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How to maximise staff potential
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| T a marketing team is not working

to its full potential, then the
arganisation as a whole could be
wriously underperforming.

As Sue Stoneman, managing
lirector at employvee engagement
onsultancy NED Group, explains:
“Marketers have a pivotal role in
nfluencing the strategy of the
siness they are in.

“Their position 1s dynamic and
hey need to be able to change and
Tex very quickly. Their proactivity
ind ability to think strategically is

rucial. This is also an arca where
ipportunities need to be spotted
juickly and acted on, otherwise
inmeone else will step in.”

Missing these husiness
ipportunities could have a major
mpact on a company’s bottom line.
Mo quantify the difference that
iptimising performance can make,
vartin Goodwill, managing
lirector of Profiles GB, cites
esearch by Hunter and Schmidt in
he ate 19905,

“They proved that 16% of people in
nanagement amd executive posts are
eparded as superior performers,

6% 018 poor and 68% as average,” he
wplaing, “The difference between
wverage and superior is o 48%
mprovement in productivity, The
lifference betwoen poor and average
= dlso 48%. Turning poor
wrformers average and average
ierformers superior could see a
wrformince improvement of
wetween 48% and 96%."

While most organisations would
A1l to achleve this kind of
mprovement alone, better
wrforming teams are also more
notivated and have higher levels of
norale - and happy employees stay

mger, cutting recrultment costs.
Vhat's more, if a company has
nown commitment to its staff
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through the introduction of
training and development schemes,
the lovalty generated will further
increasa retontion. This is crucial
at a time when skills are at a
premimm, says Kevin Bourne,
managing director at SHL.

“There i3 a war for talent in
marketing,” he adds. "So it's
essential managers keep their best
stalf. Employees are more likely to
stay with a company if they are
performing well. The challenge |s to
understand the performance
measures available, implement them
for all staff and communicate the
measures and results effectively”

Various techniques on offer can
help improve stafl performance,
from traditional training and
mativittion programmes to
psychometric assessment,
emotional intelligence technigues
and personal coaching, The key to
choosing the right method is
identifying the problem. I thers {s
no obvious motivational issue, but a
company simply wants to assess the
performance level of its marketing
tesum, psychometric assessment can

The challenge is to
understand the
performance
measures available,
implement them for all
staff and communicate
the measures and
results effectively
Kevin Bourne, SHL

help managers break roles down
into a specific set of relevant skills,

“Once the competencies are
identified, employess can be
measured against these,” says
Bourne, “Our psychometric process
allows the ability to perform a task,
the motivation to achieve and the
potential to achieve in the future to
be measured and assessnd,

“Onee the manager has a clear
plcture of individuals’ capabilities
and motivations, they can set clear
ohjectives, create a balanced score-
card and give regular feedback on
their performanes to show what

rewards their achlevements have
earned and identify areas for
development. This way, a manager
is more likely to know what full
patential means in a given role, and
am individual is more likely to
perform to the best of their
abilities.”

If there's an obwious performance
problem that's having an immediate
impact on a business, then more
drastic steps may need to be taken.

Changemaker was brought in
when BT integrated its operations
across Ireland, when it had become
elear the Northern Ireland team
was underperforming. Following
research (o assess the needs of the
team, a programime was introduced
involving a mix of emotional
intelligence and personal coaching.

Changemaker managing
director Chris Howe explains: "The
programme consisted of three two-
day interventions over a 100-day
period, each followed by a personal
coaching session for every team
member, We asked the team
questions ltke why are you on this
planet? to assess motivation, and
also got them to rate their own
performance as a team,”

This revealed a sproad aof
motivation levels, which wore
openly presented to the team, to
create trist

“We then assessed how the team
spent its timo, finding that strategic
planning and personal development
were being sacrificed, as the team
was continually firefighting, which
was exhausting staff and wrecking
work/1ife balance, while harming
relationships within the team as
frustrations mounted and tempers
frayed,” Howe continues. “The
personal coaching sessions after
each intervention used emotional
intelligence technigues to drill
further into the problem, asking
individuals what personal »

23.08.07 Marketing Week : 27



P
e P 5
L= g R = L)

Training_; and developmeh’r

contribution they were making,

to understand how team members
related to one another and what
was demotivating them, and to give
them a greater sense of self-
AwAPeness."”

The employees emerged from the
programme clearer about the
importance of the work they do as a
team and as individuals, witha
greater focus on the job in hand,
and satisfied they had directly
contributed to improving the way
they work.

It eould be argued this kind of
programme could be run in-house,
“That approach can lack objectivity”
counters Howe, “And If staff don't
trust management it won't work."
Of course, sometimes the
problem can be as simple as a skills
gap in a department, which can be
solved with the necessary training.
Another area often overlooked is
health. “UK workers are
overworked, overstressed and
underappreciated,” says Jeff
Archer, managing director at The
Tonle, which offers a personal

health coaching serviee,

Archer Is convinced that getting
stafl mentally and physically
healthy helps to optimise
performance. “A simple regime of
eating well, sitting and standing
properiy and regular exercise can
improve performance and morale,”
he says. "It regaing the buze and
helps build a more creative
atmosphere. It also increases staff
retention and lovalty™

Whatever method is used to
increase staff performance, it's
important to carefully assess its
effectiveness, “Success can be
measured in o number of wayvs,”
says All Sharpe, learning specialist
at performance iImprovement
company Grass Roots. "It is
important to put the measurement
mechanics in at the outset and,
wherever possible, isolate metrics
from other infleences outside the
development programme.”

Aidan Bocel, chiel executive of
Commercial Advantage, suggests
taking a mare direct approach.
"¥You can look at revenue growth,
cost reduction and a positive
change in behaviour as that

By creating an open
culture at work, which
is supportive of a
good work/life
balance, you'll have
well-motivated, happy
staff who take a
focused approach and
who are loyal

Pete Hughes, Cognition

sustains the othar two,” he says.
“Each development initiative for
marksters should involve
delivering a live project, such as a
media campaign, so the results
ghould stand up for themselves.”
It's also important the lessons
learned are retained, so it's vital
that any development is ongoing.
“Research in behavioural
psychology holds that a behaviour
must be repeated 16 times before it
becomes a habit,” savs Philip
Ferrar, principal consultant at

Momenta. "This suggests that &
singhe training day or workshop is
unlikely to deliver sustainable
behavioural change. Clients often
tell us how encouraging post-
workshop feedback is not reflected
in what's found to be happening
three months hence”

To make sure this doesn’t
happen, it's vital to build continual
assessment and employee support
into company culture,

“The key is to create the right
working environment at the outset,
by creating a company that has a
clear focus and vision, knows ifs
market and strengths, has strong
boundaries, allows staff toexpress
themselves freely by not encouraging
a fear culture where failure of any
sort is not tolerated,” says Cognition
managing partner Pete Hughes

“By creating an open culture at
work, which is supportive of a good
work/life balance, you'll have well-
motivated, happy stall who take a
focused approach and who are loval.

“Develop a culture of trust, treat
peaple professionally and with
respect, and they will go that extra
mile when necessary.”
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