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Training

How to keep good people
NEED a helping hand

with acqu i ring and
retaining staff?

The ch a ll en ge of acqu i s i-
ti on and reten ti on seems to
h ave re ach ed a point wh ere
s ome companies and man-
a gers are saying to them s elve s
“not my fault” and con ti nu e
to repeat their errors .

So the first qu e s ti on is,
a re you looking at this issu e
as an on going probl em that
you cannot solve , or a gre a t
opportu n i ty to discover new
s o luti ons? You can get a su b-
s t a n tial amount of n ew ide a s
from ou tside your own
i n du s try. Have a look aro u n d
and see which companies
h ave had su ccess or rel a tive
su ccess and see if you can
ad a pt it.

The abi l i ty to ex p l ore the
opportu n i ty sets the gre a t
m a n a ger apart from the aver-
a ge or not-so-good manager.

Wh ere a team or te a m-
work breaks down or be-
comes dysfunctional, the
boss con tri butes in the ma-
j ori ty of c a s e s , f i g u res su gge s t
70 per cent of c a s e s . Maybe
t h ere is a clue there as to why
people do not join you or
l e ave all too qu i ck ly.

Turn around mentally
and take a look at your com-
p a ny. Is there another dep a rt-
m ent that has a com p a ra bl e
ch a ll en ge ie, acqu i s i ti on and
reten ti on but not with per-
s on n el? Ta ke a look at sales
and marketi n g. Th ey have
similar probl ems except the
pri m a ry differen ce is, i n s te ad
of s t a f f or internal acqu i s i-
ti on and reten ti on they have
ex ternal custom er acqu i s i-
ti on and reten ti on .

Sit down with your sales
and marketing colleagues
and seri o u s ly look at wh a t
t h ey do, wh en they do it, h ow
t h ey do it, why they do it and
h ow of ten they do it, etc .
Here you have a po ten ti a l
opportu n i ty to look at other
tech n i ques app l i ed by ano-
t h er dep a rtm ent in attracti n g
and keeping custom ers , s om e
of wh i ch wi ll almost cert a i n ly
be ad a pted . A marketing plan
consists of , but is not re s tri ct-
ed to :
• Iden ti f ying the ri ght mar-

kets to sell to.
• Iden ti f ying the ri ght cus-

tom ers to sell to.
• Iden ti f ying the ri ght pro-

du cts or servi ces to sell 
or devel op.

• Iden ti f ying the ri gh t
pri ce to sell at to max-
imise prof i t .

• Iden ti f ying the ri ght dis-
tribution channels to
m a rket or sell thro u gh .

• Iden ti f ying the ri ght pro-
m o ti onal mix to max-
imise the do llar market-
ing spen d .
You can ad a pt the plan to

your own rec ru i tm ent and
reten ti on stra tegy.

If the marketing peop l e
are consistently talking to
t h eir custom ers , what level of
engagement do you have
with your people and how
of ten? Does the training and
devel opm ent of your staff
consist of a one- or two - d ay
training programme wi t h o ut
a ny purpo s e , l et alone a plan
to ensure the learning is
i m p l em en ted and rei n forced ?
Is it re a lly any won der peop l e
a re not en ga ged? 

According to a Gallu p

su rvey con du cted just over
t wo ye a rs ago, a bo ut 70 per
cent of em p l oyees in As i a
were disen ga ged from thei r
roles and com p a ny. Pa rt of
that re s e a rch su gge s ted that
12 per cent were to t a lly disen-
ga ged . The re a s ons peop l e
gave for leaving were :
• L ack of cl a ri ty of t h eir ro l e
• No sense of p u rpose in

the job they were doi n g
• L ack of com mu n i c a ti on

f rom the boss 
• Not recogn i s ed
• Not apprec i a ted or va lu ed .

Th ere are several are a s
you simply have to get ri ght if
you can con f i den t ly say that
your people are en ga ged wi t h
you and the com p a ny. On top
of that get this ri ght and yo u r
people wi ll stay and flouri s h .
Not everyone leaves exclu-
sively for money reasons,
about 20 pe r cent of the
re s e a rch su gge s t s . So em brace
this opportu n i ty.
• Can they see a clear pur-

pose in what they do and
h ow they con tri bute to
the overa ll obj ectives of
the te a m , dep a rtm ent and
com p a ny ?

• How do your staff def i n e
t h eir sense of who they
a re in the pursuit of t h e
s t a ted purpose? Is the ro l e
def i n ed in terms of wh a t
is ex pected of t h em and
u n ders tood by all parti e s ?

• What is impor tant to
your staff in fulfilling
t h eir role? Do their per-
s onal va lues match or are
close to the com p a ny ’s
va lues? Do the boss and
company demonstrate
these va lu e s ?

• What do they bel i eve of

t h eir po ten tial in the ro l e ?
Do they have limitati on s
holding them back ?

• What skills do they want
to devel op as you pursu e
the purpose? Do your
s t a f f h ave access to tra i n-
ing and devel opm ent that
wi ll help them grow in
the role? Do you re a lly
k n ow what training and
devel opm ent they need? 

• Is the work envi ron m en t
con du c ive to great work
by en co u ra ging parti c i-
p a tive co ll a bora ti on ?

• What beh aviour pattern s
a re helping or hinderi n g
ach i evem ent of goa l s ?
G et ting on top of t h e s e

key issues is an absolute
mu s t . It should be on going in
the same way marketing pur-
sues acqu i ring and ret a i n i n g
c u s tom ers all the ti m e .

Do each of your peop l e
h ave a pers onal devel opm en t
plan that is ti m el i n ed and
acti on ori en t a ted with reg u-
lar coaching time for the bo s s
to rei n force the en ga gem en t ,
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and then again with the
team? People tod ay want to
be va lu ed , s tretch ed , re s pect-
ed , tru s ted , ch a ll en ged , re-
cogn i s ed and rew a rded .

Any boss who is holding
his people a ccountable
should be frequ en t ly coach-
i n g, m o tiva ting and growi n g
his peop l e , while alw ays on
the loo ko ut for rec ru i ti n g
good people even though
you may not be rec ru i ting at
that specific ti m e .

It is a whole new land-

s c a pe out there and wh i l e
yo u n ger people are up wi t h
the game, it would seem
many companies are not,
h en ce the attri ti on ra te s . A
problem yes, but an even
gre a ter opportu n i ty. No more
exc u s e s , so grab the opportu-
n i ty – think abo ut it.

I have recently joined a major com-

pany to head up the sales force. In

comparison with previous posi-

tions, getting approvals from the

boss was never an issue. Now the

process is frustrating and I am for-

ever having to go over old ground and deci-

sions take a long time. What might I be doing

wrong now that wasn’t a problem in the past?

From Edward in Hong Kong

You need to ad a pt your influ encing skills as
your new boss is cl e a rly different from yo u r
old on e . You are trying to get som eone to see
your pers pective and thus perm i s s i on to move
a h e ad . We focus far too mu ch on what we
want and not en o u gh on what the other party
n eed s . Everyone is different and you need to
sit down with your boss and establ i s h :

M e n t o r i n g

• How he likes to receive the inform a ti on
and in what dept h .

• What inform a ti on he is looking for.
• His key cri teria for dec i s i onmaking per

proj ect ie RO I , m a rket s h a re , guest sati s f ac-
ti on , revenu e .

• What is in it for him ie. va lue and ben ef i t s .
• What is in it for the bu s i n e s s , a gain va lu e

and ben ef i t s .
L i s ten to the language he uses and watch

his body language .
Rem em ber to start with the end in mind,

meaning what it is you want to ach i eve . If yo u
a re ch a m p i oning a proj ect or re s ponding to a
request from the bo s s , be clear as to what he
n eeds and cl a rify any ambi g u i ti e s . Put forw a rd
opti ons and make a strong recom m en d a ti on
for one of t h em and why. In f lu encing has to be
worked at, as arguing ach i eves little.

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