Training

Staff ‘fire’ their bosses
I

S that a provocative headline? To those “managers”
among you who have a
traditional mindset, it probably is provocative. To the
enlighten ed “m a n a gers”, it is
reality. Unfortunately the
enlighten ed ones are clearly
in the minori ty.
I had the pleasu re of being
the emcee at a recent human
resources summit and a number of speakers addre s s ed the
issue of acqu i s i ti on and retenti on of pers onnel. Not su rpri si n gly, the research keeps confirming that the majori ty of
people leave their jobs for reasons other than pay. What was
the number one reason given?
The boss.
If at this point, s ome of you
are about to dismiss the above,
thanks for get ting this far and
good luck – just do not tell
your people! To those wi lling
to read on, I would su ggest the
following would make you
think and help you keep your
people. Losing good people
is expensive.
Chances are your time as a
“m a n a ger” is spent trying to
juggle a number of b a lls and
that is wh ere we hit the real
problem which prompted the
question in my last column
(TTG Asia April 27 - April 3,
2007) – What exact ly are you
managing? If you are managing people, rec a ll I su ggested
the term manager was as de ad
as the proverbial dodo, and
you should be spending at
least 75 to 80 per cent of your
time on these four areas:
• Coaching
• Motivating
• Tutoring
• Accountabi l i ty
Take a few mom ents and
wri te down on a piece of p a per
all the act ivities you get
involved in du ring the avera ge
week and allocate in percentage terms the time you spend
on them. You do not have to
tell anyone as this is for your
own referen ce. The average
time spent on these activi ties is
approximately 40 per c ent;
now we begin to understand
why your people are not getting the attention they need.
Let us look at each one in
turn. We wi ll start with the
premise that each of your people has their MBO’s (Management by Obj ective s ) , goa l s ,
dreams, whatever your company language is. If your
people have none of these, you
have a real problem. Just
how do you monitor your
people’s performance?

Coaching
This includes evaluating
your peo ple and tr aining
them. Do you know how to
coach effectively? And I do not
mean that you go on a one-day
training programme. A major
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p a rt of coaching is not telling
people what to do. Coaching is
not about cri ticising. Havi n g
a greed the goals or objectives,
the aim of coaching is to allow
your people to assess their performance on an ongoing basis.
Your role thro u gh asking
searching questions is to dig
deeper to c hallenge their
bel i efs, views and opinions.
For example, what went well?
What did not go well? How
would you do it differently?
What would your approach be
next time,? What ar e the
obstacles? How do you plan to
overcome them? How can I
h elp? What do you need? How
much bet ter can you do?
Coaching is self discovery
and should be done on a frequent basis. Consider havi n g
formal qu a rterly performance
revi ews wh i ch allows ad justing
and reset ting of goals according to business needs. Train
e ach pers on based on what he
or she actually needs.

Motivation
This includes compensati on, incen tive schemes and
ensuring suppor t system s
work , and I do not mean just
the IT systems. You cannot
motivate anyone without
t h em motiva ting themselves
first. Remem ber, while pay is
an important issue, it is not the
main reason which gives people the basis of their motivati on . To be motiva ted , you
need to ensure your people are
align ed in the followi n g .
• Purpose: source of motivation. Why I am
doing this?
• Identity or role:
expression of m o tivation. Identifying
who you are in
p u r suing the
purpose.
• Values: staying
power of motivation. What is
important in this role?
• Bel i efs: energy of m o tivation. What do you
believe about your
potential?
• Capability: application
of motivation. What
skills do you need?
• Beh avi o u r: product of
motiva tion. What habits prevent you from
achieving your goals?
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The second of a two- p a rt article.
Coaching
the settling in process is as
smooth as possible.

Accountability

Coaching: train each person based on what he or she really needs.

• Environment: context for
motivation. Does the
environment ref l e ct the
pers on you are?

Recruiting
This involves upgrading the
skill set to attract, hire and
retain talent. It does not mean
waiting until you have a vac a ncy.You need to scan the market
to see what is happening, wh o
is happening and why it is hap-

pening. You need to rely a lot
less on gut feel, otherwise you
could be in for a “b ad stomach
ache” and utilise the array of
assessment tools that are ava i la ble to help you hire the ri gh t
person. In addition, consider
letting the people in y our
dep a rtment intervi ew the likely candidates! Have a welcome
party for a new pers on. Have a
revi ew with that new pers on
after 30 and 60 days to ensure

This means en su ring each
member of your team understands its indivi dual responsibilities. Make it a go l den rule
that there should never be
any excuses however re a s ona ble they might sound. If there
are problems, people must
raise them up at the earl i e s t
opport u n i ty and come arm ed
with soluti on s , and not simply
repeat the problem over and
over aga i n .
Involve the team even if it is
not everyone’s problem. Get
away from a blame culture .
You are working with them to
ensure opport u n i ties are identified, and probl ems or issues
are anticipated and solutions
fort h coming. This is wh ere
ef fective coaching plays a major part. People who are enga ged with you, the boss, and
the company wi ll feel pain if a

Mentoring

t a r get is missed. Being
accountable should be fun
and rewarding.

Engaging
Finally, engaging with your
people is all about you spending most of your time in the
four areas we have covered. If
you are not, re s ch edule your
time. If it is an issue, sit down
with your boss and work out a
s o luti on . If people feel valued,
feel part of the team, feel they
are making a con tributi on and
fairly rewarded, they just may
stay longer with you.
I wi ll leave you with this
thought. Ultimately you need
to tolera te failure and tell your
people that. O n ce they see you
walk the talk, they wi ll trust
and respect y ou, at which
point you really are a coach
and not a manager. Think
about it?

?

Q

I have recently been promoted and
now I find myself running a lot of
meetings that I once attended as a
member of the team. I believe I
need to cut down on the number
of meetings that we have, and at the
same time make them more productive. In
the past, we just seemed to sit and chat without getting anywhere. I have made some
smaller changes, but this will be a larger
change as meetings are almost a ritual here.
Any tips please?

Firstly, congratulations on your promotion,
and I was pleased to read that you have made
s ome small changes first before launching into
something more significant. Yes meetings are
costly and time con suming if muddled thro u gh .
At your next meeting, you can impose the
change. However, I would enga ge the team in
get ting their input and buy the changes you
want to make, so this is a double-edged sword. I
am su re there wi ll be people within your team
who wi ll support your approach.
Ask your team the following questions and
keep in vi ew that you are building trust here as
well . If you are determined that this issue needs
to improve, you can set the para m eters by stating at the outset the “what” and give them the
responsibi l i ty of “h ow”.
• Do you need so many meeti n gs and how else
can they use their time better?
• What should the obj ectives of the meeti n gs
be wh en they are held?
• What would they like to get out of
the meetings?
• What do they think work and what does not?
• Who needs to be there?

Encourage participation: do not dismiss ideas
before they are fully understood.

• What should the agenda focus on – key issues
or just a list of people reporti n g ?
• Would a change of venue help – maybe
St a rbucks inste ad of the usual meeting room?
• S et clear objectives for each meeting and
ensure everyone understands their role in
making the meeting a su ccess.
• Circulate an agenda in adva n ce with the
objective set against each item and for the
meeting overa ll , the latter in big red let ters at
the top of the agenda.
• Encourage everyone to participate and to
do that, avoid kicking ideas off the table
before they are really understood. Use phrases su ch as “Walk us thro u gh how you see that
working” or “Do you have any evi dence to
support that vi ew”. This discourages people
from simply cri ticising without substantiating their view.
• Finally, commit people to the tasks they are
assign ed for the next meeting. Above all make
meeti n gs decision ori entated and let people
e a rn their place at meetings and not be there
as a matter of ri gh t . Good Luck.

Have a work-related issue or problem? Write to Ray (ray@think8.net).

