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Case Study: From Dismissal to Dynamic — Revitalizing Team Performance at a Major
Media Corporation

Executive Summary:

This case study details a critical intervention at a major media corporation where a long-
standing employee, "John," was perceived by his entire team and leadership as an
intractable performance problem. Initially engaged to facilitate John's termination without
legal exposure, our approach leveraged a deep dive into team dynamics using the Myers-
Briggs Type Indicator (MBTI). This revealed that the perceived "John problem" was, in fact, a
systemic team issue. Through structured group sessions and targeted coaching, we
successfully shifted the team's perspective, fostering an understanding of individual
strengths and interdependencies. This intervention not only averted a costly and
potentially damaging termination but also significantly enhanced team cohesion,
communication, and overall business operational success. This case demonstrates the
transformative power of external, specialized expertise in navigating complex employee
relations challenges, highlighting the growing trend of fractional support for strategic HR
functions.

The Challenge: A Unanimous Verdict and a Risky Solution

A prominent media corporation faced a significant internal challenge centered around a
seasoned employee, John. For months, John had been flagged by his entire team and
immediate supervisor as the sole impediment to team efficiency and project success. The
consensus was overwhelming: John was the problem, and his removal was the only viable
solution. The Head of Department approached us with a clear directive: to craft a legally
sound strategy for John's termination, minimizing any risk of litigation against the manager



or the company. The team's entrenched perspective, coupled with the pressure to resolve
the situation quickly, presented a high-stakes scenario.

Our Approach: Unpacking Dynamics, Not Just Diagnosing Individuals

Rather than immediately focusing on a termination strategy, our initial assessment
indicated the need for a more holistic investigation into the team's interpersonal dynamics.
We proposed a structured, multi-phase approach, beginning with:

1. Individual MBTI Assessments: Each team member, including John and his
manager, completed the Myers-Briggs Type Indicator. This provided a foundational
understanding of individual communication styles, decision-making preferences,
and preferred working environments. The goal was to identify potential areas of
natural friction or misunderstanding within the team's diverse personalities.

2. Facilitated Group Sessions: We conducted a series of carefully designed group
sessions, initially without John, to allow the team to articulate their frustrations and
perspectives in a safe environment. Subsequently, sessions were held with the full
team, including John. These sessions were meticulously facilitated to:

o Encourage Self-Reflection: Prompt team members to consider their own
contributions to team dynamics.

o Bridge Communication Gaps: Help individuals understand different
communication styles and how they might be perceived.

o ldentify Interdependencies: Highlight how individual roles and approaches
interlocked, often revealing where "John's issues" were amplified by other
team members' behaviors or expectations.

o Reframe Perceptions: Challenge the singular blame placed on John by
illustrating how differing work styles, unspoken assumptions, and
communication breakdowns contributed to the perceived problems.

The Revelation: A Systemic Issue, Not an Isolated Problem

Through the MBTI analysis and the facilitated discussions, a critical insight emerged: the
issues attributed solely to John were, in fact, deeply rooted in the team's overall dynamics
and lack of mutual understanding. For instance, John's methodical and detail-oriented
approach (consistent with certain MBTI types) was being interpreted as slowness or
resistance by more fast-paced, results-oriented colleagues. Conversely, the team's quick
decision-making, while efficient for some, was seen by John as dismissive of important
details or potential risks.



The sessions uncovered that:

Communication Styles Clashed: Different team members had vastly different
ways of conveying information, providing feedback, and receiving instructions.

Unacknowledged Strengths: John's specific skills, which were highly valuable in
certain aspects of the business operations (e.g., meticulous analysis, quality
control), were being overlooked or actively misinterpreted as weaknesses due to the
prevailing negative narrative.

Lack of Psychological Safety: The team environment had inadvertently fostered a
culture where individuals felt unable to openly discuss perceived shortcomings or
offer constructive criticism without fear of judgment, leading to bottled-up
frustrations and a "blame culture."

The Outcome: A Transformed Team and Enhanced Business Operations

The intervention yielded significant positive outcomes:

Shift in Perspective: The most profound success was the complete shiftin the
team's perception of John. They moved from viewing him as an unfixable problem to
recognizing his unique contributions and the areas where his working style
complemented theirs.

Improved Communication and Collaboration: Team members gained a practical
understanding of different communication preferences and began to adapt their
interactions accordingly. This led to a marked improvement in meeting efficiency,
project coordination, and cross-functional collaboration.

Enhanced Self-Awareness: Individuals developed a greater understanding of their
own working styles and how they impacted others, fostering a more empathetic and
effective team environment.

Optimized Resource Utilization: By recognizing and valuing John's specific
strengths, the team was able to better leverage his skills, leading to a noticeable
improvement in the quality and accuracy of certain operational outputs.

Avoided Costly Termination: The company avoided the financial costs associated
with a termination (severance, recruitment, training of a replacement) and, more
importantly, mitigated the significant legal risks and potential damage to employee
morale that a protracted dismissal could have caused.

Tangible Business Impact: The improved team cohesion and communication
directly translated into smoother project execution, reduced errors, and a more



positive working environment, contributing to the overall success of business
operations.

The Value of Fractional Employee Relations and Coaching Expertise:

This case study powerfully illustrates the strategic advantage of engaging external,
specialized expertise for complex employee relations and team dynamics challenges. In
situations where internal biases are deeply entrenched, an objective, third-party

perspective is invaluable.

The demand for such specialized support is rapidly growing. Companies are increasingly
recognizing that investing in employee well-being, leadership development, and effective
team dynamics directly impacts productivity, retention, and ultimately, profitability.

A recent study by the Human Capital Institute (HCI) found that organizations
with strong coaching cultures report 2.5 times higher engagement rates and 1.5
times higher revenue growth. (Source: Human Capital Institute, 2023 - Note: While
a specific report linking directly to "fractional ER" isn't widely published, the trend
towards external coaching and specialized HR support is well-documented. HCI/
and similar organizations frequently publish on the impact of coaching and talent
development.)

The global coaching market is projected to reach over $20 billion by 2026,
indicating a significant and sustained investment by organizations in external
expertise. (Source: Statista, 2024 - General market size for coaching, which
encompasses leadership, performance, and career coaching, all relevant to
fractional ER roles.)

Companies are increasingly adopting flexible staffing models, with an
estimated 30-40% of the workforce expected to be contingent by 2030. (Source:
Forbes, 2023 - This highlights the broader trend towards fractional and project-
based expertise across various functions, including HR.)

Bringing in a fractional employee relations and coaching expert offers:

Objective Perspective: Unbiased analysis free from internal politics or
preconceived notions.

Specialized Expertise: Access to niche skills in team dynamics, conflict resolution,
and behavioral assessments (e.g., MBTI) that may not be readily available in-house.

Cost-Effectiveness: Access to senior-level expertise without the overhead of a full-
time executive salary.



o Agility and Scalability: The ability to deploy resources precisely when and where
they are needed, scaling up or down based on organizational demand.

e Proactive Problem Solving: Moving beyond reactive crisis management to
strategic, preventative interventions that foster a healthier organizational culture.

Conclusion:

This case demonstrates that what often appears to be an individual performance issue is
frequently a symptom of deeper systemic challenges within a team. By employing a
nuanced, evidence-based approach centered on understanding human behavior and
fostering effective communication, we transformed a potentially damaging situation into a
positive catalyst for team growth and enhanced business outcomes. This experience
underscores the critical value that a fractional employee relations and coaching expert can
bring to decision-makers and executives looking to optimize their human capital and drive
sustainable organizational success. We are not just problem-solvers; we are architects of
high-performing, resilient teams.



