many thanks for allowing them to skegre and there for extra 10 days etc.
because one of the allowances regarding holidagsteeafact that employees can carry
holidays over from one year to another and are @bénjoy their holidays for a longer
time if they e.g. travel to long distant countriesvisit relatives or just switch off for
one month in Hawaii. Managers are given the futhatity to challenge the rules and
this is the very heart of ‘Upside Down Managemeiyle which gives the company its
position on the market. It is therefore not suipgsthat every year, Timpson Ltd is
among the 100 Best Companies To Work For in thddmaccording to Sunday Times
journal and among the 50 Best Workplaces in thetddniKingdom according to

Financial Times journal. (14)

The next advantage in Timpson Ltd is that employgesgiven an extra paid day
off on their birthday. People can spend their timi¢h families and celebrate the
birthday in family circle. Area Managers in eaclarnch are pleased to send personal
congratulations on the employee’s birthday. Thisncé be found in any book or
standard; this approach was developed in the coypemy years ago and it survives
with even more enthusiasm than before. It onlyfiomis the fact that communication is

the essential building stone in Timpson Ltd. (37)

e Share options

Another possibility of bonus scheme can be e.gofter of share options in a
business. However, Timpson Ltd think that it isikely that this will persuade
unsettled people to stay in the company. Befonekthg about the share scheme, it is
important have a profound look at salaries. If toepany is making a loss and the
employees agreed to wage freeze, it is an optianntay not be of any importance for
employees who are hesitating whether to stay vaghcompany or leave. In case of the
company needs to save on salaries, it is besytgaadbye to the poorest performers in
order to be able to pay the key people who crémdusiness and are worth the money
bonus. It is not wise to take advantage of the eygds who are able to return the
company to profitability again. A good bonus schenas a lot advantages over the
possibility with share options. Everyone in theibass can understand a good scheme
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which is based on a percentage of profit. On therohand, offering shares is bound to
be more complicated and tricky. People workingtf@ company prefer to have their

reward paid sooner rather than later. And the sgapmtion is connected of course to

the offering shares scheme which will not provide tlesired change that the company
seeks. The simple advice from John Timpson iseatstof spending time drafting a

complicated scheme, to review the level of thefstaf put through a pay increase

option and at the time when things improve, to sevetyone a surprise bonus in form

of cheque or so. (29)

Timpson Ltd are a private business; John Timpsahhas wife Alex Timpson are
the only shareholders. There are many reasondi®rmecision; among them e.g. the
fact that the company keeps its figures away framarfcial journalists or that Mr
Timpson is keen to avoid the rich list.

Mr Timpson talked about an experience with thisusoacheme regarding shares
in an interview for the journal The Telegraph in1Q0 “When | did a management
buyout in 1983 | quickly set up an employee shatese. In many ways it worked
well. | was happy to give colleagues a chance &esin the equity and when | sold the
business four years later their capital gain waardial compensation for the change in
ownership. But that experience taught me about sointee difficulties.” (38). These

difficulties included:

= Most employees were confused by the statutoryretatés produced by Timpson
Ltd lawyers. Mr Timpson prefers to use his own vgotd tell the message and
provide a true story and with all that statemetnigas very difficult for employees
to not be confused about the true message.

» The scheme with shares is not used now in Timpddnbkcause the potential
benefits were too long term to give rise to bgpenformance of employees.

= What is more beneficial are annual, monthly andkiyeleonuses which definitely
keep the Timpson team more conscious about turreneprofit improvement.

= As soon as any company establishes the bonus schémehares, there come
out a lot of difficulties. Among them are e.g. tlaet that the company must fulfil
legal obligations to the new shareholders or thatémployees not only have a
share in the business but they also have a saywrthe business should be run or
what can be very dangerous they have a right ® dbtinformation about the

company as a whole.
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= At present, special reward for long service empésyen Timpson Ltd is a so
called ‘Final-salary Pension Scheme.’ (38)

e ‘Hardship Fund’

People can get into a trouble with money for attsof reasons like credit cards,
divorce, drugs, gambling, they lend money to a misys friend etc. All these problems
can lead to a situation when the employee steafseegnfrom the till to compensate for
his or her own loss. Therefore, Timpson Ltd invdrttee idea of a fund which will help
people who are in any kind of troubles; the hangdhind. The idea behind this is to
persuade people to talk to Timpson team beforggshget out of hand. There is about
£250,000 out on loan to employees who have any éirndorries with money. What is
an amazing fact is that over 97% of these loansrepaid in full. The policy of
Timpson Ltd is to trust people and it has shownr @ears that this kind of policy pays
off. (13)

* ‘Dreams come true’ scheme

This idea is not a copy from someone else; Johm3an himself is a pioneer of
‘Dreams come true’ scheme. It was on the occasidheo2d anniversary of becoming
and independent shoe repair company in 1983. Johpsbn wrote a booklet and sent a
copy to all employees together with a copy of gelein which he explained that the
success in Timpson Ltd was like a dream come Buee then, every month Timpson
Ltd would turn one colleague’s dream into realitite game is as simple as this — every
employee has the possibility to write down on agpapdream that he or she has, put it
into an envelope and send it to Timpson House. & le@rery month, team of managers
pick one of the letters (the choice depends on naamgects which are not available to
public) and allow the dream come true. So far Tiompktd has spent over £300,000 on
a wide range of projects, from trips to Austral@ the purchase of a particularly
expensive dog breed. When John Timpson was askedjbyrnalist a few years ago
whether ‘Dreams come true’ scheme was driven bynbas sense or philanthropy, he
replied that it can be observed as an unnecessatylwwever, he considers it a good
business. Timpson Ltd are looking after their b@stformers and, at the same time,
they add to the character of the business theyle.Timpson culture has been created
over years by bizarre and unpredictable ideas tasdlso very closely connected to the

concept of ‘Upside Down Management’ structure.
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* Timpson Newsletter

The realization of the newsletter is rather expemsand time consuming;
however, it has shown over years that it pays wéhehough the costs are quite high. It
is an excellent way to communicate the messagesst¢he branches. The scope of the
newsletter is about 16 pages and it is issued ewegk, sometimes even two editions
per one week. The content is usually full of s@out people who work in Timpson
Ltd and in Max Spielmann, the second business whatin Timpson owns. The recent
research in Timpson Ltd showed that not only thesipbe like it, but the fact that they
really read it, bring it home to share their suscegh families and discuss the matters

with colleagues from other branches throughoutthiged Kingdom.

« Behaviour in the workplace

John Timpson addresses a question regarding the vgsen a manager is given a
bad nickname by employees by answering that: “Reap@ sometimes a bit cruel, even
if we concentrate on picking up personalities, appens from time to time that we
recruit somebody who starts the nickname —callirige reasons could be many, e.g. the
manager can be lazy, sexually over-active, havifguhbody odour etc. My advice is
to tackle the problem directly, talk face to facéwihe particular employee and let him
or her know that you know about the insults. Ask lur her why you were given such
an infamous nickname. Be straightforward and assett (25). If a company wants to
maintain its employees and create a fruitful retahip between them and Area
Managers, it is necessary to have a set of rulgardeng the behaviour in the
workplace.

» Fair play in the workplace

There can also arise a situation when an emplogeeot playing fair and is
misusing others in order to do less work and lgaeework earlier than others. If the
Area Managers feel that their any employee who thaye in their branch is
underperforming and not playing fair, the best 8ofuis to tell him or her straight
away and deal with the problem face to face. Gammpfe management in Timpson Ltd
is much more about the reality of having a conwersawith people face to face than of
issuing some kind of warning letters or so. Theiltesill be either that the problematic
employee will immediately understand the rules stahdards of the company or there
will be an agreement to part as friends. John Taondds in the interview given to the
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online journal Telegraph that: “It is best to tackloor performers face to face as soon
as you detect a problem.” (29)

* Growing in size

Growing in size is another issue that has to beecbwith caution. John Timpson
said in one of his interviews provided to the oalijpurnal The Telegraph that:
“Timpson Ltd have grown to six times the size inyars but following each major
acquisition we have been keen to keep our famikif®ass culture. When we had 150
shops, the area managers' conference was held caurdining room table. Today we
have more than 1000 shops and we struggle totfitanconference centre.” (30). Still,
with the growing business, it is possible to kdepersonal approach whatever the size
is. When there occurs a situation where the maneagemot fit all employees into the
biggest room available, the best solution is toehtwo meetings or to finish work
earlier and visit a local hotel with a much biggenference room than the one which
the company has available. Mr Timpson also advicé®ep things informal and help it
to happen with a little bribe to the hotel's persancharge. It is important for the
company to do this all in person and try to keepdtmosphere as informal as possible
with no need for legal proceedings. Regarding tkeey vpresentation for a lot of
employees, it is a tradition in Timpson Ltd to deli the message in PowerPoint
presentation, with very few figures, at best withh words and only in pictures and
simple examples. Words are not suitable for presiems; the manager is here to

explain things and to keep the attention of all xyges alive.

« Giving control to employees

The referendum in Scotland which will take place2@14 and will regard the
independence on Great Britain is also touches tihmpgon culture. With more than 80
shops in Scotland, this country plays very impdrfzart in the Timpson business. The
strategy is the same as in all parts of the UKe-tlpside Down Management.’ Giving
control to the people who are in daily contact witlstomers is the secret of this
unconventional style of management. Provided thabtl&hd votes yes for
independence, the pressure from voters could isergavernment spending, this would
have the effect of increased minimum wage anditteg éffect would be higher taxes to
fund the investments, which were previously paidkp Westminster. The result would

be that Timpson Ltd would make less money in Sodtldohn Timpson also adds that
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the success of Timpson Ltd will always depend ow weell they look after their
customers, not on the type of Government in thentgu However, Mr Timpson is
rather sure that the result of the referendum dbiggrthe independence of Scotland will
be from 70% the 'No’ answer. (25)

* Praise and recognition

At the end of this chapter, it is appropriate tontien that in order to support the
idea that Timpson Ltd give people a life-time ogpoity, there is a necessity to know
how to appreciate the work of good employees amwd tmosay ‘thank you.” There are
some examples to indicate how praise can be @btilnotivator and how managers in

Timpson Ltd express their thanks to employees:

» Friday phone call

This is the best way how to frankly say ‘well dorigading week in Timpson Ltd
ends on Thursdays and on Friday there is a lot rppidy for Area Managers to
call up the branches and discuss the business Hsaweother things with
employees. It has shown over years that this iseatgpossibility for both
managers and employees to share their experiendds salk e.g. about holidays,
family situation, children etc. These conversatians much more valuable than
just a business talk. Some years ago there waspogal from It department to
write a computer program which would electronicatigntact the branches
overnight and collect information on the Area Magrdg behalf. It was refused by
John Timpson on the spot. The reason is as singplthia — when managers
themselves call up the branches, there is an inacabfe approach to customers
than when a machine does the same work. Human coroation is the key
success in Timpson Ltd

= Surprise envelope
An occasional surprise envelope with a small amoaointmoney is always
welcome. When people know that they can be rewataletheir hard work, they
appreciate it and it motivates them a lot.

= Scratch card
Another brilliant way how to say thank you. Timpddd borrowed this idea from
Asda company. Every week the managers find somelpesho have done a

great job and they give them a company-createdctcard. Employees scratch
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the card and can reveal their own prize e.g. tam@e note, a meal out, two days
off or a bottle of wine.

= Public praise
It is a good tool to let everyone see how well éngployee has done by putting

his or her deeds in the next newsletter with aupéct

= Special rewards
Major success deserves in Timpson Ltd special m@tog. If the manager is
amazed by the colleague’s performance he or shgigarthe employee an extra

week off and pay for the transport to the favoudiéstination.

» Holiday homes
The most popular benefits that are provided by BompLtd to employees are in
the form of holiday homes. There are now about dliday homes around the
world e.g. in Spain, Blackpool. There was a longtiwg list when this idea began
with only two holiday homes about 5 years ago. €fme the Timpson team
decided to extend the number to four n 2010, thtéig2012 and at present there
are more than ten destinations where employee<ggy holidays with totally
free accommodation. The only expenses which empby&ve to pay are for
food and travel. The biggest advantage of this waw to thank the loyal
employees is the fact that it involves the posisybib take the whole family and

enjoy the trip together.

» Handwritten notes
John Timpson’s most favourite form of praise isaadwritten note. It is enhanced
especially when the manager encloses a significhegue inside the envelope.
This rather obsolete way of praising extraordinpgrformers is very rare at
present time; however, it turned out in Timpson litd be a very unique

gentleman’s gesture which put tears into one’s {3

5.4 Firing recruits in Timpson

Mr Timpson remembers in his book ‘Upside Down Maragnt’ how the
legislation was different in the old days; persdnmere responsible for the process of
recruiting new employees and training them, thept kecords about them and dealt

with any kind of difficulty that came into their waHowever, personnel are at present
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called Human Resources and this department makegtsat the business stays 100%
legal. This HR department pays big fees to employmawyers who are strictly
following the legislation. Employment law seemddok after Mr Slow and Mrs Sickie
rather than after Mr Skilful and Mrs Helpful.

5.4.1 Employment legislation

It sometimes gets wrong in Timpson Ltd and peopt# the company at the interview.
However, before long they reveal themselves. Sominwg signs of a person who is

not playing fair can be:

* People who are slow to learn but quick to slipfouta cigarette.
* People who turn up late or throw up sickies.

» ‘Always on the phone’ kind of people

* Newspaper-readers behind the counter

* People who play the fool at training sessions

To recognize such poor performers, it is necessarignow how such people
behave. These people have always someone elsane lsBind whatever they do badly,
it is never their fault and others are there tortdaThe best thing that the ‘drongos’ are
good at is making excuses. Sentences like ‘My famigmber was ill and | had to ..." or
‘The traffic was bad again’ or ‘Someone had done #md that and | could not...” All
this indicates that the person is short of persgnahd plays a silly game.

HR expect the managers to live a lie. The only Wway to get rid of unwelcome
employees is through oral or written warnings amwugh performance improvement
programmes. This is the usual way to turn drongds useful members of the
company. However, Timpson people do not employ sueckrategy. In this company,
there is no place for poor performers. These pecgtecertainly improve their skills but
they will not change their personality. The onlsagtgy that Timpson Ltd employ is the
fact that it is better to pay the poor performersetave the company and not waste the
precious management time on those lost causesnd élle bad performers face to face
that things are not working this way in Timpson lisdknown as ‘Part As Friends’
scheme. This means that managers help the poarpexnf to find another job and pay
him or her an extra few weeks’ pay as compensafibe. Timpson culture is based on
this kind of off-the-record talk and the idea behis that straight face-to-face chat is

64



the most honest way to deal with people. Mr Timpadds in his book ‘Upside Down
Management’ that this off-the-record chat “cutsoasr Human Resources guidelines
but, quite rightly, has never taken us Timpson camypto an Employment Tribunal.
There are a few tricky colleagues who are cleaplyfar a fight. Some love the idea of
confrontation and relish going to a tribunal. | aed) costs awarded by a tribunal as a
small price to pay for ignoring stupid rules andating colleagues with honesty and
common sense.” (13, p. 188)

Timpson culture also does not want to allow longsse employees to be
misused in any kind of company strategy to satiséytribunal rules. It is better to lose
the case at a tribunal and rather win the moralvamidkforce of the workforce. Loyalty

and common sense are the key points in Timpsosuddess.

« Making people redundant

There is sometimes a period when a company has ake nits employees

redundant because of savings. Line managers, winddsbe responsible for this

personnel cuts tend to hand everything over to HuR@sources department. HR
usually stick to the strict guidelines, produceraper paper trail and their duty is
to prove that all matters are ahead of a possimigl@yment tribunal. The usual

procedure is that everyone in the company is pubhatice that they are at risk
from the possibility of being made redundant. (34)

The next step is to make all employees reapply thamir own jobs.
According to John Timpson, this is rather apprdpri@hen management really
does not know who is going to stay and who is gainge fired. However, what
happens is the fact that employees are being dmteManagement already
knows the answer to who is going to stay and wigniag to be fired. However,
by this process they are giving their superstagugh time and at the same time
they are giving the weakest employees false hopeat Resources department
wants to tick everyone in a box and also all prajesision making must obey the
guidelines.

This kind of dishonesty is not favoured in Timpsbtd. There, good
managers already know their people and their dewsare based on instinct,
talent and judgment. These qualities cannot justrdaced by any formal

process. John Timpson and his team prefer to igin@se guidelines, and instead
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trust their management people who treat all em@syeith honesty and respect.
The company tries to avoid appearing at an emplayrmdunal as well and uses
methods which do not need the perfect paperwoitketdone. Mr John Timpson
added in an interview given to the online journ& Telegraph that he would
rather “do the right thing by 99% of our colleagulesn put in a deceitful process
to deal with the 1% that play the system.” (34)

The reality speaks everything. In the past yean$y three of more than
3000 employees in Timpson Ltd have taken the compara tribunal and the
employees were always the ones that walked outsasd. (34)

Stealing money from the till

There is no excuse for dishonesty in Timpson Ltds Tdompany has the
scheme called the ‘Hardship Fund,” which is avaddaio help colleagues who
have found themselves in financial difficulty.

Employees can borrow money to solve e.g. the haldedebt that could
otherwise tempt them to steal money from the Tillis is one of many employee
benefits at Timpson Ltd However, being nice to peowho work for the
company does not always prevent them from steatingey. According to John
Timpson, it is not effective to spend a fortuneptotect the business from such
situations. On the other hand, what really is ¢ifecare sensible steps regarding
the security but only if then these steps do notig¢he way of doing business.
People are clever and they will always find waysnebthe rules. (39)

In Timpson Ltd, the strategy is to spot the paféiciculprit by common-

sense observation. This can include signs as:

e Conspicuously unusual sales performance.
» Excess use of raw materials in the branch.
« Change in behaviour.

» Failure to look the manager straight in the eye.

If the Area Managers perceive any of these sugyscsigns, they are allowed
to install a covert camera in the branch and wihenetis the evidence; managers
let the offenders see the film. The next stepsaao®rding to the law - dismissing
the employee for gross misconduct. This can seemnasnpleasant situation to
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deal with; however, it is an essential part of ngamg a successful and thriving
business. (39)

» Discrimination

A good example speaks for everything. There has beesearch lately in
the United Kingdom and the statistics showed the#rnweight employees have
twelve times more the level of sick-absenteeisnm ta@ployees who maintain a
healthy weight and lifestyle. Some companies mighttempted to view these
statistics as vital and start making legal stepwis field, issue lots of standards
and regulations in order to prevent the compangfeoloss connected with sick-
absenteeism of obese people.

People in Timpson Ltd assume quite different atgttoward this question.
It does not matter whether the employees are thtnshort or small as long as
they do a great job. However, if the manager peesethat an employee is much
sicker than others and that he or she visibly h@aseshealth problems, the
solution really is not to tell him or her to loseeight and deal with the health-
problems, or leave. The Timpson culture adopte@ttitude that is honest, fair
and straight. The best solution in this kind ofiaiton is to talk to the colleague
privately and offer help. Free health checks, msuglport or even an idea to start
a company slimming club can improve the situatibbath the employee and the
company. It is the genuine common sense that diikesenergy through the
Timpson Ltd and managers are there to find a smiut maintain the employees
which perform well but have any kind of problemether than to find ways how
to fire them and replace with someone more suitable

The idea behind all this is to avoid the tribunaédé only because it costs
money and it can bring a bad name on the compamymainly because the
Timpson culture is the one that employs in thet fdcase common sense and
believes that fair and honest approach to evenyeighat falls in way can be
treated inside the company using simple and re&é®salutions.

John Timpson is very sceptic if it comes to rede@scand surveys. In an
interview given to the online journal The Telegregaid at the end of 2013 that:
“The UK sickness level averages 4.5 days a yehoadfh it is 9.5 in the NHS and
14.7 days a year for ambulance drivers. If | alstelbe the survey you quote
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which suggests that overweight people take twdlwed as many sickies, | can
expect a fat ambulance driver to be off sick fo6 Hays. With 28 days holiday
and 52 weekends he would only be at work 57 daysaa. Some may consider
this worrying, | just think it shows the dangerhmlieving statistics in somewhat

suspect surveys that the media sometimes publisbraspage news.” (30)

5.5 Ex-offenders in Timpson Ltd

Many of the companies traditionally protect themeslagainst risk by means of
expressly designed standards and rules which exchugth people as ex-offenders.
However, Timpson Ltd believe in giving all peoplesecond chance. The impulse was
prompted by John Timpson in 2005 and there is nathrto be wondered about. Mr
Timpson and his family are very famous and sucoégshilanthropists; they have
fostered over 100 children and raised an immensmuatof money for charity. People
from prison give the Timpson team not only the gresssibility of helping people but
also the chance of getting people to work for t@gany.

The programme for ex-offenders effectively starbled2005 and the first ever
employee who came to work for Timpson Ltd from pnisvas a young man named
Matt, whom James Timpson, Managing Director, metndua visit to Her Majesty's
Young Offender Institution. Matt was showing Janmi@mpson round Thorn Cross, a
prison near Warrington and James Timpson was soegspd with Matt's personality
that he gave him a guarantee of an interview &ieis released from prison. This very
young lad impressed the interviewing committee staged with the company in paid
full-time employment ever since. Matt manages asent a highly successful Timpson
shop and is married with two children. (41)

James Timpson had the courage to make the ideanplioging ex-prisoners a
priority but it was Dennis Phillips who turned tpelicy into reality by helping new
colleagues from prison with wide range of issuey tbncounter when they are released.
People leaving prison find it very tough to getlaa the track. Dennis Phillips, who is
occupying a position of Timpson Foundation Ambassahd is in charge of dealing
with the prison authorities, actively interviewssaners from a pool of more than 80
prisons and his view is to employ them on releb&ePhillips offers the ex-offenders a
work experience, placement in one of the many TonpBoundation Academies or

Release on Temporary License which means thatnmisowvork in a shop every day
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returning to prison at night. There are about 88,p6ople in prison throughout the
United Kingdom and employers are likely to rejecstpeople who come from prison
and have a criminal record.

For colleagues who come to Timpson Ltd through Thepson Foundation i.e.
ex-offenders, the company relies on the prison&k rassessment and conviction
disclosure record. This is explained in length am@Son web pages by Guy Hamilton-
Fisher, the head of people support. The disclosererd is a complete record which
contains all the individual's convictions. It enablthe company to raise any kind of
concerns which are verified by the prison managéneam. Timpson Ltd do not
recruit arsonists, terrorists or paedophiles. Alnatisother offender-types are legitimate
potential employees and are welcomed to join thmpamy. All convictions will be
clearly visible on an application form; howevergsk pre-employment checks are
necessary.

What matters most are the interviews. Applicatiomfs, CVs and references are
often too short to tell anything important abowg ttandidate. Timpson Ltd have a strict
criterion of employing ‘on personality’ and it i@ very one-to-one, face-to-face
interview which shows whether the person has thentaand true personality. Past
offences are not a barrier to be a pert of the Swnpteam. Even if people lie or hide
any facts, it is acceptable. Many ex-offenders cdatbech multiple crimes, a lot of them
repeatedly, and might not have experienced thespreshat is present at one-on-one
interview. Area Managers are there to encouraga tiocbe honest and fair, not only to
the company, but also to themselves. The cultursugh that Timpson Ltd would
employ ex-offenders if they tried to lie. Howevant if they insisted upon and based

their opinion upon an obvious lie. (27)

5.5.1 Academies

Timpson Ltd is at present working with around 8&@ns, mainly category C or
D which are more relaxed prisons. Alongside the room training centres for ‘non-
offenders’, Timpson Ltd is running six Academiesl anany more workshops for ex-
offenders. The very first prison-based Academy established in Liverpool in 2008
and at present it has about 13 prisoners beingedaat any one time. The range of
skills which the prisoners are taught is wide, freghoe repairs, engraving to watch

repairs. There is an exception to key cutting; rigson is certainly obvious. The next
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Academies worth mentioning are workshop at Blantyicuse with capacity of 12

prisoners being taught at a time and a prison vinaksat Forrest Bank with the largest
capacity of 20 people. There, prisoners get thetiteof learning skills which they can

at once apply upon release in case of seekingigosit Timpson Ltd There is surely no
guarantee of a job, however, there is a guararitaga interview for employment or a
trial period. There is a mandatory 16-week triaiqué given by the law. With more than
1000 branches across the whole United Kingdomthallex-offenders have to do is to

show the personality, impress the Area Managersstrtdto work. (33)

5.5.2 Statistics and Data

Mr Timpson and his team also elaborated a planrdeya the pre-release
situation of ex-offenders. This plan includes cdesations for housing necessities and
searching about family support outside becausethihee areas that most prisoners
struggle after release are housing, family anchélse and the job. It has shown over
years that without these three key areas coverddcansiderate, prisoners re-offend
within a short while after they are released. Tfwee the re-offending rate of the
Foundation colleagues is very low. (27)

Almost 80% of colleagues from prison are still witle company six months after
they joined it. The estimation is that about 20%exfoffenders leave Timpson Ltd for
another job. There is not any system of trackirgggbople who leave Timpson Ltd and
it is estimated that around 20% re-offend. Acaogdio the statistics in the United
Kingdom in recent years, 61% of people leavinggrige-offend within two years but if
they get a job, this percentage drops to only 1B¥Phillips works hard every day
with housing associations and financial instituido make sure that ex-prisoners will
have the best support possible on the day theyed@ased. Some recruits from other
prisons started to work in Timpson Academies andkslps even while serving their
sentence in prison. This is called a ‘day releasheme and it has been a great success
from the beginning. Over 90% of these ex-offenderge stayed with Timpson Ltd for

more than one year. The latest statistics from ualyr2014 show that:

+ 10% of workforce recruited direct from prisons
+ Recruits from a third of the prison population whis according to Timpson Ltd
suitable for employment

« 13 shops run by those released on temporary licence
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+ Retention rate of 80% after 12 months for thoseuitad from prison (same as
retention rate for employees recruited from gengoplulation)

+ Retention rate of 92% after 12 months for thoselenRelease On Temporary
Licence (ROTL) scheme

+ Retention rate highest among female ex-prisoners

However, it is not just the statistics that tek thimpson team that they are really
making a difference. John Timpson receives evideheag his shop visits around the
United Kingdom whenever some of the recruits framgn talk about the life-changing
experience that this company provided for them.

There is also one particularly interesting areaceaning hiring ex-offenders and that is
the chance that Timpson Ltd gives to female exrafégs. These seem to be attracted to
the Max Spielmann part of Timpson Group. The Acaglé@mWakefield offers a range
of training courses for female prisoners (as wslinaale prisoners) and graduates are

offered a work trial on release. (41)

5.5.3 Current Situation

At the end of 2013, Timpson Ltd had about 250 Fatind colleagues. 142 of
them were in full-time paid employment. The aintashave another 200 in 2014 and
create new Academy training centres. The succdssngnse and it has advantages for
other retailers as well — Timpson Academies offeintng programmes and ex-
offenders can acquire lots of skills and know-hbwt nobody can force them to go to
job interview to Timpson Ltd Minority of them takadvantage of this training
programme as it is the only one of its kind, howeVater apply for jobs in other
companies. Some people are just better suitedliffesent type of employer e.g. hotels,
warehouses, restaurants.

Currently, Timpson Ltd a participant company in flst phase of the Employer
Ownership of Skills pilot, which is a competitivenid, open to employers who want to
invest in both their current and future workforoethe United Kingdom. There are also
guidelines for managers about the basic law reggrdmployment legislation and ex-
offenders, and about the Disclosure and Barringi&eas well.

Hiring ex-offenders is arguably less risky thanditianal routes because the
company has full access to the disclosure recor@nyf individual candidate. The

managers know lots of things about their past &edisk is therefore not as high as it
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seemed to be if one looks at the collocation ‘@geprer.’” This is certainly not possible

when hiring people who do not have any criminabrds. They can hide a lot of things

and it is impossible to start finding out the trighout everything and about every

candidate. The success of this policy rests in keyrthings:

Satisfaction about the disclosure record of cand&la
Setting up atmosphere of trust and acceptance.
Open-talk about issues which are identified orcaodited

Confirmation that the company has, in the ex-ofetsiwords, seen it all before

At the end of this chapter, it is appropriate tontren some examples which

prove that the Timpson Ex-offenders Programmeabyrevorth the time and effort:

ex-offender from Liverpool who never worked in Hige and had serious

problems with drugs and alcohol. “He was 47 yeddsand was in prison for 28

years in total. He has been with Timpson Ltd feefiyears since 2009 and he
keeps his monthly pay slips on a board to showntbaths he has been out of
prison. He is great.” (23)

Ex-offender Sarah is another bright example showhag employment and work

can help rehabilitate ex-offenders. “She serveideayear sentence before joining
us, then became runner up in our Apprentice ofvibar 2009 competition. She is
about to start managing a shop and everyone tlsinkss absolutely wonderful.”

(23)

And with successes stories like these, the Timpw@am believe that their

business contemporaries will do well in the futtwegjoin Timpson Ltd and let their

personality shine all over the United Kingdom. (27)
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6 Results and Discussion

6.1 SWOT analysis

Strengths

Flexible and individual approach to employees

Good communication inside the company

Career development

Own training programs and centres
‘Mr Man scheme’

Image of the company

Company culture

Interview design

Professional behaviour of employees
Financial strength

Variety of provided services

Level of service provided
Large-scale bonus scheme
Working conditions

Ex-offender programme

Upside Down Management

Long tradition

John Timpson

Well-arranged Internet web pages

Significant position on the market in the Unitechggdom

Loyalty of employees
Made-to-measure service

Individual salary reviews

Positive references given by customers

Operating exclusively in the UK, knowledge of tkeritory

No advertising

No marketing, no PR
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* No head office

* No appraisals

Weaknesses
» Costly training
e Costly bonus schemes
* No advertising
* No marketing, no PR
e Some shops may seem small
* Not strictly observing the laws
» The price list only as a guide
* No general salary scales

+ Discrimination

Opportunities
« Another service to provide
« New market — mobile phones repairs
» Expansion to another country
» Legislation changes

+ Bad weather

Threats
» Expansion to another country
» Competition entering the market
» Legislation changes

* Referendum in Scotland

With regard to internal factors influencing the qmany’'s strengths and
weaknesses, there are many positive aspects thattecthe company culture such as
individual approach, variety of services providéohg tradition, knowledge of the
environment, or financial strength. The biggestadage is definitely the system of
turning the management structure upside down avidgythe employees much more
freedom in serving the customers. Managers arediwen more space for taking care
about their employees and treating each of thdieagues individually and fairly. As

one of the weaknesses is seemingly the money deflaatw on training and buying
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properties. However, if one looks at the finanstaéngth he or she realizes that to have
the best performers, the company has to spent lohdsoney on people. No PR or
advertising is generally a weakness but publicticeia are made by the very customers
who make use of the Timpson services and the fedbainbelievable. The same goes
for marketing activities and marketing departmexiit;these activities are done by the
Area Managers and there is no need to have evemetiek office to give orders. People
in Timpson Ltd know what to do by using the comnsemse which they are taught to
use effectively. Discrimination against poor pemfiers is surely good for Timpson
team but not so good for poor performers who likestie and go to employment
tribunals to gain some extra money for their siurfigr

Among the most important external factors whichategehe opportunities as well
as threats to Timpson Ltd are definitely introdgcemnother service — mobile phones
repairs, bad weather which shows up holes in soldspeople need to have their shoes
repaired, legislation changes which can bring albo#h opportunities and threats, or
expansion to another country or continent whichd&initely a difficult and very
controversial issue to discuss because plunging dompletely different culture may
harm the company and it could be a really big faillReferendum in Scotland about the
independence also creates space for threats asasvepportunities for Timpson Ltd as
no one knows how people would behave if they ardonger dependent on another

country and have to manage everything on their own.

6.2 Finding new recruits

With many different sectors of economy the typ@e@fsonnel selection process is
therefore not the same in all of them. Service #igu requires highly different
approach than e.g. manufacturing industry. Senvidastry is predominantly about the
‘service provided’ than about the particular pradudaving considered this fact, HR
managers have to find the right people at the tighe for the right position to provide
the best service possible and cannot treat empmgyse as monotonous machines that
learn a few phrases to provide the service. Thepbexity of this issue makes it even
more difficult when it comes to retaining the emy@es in the company for a longer
time. Every person has his or her special needvigmgs and it is very difficult to meet
these needs and perceptions. Creating a style oageanent that is tailored and at the

same time objective and fair is the aim of Timpseam for many years. The system
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has both advantages and disadvantages and it teekydong time for John Timpson
and his team to shift from difficulties which weweesent during the 1980s to one of the
most innovative and successful companies in théedri{ingdom. The idea behind the
success resides in what Mr Timpson calls ‘Commars8é

Looking at the whole process of personnel selectiiols necessary to start with
two basic facts as ‘what kind of people to hireawhere to find them.” Timpson Ltd
aim is to find personalities and people who ‘gétturing the interview, managers
require neither CVs nor any lengthy reference.li$tse strategy resides in picking the
people who fit the company culture notwithstandihgir current skills and abilities.
John Timpson said it many times and | will repagahgain because it describes the
company accurately - people can be trained, pelifesacannot. With this in mind,
managers are trained to learn to recognize pertiesalvho can become superstar
performers one day and poor performers who aretbelsé disposed of at once. The
advantage is therefore in form of a family businegen when the company has more
than 1100 branches all over the United Kingdom.wang in size does not prevent
Timpson to be a family run business with satisiéaoployees who do their best every
single day. It is not surprising that over 45% @wnemployees come through the
‘Introduce a Friend’ scheme. However, the drawbeak dwell in financial aspect of
this system. Managers have to be trained perfeéotlgpot the personality, there are
abundant bonuses for employees who introduce adfrend he or she stays in the
company more than one year etc. This activities aol®t of money, almost 50% of
Timpson Ltd money coming through the till are spentwages and bonuses. Clearly,
the company continues in this manner becausengbrsuccess and despite the costs,
Timpson Ltd still can reach the £100 million tureoworder every year.

Lots of great people came to the company througlpért-time job experience. It
IS much easier to hire people who the managerghegossibility to get know during
their part-time jobs. The disadvantages that aengfresent in other companies such as
confused loyalty or extra time to get accustomethto company culture were turned
into advantages in Timpson Ltd through positiverapph to the matter.

Timpson Ltd has also a strong waiting list whiclaisig advantage for two simple
reasons — it creates the reserve strength fordhmpany and the managers do not have
to perform the lengthy interviews again becausg tteve their ‘Mr Man’ sheet saved
and ready to re-use when there is a need for tewuni. It is a long-term strategy in
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Timpson company to keep a strong waiting list @rmaften pays off. It is not necessary

to find recruits outside the company and eveneflitranches are fully staffed, managers
advertise for new job positions. The idea behinsl ihthat one never knows when he or
she may come across and excellent person witmanglhpersonality.

A different approach is also conducted towardseewloyees who left the
company. As many companies treat their employees leth for another opportunity
elsewhere not in a good way and condemn them, Tmp#l took a different approach
to this issue. Most of ex-employees who want ta jbie company again are welcomed
as they are now much better and experienced than wiey left. The drawback can be
if the employee claims that he or she has changepénsonality and it at first sight can
seem so; however, it later shows that he or shagdgthonly part and the rest is the
same. This is an infinite problem with ‘drongos’ B Timpson calls the poor
performers and deceivers. It is up to managersdgq it and derive the conclusion. The
costly training of managers in Timpson companyhe&éfore much needed and it has to
have positive results.

With regard to job centres and advertising in nmapers, the advantages of these
methods prevail. The almost absolute impossibtiityfilter the drongos and evident
poor performers is for Timpson Ltd very crucial ahdrefore these methods are the last
resort. Advantages like ensuring the whole recreitirby the agency, inflow of long-
term human resources, or to address a lot of patezandidates are irrelevant to the
style that Timpson team runs its business. Moreowdas very costly and therefore

inefficient.

6.3 Hiring new recruits

A novel approach to personnel selection procegsmpson Ltd is mainly thanks
to the system of management which is turned updaen. In the conventional top-
down management, the higher the position, the higteepower and influence. Upside
down management structure employs very inverseoappr People behind the counter
are the ones who decide what should be done, winétheabranch. Managers are there
to help, advice and to make the paperwork. Theeeféimpson Ltd does have neither
HR department nor PR department nor head officeEaterything is performed by the
people who serve the customers and by the manadersoversee the process. It is
important to hire people who have the right pergn#o do the job and to create
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values. It is always very difficult to find themdiTimpson Ltd give a lot of effort and
money into it. The most significant part regarditige very hiring process is the
interview. (9)

There is certainly one inconsiderable advantagkeema candidate comes to an
interview, he or she is not required to bring any @ reference paper. Everything
depends on himself or herself, how they will pregbair personality. Managers have to
be perfectly prepared for it and it is given exirgportance that the interview process is
fair and professional. The strategy also involvestmtion from within so it is of great
value to later train own employees rather than egg® external people.

It is not sufficient to look at the application foronly. Even a best recruitment
manager cannot make a proper judgment when loakirtige form only. The best way
is to meet the candidate face-to-face and havéeadly chat. Advantage against the
conventional systems is definitely the idea thatrgthing should be done not in a
strictly formal way. Timpson Ltd believe that peemhould be treated with common
sense in as much friendly way as possible. Keeghiagnterview simple and informal is
the key of the company success. Managers also hafree hand at interviewing
candidates and it is up to them whether they foltbe list of proposed questions or
they are creative and ask also other questionsspiad the personality, one must
sometimes dig deeper to find it. Some drawbacksata® when the manager is not
experienced enough and is not sure about whetlkecahdidate ‘gets it.” In this case,
there should always be present another managefire@r area manager to help if it is
needed. Multiple opinions are always better and igood to avoid negative first-
impression subjectivity or discrimination. An adtage is surely the approach of
interviewing manager to the process and their tdeag questions.” Asking himself or
herself after the interview whether he or she wqudg the candidate wage with own
money or lend 50 pounds can bring another pointesf.

Giving applicants freedom to express their mindassful when the manager is
not sure and hesitates which Mr Man box to ticke Hpplication form is very simple
and well-arranged to fill in as opposed to manyeotforms in other companies
sometimes. After a successful interview, managensal waste time, pick up the phone
and ring up the candidates who passed and wilebaited. Candidates who were not
successful are treated in the same way but theyoldethat they were not accepted.
However, this is not the end of the call. Managetsthem that they are put on the
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waiting list and will be called when there is thght time. This positive approach is of
great advantage as even unsuccessful applicanteeemuch better that when they
receive a copy which was sent to other hundredidatets. Personnel selection is about

direct communication.

6.4 Maintaining employees

Shortly after the candidates are successfully hitledy are introduced to their
colleagues in branches. This real life experiesca great advantage because it shows
the positive individual approach to every membdrstFday at work is given big
importance.

The training process is elaborated into every idgtassible starting with an
overall plan to make sure every apprentice undedsté and ending with an assessment
and feedback. Managers are also trained to betablen these courses. With many
training centres all around the United Kingdomisitnot a problem for employees to
attend the one that is the closest to home. Asaddantage could be seen the fact that
the whole process of training is very costly andt tih takes loads of time. Timpson
spends almost 50% of its money coming through itteeanto people. Training takes
definitely the biggest portion. However, withoupfessional training programme it is
not possible to employ the superstar performers whed time to learn and get
experience. The money invested is paid off in tmgiterm.

One of the many advantages is also the way thatgeas treat the problematic
and tricky people that they come across duringctheses. Employment legislation is
one thing, challenging the rules and being straagid decisive another. Managers in
Timpson Ltd are taught to be fair, but uncomprongsi This can be seen as a
disadvantage because it can lead to employmeninalb; however, John Timpson has
the opinion about this that it is better to let pleoknow about the way the company
deals with misconduct and pay additional costsilatimal than to let people think that
they are protected even if they perform poorly ecaive others. Managers in Timpson
Ltd are given a training how to deal with miscondtlrough real life situations to
recognize these tricky people. Another big advamtdmt upside down management
brings is that training managers are given freedhainskill testing and always take

individual approach to everyone. Large varietyrafriing guides and books which are
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written in simple language with a lot of usefultpies and examples provide employees
necessary material for their study during the sessas well.

With regard to rewards, bonus system and recagmithere is a large variety of
incentives that are waiting for employees who penfovell. Indeed, large scale bonus
system is definitely money demanding and time comsg; however, as Timpson
culture is based on management which upside downagers can rely on their branch
colleagues who run the business and thereforeltheg more time to care about every
individual as regards the bonuses and recognitmery company has its own system
of bonuses and it is very difficult sometimes talyarecognize the effort. The wide
range of possibilities how to earn extra money d¢aip in this matter. As a
disadvantage could be on the first sight the flaat there are no appraisals in Timpson
Ltd. They abandoned those 30 years ago. Appraasalaccording to Mr Timpson “part
of world driven by targets and measurement agdiest practice, where success is
determined more by what you do than by what youeaeh we let our managers review
progress with each colleague in whatever way thisi}\(13, p. 189)

This method is also upside down — if an employeatsyehe or she can talk about the
future with the boss. It is the employee talkingl &me boss who is listening. Although

it is sometimes a costly method, it saves time dtywriting a lengthy appraisals and it

improves the business as a whole. Very similar @ggr is used towards salary

reviews; every salary review is done individualiglvantage over usual salary scales is
that it does not let the poor performers feel asdgas the rest of the team.

Discrimination against the ‘drongos’ is part of Tason culture even if it sometimes

takes along some difficulties as regards to em@dsibunals.

Holiday homes are definitely expensive mattereaaldvith. However, investment
into property and providing employees with a pasigito have free accommodation
beat the money-demand factor.

Usually there is an option for employees to bugrek and become co-owners of
the company. It brings additional money to the bess so generally it is seen as an
advantage factor. However, in Timpson Ltd, therengs such an option. The only
shareholders are the Timpson family and the idé@ndehis is the fact that it does not
persuade unsettled people to stay, it confusesi@edyout the true message, this long-

term kind of benefit does not ensure better peréme and that employees would have
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a say in how the business should be run. For thesters, there are experienced
managers to set the pace.

Another costly and time consuming bonus schemeefsiitely ‘Dreams come
true.” On the other hand, it has shown over tinma thboth improves the performance
and makes the business more fun. Advantage is thlsolimpson Newsletter and
although it is a 16 pages long piece issued evegkwpeople read it. Hardship fund
showed to be an excellent way how to avoid pedaliag money from the company.
And what is more, people return almost 98% of tlemey which they borrowed.

It is the small things that make the business esgfal as well as the big ones.
Important is the approach which the company chodsaégay phone calls, handwritten
notes, public praise, day off when an employee hghday etc. make the Timpson
business coherent. Another aspect is certainlyfittacial sources; without them, it
would be difficult to run such a well-elaboratedhbbe scheme. Even Timpson Ltd was
once a small scale business with a few branchéesthe determination that counts, the
energy, the positive approach, the personalitynJbimpson definitely ‘gets it' and

without him and his family, the business would betlike today.

6.5 Firing legislation

Human resources departments make sure that theesssstays one hundred
percent legal and pays fees to lawyers who stricllpw the employment legislation.
However, this very employment legislation seemsat@® care about poor performers
rather than about best performers. HR expects neasdg be in the world of lies and
the only way how to fire unwelcome people is vidati®n warnings or programmes.
Timpson Ltd have neither HR nor PR department. &8ne by the customers and HR
is done by the Area Managers. This can be congidasea drawback in terms of not
having integrated system at all. Things work défgty in Timpson culture. People can
improve skills, but they cannot change their peasibn The strategy is simple — to pay
poor performers in order to leave and save theiqueananagement time. This is done
through ‘Part As Friends’ scheme which is basicallgelp scheme for bad performing
employees to find them another job and pay compemsdt is informal way how to
say goodbye and it works; definitely it would nobnk in every company as it is the
part of the specific approach to every single pietcthe business. Timpson Ltd do not

use schemes such as reapplying for jobs as it npEade unnecessarily insecure and it
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creates tension. Good managers should already Kmeiwpeople and base the decision
on their own judgement, not on any formal legisiatiWith honest and fair approach, it
is possible to deal with these things inside thegany and do not take it to the costly

tribunals.

6.6 Ex-offenders

When Timpson Ltd started to take a differently napproach to ex-offenders
about 9 years ago, it was a path that could exfi@seompany to a great risk in form of
public and employee disapproval. Giving people #eseond chance is one thing,
working with somebody who you know that committedme is another. It was
definitely not easy in the beginning. However, ashshown over time that if the
company pursues its goal and do not get discouragbdngs success. The key fact in
this whole process was definitely the personalivielsoth John and James Timpson and
passionate philanthropists. Without it, it would tmeich more difficult, even if not
possible at all. Another key factor is certainlg fimancial source which was needed to
start this pioneer idea. On the other hand, whaasy is the fact that people who are
employed from prison cannot hide anything regardihgir criminal history and
Timpson managers know what to anticipate from them.

It is surprising that Timpson Ltd currently emploggmost 10% of its staff
directly from prison and that some ex-offendersnelbecame branch managers. There
exist at present Academies and workshops wherexttwdfenders are taught the needed
skills. Timpson team helps both itself and the styc+ according to the statistics, 61%
of people leaving prison re-offend within two yearowever, if the ex-offenders are
given a job, the re-offend rate is only about 19®%d the second advantage is that
Timpson Ltd get great possibility to find and hpeople with personality from almost
90,000 prisoners throughout the United Kingdom. ™Mmpson calls it a useful
‘database.’ In fact, Timpson team hires only frorhiad of the prison population - the
population suitable for employment; other prisonarse not suitable because of the
severity of their offenses which they committed.

The disadvantage for other companies to join tdisaiis definitely money
demand factor. It costs a lot of financial resoartestart this programme and Timpson
Ltd admits that is definitely not easy to do it wh& business is a small-scale or even

middle-scale. It is surely a great possibility htmwsave state-budget money and also a
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great chance how to help in the process of retgraxzoffenders on the right track and
making it easier for them to fit together with thaciety and live a decent life. Timpson
Ltd have also recently started a pre-retention ranogne to help ex-offenders in order
not to commit crimes again. Not every ex-prisonepwndergoes the Timpson training
programme is employed in one of the branches. Al20%% of them take it as a
possibility to acquire some skills and start wogkelsewhere. Timpson Ltd thus help

other competitors as well and John Timpson andeais are proud of this achievement.

6.7 Application of Timpson process in Czech environment

With regard to the question of possible applicatadnthis novel approach to
personnel selection process in Timpson Ltd in Czechironment, it is particularly
difficult topic to discuss. To apply this novel appch towards personnel selection in
the completely different environment, the compaag ko consides many aspects. To
break the conventional top-down management strecamd introduce a management
which is turned upside down, people working in sacbompany must believe in this
scheme and adopt it as their own. The current CRegublic underwent great changes
first during the Second World War and second dutiregCommunist era. It is therefore
understandable that people here think differentignt e.g. people in the United
Kingdom and to introduce such a scheme that gieeplp freedom to make decisions
would not have to be accepted positively. Peopeuaed to some ways of working and
not everybody welcomes the freedom to make de@sidlso, this system is definitely
not applicable in every industry. It requires peofd make up new ideas, be proactive,
creative, use intuition. The last point to mentidrthere was a company which would
want to run their management structure upside dadwguld require loads of money to
do it successfully. Professionally trained managesswell as employees, individual
approach to every colleague and generous bonusnscteereward good performance

cannot be done without stable and solid financakiground.
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7 Conclusion

The objective of each company should not be toieaselall drawbacks which are
present. No company will ever be one hundred pé¢meriect and it is a mistake to try
as hard as possible. There will always be somes prathe personnel selection process
that will not be perfect and the key is to minimthese disadvantages and concentrate
on the strengths that the particular company hasple in Timpson Ltd. know that
there exist some situations when the solution waghe best one or that something is
not done strictly according the rules and standaBdsaking the rules is not good for
the business. However, John Timpson does not empiby shining personalities; he
also employs common sense which taught him oversy&a challenge the rules.
Making mistakes is good for the business as itgsrialong the opportunity to learn
from them and get better and better.

Timpson Ltd introduces an overall system of managenwhich is not top-down
but is turned upside down. Employees are givendbreeto serve the customers and
create values. This style of management naturabda to have perfectly trained and
educated employees and managers to be up to tiredig®eals. It brings along the
drawback in terms of big financial demand factod &ig time demand factor. The 14-
year experience with Upside Down Management gigetha proof that in terms of the
personnel selection process and as a matter oé¥acything connected with education
and training, the saying that ‘a penny saved israng earned’ does not apply properly;
rather, a penny spent on good education and profeddraining now is worth hundred
times more pennies in the future in form of loyadldong-term employees.

By means of selected methods the advantages amdvdistages of the novel
approach to personnel selection process in Timptwmere analyzed and discussed as
well as advantages and disadvantages brought @mipjoying ex-offenders in Timpson
Ltd. The last objective, to find out whether thsvel approach to personnel selection
process in Timpson Ltd could be applied in Czechirenment was discussed with an
expert on business matters.

The first hypothesis was proved by means of anafyzhe personnel selection
process in Timpson Ltd and predominantly by the that this company does not
require candidates to bring CVs to the intervievd amploys its ‘Mr Men’ scheme
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instead. Timpson Ltd look for personalities in artlebe able to manage things upside
down and serve the customers in best possible way.

The second hypothesis was proved by means of amaysl interview. About
10% of employees represent ex-offenders and mame 10 run individual branches.
Over 90% of them stayed with Timpson over one ykagives Timpson team chance
both to get good workforce and to help the society.

The third hypothesis was partly proved by meandyaimay the whole personnel
selection process in Timpson Ltd and discussioteims of application in the Czech
environment with and expert on business matters.

The system of personnel selection in Timpson Ltdinsonventional and very
creative. It offers the possibility for all emplageto identify with the company culture,
build a long-lasting relationship and find greaerids. With turning the management
upside down and giving employees more freedom oisam making, John Timpson
created a new approach to business which is bas®dttust and common sense.
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Supplement no. 1 - Application Form

I 3 b4 I
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——— —— e — . ] | b B
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Timpson Group
Application Form i

Yolcome to Timpson - our famity business started by
my Great (Great Grandfather in 1865. Here we pride
ourselves on recruiting great personalitiss who give
great sarvice. | hope o welcome you to the team.
JAMES TIMPSON

Your Porsonal Dotails s showm on your birth cortificats o corran passport
Tinde: Surnama: Forenamaish: Known as:
i Address:
Postcodar
Email Addross:
Conmct Telephone Mumbor:

Mohile Tolophone Numbaor:

Matiznal Insarance Numbar:

Passport Nombar:

Position Applied For:

Locarion:

How did you hear of this vacancy?

Introduced by a friend: Yos () Mame of friend:

Jobconmre: Yas () Ae-joining ws: Yos | ) Timpson Feundation: Wes )

In-branch advare Yos () Orhor, ploasa state:
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Getting To Know You

Tell un 28 aboo ypoured! oo chis pago. Dea't werry If pour answees woo't T iz cha spacas - juer wss sddidooss paper.
Whar interesis you abour working =1 Timpson?

Whar achievements {work or personal) are you most proud of 7

If you sarnt £100 in bonus, whar would you spend it on?

When have you dellvered,/received grear service? Whar happened?

What do you like o do curside of work?
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Education / Employment History

Dares From/To | Qualification / R=oson For

Name of Educarion Facility / Empleyer {Dptional) Job Tirka Laaving

References

Plaans prasksn owD 1ole) BRCes - 0f 0 WROm SRouid prekeaiy O Four [ oL IO FEoe amployer 3 1T poe bava o ek
edecazion b 2 1eachal of Haed seackol Raforencas will coly be woagol oeca an o of cmplayment bay been made and scepied

Nama Address and Telephona Numbar Oocuparion

Vehicle Licences
I have o fall driving Hconca (o EU eguivalomtl: You )

‘ p "

F|F

Have you ever boen disgualified from driving: You )

Criminal Convictions (0fsodar Ast 1074)
Haws you bosn comvic ted of any criminal off ance, widch are not ye speat under rebabiimtion? Yes () Mo ()

If your apswer is Yos this will be discussed ar the intorview. Convicrions don't mean & closod door

at Timpson Growgp.

Mzt of kin fcontact in emargencyl - Mama: Relarionskip 1o you

Addruss: Postcoda:

Dayrime Contact Tel Mumbesr: Evening Conmact Tel Mumber:

Your Health

Any adjustmeants
required o
atrend the
inmerview or
workplace.
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Equal Opportunities
A1 Timpsns we e commiTed 03 aTracTing and recruideg sxlem. We sork hard 1o ensure that ee aersce sed reorols a diverss
workioeee Thar raflaccy ma Comomoetdes we soive. B anakle v 10 manber this polcy pease comgling te Mllowlng:

Do you consider yeursall to have a disabilicg? Yosi ) Mai )

If yos ploase prowe ws with further informariom

Mationality & Ethnic Monitoring
Which of theso besr describes yowr ethnic origin?

WHITE: All white arhmic groups :J'
ASTAN/ASIAN BRITISH: Indian’ ) Pakistami( ) Othor Asian ) Bangladeshi ) Chingso! )
AFRICAN/CARIEDEAN /BELACK BRITISH: Afican’ ) Caribboan | ) Ocher Black! )

MIXED MULTIPLE ETHNIC GROUPS:
Whita & Black Caribbann ) White & Asian ) Othor Mized ) Whire & Black African ')

OTHER ETHHIC GROUPS: Arab ) Any other arhnic group:

Right To Work In The UK (Asylum & immigration Ast 1008
Bra you legally entdad vo work in the UKE? Yes () Mo )

IF yes. are there any rescrictions on tha work you are peemitmed m do?

If you hova a work permin, whon dogs it axpire?

NO xS swwm s “‘-Hm'-h-l;ﬁ:ﬁm’m_ 13 e i e JE

Declaration

I confarmn thae the iafarmacicn goeea in thin form ir o che bear of myp kaowledge irue sad comples. Aay tales infermurion
may ba sufficissr cwues For rafacsizn or if loged, than dives I will wedwime Ti Lamirad of sy cha i demils
a oprims. | comwes 1o the date oo chin form being urwed solly witkia Tias Emup rrﬁm =y
IH::"':II.-HH o complissce wich cha Dazs Prosecion ot [1san).

for pung

SIGNATURE DATE
Branch Mama: Brunch Mumban: Dam of Commencomant:
Colinague Mumbar Job Tl Bawms ol Pay:

Hoar par weeh & Mumbar of Days

Dhuen OF Birk -:l.]-.- Rddiviomal Infe
Araa Momagsr - Print Mams Signatars
Foendanen celleague:_} Ezssacwice parsan’ ) Temp ‘ssascnnl conmroct | )
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Supplement no. 2 - Interview questions list

Questions for managers

What kind of people do Timpson Ltd look for?
How do you advertise vacant positions?
How many applicants do you have in a month?
Do you keep a database of all of your candidates?
Do you perform one-on-one interview or group intew?
What does the interview look like in Timpson Ltd?
Is it true that you do not require candidates todtheir CVs to job interview?
How many apprentices do Timpson Ltd hire in a m@nth
How many training programmes do you offer?
Do you have any special benefit schemes?
Are there special trainings for managers?
How do you treat any kind of misconduct?
Hiring ex-offenders became part of Timpson culture.
o What did it all start? What were the first impul@es
Do current employees react positively or negatively
Do you have any special training centres for exders?

How many of them are employed in Timpson Ltd aspra?

o O O o

What are the prospects into the future?

Questions for employees behind the counter

How did you learn about Timpson Ltd?

What was the interview like?

How long did the training take?

Have the company kept to terms with regard to itices for good work done?
Do you like the way Timpson run the business? (UbDkhagement)

If you compare Timpson Ltd with your last employehat is the first thing that

springs to your mind?
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