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EED a helping hand
with acquiring and
retaining staff?

The challenge of acquisi-
tion and retention seems to
have reached a point where
some companies and man-
agers are saying to themselves
“not my fault” and continue
to repeat their errors.

So the first question is,
are you looking at this issue
as an ongoing problem that
you cannot solve, or a great
opportunity to discover new
solutions? You can get a sub-
stantial amount of n ew ideas
from outside your own
industry. Have a look around
and see which companies
have had success or reative
success and see if you can
adapt it.

The abilityto explore the
opportunity sets the great
manager apart from the aver-
age or not-so-good manager.

Where a team or team-
work breaks down or be-
comes dysfunctional, the
boss contributes in the ma-
jority of cases, figures suggest
70 per cent of cases. Maybe
there is a clue there as to why
people do not join you or
leave all too quidkly.

Turn around mentally
and take a look at your com-
pany. Is there another depart-
ment that has a comparable
challenge ie, acquisition and
retention but not with per-
sonnel? Take a look at sales
and marketing. They have
similar problems except the
primary differen ce is, instead
of staff or internal acquisi-
tion and retention they have
external customer acquisi-
tion and retention.

How to keep good people

Engaging staffis the best way to ensure their longevity with the company

Sit down with your sales
and marketing colleagues
and seriously look at what
they do, when they do it, how
they do it, why they do it and
how often they do it, etc.
Here you have a potential
opportunity to look at other
techniques applied by ano-
ther department in attracting
and keeping customers, some
of which will almost certainly
be adapted. A marketing plan
consists of, but is not restrict-
ed to:

+ Identifying the ri ght mar-
kets to sell to.

+ Identifying the right cus-
tomers to sell to.

+  Identifying the ri ght pro-
ducts or services to sell
or develop.

+ Identifying the right
price to sell at to max-
imise profit.

+ Identifying the right dis-
tribution channels to
market or sell through.

+  Identifying the ri ght pro-
motional mix to max-
imise the dollar market-
ing spend.

You can adapt the plan to
your own recruitment and
retention strategy.

If the marketing people
are consistently talking to
their customers, what level of
engagement do you have
with your people and how
often? Does the training and
development of your staff
consist of a one- or two-day
training programme without
any purpose, let alone a plan
to ensure the learning is
implemented and reinforced?
Is it really any wonder people
are not engaged?

According to a Gallup

survey conducted just over
two years ago, about 70 per
cent of employees in Asia
were disengaged from their
roles and company. Part of
that research suggestal that

12 per cent were totally disen-

gaged. The reasons people

gave for leaving were:

+  Lack of dlarity of their role

+ No sense of purpose in
the job they were doing

+  Lack of communication
from the boss

+  Not recognised

+  Not appreciated or valued.
There are several areas

you simply have to get ri ght if

you can confidently say that
your people are engaged with
you and the company. On top
of that get this ri ght and your
people will stay and flourish.

Not everyone leaves exclu-

sively for money reasons,

about 20 per cent of the
research suggests. So embrace
this opportunity

+  Can they see a clear pur-
pose in what they do and
how they contribute to
the overall objedives of
the team, dep artment and
company?

+  How do your staff define
their sense of who they
are in the pursuit of the
stated purpose? Is the role
defined in terms of what
is expected of them and
understood by all parties?

+  What is impor tant to
your staff in fulfilling
their role? Do their per-
sonal values match or are
close to the company’s
values? Do the boss and
company demonstrate
these values?

+  What do they believe of
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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 | am for-
ever having to go over old ground and deci- -
sions take a long time. What might | be doing -
wrong now that wasn’t a problem in the past?
From Edward in Hong Kong

You need to adapt your influencing skills as
your new boss is clearly different from your
old one. You are trying to get someone to see
your perspective and thus permissionto move
ahead. We focus far too much on what we
want and not enoughon what the other party
needs. Everyone is different and you need to
sit down with your boss and establish:

How he likes to receive the information
and in what depth.

What information he is looking for.

His key criteria for decisionmaking per
project ie ROI, marketshare, guest satisfac
tion, revenue.

What is in it for him ie. value and benefits.
What is in it for the business, again value
and benefits.

Listen to the language he uses and watch

his body language.

Remember to start with the end in mind,
meaning what it is you want to achievwe. If you
arechampioning a proj ect or responding to a
request from the boss, be clear as to what he
needs and darify any ambiguities. Put forward
options and make a strong recommendation
for one of them and why. Influ encing has to be
worked at, as arguing achieves little.

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

their potential in the role?

Do they have limitations

holding them back?

+  What skills do they want
to develop as you pursue
the purpose? Do your
staff have access to train-
ing and development that
will help them grow in
the role? Do you realy
know what training and
development they need?

+ Is the work environment
conducive to great work
by encouragng partici-
pative collabaration?

+  What behaviour patterns
are helping or hindering
achievement of goals?
Getting on top of these

key issues is an absolute
must. It should be ongoing in
the same way marketing pur-
sues acquiring and retaining
customers all the time.

Do each of your people
have a pers onal development
plan that is timdined and
action orientated with regu-
lar coaching time for the boss
to reinforce the enga gement,

and then again with the
team? People today want to
be valued, stretched, respect-
ed, trusted, challenged, re-
cognised and rewarded.

Any boss who is holding
his people a ccountable
should be frequently coach-
ing motivating and growing
his people, while always on
the lookout for recruiting
good people even though
you may not be recruiting at
that specific time.

It is a whole new land-
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scape out there and while
younger people are up with
the game, it would seem
many companies are not,
hence the attrition rates. A
problem yes, but an even
greater opportunity. No more
excuses, so grab the opportu-
nity— think about it.
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