MANAGEMENT ISSUES

People development

Kevin Hull

One of the richest resources a company has is the people who
work for it. In this article, Kevin Hull looks at management

development from its ‘people’ perspective.

‘Developing people’ is perhaps a more
appropriate title than ‘management
develepment.” One of the richest veins of
people development is just below our
most sentor grades, where there is often
an accumulation of talent, ambition and
ability looking for somewhere to happen.
Focussing on management development
wrongly, in my view, points us towards
only senior people. The approaches that
will be outlined in this article are
applicable at many levels.

There are a number of different
perspectives on developing people. One
school sees people almost as an empty
vessel to be topped up with skills
appropriate to a job. Another sees people
as having tremendous potential and
creativity which needs releasing. One’s
persuasion in this respect will markedly
affect one’s view of the best methods and
techniques.

Alot of discussion on developing
people suffers from happening in a
vacuum, For example, policy on
developing people is likely to be very
different in a business which is very
competitive and where there is a struggle
to maintain market share, from a business
which is expanding and where it is the
market leader. Yet developing people will
be important to both. So, where does
developing people fit in?

The mission statement of Coats Viyella
asserts that, ‘Coats Viyella will achieve its
objectives through committed people in an
efficientt organisation stressing flexible
production, market expertise, technical
excellence, product and design innovation
together with strong financial controls.’
This, I believe, presents us with a very
tough proposition. It means that the
company’s employees must deliver — and
will entail all of the personal qualities
emphasised above.

A stage further on, the company’s
statement of values highlights the kind of
culture that will help achieve the mission
statement objectives. Two paragraphs in
particular seem particularly apposite.

‘Committed people are the key to our
group’s success. People must know what

is required of them and should be given
help to meet those expectations. Our
standards should be demanding and this
will require appropriate rewards.” The
key challenge is to develop committed
people who are willing contributors and
have clarity of purpose. This is no soft
option. It will involve uncompromising
standards and appropriate rewards.

Furthermore, ‘an openness of style and
involvement of people in the decisions
that affect them is of the greatest
importance. It requires of management
trust and an ability to listen, ability to
weigh up and decide.” It must be the
personal responsibility of senior
managers to adopt an open style and to
encourage reports and staff to become
involved in the broader aspects of the
business.

4l An openness of style and
involvement of people in the
decisions that affect them is of
the greatest importance. /W

Realistically, not everyone will feel
comfortable working in this kind of
environment. Equally realistically, not
everyone will be able to perform to the
standards expected, and in developing
people there are many difficult decisions
to make for people who consistently
underperform and cannot or will not
adapt to changes in priorities and style.
Financial analysts view very seriously the
quality of a company’s managers when
advising institutional investors.
Management is the key to unlock
worldwide business potential. Neville
Bain, chief executive of Coats Viyella, said
in an address at the London Business
School last year, ‘In my view, the most
powerful source of competitive
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advantage a company can have is a
strong management team, highly
motivated and with effective leadership.
This is the most compelling argument
know for spending a large amount of my
personal time directed towards
management development.” Clearly, he
has no hesitancy in nailing his colours to
the mast identifying the key role of
management development.

Management and people development
is entirely consistent with many other
objectives desirable for a successful
company, such as flexibility, fewer and
more able people, and leaner, flatter
organisations.

It is important when developing a
business strategy to have a blend of both
established and developing managers. It
is vital to have people who are able to
recognise the growing opportunities
internationally, and who are able to take
change in their stride - change is a
constant.

Group management development policy
To lend weight to the whole process,
Coats Viyella has developed its own
management development policy which
is designed to supplement what happens
in divisions. It provides the chief
executive’s committee with a clear picture
of the quality and depth of the
management we have, and encourages
cross-fertilisation by realising potential
and restricting external recruitment to
those posts that cannot be filled
internatly.

It is clearly designed to identify our
management stock in a number of ways:
* Who have we got?

* Atwhat stage of readiness are they?

» What do they need to do to develop
further?

* What have they done to date?

* How can they be supported and
further encouraged?

Many people have been moved around
businesses as a direct result of these kinds
of questions being posed, and as a part of
aneed to broaden them further.



Finally, on the broadest level of
developing people, there is the process
that underpins the group management
development policy

Appraisals are the source of a wealth of
information when they are completed
conscientiously. The discussion should,
ideally, be very broad ranging, across not
just performance but also career
development and individual
expectations.

Succession plans are very important,
but are widely viewed as a black art. Their
purpose is very simply to ensure that
there are people identified as potential
successors/replacements in response to a
whole variety of eventualities, such as
people leaving, retiring and being
promoted,

Training plans should be clearly stated,
unequivocal and costed. They should be
closely tied in with divisional strategy
and individual business plans.

Having reviewed group strategy, how
can we try and translate some of the
thinking closer to home in a way that
helps us develop businesses with better
performance and profitability and an
appropriate culture?

‘Women in management

One of the most pressing concerns to us is
the role of women in senior management.
Our own internal analyses have helped
us realise that historically we have been
content with “fishing in only half the
pool.” We must find ways of challenging
our traditional assumptions about
women in management, and this we are
doing through working parties and
action teams at a variety of levels. It is for
reasons of developing the best and most
capable managers that I feel very strongly
that we need to examine our own beliefs,
attitudes and expectations about women
managers.

Most women do not want any ‘favours’
or positive discrimination in terms of
career advancement. They want a level
playing field. This is a key issue which
many multinationals are busy addressing
and which will pay real commercial
dividends for those willing to do
something about it.

Over the last few years, the CV group
has encouraged a lot of work on
management development. Increasingly,
the onus is shifting to divisions and
companies to be responsible for their own
skills-based training. But at the broader
level, the group has been very active with
working parties on women into
management, self-development,
management cadre (senior management
potential) and competencies. I would
particularly like to focus on the last of
these areas.

Competence — what is it?

A great deal of management
development work now centres on
competence. The clearest definition of
competency is, perhaps, “The ability to
put skills and knowledge into action.” Put
simply, competency should be
demonstrable. It is indicative of breadth
and flexibility.

Figure 1 shows the difference between
traditional skiils-based training (which
can still be very useful) and the
development of competencies. Many of
us have developed our managers and
ourselves by a mixture of experience
topped up as necessary by training in
particular areas (finance for non-financial
managers, interpersonal skills, report
writing and so on). Training is built up
block by block.

Competence depends on the
interrelationship of skills and knowledge
and the ability to use them in
combination as the situation demands.

There are lots of different ways of
looking at competence and describing
those that are relevant. Within Coats
Viyella, these are felt to include change
orientation, results orientation, business
development and people development.

Change orientation

This competency is the ability to
recognise, initiate and implement change,
thereby bringing about improvements in
services, products, systems and people. It
is a response 1o the need for managers to
recognise the need for change ahead of
time and plan to manage it both
constructively and sympathetically. A
manager competent in this area would be
expected to have knowledge of changes
in employment practices and technology
and awareness of organisational
objectives. Personal skills should include
clear, concise communications,
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adaptability, considered and reasoned
risk-taking, forecasting the effect of
change and empathy for individuals
affected by change.

Results orientation

Results orientation is the ability to
identify clearly key targets within
operating strategy and then to mobilise
and motivate both self and others to
achieve them. Successful managers must
be results-centred. This competency is a
response to the need for ‘performance
management’ embodying changes such
as customer orientatior, increased
external competition, the expansion of
global markets and so on. The
competency covers knowledge of the
strategic plan of the business(es}, the
strengths and weaknesses of the
organisational structure, how best to
allocate (usually) limited resources,
individual capabilities and motivating
and influencing people. Personal skills
should include determination, perhaps
surprisingly a sense of humour
(achievement can be fun too!), leadership,
tenacity, ‘bottle,” goal setting (the ability
to break a complex task into manageable,
measurable chunks) and the ability to
delegate.

Business development
This is the use of a blend of acquired and
intuitive skills and resources to develop
positively the business by fulfilling the
current and potential needs of both
internal and external customers. Thisis a
key area in developing our people. It
covers the ability to read and react to
business possibilities. This competency is
a response to increased competition, the
growth of world markets (and the decline
of others), environmental awareness and
environmental legisiation.

A manager competent in this area
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would be expected to have knowledge of
the availability of capital investment, the
competition, strategic analysis and
planning, and market requirements and
potential. Personal skills should include
creativity (the ability to generate ideas on
how to improve performance),
innovation {alternative ways to achieve
objectives), opportunism (recognise and
seize opportunities) and the ability to
analyse options from complex sources of
information.

Peaple development

Finally, pecple development. This is the
ability to assess and select candidates
against teamn and organisational
requirements, then to organise
individuals into effective working teams
and to provide support for growth and
development. This is agair a very
important area in response to the need to
help people deliver their true potential in
circumstances where we are likely to
employ fewer people in leaner, flatter
organisations.

Competence in this field would include
knowledge of tearn dynamics (seven
‘stars’ in a group is not likely to be a
team), coaching and mentoring
techniques, appraisal systems and
techniques, leadership styles and ways of
motivating individuals. Personal skills
will include the ability to influence
through persuasion and logical
argument, consistency, listening skills,
team building and the ability to assess the
potential of those around accurately.

These four competencies are those
against which our managers will be
increasingly judged. Competencies are
very difficult to train per se, but if we are
ready to accept their importance, we
need a way of unlocking and developing
their potential.

# Individuals have an un-
limited capacity for growth,
change and creativity. /f

Investment in excellence

One very interesting approach with
which [ have been involved in CV’s
apparel division is a programme called
Investment in Excellence (IIE), developed
and marketed by the Pacific Institute of
Seattle. Well over 1000 managers in CV
have now been through this video-based
programme. Its basic proposition is that
individuals have an unlimited capacity
for growth, change and creativity. Its

approach is very different from any other
I have come across; the programme is
very structured and centres on the fact
that much of what we tend to see as
beyond our control or influence is in fact
well within it if we use specific techniques
te help unlock our own and others’ true
potential. First, however, we need to
develop an insight into the way we get to
be the way we are.

It highlights the fact that people can do
a great deal to help themselves if they are
prepared to make an investment in their
own development, and that the only true
type of motivation is that of self-
motivation, rather than threat or having it
imposed on us.

There are a number of factors which
people must become aware of to develop
an insight into themselves.

* Beliefs, attitudes and expectations People
behave not in accordance with the
truth but the truth as they believe it to
be. Customers’ perceptions may or
may not be the truth, but they behave
as if they were. [t is vital to understand
how these beliefs and expectations get
in there and the effect they have,
especially when we respond to the
need to change.

* “Locus of control. This refers to the fact
that people need to realise that in
many instances where they have
given up accountability themselves,
they can in fact influence situations
and outcomes.

* Selfimage This is very important.
Through a continued mental dialogue,
we rermind ourselves who we are,
what kind of person we are, how
capable we are, what is like us, what is
not like us and in which situations we
feel either comfortable or
uncomfortable.

Once we begin to grasp these concepts,
we can then begin to develop beliefs and
expectations which help us rather than
get in the way in the transition from the
way things are now (current reality) and
the new vision (where we want to be). By
developing a very specific technique to
hold on to the new vision and make it
stronger than the present situation,
people and indeed teams and
organisations can create and sustain
tremendous energy to achieve a goal.

Probably most important of all, the
programme makes the point that “all
meaningful and lasting change starts first
on the inside and then moves out.” In the
short term, we can all learn to modify our
behaviour if we have to, often because of
an external threat. “You'd better change
your ways or else...” is how it often goes.
But unless a person’s basic beliefs,
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expectations and attitudes change along
with behaviour, once we consciously stop
trying to behave in a certain way, we get
dragged back to our previous behaviour

Habits and attitudes are of themselves
neither good nor bad, positive nor
negative until we set a goal. Habits can be
good — they help us to do things
unconsciously and smoothly. We have to
ask ourselves what other habits, beliefs,
attitudes and expectations are busy
lurking around of which we may not be
aware. How might they affect our
outlook on things? For example, who is
capable or incapable around us? How far
can] go as a manager?

Truly effective performance must take
account cf the role of ‘hard’ skills {what to
think) and ‘soft” skills (how to think).
Effective performance will combine both
competence and commitment. How
many technically capable managers do
you know who don't or can’t deliver?
Why not? If you can combine the two
you have a very powerful and focussed
change agent or, better still, team able to
identify and consistently achieve
objectives.

M You are not likely to be fully
effective if your goals are
mutually antagonistic or in
one direction only. /f

One of the important aspects of [IE is
that it encourages us to have a sense of
balance in the goals we set and not just
channel our energies in one direction to
the mutual exclusion of all others. So we
need ambitions in a number of areas. For
one it could be to take up a new sport; for
another to spend more quality time with
the family; for another, thoughts on
restructuring a department. But the
balance is important.

The point is that you are not likely to be
fully effective if your goals are mutually
antagonistic or in one direction only - a
work-related goal at the expense of
health or family would not be sensible.

A learning organisation

50 where is this kind of thinking leading

companies? Some businesses see

themselves becoming a ‘learning,

organisation.” Some of the key

characteristics of such an organisation are

as follows:

* People are seen as inherently very
creative and achievement-oriented



* People’s development is too valuable
to leave to chance

* Managers don’t and shouldn’t have all
the answers

* Businesses must learn to respond
genuinely to people’s real concerns
and not just pander to them

* People enjoy a challenge

*+ A few enlightened, motivated and
focussed people working together can
be very powerful; they can help each
other to ‘option-think’

+ Do wereally need to treat people
differently?

Group executive development
programme

This very positive step taken by CV is for
the perceived ‘high fliers’ who could be
capable of reaching very senior grades in
a relatively short period of time. All the
people nominated were felt to show
exceptional potential. They were all
subjected to rigorous psychometric
testing and interviewing, and those who
emerged from the programme will
undertake two or three specific
assignments over the next couple of years
as part of their development to a senior
management appointment within the
group.

More than anything, this is a prime
example of a very deliberate kind of
succession planning, which [ call
‘succession engineering,’

# Syccession engineering delib-
erately aims to manipulate a
situation so that a person is
placed in a variety of roles
and environments. W

Other avenues to developing peaple
Succession planning is essentially
reactive. It's all about what happens if X is
hit by a bus or leaves. Who do we have?
How ready are they? Succession
engineering deliberately aims to
manipulate a situation so that a person is
placed in a variety of roles and
environments to develop them ready for
the next opportunity. These moves can be
between disciplines, between companies
or between divisions, picking up skills

and knowledge en route and moving
toward competent managers in a short
period of time.

This is really just beginning to happen
on a small scale but [ believe it is very
important and to be encouraged. It does,
however, need careful management if it is
to be successful.

There is a number of other routes for
developing people and matching them to
job requirements. Psychometric tests are
well established, and cover critical
reasoning skills, personality profiling,
team typing and so on.

Development boards can be a very
useful way of establishing the range and
depth of management calibre a company
has, be it at a senior, middle or junior
level. Managers are nominated to attend
usually for a day and they get involved in
a variety of individual and team exercises,
psychometric tests, discussion groups
and interviews. Senior managers are
involved to give the event a high profile,
and a board will usually generate a lot of
feedback and information useful to the
candidate and her/his business.

Assessment centres for graduates are
really for selection purposes and are
similar to selection boards. It is important
to make sure that the graduates coming
into our companies are properly
motivated and fit into the culture of the
business rather than just ‘coming along
for the ride.” This is especially relevant in
view of the relative level of graduate
salaries.

Performance management

If all these strands are drawn together, [
believe that people development is an
integral part of so-called performance
management. A recent Ashridge
Management College paper on
performance management described it as
*...an approach to creating a shared
vision of the purpose and aims of the
organisation, helping each individual
employee to understand and recognise
their part in contributing to them and, in
so doing, manage and enhance the
performance of both individuals and
organisation.’

Some have described this as the
missing link between management
development and business performance.
It brings together performance and
delivery, development and training of
people, culture and communications. It is
a very tall order but, if performance
management succeeds, then it will result
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in more than improvement of the bottom
line or service delivery in isolation. The
culture of the organisation will be clearer
and more readily identified by those
working in it. It should lead to higher
levels of job satisfaction, job involvement
and organisational commitment. Now
that really is worth going for!

The challenge for businesses going
down this route is considerable. Itis a
continuous and unrelenting process. It is
very specific in terms of the objectives
and behaviours it seeks to instil. And it is
focussed on the strategy and the business
plan - otherwise, it is irrelevant.

4 Performance management 1s
designed to bridge the gap
between where you are and
where you want to be. M

Performance management is a business
rather than a personnel issue. It is
designed to bridge the gap between
where you are and where you want to be,
and has to be clear about what has to be
done, why and what has been achieved.
It focusses specifically on improved
performance of the individual and the
business. People and processes are the
key — not the paperwork!

People development is perhaps the
most important part of the whole process
- it is neither negotiable nor defer rable.
The challenge is to decide what the most
appropriate approach for your business
is, Businesses refusing or unable to grasp
the importance of this issue will be left in
the starting blocks. Many companies
have recognised this and are responding.
It is Coats Viyella’s mission to be right up
there with the best in terms of developing
OUur managers.

Kevin Hull is personnel director,
Coats Viyella Yarns and Fabrics
Division, Swinton, Manchester.
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