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Introduction











 “Of all the decisions an executive makes, none are as
 important as the decision about people because
 they ultimately determine the performance
 capacity of the organization”.


Peter Drucker


This book is aimed at leaders. Actual, and potential leaders. All leaders in all forms of organisations: large corporations or small businesses, not for profit entities, public sector, or any form of endeavour where people come together and work together.


This is a book based on my experiences, and the experiences of others with whom I have interacted, observed or just been aware of through the media, notoriety, literature, anecdotes and case studies.




This is not a theoretical book! It has no ambition 


to lecture, to suggest that there is a right way 


of providing leadership… there isn't.


It's a book based on experience.





I have deliberately endeavoured to make this book pithy. Why? Because I have a real belief in the value of brevity! Because I'm in total harmony with what pithy means – “Precisely meaningful; forceful and brief”.


From the very beginning, right the way through all the various stages of my career, I have asked “why?” Throughout this book I shall frequently ask “why” and attempt to provide a few “how”s. How to deal with people, how to recruit, how to interview, how to deliver difficult messages, how to motivate and inspire, how to create extraordinary loyalty. The book is about actions and behaviours to pursue, and actions and behaviours to avoid, based on what, in my experience, seems to have worked.


Within each chapter there are a number of “why”s always aimed at asking the simple questions that so often get overlooked. Equally, within each chapter, there is a little section devoted to the “do it, do it now”s very much with the intention of underlining simple steps that can be taken immediately. Steps that just may make sense to you, and that just may have a positive impact in your business environment too.


The first and most frequently repeated “do it, do it now” is that doing things right is not difficult. Equally it is not difficult to do them wrong, but the benefit of a little forethought can be substantial.


This is not an A-Z of management concepts and buzz words. Instead I have tried to use ordinary language and wherever possible anecdotes, vignettes, mini cases and real life examples to help dramatise different situations. I hope I have kept it relevant to everyday life.


There may or there may not be a body of research behind my assertions, assertions that I have based on personal, empirical evidence. Evidence from my years of working and from putting into practice all of the recommendations whenever and wherever it was possible to do so, from having had the privilege of working with some of the most outstanding organisations in the world, and from having experienced working life in less remarkable organisation too.


Each chapter will deal with a specific topic. As the chapters progress there will be a gentle transition from the “why”s to the “how”s… although I will continue to ask the “why” right to the end. You can either cherry pick your way through the pages, or read it cover to cover, front to back, or back to front!


The chapters commence with the general (The human capital equation), get increasingly more specific, and conclude with a series of rapid bite sized sections (It's all about people … my concluding ’bitz and pieces): a veritable potpourri, which when taken together covers many aspects of leadership and management that can have a material impact on the destiny of the business, and the people within it.


What I very much wish to achieve is to touch a nerve within you. A nerve that sparks a shared experience, a nerve that leads to some recognition of behaviour patterns, a nerve that elicits some response. I would like to believe that I will be able to see people reading this book and nodding in agreement, or disagreement; smiling, even laughing, at the recognition of a scenario. I would like to believe that people reading this book will say “Yes, that's exactly what happened to me”; “Oh great, so I wasn't alone in having that experience”.


But above all I hope that it will help to bring about change. Change, in what to me is without doubt the single most important, and probably the most abused, resource within all companies: people, and the way people are dealt with. Change by recognising the very fact that getting it right is really not that difficult. Change by those who are to-day in positions of authority, leadership, and have the power to get change implemented, recognising the pain they went through when they commenced their careers, and when they were building their careers. The ultimate objective is to stimulate actions. Actions that will improve people's working environment and their working lives, actions that will release energies and creativity that in turn will add value to society, and in a very real sense help to build “value” however defined.


Jack Welch, the retired Chairman and CEO of GE described himself as “the world's best paid human-resource director” given that he believed in, and practised, being very close to his top people and ensuring that in turn they were close to their top people, and so on cascading throughout that giant corporation. It had a profound impact on the culture of that company. “Judging who will work best in which slot is one of the key tasks of leadership”. (The Economist: Survey of corporate leadership, October 25th 2004).
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The human capital equation











The functional area of people management has gone through numerous changes during the course of the past three decades or so. And yet the core equation has still not been achieved:


P=AAA


where P=people, and A= triple A rated asset! So the reality in the majority of companies of varied size, form, structure and nationality is that:


P≠AAA


Irrespective of what may be said, or what may be written, people are rarely treated as valuable, triple A rated assets.


Personnel to HR to HC


When I commenced employment in 1972 there were personnel departments whose prime focus was the administration of the workforce. They dealt with all things related to the formal processes of employment: record keeping, administering policies and procedures. They lived by the book, were not expected to be creative, or develop original thinking. These personnel departments were run by personnel managers, usually well down the internal command and control chain, removed from the senior executives/decision makers and the board.


As people issues began to grow in importance around the early 80s personnel departments made way to HR departments. Although the cynic would say that this was just a subtle re-branding exercise, in reality there was a shift taking place of some considerable magnitude. HR moved up the hierarchy, HR directors were appointed carrying a significantly higher degree of authority than many of their “personnel manager/director” predecessors. The focus shifted to people resource planning, compensation planning, reward and incentive schemes. In brief, hiring, firing, retention and reward, as well as many of the core administrative and process centric functions of the old personnel department, were now pooled into HR. Tangible change was happening with the best and the brightest HR directors beginning to secure a seat at the board table, although this was still extremely rare. And more recently a further shift has taken place with the introduction of “human capital”.


Human capital is not a new concept. It was first introduced by Theodore Schultz, an agricultural economist at the University of Chicago, who developed ideas on human capital in the 1960s as a way of explaining the advantage of investing in education to improve agricultural output. Gary Becker, 1962 Nobel Prize winner for economics, further built on the idea, but it only entered management speak in the 90s to further demonstrate the professionalization of all things to do with the effective planning, deployment, and management of people within a business; a recognition and acceptance that people are assets of enormous value, that need as much care and attention, if not more than, the traditional physical assets such as plant and machinery, trade-marks and brands. This transformation was fuelled by the events of the 90s in which, more than ever before, ideas could be commercialised with little capital investment, where ideas could attract a massive following and venture capital investment, where intellectual property was recognized as a balance sheet item. The people transactions that took place in the 90s further underlined the notion of human capital. Capital assets are tradable, and so it became with teams of investment banking analysts and specialist equity research teams being bought from one bank by another. Given the millions involved in many of these transactions there was no doubt that they could have been classified as “capital transactions”!


Of perhaps more subtle importance is the underlying recognition that people should be of immense value to the organisations they are employed by. To use a gardening metaphor they are expensive to seed (recruit), need regular and on-going watering (training and development, appraisal and feedback) and regular weeding out (selective retention) to ensure that the best are grown and developed into full bloom (advancement & promotion).


People as assets


Unlike other assets they have legs that enable them to walk, they go home at night, they have brains that enable independent thought, senses to make them aware, and have intangibles such as feelings. The way they are managed impacts directly on the business's bottom line like no other asset category. All of this means that it is a mightily complex activity, requiring attention at the very top of the company. No longer can or should people issues be delegated down the organisation to relatively junior functionaries. No longer is it appropriate at board meetings to allocate significant chunks of time to issues to do with numerical/financial performance, capital projects, strategic matters, and ignore the very thing that drives all of these, that makes all of these a reality: people. No longer is it just the appointment of a new Chairman, CEO, CFO, or board director that should get air time at board meetings, but the strategically key issues that determine the effectiveness, the drive, the motivation of the company's people. I was struck by the approach taken by some of the leading investment banks where “graduate recruitment” was de facto considered part of the bank's strategy department, not HR, “graduate” meaning both graduates straight from university at the age of 21 who become analysts, and post graduates from business schools aged 28-30 who become associates. These recruits were perceived by the banks to be of strategic importance. Their intake and development was therefore managed with utmost focus and care. They were treated very much like assets to be invested in.


Unfortunately the vast majority of the graduate intake of 2008 got dumped by both Barclay's in the US and Nomura in Europe, the two banks that acquired most of Lehman Brothers from the receivers. And yet one year on, there was an interesting small piece in the Financial Times noting that many graduates of 2008 that were dumped have now been re-hired! And that trend seems to have continued. So, despite the massive crisis in global financial markets in 2008/09, those financial institutions that have survived, that have recovered, are recruiting their talent again, well aware of the equation P=AAA!


Another example of an exceptional company that believes its people are of strategic importance, where P=AAA, is the Unipart Group of Companies (UGC). John Neill, UGC's CEO cares passionately about all his people, and does not just talk the talk, but absolutely walks the talk, as is evident in virtually everything he does, and the way things are done within UGC. It takes about a nanosecond to be aware that UGC is a people centric organization from the moment one walks through UGC's front door in their head office in Cowley. There are outstanding service awards, cuttings from media, photographs… all focused on the achievements of UGC's employees. There is significant focus on UGC's university, on training and development of employees at all levels within the organisation. It is simply impossible not to be struck by the care, attention and investment devoted to the employees of UGC.


Another successful entrepreneur, Julian Richer has shared his success in his book The Richer Way (Richer Publishing, 4th revised edition, 24 Sep 2001), in which he emphasises success in business being based on the effective development of all employees. Simple and 100% accurate!


From the 80s onwards many schools of management, many writers of management ideas and concepts were driving in the direction as described by amongst other Prahalad, Hamel, Covey, Porter, or Labovitz and Rosansky. All had identified the need to ensure that an organisation's people and the way they were rewarded,incentivised, developed and communicated with had to be part and parcel of the organisation's strategic objectives and direction. The hugely successful, and at the time influential, book In Search of Excellence by Tom Peters and Robert Waterman (Harper & Row, US, 1982), demonstrated the characteristics of the most successful organizations and what differentiated them from the rest with eight key identified factors. Of these, the fourth factor “productivity through people – treating rank and file employees as a source of quality” is in line with this chapter's core theme.


Now in the 00s, is practice catching up with theory? I doubt whether those who paid lip service to ascribing real importance to their employees in the past will have changed their spots, even if they have imported the term “human capital”. There has been, and there continues to be, abuse at all levels within organisations.


In professional service firms and investment banks, is it necessary to require employees to work “overnighters” on a regular basis? Is it appropriate for employees' vacations to be cancelled at the last minute? What is this about, rites of passage? No one can suggest that people can work effectively without sleep! No one can suggest that there is such a degree of urgency that it is an absolute imperative to complete tasks requiring working overnight on a regular and consistent basis Bad planning and scheduling, certainly! Appalling management and leadership, absolutely! Is there censure on the perpetrators? No, the reverse, they are considered heroes, and go on to make their mega-bonuses.


The whys


Why do certain employers continue to treat their employees on the shop floor as hired labour, not to be communicated with, not to be trained and developed?


So let's examine what all this is about. Let's examine the finding and recruitment of people, their retention, motivation and incentivisation; let's look at how talent is managed on entry and on exit; at how people are communicated with at various levels in the hierarchy; at what levers are pulled to build loyalty; at how diversity is dealt with. And along the way let's ask a whole series of questions such as:


•  Why can't people be honest with each other?


•  Why can't people be on time?


•  Why can't people respond to calls, letters, faxes, e-mails?


•  Why can't there be a basic respect for each other irrespective of seniority?


•  Why can't people say “thank you” and “please“?


•  Why can't people offer help and support to others in need?


•  Why can't people be judged on performance?


•  Why does it matter that someone is under 30 or over 50 if they have the skills and experience required?


•  Why can't people talk the walk and walk the talk?


•  Why is it so difficult to deliver as promised?


•  Why can't expectations be managed better?


•  Why is there a tendency to build false expectations?


•  Why can't bad systems be ignored, bad processes be changed, bad procedures be dumped?


•  Why don't people learn to listen?


•  Why do people have to say “If I do this for you, I'll have to do it for everyone”?


•  Why can't people say “sorry”?


•  Why can't people say “no”?


•  Why is it so hard to say ”You were right”?


•  Why do bosses forget what it was like to be at the bottom of the pile?


•  Why don't otherwise intelligent people understand how de-motivating some of their actions can be?


•  Why can't people remember that what is important to them may not be important to others, and vice versa?


•  Why can't Boards do away with rewarding for failure?


•  Why are there ‘caps’ on some bonus payments/commissions, and not others?


•  Why is it so difficult for some to recognize incompetence and act on it?


•  Why can't there be basic respect for each other?


•  Why is kindness seen as a weakness?


•  Why is WHY not asked much more frequently?


•  Why is selling considered to be a low level activity?


•  Why is there so little passion in business?


In concluding this chapter let's focus on the few steps that could make a real difference immediately.




Do it, do it now:   Ask the questions.


Do it, do it now:   Keep asking the questions.


Do it, do it now:   The only assets that have legs and can walk are people. Treat them fairly with dignity and respect, and the payback is immediate.


Do it, do it now:   Treat ALL employees with respect, not just the executive team.


Do it, do it now:   Talk with as many of your employees as possible, get them to talk to you, invite them to talk with you randomly and frequently.


Do it, do it now!
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Passionate about passion











I shall now explore the last why in the previous chapter: why is there so little passion in business? People have said that I can get very passionate about things. One close friend only gets excited about something once I pronounce that “it's fantastic”, then she knows that I think highly of “it”, whatever the “it” may be. Life's too short, so let's enjoy it and put the maximum into it, and get the maximum out of it at the same time. Carpe Diem: Seize the day! FAN-TAS-TIC!


Passion has become one of the most overused words in business! Passion is everywhere, almost in every issue of the Director magazine there is one article or another enthusiastically pronouncing on the importance of passion, business schools and management courses shriek passion, the FT and other business focussed publications repeatedly sound-off on passion. Key “business passion” into Google and immediately 24 million entries emerge, of which the first page is sufficient to make the point…


•  The passion behind business


When I go into meetings with my employees I try, to take this passion with me into the board room. You see, passion for business and the desire to foster …  www. motivatedentrepreneur.com/articles/The_ passion_of_ business.shtml


•  Speakers Platform: Passion Finding it in Your Life, Building it in …


What does your answer say about the level of passion and enthusiasm in your business? What does it say about your competitive position in the marketplace? … www.speaking.com/articles_html/Drs.KevinandJackieFreiberg_854.html


•  Passion In Business | Alison Smith – Passion In Business


Passion in business is about you jumping out of bed in the morning enthusiastic about the day ahead. It's about your team coming to work every day with … www.passioninbusiness.co.uk/


•  Small Business Coaching and Consulting for the Self Employed.


Small business coaching for self-employed people. Stop dreaming and start doing… today! We share techniques and strategies with self employed people to … www.passionforbusiness com/


•  Coming soon


Coming soon. tel: 0044 7986 173355. www.passioncorporation.com/


•  Turning Into Organizational Performance – the role of passion in …


Turning Into Organizational Performance – the role of passion in business management and leadership from Training & Development provided by Find Articles at … findarticles.com/p/articles/mi_m4467/is_5_55/ai_74830042/


•  Business with Passion TV | Grand Idea Studio


2 Feb 2009 … This television series features interviews with people who have successfully transformed their long-term passion into a successful business. … www.grandideastudio.com/press/business-with-passion-tv/


•  Passion for Business with Whole Being – Passion in Business


NLP Business Practitioner Training Brighton, Passion for Business, NLP with Whole Being, Business NLP. passionforbusiness.co.uk/


•  BBC NEWS | Business | Recession sparks new business ideas


18 May 2009 … But so is her passion for the business: the walls are covered with fairies and princesses which she painted herself, there are shelves of … news.bbc.co.uk/2/hi/ business/8055739.stm


•  Do You Have Passion For Your Business? Passion Helped This Little …


10 Feb 2009 … Do You Have Passion For Your Business? Passion Helped This Little Boy Walk and More. ezinearticles. com/?Do-You-Have-Passion-For-Your-Business?-Passion-Helped-This-Little-Boy-Walk-and-More&id


…passion may be an overused and abused term. But PASSION sells!


Despite all the noise I believe that passion is a vital ingredient for life, which by definition includes work. Without passion it is very difficult to maintain enthusiasm. Without passion, how can one maintain an enquiring mind? Without passion, how can people keep on going even when the going gets tough, and sometimes very tough? It's passion that differentiates the exceptional, that provides the adrenaline, that makes one go the extra mile.


Passion in career choice


When I was considering career options as I was approaching completion of my masters programme I was in the fortunate position of having to choose between two alternatives both of which were very much part of my future plans, merchant (aka investment) banking or management consulting. A number of professors and acquaintances who had knowledge about the organisations strongly advised me to reject consulting: “It will ruin your life”; “You've only just got married, don't you want to stay married?”; “They may pay well, but they'll expect their pound of flesh”, and so on. So what to do? I turned to my wife (we had been married only a few months) who simply asked “What would you do if you were single?” In other words, where does your passion lie? “Consulting,” was my reply, “no question.” Hence very early on I put into practice the notion of pursuing a career option for which I had passion, rather than doing what may have seemed at the time to be the “preferred” option by some.


Similarly, some 25 years later, when my wife and I were discussing careers with our children as they were approaching that time of choice in their respective university careers, we concluded by saying, “Do what you passionately believe in, try to find a career that fulfils the destiny in your dreams. For the first few years do what you really, really want to do, not what you think you should do. If the dreams come to naught after a couple of years you can always revert to pursuing other objectives, but at least you've given yourself the chance. At least you won't look back in five, ten or fifteen years time with the feeling, ‘if only!’. You will not feel that you had a great idea that you should have pursued. Grab life and everything it has to offer with both hands and go for it.”


In a similar vein the NY Times journalist, Thomas Friedman, in his keynote address to a graduation class of Yale University, said that those who pursue their dreams, who can build their professional lives based on doing what truly interests them, will be much more likely to achieve success, both in their careers and financially. Passion is important.


Passion is also the key to sustained performance, to maintaining the drive, the enthusiasm that successful people possess. Passion helps to inject fun, understanding, and often times tolerance… not that all successful people show these qualities. Passion does not die with age; not in the work place, nor out of it. Gerald Ronson, the owner of Britain's second largest private company, Heron International, now in his 70s, still has all the drive and passion for his business that he had at the age of 14 when he commenced work! And so does Sir Richard Branson. When interviewed in the FT and asked about how he differentiates between work and play, he responded by saying, “There is no difference.” His passion for his business is still as great as ever.


I recall a conversation of many years ago when a crowd of us were having dinner in a restaurant in Battersea. The crowd consisted of five couples, of whom one was relatively recently married, and was about ten years younger than the other four couples. I really do not recall how the conversation wandered onto the topic of passion but it did, and the recently married Mrs stated that “Of course once you've been married more than ten years, the passion in a marriage is gone”, at which point probably the least extrovert, the least aggressive member of the party exploded with “What a load of total rubbish, you haven't got a clue what you're talking about. Passion need not fade away, it can continue to grow and grow…” And how right she was!


The whys


•  Why are people so judgemental so early?


•  Why does the glass so frequently seem half empty rather than half full?


•  Why is it so difficult to look in the mirror and be honest with at least oneself?


•  Why is there such trepidation about allowing natural talent to blossom?


•  Why is there such a perceived sense of security from doing the expected rather than the desired?


•  Why is Carpe Diem not taught at school?


Indeed, to digress for a moment: Rabbi Colin Eimer, the Rabbi who officiated at my marriage ceremony, as is custom gave a brief address to us, the newly married couple. His words have lived with us ever since; I have even borrowed his words as part of a speech I made to another couple on their wedding day. Very simply he said that one of the problems of the marriage ceremony is that for many couples it represents the pinnacle of their relationship. He went on to say that he wished for us that the ceremony should merely present the first little plateau, and that we should continue to climb the mountain ahead of us, never ever reaching the peak. Because once the peak has been reached there is only one way to go! A very eloquent way of saying – keep the passion burning!


Passion will turbo-charge your career; will overcome periods of difficulty, stresses and strains; will provide the sustenance to keep on going when the outlook is bleak. But passion alone is not enough. There have to be competence, ability, talent.


Take the case of Crena Watson, an only child, from a single parent family. She grew up with no family support structure, limited funds, and suffered from acute dyslexia which greatly inhibited her academic progress; but she was a natural artist, to the extent that at school teachers were happy to allow her extra time in the art room instead of her doing the maths or science class. She even made a bit of money as some of her teachers actually bought her work. She is today part of that elite group of established photographers commissioned by leading magazines, fashion houses, and advertising agencies. She created her own studio, which has become one of the most frequently used studios for shoots of all sorts. She created her own success, by her own passion for what she does, by her own abilities, her own talent, focus and determination. Passion with ability and determination is a mighty powerful combination!
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