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Foreword

Ever since I took courses on topics such as advanced information systems and computer applications
in management in 1989 at the University of Leuven, I got intrigued by what is now often referred
to as knowledge management. As a consequence, upon graduation I decided to sign up for a second
master program at the same university, in order to deepen my knowledge of cognitive science. There I
learned that the biggest challenges have to do with “knowledge acquisition”, gathering knowledge from the
talented professionals who form part of an organization. I subsequently started my professional career as
a “knowledge engineer”, a consultant who specializes at making human knowledge explicit and building
models of excellence. After a few years, it occurred to me that, rather than acquiring the knowledge of top
talents, it would be better to improve the management of these talents and I therefore started focusing my

career on people and their talents.

Over the past 25 years the thread which connects the dots throughout the various activities I have enrolled
in has been to find better ways of using the knowledge and talent available in organizations, in order to

increase benefits for both the individuals and the organizations to which they contribute.

These activities led to the creation of jobEQ.com in 2001, whose focus is to help individuals to find the jobs
of their lives and to develop their talents, while also helping organizations to make better use of the talented
people they employ. At the time of writing, jobEQ trained practitioners are active in over 30 countries on
every continent. People from 180 countries have completed one or more of our questionnaires, making us
a truly global organization. To make jobEQ grow, I have continued to assist organizations, trainers, coaches

and consultants world-wide to face their challenges in the area of talent management.

The current book summarizes the best practices I have witnessed internationally over the last 25 years in all
areas of business where talent is being managed, whether it’s called recruiting, training, coaching, leadership
or outplacement. The aim is to offer you a practical book without going too deep in the underlying techniques
or theories. Much of what is written on the following pages may look simple and appear just common
sense or good business practice, but it may nonetheless prove to be more challenging to implement than
one might expect at first read. Unfortunately, the execution of some of it remains more often the exception
rather than the norm at this moment in time. Sometimes shortcuts are taken during the implementation
stages, in other cases follow up is lacking or great initiatives come to a stop when other managers take over
and want to put a different emphasis. A well executed talent management strategy demands a long term
vision and a sustained devotion to the cause. In an era where many organizations think that they need to
focus on the next quarter, this requires courage. I hope that this book may prove to be a resource to help

create a vision of a well integrated talent management system and find the courage to lead the way.

Patrick Merlevede
Founder of jobEQ

1 October 2014
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1 Introduction

“To find joy in work is to discover the fountain of youth.”
Pearl S. Buck!

1.1 Making the case for talent management

Talent Management may seem a buzzword, but there is actually
some relevance to it...

According to a study done by Vives and funded by Google, some 10 percent of total employment in the
European Union, or about 21.8 million jobs, were linked to high-tech in 2011. This constituted an increase
of 20 per cent compared to the year 2000. Some of these jobs can be found in ICT,? Pharmaceuticals,
Biotech and aircraft & space industries, but most employees with a background in Science, Technology,
Engineering and Mathematics can be included in these figures as well.> Each one of them represents
talent that needs to be managed. As they generate a considerable amount of economic value, such
types of employees are in high demand. Given this high demand, it is not surprising that the average
unemployment rate for these categories remain lower than 4%, even when an economic crisis strikes.
Other types of talent requiring special attention can be found amongst types of employees which seems

to be in short supply. Examples include nursing, doctors, technicians, salespeople, ...

In 1997 McKinsey & Co started a research which pointed out that the war on talent was the main area
where many organizations were fighting to obtain or maintain a competitive advantage*. In a knowledge
economy, organizations are competing to hire and retain top talent, both amongst the ranks of knowledge
workers and of executives. Increasing job mobility is making this even more challenging. No wonder
that, in the UK, 84% of organizations experience recruiting difficulties. 65% have been complaining for
years about the lack of necessary specialist skills. Other complaints include pay expectations which are

considered too high (46%), and candidates with insufficient experience (37%).°

Given this context, it may come as no surprise that high-tech companies such as Google, Apple, Intel,
Pixar, Intuit and Adobe Systems would conspire to refrain from soliciting one another’s employees.®
Talent Management is a more positive approach to the issue and, in 2014, more than half of employers
in the UK deploy talent management in their organizations, and three-quarters (76%) of very large
organizations (5,000+ employees) undertake talent management activities.” This domain starts being
taken seriously as soon as organizations realize that people are their most important asset, and that
these assets are leaving the organization every day. But even organizations working on this issue will

acknowledge that much remains to be done.®
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The purpose of Talent Management is to hire, retain and grow the talent and knowledge held by the
workforce. When taking a look at the processes and activities carried out by a talent management
professional, the question is what needs to be done at each stage of an employee’s lifecycle, from the day
the person is being attracted to work for the organization, till the day they leave. When looking at the
individual worker, a state of the art Talent Management System for the 21st century requires a philosophy

in line with the Positive Psychology movement and Emotional Intelligence.

One must note here that Talent Management is not “just” about talented individuals. It’s not enough to
aggressively hire and promote individuals just because they seem “talented”. Already in 2002, Malcom
Gladwell warned against this in his article “The Talent Myth”, using Enron as an example of how talented
people can fail.’ This book recommends to identify which key jobs are critical for the organization and
to primarily focus on those. For those jobs, study the best performing people. Rather than promoting
talented individuals, study what they do differently from colleagues occupying the same function, and
transfer these skills and attitudes to other team members. Also make sure that the right skills and attitude

are managed at a team level. Create highly talented teams, rather than individuals.

1.2 This book’s contents and intentions

This book isn’t a full course in Human Resources Management or a legal guide concerning employee
relationships. It's more about enhancing your current practice to take better care of the talent inside your
organization and to attract new talent. From an organizational perspective, it’s all about highlighting
excellence. Put a spotlight on the best collaborators inside your organization. Learn from them. Teach
managers to motivate them. Hire others who are similar to them. Facilitate the share and transfer of

their competencies. Coach them to improve further and help others to become like them.

Four factors are key to the success of any integrated HRM practice: “Hire for Attitude, Train for
Competence, Coach for Performance, Manage to Retain”. To be successful, this also implies aligning
performance appraisal with pay and benefit systems so that they help to attract, grow and retain top talent.
Other activities within talent management include succession planning and managing high potential.

All this needs to be linked to the organizational strategy.

This book will elaborate on each of these topics and show how a modern talent management system
can add to the value of an organization, provided one avoids the pitfalls of shortcuts often taken by HR
professionals. Apart from managing talented people carrying out specific jobs with high added value, a
different type of talent management focuses more on detecting “high potentials’, the 3 to 10% “best of
class” whom appear to be amongst the employees who will be promoted within the coming years, and
who ultimately will become the future leaders of the organization. We'll deal with this second approach

in a chapter on high potential programs.
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From a personal perspective, it’s all about happiness! It's about helping people to find the jobs of their
lives. And as Aristotle already taught his disciples centuries ago, pleasure in one’s job brings perfection in
the work. Research by Mihaly Csikszentmihalyi shows that when people get into a peak flow state, they
focus their energy on getting the work done, often with great results. Therefore, this book will start by
explaining some key concepts about work motivation and attitude which need to be taken into account
to achieve a performing talent management practice. And a chapter at the end of the book will focus
on the concept of job crafting, where employees themselves take the initiative to make their job more

meaningful end enjoyable.
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2 Strategy First

“Strategy is about making choices, trade-offs;
its about deliberately choosing to be different.”
Michael Porter

In Human Resources Management, the competency movement was launched in 1973 by David C.
McClelland (Professor at Harvard) with his paper “Testing for Competence rather than Intelligence” which
appeared in “American Psychologist” He recommended that organizations should determine which
characteristics are required to carry out a job well, by comparing successful people with less successful

ones, and to use behavior based approaches such as interviews and open ended simulations to get there.

During his research, McClelland distinguished several building blocks: Self-Concept (Attitude & Values);
Knowledge (information about the content area) and Skills (the ability to perform a physical or mental
task). He further argued that, while the latter 2 building blocks may be relatively easy to acquire and
develop, self-concept was the most difficult to assess and develop, and was therefore the most cost

effective for selection.

As the notion of competence management grew more popular, many academics and vendors began to
develop competency frameworks. Around the year 2000, Annalisa Rolandi, at that time consultant in
an Italian company specialized in leadership development, identified that several companies specializing
in assessment & development had come up with 43 competence models for “leadership”. The number
of competencies in these models varied from 23 to more than 70. However, other research shows that
5 “competencies” seem to convince assessors: Planning & Organization Skills, the Ability to Convince
Others, Leadership Skills, Flexibility and an Initiative-Oriented Attitude. In other words, many of these

competency models appear seriously over-engineered.

Apart from that, a common mistake is that organizations wanting to get “serious” about competence
management or talent management think that it should be applied to every function inside their
organization. I remember a case where the director in charge of a sales organization saw how successful
a talent management program had been in another director’s division. In that other director’s division
many people were doing similar jobs, and the talent management program had only been rolled out for
some key roles. Rather that following this example, the sales director wanted to apply “talent management”
to all the roles. Obviously, when confronted with the cost and complexity that such an initiative would
imply, he concluded that the idea was not realistic. Unfortunately, rather than ditching the whole idea,

a better conclusion would have been to focus on the key positions in his own division.
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2.1 Strategy helps to determine Priorities

The purpose of Strategic Human Resource Management is to link the actions of the HR department to the
strategic objectives of the organization. The main outcomes of any HR strategy is that the organizational
culture is sufficiently clear, that all HR initiatives are aligned, that the structure of the organization fits
with the organization’s goals and that the budgets are allocated to realize the goals. However, instead of

expanding on this topic at large, let us just see how it impacts on talent management.

Rather than insisting that competence management or talent management be rolled out throughout
an organization, it should be linked to a clear strategy. To this effect, begin by identifying which key

functions add the most value and are critical to the success of the organization.

To do that, let us revisit the notion of Core Competence. When applied to an organization, a core
competence results from a specific set of skills or production techniques which deliver additional value.
They are the result of the “collective learning across the corporation”'® There are 4 important criteria:
the competence adds value; few people and few competitors can do this; it’s difficult to replicate and
because of all this, others envy it. It’s important to focus on these core competencies, because they may

be difficult to retain in the long run or may lose their importance as the market changes.

Once you have figured out the key competencies, you need to ensure a stable flow of these competencies.

Dave Ulrich summarizes it with 5 keywords'":

 Buy: bringing in new talent from the outside.

o Build: developing new talent by training and investing in learning.

o Borrow: bringing in outside consultants and professionals to help to develop the new
competencies.

« Bounce: getting rid of employees who get in the way of developing the core competencies,
are not performing at an acceptable level, or can’'t learn new skills.

« Bind: paying attention to the retention of key talents, those who are the holders of the key

competencies, at all levels.

This book will offer strategies to enable this competence flow. But, as Ulrich states, just focusing on
competencies will not be enough. You will also need to ensure that employees are committed. “Having
more competent employees who are not committed to doing good work is like trying to win a team sport
with an all-star team. However talented the individual players, any firm’s success derives from teamwork,
commitment and adherence to a commonly held goal and standard.”*? Therefore we will also be focusing

on the organizational culture as well as building teams.

Key Questions to focus on Key Talent

Which competencies do you consider core for your organization? Which core competencies will you
need tomorrow?

Who are the key talents for these competencies?

Who are the talented persons of today? Who will be the talented people you need tomorrow?
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Talent Management: A Focus on Excellence How people achieve Results

3 How people achieve Results

“Attitude, not Aptitude, determines Altitude.”
Zig Ziglar

3.1 The link between wanting to, knowing to and being able to.

Let’s suppose that you decide to spend your next holiday at the sea-side in Belgium. Given the weather, we
recommend you do that in July or August. The Belgian coastline features the longest tramway system in the
world, which proves to be ideal for tourists. Now suppose that we are in the middle of the afternoon, and
that you decide to check out the nearest tram stop in order to buy a ticket to go to a tourist attraction the
next day. The person sitting at the counter will most probably be a student who is earning some extra money.
While you are standing at the counter, inquiring about possible tickets combining the tram ride with an
entry to a tourist attraction, a group of other people arrive, wanting to take the next tram, due in a couple
of minutes. Rather than answering your question, the student will ask you if you can bear to wait a couple

of minutes, so that people who need tickets before the tram arrives get served first. How will you react?

Or with the words of Viktor Frankl: “Between stimulus and response, there is a space. In that space lies

our freedom and power to choose our response. In our response lies our growth and freedom.”
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The story above illustrates all elements of the diagram below. The “Context” is the ticket counter at the
tramway stand. The “Event” is you approaching the ticket counter. The “Filter” depends on the attitude
of the student. He is supposed to notice you right away, even if he hadn’t seen anybody at the counter
for the last 15 minutes. Given the potential long waits between customers, the student might be reading
a book, or listening to some music on their iPod...in other words, he may not exactly be displaying the
customer-friendly attitude the tram company is expecting from him. They would prefer that he is patient
and motivated to help the customer. That’s the right “Attitude”!

Figure 1. jobEQ’s performance Model

Of course, attitude is not sufficient by itself. Once the student notices you, he will need to “Evaluate”
whether the question you ask requires his immediate attention (given that other people are approaching
the counter and the next tram is due in a couple of minutes). Given these “Criteria”, the right “Action”
will be to serve them first. Evaluating also presupposes that one has the right “Knowledge”. Now the word
“Value” is at the root of the concept of evaluation. One evaluates depending on some particular values,
e.g. serving the customer as fast as possible while keeping the queue to a minimum. “Capabilities” refer

to the skills needed to perform the right actions in order to achieve the desired “Results”.

“Emotions” will emerge and influence the whole process. The student might not feel at ease when having
to ask that more urgent matters be dealt with first. A customer who is asked to wait may not like it.
Whenever the brain is studied regarding emotions, an intricate web of neural connections linking

thoughts and feelings is found (because emotion and cognition are connected).

Download free eBooks at bookboon.com


http://bookboon.com/

Talent Management: A Focus on Excellence How people achieve Results

In summary, these are the building blocks involved in the process, from event to results:

o Context — The environment & culture in which it all takes place.

« Event - The condition or stimulus which initiates the behavior process.

o Filter - The attitudinal/motivational patterns that
(a) filter and (b) enable us to interpret experience.

« Evaluation - The stage at which we make a (conscious or unconscious) judgment or
decision about the event.

o Action - The behavior (or lack hereof) that we take as a result of the event-filter-judgment
chain.

« Emotion - The feeling experience that both has an impact on and is impacted by each stage
of the flow.

o Results — The outcome or impact of our behavior.

Whenever one wants great results, it's important to manage all steps of the process. Make sure that you
hire the people who have the right attitude and values. A student is more likely to be motivated for this
job if they value helping others and friendliness. Train them to have the necessary knowledge and skills.
Teach them emotional intelligence in order to manage their emotions and those of their customers. Coach
them both on their attitude and the actions they take. If you want different actions, look for the source
of action, and help people change their limiting beliefs. Make sure that managers create a context where
there is room for performance, and that they manage their teams in line with the motivation and attitude

required to perform well. All these topics will be covered in more detail in the chapters that will follow.

In Competence Management or talent management, the above process is often simplified to a triangle:

Knowledge

Competence

Attitude Skills

Figure 2. Competence Triangle

It is then said that “Competence” = Attitude x Knowledge x Skills

Attitude is about wanting to. Knowledge translates into knowing to and skills are about being able to.
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Some people are assumed to be “predisposed” or are considered “talented”. It is said of them that they
have the right “Aptitude” (as opposed to having learned skills or knowledge). Some tests, such as the
SAT, which tests the right Aptitude for Academic Success, will seek to combine testing for both aptitude
and skills, all the while knowing that one needs to study in order to obtain great SAT scores. Others test
for mathematical reasoning. While seeking to determine innate mathematical ability, these also depend

on learned knowledge and skills.

Note that it isn’t always easy to determine to what extent a given result comes from skills or from attitude.
In the example we gave at the beginning of this chapter, the student may like to work with people and
their emotions. In this context he might manage to get a grumpy customer to smile, even if the person
isn’t happy with the Belgian weather (because it rains regularly). But it may also be possible that our
student acquired his skills in a course section teaching “customer friendliness”, and learnt that saying
‘Hello’ and ‘“Thank you, as well as smiling, are desired behaviors. And perhaps, if these learned skills

become “routine’, the difference between spontaneous and learned behavior will be hard to detect.
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3.2 Attitude, Filters and meta-programs

In the first part of this chapter, we showed that, given that our attitude filters our reality and thus
determines what we pay attention to, everything begins with having the right attitude. Or as William
James sees it: “What we attend to becomes our reality, and what we don't attend to fades out of our
reality” So, why does our brain need filters? Simply because too much information is thrown at it. We
can consciously treat at most only 7+2 chunks of information simultaneously. Both the span of absolute
judgment and that of short-term memory impose severe limitations on the amount of information that
we are able to receive, process, and remember at any one time."”” When we have to face an overload of

information, we only pay attention to some of it, while the rest is ignored or “filtered out”.

Here is an example that may have happened to you. You drive home from work, thinking about something
which happened during the day. When you arrive home, you realize that you drove on “automatic
pilot”, and that you can't really remember what happened on the familiar roads that got you home.
The information reached your brain and was processed unconsciously. However, filters prevented it
from reaching your consciousness, in this instance probably because it wasn’t necessary or essential for

functioning correctly. This is an indication that you are unconsciously competent.

Filters, or ways of thinking, are determined by attitudinal or motivational patterns, also known as “meta-

programs’. Some examples of meta-program categories are:

« Does a person prefer to look for problems (and solve them) or is their focus on goals?

o Do they listen to feedback others give them or do they prefer to decide for themselves?

o Aretheywilling to follow procedures or are they more looking for alternative ways of doing things?

« Are they focusing on people and their emotions, or are they more concerned with “things”,
such as having the right information?

« Are they focused on the past, the present or the future?

For a longer list of meta-programs with some explanation, see www.jobEQ.com/categories

Resource: The inventory for Work Attitude and Motivation (iWAM)

JobEQ has developed an instrument to help determine a person’s preferences in terms of attitude and motivation. A
personal versionis available for free on the jobEQ website. You will get a report showing some strengths and development
areas in terms of attitude and motivation. Try it Out!

http://www.jobEQ.com/SelfTest

33 Knowledge, Values & Beliefs

When one has noticed that an event is taking place, we reach the evaluation step. The question to ask
is whether an individual has the appropriate knowledge and subscribes to the right values in order to

come to a decision about what needs to be done.
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Example:
Consider the case where a building inspector needs to evaluate whether a rental unit can be rented out.
The inspection is caused by a tenant who contacted the housing inspection in the hope of getting housing

benefits if he became evicted because the building was declared “unfit to live in”.

The inspector’s task: To determine whether the building lives up to expectations.

This by itself is an evaluation. The knowledge required to carry out a housing inspection boils down
to knowing the rules a rental unit has to comply with. Some errors might occur if the inspector didn't
know all the rules and how to interpret them. Different values also may lead to a different evaluation: If
the inspector feels empathy for the tenant’s situation, he might be tempted to do a “hatchet job”, inflating
the “problems” he detects. On the other hand, if he suspects that the tenant is after housing benefits
and caused the problems himself, this might bias his reaction in the other direction and minimize the
problems. Such things happen... If there only was one possible interpretation, many lawyers would be

out of a job...

Beliefs may also influence the evaluation process. An example of this is the myth that one can’t learn a
second language because one is too old." When you are confronted with it, you can wonder whether the
person actually “believes” this, or whether they just use it as an excuse. A friend of mine who is active
in the area of public relations pointed out that, in reality, many expats who move to the Netherlands to
take up the lead of branches of their company will learn to speak and understand Dutch, whatever their
age. Similarly, whenever Belgium decides to nominate an ambassador to a given country, the prospective
diplomat may not know the country’s language yet, but will be given 3-4 months to learn the language

sufficiently well before their appointment gets confirmed.

Resource: Value Systems Questionnaire (VSQ)

The jobEQ website also provides an instrument to examine preferences in terms of values, value systems and additional
cultural patterns. This instrument is also available for free for personal use.
http://www.jobEQ.com/SelfTest

34 Skills

Even when people are motivated and decide to act, this is still no guarantee that they will produce the
results we expect. A person may become a loose cannon because of a lack of some crucial skills and
create damage, even with good intentions. When hiring or promoting an individual, one needs to identify
beforehand which skills will be covered by training and which ones the person will be expected to have
already (either because they will not be trained on them, or they are too difficult, lengthy or expensive
to train). Moreover, the fact that someone has obtained a degree is no guarantee that they will have the

skills required to achieve the practical results we need.
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For instance, when hiring an engineer, one may presuppose that the graduate acquired some skills
during their studies, and consider their degree as sufficient proof of that. Sometimes, however, it may
be worth checking whether this is actually the case. For instance, it's not because their degree indicates
that they took a course on statistics that they really are able to apply these principles in practice. Being
skilled requires more than just knowing a particular theory. Knowing how to use Excel as a tool for
carrying out a statistical data analysis will probably end up being more important than remembering
the theory behind a T-test. Similarly, it’s not because one has obtained a degree as cabinetmaker that

one can install a door properly.

An example of this occurred in France around 2010. As there was a significant shortage of teachers in
secondary schools, the government of the day decided that students learning to become teachers should
be sent in schools, even though they had received no practical training on teaching skills previously. Many
were actually asked to teach subjects with which they had no real affinity. Consequently, a great many
encountered a variety of problems, especially when confronted with unruly pupils. However, when they
complained about their situation, instead of receiving support, the school inspectorate blamed them for their
lack of competence, arguing that “If they couldn’t face the heat, they shouldn’t be doing this job.” As a result,
many left the profession, despite having felt a vocation for it before. Instead of improving, the shortage of
teachers nationwide worsened, and many young people began in their professional career with a significant
burnout and a negative reference experience. As the saying goes, “They had been sent to fail,” and this is

what actually happened.

American online

is currently enrolling in the
Interactive Online
programs:

enroll by September 30th, 2014 and
save up to 16% on the tuition!

pay in 10 installments / 2 years
Interactive Online education

visit to

vvyvVvyyVvyy

find out morel!

Note: LIGS University is not accredited by a
nationallgl recognized accrediting agency listed
by the US Secretary of Education.

ore info here.

Download free eBooks at bookboon.com

21 Click on the ad to read more



http://bookboon.com/
http://bookboon.com/count/advert/6735b153-ce55-4092-b462-a39500c35474

jobEQ has developed a methodology for modeling which skills really correspond to excellence on the
work floor (more about this in the next chapter). This approach is based on behavior-based interviews. We
also offer a test instrument to enable our customers to build self-assessment or 360° feedback instruments
on the basis of the skills that have already been modeled. To experience this instrument, we have made

a couple of questionnaires available for free in self-assessment mode.

Free Resources: COMET/EQ and COMET/Mentor

On the jobEQ website you can take 2 self-assessment questionnaires to evaluate your skills in the area of emotional
intelligence and mentoring & coaching. These instruments are based on the books “7 Steps to Emotional Intelligence” and
“Mastering Mentoring and Coaching with Emotional Intelligence” see: http://www.jobEQ.com/SelfTest

35 Implications for Talent Management

In summary one can say that people are at their best when their attitude (or meta-program preferences)
and values are aligned with their job requirements. But of course, they also need to have the required
skills. As some are harder to train than others, some organizations may need to design a sequence of tasks
to complete in order to get a new employee attain a desired level of expertise. For instance, consulting
firms might begin by hiring a young MBA graduate and send them out to carry out audits for a year
after their graduation before providing additional training that will turn the former student into a real
consultant. Once key consulting skills are mastered, a next step might be to teach the consultant how
to “create” additional business while working on a project. Later on, the senior consultant will be asked
to take the lead on particular projects, and thus become a project manager. And if/when they become

experts in a certain field, they may become a “practice leader”, etc.

The task of a Talent Manager is to identify which attitude, knowledge and skills are necessary for each
of the key functions of the organization, and to take this into account throughout the lifecycle of staff
throughout the organization. In other words, designing the appropriate processes for hiring for attitude,
training for skills, coaching for performance and managing in order to retain and grow key talent. This
will be discussed in detail in the next chapters of this book. At the same time, it may become clear that,
as an employee, given the amount of work this may involve and the complexity of the task, you cannot

expect your career to be fully managed by Human Resources professionals.

Inspiring Quotes to end the chapter with

“Success in the knowledge economy comes to those who know themselves - their strengths, their values, and how they
best perform.” — Peter F. Drucker'

“Too many companies believe people are interchangeable. Truly gifted people never are. They have unique talents. Such
people cannot be forced into roles they are not suited for, nor should they be. Effective leaders allow great people to
do the work they were born to do." - Warren G. Bennis'®
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Further Reading:

A more detailed coverage of the model explained in this chapter can be found in the following books:

o Harshman, L. (2009), Decoding Behavior to Improve Results, published by The Institute for
Work Attitude and Motivation (see http://iWAMinstitute.com/) — this book covers jobEQ’s

performance model and serves as a practical guide to understand the iWAM instrument.

o Merlevede, P, Bridoux, D. & Vandamme, R. (2001), 7 Steps to Emotional Intelligence, Crown
House Publishing - this book contains a chapter on meta-programs as well as several other
models related to emotional intelligence. It also contains a chapter on modeling excellence, a
topic which will be covered in the next chapter of this book.

o Rose-Charvet, S. (1997), Words That Change Minds: Mastering the Language of Influence (2nd
Ed.) - this book is based on the LAB Profile, a method which helps to detect motivational and
attitudinal patterns and explains how to use them for applications ranging from marketing and

sales to motivating people. The iWAM can be seen as the “electronic version” of the LAB Profile.

www.alcatel-lucent.com/careers
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4 Focus on Excellence

Nothing ought to be admitted true,
but that which has been proved by good and solid reason

Descartes

4.1 The danger of generic solutions and other shortcuts

Many misconceptions exist about the qualities required by someone to be successful. For instance, what

do Albert Einstein, Warren Buffet, Mahatma Gandhi, Charles Darwin, and Rosa Parks have in common?

Of course they are known as leaders who made an impact on their world. Actually, it turns out that they

were all introverts as well.”” Unfortunately, many HR professionals think that extroverts make better

leaders or better salesmen. Apart from the counter-examples mentioned above, there are several other

flaws in such reasoning.

1. Personality has proven to be a weak predictor of work performance. Here are a couple of reasons:

a)

b)

The notion of “Personality” presumes that someone reacts in the same way independent of
context. One of the findings of cognitive science is that everything is contextual. In other
words, a person will not react in the same way at home as they do at work or on holiday.

The constructs used by personality models, such as the label “Introvert”, invented by Jung
in the 1920s, can be decomposed in several building “independent” blocks, which means
that they do not always need to be grouped in the same way. E.g.: It is said that introverts
(1) prefer to be alone to “reload their batteries’, (2) that they think before acting and (3) that
they don’t need external praise. However, this doesn’t mean that they don’t function well
in a job context where they need to work with others. When one studies the test results of
respondents to the iWAM questionnaire, one finds only a weak correlation between these
3 patterns (thinking before acting, needing validation & wanting to work alone). In other
words, you will find people who prefer to work alone, but also want approval or feedback.

And it’s not because one “acts fast” that one needs applause...

2. Depending on the type of organization or teams, other attitude patterns might be required.

a)

In some teams, such as sales, where all team members are doing the same job, you can
identify which patterns are predictors of performance, and which should be required. But
depending on the type of customer you are selling to, the type of product you are selling, or
the type of context or situation, other patterns might work as well, if not better. E.g. in some
sales contexts, you want a salesperson who acts fast. This might be the case when you are
selling a telecom solution to a SOHO business, where the business owner might be willing
to take a decision on the spot. In other sales contexts, more patience and reflection before
acting will be preferable. This might be the case when selling telecom to a larger business,

with a correspondingly slower decision process.
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b) Another factor is the organizational culture. In one telecom organization people might be
working in the same shop for 10 years and longer, and if you want to survive in that culture
it may be important to like to work with your colleagues. In another, younger organization,
people may switch from one shop to another, even in the same week, depending on expected
shop attendance. They have a more individualistic culture, where one’s won results are more
important than being popular with one’s colleagues.

¢) In other teams, where team members are carrying out a range of diverse tasks, it might
be better to have complementary patterns. We'll discuss this in more detail in the chapter

about team building & leadership.

This means that relying on an instrument “because it was tested on 100.000 people doing that job” is
probably going to be a bad idea. This type of instrument will only be predicting “averages”, and thus
not really be suited to predict top performance. Trying to tweak the interpretation of the instrument
“manually”, by asking HR professionals or line managers what should be the key characteristics to look
for will fail as well, as they will tend to bias their judgment towards what they think or like in their
answer. Even if they could manage to remain objective, at best you might only reach an approximation

of what the real factors predicting excellence actually are.
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4.2 Modeling Excellence

So how can we really know which characteristics will be needed to perform in a job? Rather than
asking a Human Resources professional what they think, or even of asking the boss what he thinks his
subordinates need, we recommend you look for exemplars, people who are known to be successful in

the given job being studied.

Much of the expertise and knowledge of an organization is hidden “below the radar”. An expert’s know-
how is often unconscious, therefore it is not easy to make it explicit and to transfer it to others. To make
this unconscious knowledge explicit, it is necessary to document key “stories” (or cases) and to model
excellence. HR professionals in general, and Talent Management specialists in particular, can profit from
this explicit knowledge to enhance all typical HR processes. It can be used to attract the right candidates,
to make better hiring decisions, to promote the right people and to shorten the learning curves of new

knowledge workers.

To make a model, start by interviewing and/or testing several top performers in that specific job. Find
out what motivates them and what they value, learn which knowledge they see as crucial and explore
what skills they use to achieve results. The model will be built on the basis of the output you collect by
modeling these exemplars. The elements common to the exemplars will indicate what is crucial to obtain
good job performance. A good statistical model will be able to predict job performance so, if you take
the test results of people doing this job, the ranking coming out of the assessment system should be as
close to the real performance as possible. The model can then be validated further during a workshop
with the key stakeholders (talent management, managers in charge for the job being modeled, etc.) who

will adapt and approve the final model.

Steps in making a model

Determine who the exemplars are. Decide what the key performance indicators for the job are and rank

all employees doing this job on the basis of those criteria. You need at least 3 top performers and 3 low
performers to be able to do a contrastive analysis. If you have a larger population, look for the top 10 and the
bottom 10. Also include a group of average performers.

Interview and test the exemplars to determine the attitude, the knowledge and the skills needed for the job.
Make your model on the basis of this input.

Validate the model statistically and by organizing a workshop with the stakeholders.

What if you don't have enough exemplars? In this case you are not really modeling, but “engineering”.
A well trained profiling consultant or modeler can derive which attitude, values, knowledge & skills are
needed from the interviews & test results of 2 or 3 exemplars in conjunction with a job analysis input.
However, this model cannot really be validated, as it will be based on some general assumptions. This
means there will be a greater uncertainty as to whether the model will really predict performance or not.

Such a model should be closely monitored and adjusted as soon as more information becomes available.
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4.3 Using the Model

Once a model is made, it's recommended to be consistent in its application. We'll be covering the subject

in more detail in the next chapters, but here is a summary.

The way you advertise a post needs to be congruent with the way people are motivated. For instance,
to carry out 12 visits a day in order to make a sale 2 or 3 times, requires somebody who sees that as
a challenge. But what may be a challenge to some will scare off others. A good announcement will be

explicit enough to motivate the right profiles and scare off people who can’t function well in such a role.

Whether you recruit people or want to promote someone from inside your organization, the model can
tell you which motivational patterns are crucial to achieve the desired result. It can also predict which
knowledge and skills need to be present at this moment in time, because they cannot or will not be

covered by future training or coaching.

On the basis of the recruitment and assessment, you will know what motivational patterns, knowledge
and skills present in exemplars are missing from the new person who needs to carry out that job. You

can even design a specific training based on the model of excellence. Coaches can be trained to help

new hires to adapt themselves in order to perform like the exemplars.
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Even if all previous steps are well executed, you still need to check that managers motivate their
collaborators in the correct manner to increase performance and to avoid retention problems. For
instance, if we know from exemplars that weekly feedback is important, managers should organize
themselves in order to provide sufficient feedback. Were that not feasible, you might lose talented

employees because they will start complaining about their manager.

Figure 3. A model and its applications
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5 Talent Acquisition:
Recruiting & Assessment

“Ability is what you're capable of doing.
Motivation determines what you do.
Attitude determines how well you do it”

Lou Holz!®

This is where you begin in order to get a great Talent Management system in place. Hiring the best recruits
and promoting the most suitable candidates will help an organization to spend less while achieving better
results. Experts estimate that the cost of a bad hiring decision can amount to anywhere from 20% to 200%
of an annual salary. In the case of a wrong hiring decision, the new recruit will be unproductive, and the
employer will have to pay to fire that person and to hire and train yet another worker. Therefore, much is
at stake. You may have come across cases where the most talented employees in a role were 3 times more
productive than some of their colleagues (selling 3 times as much, programming faster and delivering

better code, keeping IT projects within budget, rather than 50% over budget and with months of delay.)
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5.1 The Recruitment Process

The following diagram explains in a nutshell how the recruitment process is organized. It’s often triggered
by a line manager urgently asking when HR will be helping to hire the additional headcount required,
either because of new needs linked to new projects or business growth, or of staft turnover, in which
case people need to be replaced urgently. HR tries to comply by writing up the job requirements and
advertising the position in newspapers, websites or social media. If the organization is lucky, candidates
start visiting your organization’s website and send in their CVs. Then, someone from the HR team needs
to sort through all applications and decide which candidates will be invited for an interview. After the

interview, a final selection is made and an offer made to the best candidate(s).

Figure 4. The Recruitment Process

Several challenges need to be addressed in order to bring this process to a successful conclusion. Here

is an overview of the main issues, together with their solution:

1. Knowing what type of person is suited for the job. We recommend formulating a model of
excellence in order to map out the job requirements in terms of critical attitude patterns, values
and skills. See our discussion in the previous 2 chapters.

2. Getting the right candidates. This includes writing a Job advert which manages to attract the
right candidates. Detailed answers will be given below in the chapter.

3. Knowing which Résumé to select. Rather than just looking at a Résumé or Curriculum Vitae
(CV) the candidate sends, we recommend you develop a candidate or profile template which
can be matched to the job requirements defined by the modeling, in addition to the candidate’s

CV. Later in this chapter this topic will be addressed in more detail.
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4. Recognizing the best match. To do this objectively, use the template you developed in response
to issue #3 in combination with a scoring mechanism. Candidates who fall too far from the
requirements can be notified immediately that you won't take it further.

5. Minimizing Cycle time: Make sure you reply fast enough. Even if legislation gives you a month
before you answer" today’s candidates expect to receive feedback within a couple of days at
most. If you can’t answer them within this time period, candidates might expect that you are
not hiring them. A consequence might be that you lose top talent to the competition. Worse,
your organization’s reputation may suffer because people will presume that you don’t really
care about candidates. If applicants start complaining to their friends, your reputation may
deteriorate rapidly. We recommend integrating and automating the process as much as possible.

6. Motivating to join. Knowing the job requirements, as well as the motivational patterns of a
given candidate, enables you to explain the job in terms of this candidate’s motivational patterns
and to indicate to them to what extent they match the job requirements.

7. Being able to retain. Even if you managed to convince a matching candidate to join your
organization, there is no guarantee that this person will remain a part of your organization
for a reasonable amount of time. For instance, problems may arise when management doesn’t
live up to promises made. The topic of retention will be covered in detail in another chapter,
further in this book.

In the remainder of the chapter we will explore in greater depth the two main parts of the recruitment
process: attracting the right kind of candidates and selecting the best candidate from those who

present themselves.

5.2 Attracting the right candidates

What is the image of the organization, its brands and its products? An organization’s reputation is a key
factor in its ability to attract talent. This is far easier for a well known organization with a solid reputation,
where candidates have the impression that they can contribute and/or they will be able to learn. A good
image will enable you to attract top candidates, even for average wages. For instance, a young graduate
starting on a career in sales and marketing is more likely to apply for a job with an organization which
has a reputation for being a market leader or a brilliant challenger with innovative products, in the
hope that they can learn more and that this job will look good on their CV. Given that people can be
expected to find all sorts of information about your organization on the internet nowadays, it’s best to

share as much information as possible, in the hope that this will help convincing potential employees.
Exemplars can teach us a lot about creating an environment that will attract talent. They will help to

answer why people should work for our organization. The box below gives a couple of questions you

can ask exemplars, as well as candidates.
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Some motivational questions to ask

How did you find out that this job was available? What have you done to prepare for this interview?

Why did you choose to work for our organization? Why did you choose your current job?

What made you choose this post over other offers?

What do you like most about your current job? About our organization?

If you had to recommend your post to a prospective candidate, what would you mention as its key strengths
and advantages?

How do you know you have done a good job?

In the case you are hiring for a position that doesn’t exist yet, you can two things. First suppose that you
had to do the job yourself. How would you feel about it? Second, talk to some people whom you think

would be able of doing the job. Ask them the same questions mentioned above.

Rather than using a standard text, create a specific one based on what the exemplars tell you. Rewrite
the job announcement, first positioning your organization, stressing in particular what it stands for, and
how it differentiates itself from similar organizations in terms used by the exemplars. Then, describe the
position in terms of what a work week looks like, and include the challenges that exemplars encounter
and tackle successfully. A good announcement will attract people with the right attitude and should

scare off people whose attitude doesn’t match the position.
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Of course, the formulation of a meaningful job announcements isn’t enough. Whether the candidate is
hired or not, their experience with your recruitment process should leave a positive impression of your
brand. If you carry it out well, even a candidate who is not hired can become an advocate for your brand,
perhaps even recommending others to apply for a job. This implies that candidate should get feedback
that is of use to them and this should happen within a short response time (aim for 2 business days or

less). Other keywords are respect, transparency and easiness to apply.

Also, even if you have done everything to post your announcement everywhere, you still may be missing
out on many potential candidates. Fewer than 50% of candidates come through “traditional channels”,
even if you include internet sites such as Monster. In fact, many talented people are not looking at job

postings. That's why some in the HR industry refer to this approach as “post & pray”.

This means that you need to consider complementary “channels”. Some organizations will choose to
outsource part of the task to external specialists, such as temp agencies, recruiting firms or headhunters.
And yet a lot can be achieved with in-house resources. Nowadays a good recruiter will also be active on
the social media in order to attract talent. But HR should also get help from the rest of the organization.
While this happens, the manager to whom the new recruit will report should be networking, looking
out for potential collaborators, both outside and inside the organization. Similarly, current employees
should be helping to find future colleagues. It's important that everyone knows how to pitch the job, so
ensure all have the job announcement at hand. In addition, use what you learned from your employees.

How did they get hired? How does that inspire you to be innovative about marketing the job?

In the case you choose to use an outside partner, such as a search firm or temp agency, be aware that

you can't expect them to really screen candidates for fit with your organization.

A couple of years ago, one of our customers had to recruit 100 salespersons. They decided to delegate part
of the project to a large international temp agency, who was then asked to present candidates they saw as
having the potential to be successful at this job. As a next step in the process, the organization put in place the

iWAM in order to compare candidates against the model of excellence which had been created for this role.

Today, the same temp agency is still recruiting people for that role. Over a period of 5 years, 1035 candidates
were tested for fit with the model, 132 of whom didn’t even bother to complete the questionnaire, clearly
lacking the motivation to be recruited. Of the remaining 903 candidates, only 193 were “top candidates”,
or close enough to the required motivation and attitude patterns to fit the organizational culture, as well
as the demands of the role. Some 309 of the presented candidates clearly didn’t match the model. Luckily,

having the instrument in place reduced the time wasted interviewing the wrong candidates.
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A checklist for evaluating you talent attraction strategy

Are you using the best communication channels for this position?

Does the content and form of your communication fit the attitude of the right candidates?

Does your strategy generate an appropriate number of suitable candidates in terms of quantity (neither too
few nor too many) and quality?

What is the overall effect of your attraction strategy in terms of promoting the organization as a good employer?

53 Some notes about résumés

While we recommend to recruit on the basis of attitude, knowledge and skills, in practice our customers
are using two strategies, depending on how many candidates send résumés. If you are receiving an
“overload” of applications, carrying out an initial selection on the basis of CV may be appropriate. For
instance, it may appear that a previous job experience or even the degree obtained isn’t relevant for
what you are looking for. Some recruiters will throw away CVs with typos or spelling errors, incomplete
information, unappealing formatting, or which are just too long. Of course, some of the candidates that
get rejected this way might actually be quite talented; it’s just that they haven’'t mastered the skill of CV
writing. This is why, sorting based on attitude rather than CV is recommended, especially if you struggle
to have enough good applicants. Other candidates may pass this initial screening solely because they
received some training or coaching in the art of CV writing. Recruiting on attitude will be a better filter

in this case also.

The following anecdote illustrates that it is not only attitude which is hard to detect on CVs.

During a recruiting training a sales team manager expressed doubts about an applicant who was trained
as a hairdresser. He thought that she wouldn’t be able to fill a sales position and declared that he definitely
wouldn’t hire her. It turned out that the CV we had used during the training was based on a real example,

and that the “hairdresser” was actually one of the best salespersons of one of his colleagues!

Summary

If you ever need to write a CV, rather than just drawing a list of the jobs you did, reformat it to clarify what skills you have
and how your attitude helped you reach your goals and overcome the challenges you had to face.

If you are recruiting on the basis of CVs, focus on proofs of relevant skills and attitude (or lack thereof).
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5.4 Hiring the Best Candidate

As discussed in chapter 4, having a model for the position will help you to be more objective and to
focus on the meaningful facts. The candidates on your shortlist will then need to get evaluated for fit by
using a mix of structured interviews in order to check their track record (is there evidence they have the
skills we need?) and their motivation for this new job (will they like doing the job and do they have the
energy to acquire new skills?) For the reasons discussed previously, we recommend adding an instrument
to assess to what extent their attitude and motivation fits the culture of your organization, as well as the
needs of the job. Otherwise, you may incur the risk that it will be the candidate with the best interview
skills who gets the job, rather than the candidate who is the best match for it.

But there is a further challenge. By only taking the short-term into account, you may probably want to
give the position to the individual who comes closest at this moment in time to the job requirements
in terms of attitude, knowledge, values and skills. However, some long-term factors may need to be
considered as well. Questions that come to mind are: “How long do we need to have someone in this

position?” “How long can we expect to keep the person into this job role?” “What happens after that?”

[ ]
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You may perceive the job as an entry position, with the further aim of promoting the person to another
role later on. Law firms are examples of this, and also “the big four”, the 4 largest international professional
services networks, who are offering a large array of audit, tax and consulting services. They offer several
entry positions to graduates, and have an “up or out” model. Their strategy is to recruit massively amongst
the best graduates and use the entry position as a filter in order to retain the best students for more senior
positions. In this type of approach, you might not be looking for the person with the best match for the
entry position, but for the person who will stand the best chance to grow to a senior position. In these
cases, the people to model as “the ideal graduates” may not even be individuals in entry positions, such
as a junior accountant or a trainee in a law firm, but perhaps instead some of the younger partners in
the organization who quickly grew through its ranks. At the same time, a recruit should be good enough
for the position they get hired for because, should they fail at this post, there won't be any further future

for them within the organization.

You may also expect that the role will disappear, or that it will be turned into something else within a couple
of years. Examples are sales departments where an innovative product is launched in a market, and which
need to be converted once the market matures. In sales, terms like “hunters” and “farmers” are employed.
Hunters are salespeople who need to create the demand: it’s their job to discover new opportunities for a
new technology, perhaps pointing prospective clients towards solutions for problems which they maybe
didn’t even know existed. Farmers are salespeople who maintain and deepen the relationship with an
existing customer. This second type of salesperson may evolve into a more consultative role in which they

help the customer to solve problems. Each type will require a different attitude and a different skill set.

In such a situation, it’s good to figure out how long a candidate expects to remain in their position. Some
people will have a “natural tendency” to switch jobs every couple of years, which might a good thing in
the example cited above. We'll return to this topic in the chapter on retention. For now, the key point is

to ensure that the candidate’s expectations match the organization’s.

Candidate Checklist

What are the gaps between the candidate and the job requirements, in terms of attitude, knowledge and
skills? How critical are these gaps? (split up in need to have / nice to have)

Can the gaps be filled with training and coaching?

Which “extra talent” does the candidate bring us?

(e.g. positive attitude patterns, knowledge and skills not needed for this job)

Does the candidate fit into our organizational culture?

Are there other “challenges” you see when hiring this candidate?

What's in it for them? How can we “sell” the job to this candidate? What will trigger the person to sign
up? (think about “benefits” linked to the job as well as the organization e.g. flexible work hours, training &
development programs, the job as a challenge, ...)

How does the job fit the candidate’s interests and career path?

(as seen by our organization / as seen by the candidate)
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If it turns out that the candidate is not matching your requirements, the best response is to tell them so,
including some “coaching advice” specifying what exactly they should be working on in the eventuality
that they might want this type of job in the future, or what other type of job you see fitting them. This
will leave a positive impression. In a campus recruiting program which came with a job fair where
candidates were “speed interviewed”, we trained the recruiters to use this approach. As a consequence,
their organization saw more candidates than expected. Even candidates that were turned down in this
honest way told their friends that they should be talking to us, because they might learn something

from the interview.

Bad ways to say “no” include the following: “We’ll be in touch” (without doing it); “You are a good
candidate, but we have invited some others as well” (if the candidate is not good, just be honest about
it instead); or “We are definitely considering your application, but maybe for another job” (only say this
if it’s really the case). Lying to the candidate may leave them with a bad impression. At best, they won’t

be mentioning it to their friends. At worst...

5.5 Assessment and 360° feedback

Assessment centers can be used for recruiting, but also to assess whether existing staff members have
the potential to fill new positions. We will discuss some specific examples in Chapter 10, when talking
about programs for high potentials. In general, assessment centers tend to combine interviews and
psychological tests with simulation exercises, such as in-basket exercises (where candidates are provided
with a series of items that they might find in an in-tray, and ask them what actions they should take
about them) and leaderless group simulations (where several candidates are put in a group setting with a
task to complete). The various parts of an assessment center are picked to assess a series of competencies
(generally about 4 for each activity). Trained raters review the candidate’s performance in each exercise

and provide scores.?

The use of Assessment Centers raises a lot of controversy. Some research list assessment centers amongst
the techniques which present the best chance to predict future performance. Other studies reveal that the
average return on investment of assessment centers is close to zero. Well, it may seem a contradiction,
but both points of view are actually correct! Using an assessment method can only work if there is a
clear understanding of how the results of the assessment are evaluated in the light of the current or
future position of the person being assessed.” If you design a “standard” assessment center that is not
based on the specific attitude and skills people require in your organization, you may end up wasting a
lot of time, money and credibility. Worse, you may lose top talent, because the assessment center may

wrongly estimate their future abilities to perform.
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The same is true for 360° feedback. It can give you a real insight in the day-to-day functioning of a
candidate, but it is limited to existing employees, because you ask colleagues, superiors and the persons
who directly report to the candidate to complete a questionnaire Also, it will only work in an organizational
culture where people both feel that feedback is appreciated and trust that their response will either be
anonymous or will be treated in such a way that their honest reply won’t backfire. To carry out a 360°
feedback correctly can also be quite expensive, because you will be asking many people to invest their
time in assessing one of their fellow workers, in addition to which you need to invest more time to carry
out a proper feedback yourself on the whole process. Moreover, in order to succeed, it also requires that

the questionnaire employed measures skills that are really relevant for the job at hand.

Consider using assessment center and 360° feedback techniques, but make sure that all real key competencies measured
and the line of questioning matches the reality of your organization.

5.6 Performance of Recruitment Methods

Several recruitment methods are known to have low predictive validity. The table below lists them from
Most Predictive to Least Predictive. To some extent, some of the higher levels will only be reached if the
recruitment method is based on what we called “Modeling Excellence” in chapter 4. In other words, on
average, the real number might be worse. The high number for assessment centers is achieved because

it combines several other methods. As explained in chapter 3, such a combination is needed because

measuring work attitude and skills requires different instruments and approaches.
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Recruitment Method Predictive Validity

Work Attitude & Motivation A45-.65

Behavior Based Interviews 40-.60

Assessment Centers (multiple methods) .18-.65

Work-sample Tests .34-54

Cognitive Capability Testing .34-53
Modern Personality Tests 39

Biographical data (Structured CV) .10-.38
References 23

Traditional Interviews (unstructured) .05-.25

Older Personality Instruments (< 1988) .00-.20

Table 1: Predictive Validity Findings of Different Assessment Methods*

The recommended combination consists of structured CVs and structured interviews to make it easier
to compare candidates. Part of the interview might be used for testing skills (using behavior-based
interviewing). In addition, test for work attitude and motivation (either using interview techniques or
test instruments). Adding assessment centers to the mix (allowing for “work sample tests”) will be more

costly and may be harder to organize, and may not add much additional predictive validity.

5.7 A word of warning

Several organizations build up complex recruitment websites, where candidates need to register, etc.
Fair enough, as explained previously in this chapter, this may be needed. If you are recruiting for entry
positions, you risk being overwhelmed by candidates. Some automation may therefore be the best way
to cope with that. However, if you are trying to recruit talent for more advanced positions or with more

specific skills, if good candidates are rare, a procedural system may be counter-productive.

An example: while doing research for this book, I found that a large bank was looking for a talent manager.
The job posting was quite elaborate, but I can imagine that a candidate with 5 years of experience in the
field might like to ask a few more questions before applying. It turned out that this was impossible, as the
only possibility that the website offered to apply for the job required going through a lengthy registration
procedure. In this case it may be more useful to offer outside candidates an easy way to get in touch with

the manager who is opening this position, so that they can have an informal chat with them about it.
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When recruiting for positions where market demand is higher than the available talent, consider treating
the prospective employee as a customer, and make them feel welcome. One of the campaigns I helped
setting up to recruit B2B salespeople was called “We call you™ Candidates would complete a simple
questionnaire with the promise that they would be contacted by the firm for a follow-up telephone
interview . Contrast this with the first experience Elon Musk had when applying for a job at Netscape
in 1995. As he didn’t even get a reply, he went on to start his own software company. His share from the
sale of this company in 1999 was worth 1.5 Million dollars. His second company became PayPal, where
he walked away in 2002 with 165 Million dollars. Meanwhile he founded Xspace and Tesla and invested

in SolarCity. So, it seems Netscape missed out on a great chance to recruit a great talent...

Recruiting process checklist

To what extent does your recruiting website & recruiting process convey the message that a candidate is
appreciated and that you are offering more than just “a job"?

How accessible is your organization to provide more information to prospective candidates?

Do you always send replies to candidates?

Is there really more than “a job"?

(Do you offer career opportunities? How can one grow and develop? How will they be supported after being
hired? (training, coaching, managing?) What about balance between work & the rest of one’s life?
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6 Talent Development:
Training & Coaching

“If you're not willing to learn, no one can help you.
If you're determined to learn, no one can stop you.”

(source unknown)

As the scope of this book doesn’t allow for going in depth on the subject of how to train or to coach, this
chapter focuses on offering you guidelines for the design and follow up of training & coaching programs
that will be aligned with a comprehensive talent management system. The last section of the chapter will

cover knowledge management and creation as another significant form of talent development.

When renting out (or selling) a house in the European Community there is a directive making it mandatory
to show a prospective tenant (or buyer) an Energy Performance Certificate (EPC). These certificates are
produced by accredited energy assessors using standard methods and assumptions about energy usage. As
the work of assessors is checked by doing quality control on a random sample, an assessor risks incurring
heavy fines if it turns out that they have issued incorrect certificates. A certificate is seen as acceptable

insofar as it doesn’t differ by more than 15% from the correct score.

During accreditation training, future assessors learn how to follow a procedure and how to make decisions
about energy efficiency on all relevant elements in the building. Key skills, such as the ability to calculate a
building’s volume and roof surface, are presumed to have been acquired previously. However, some candidates
fail their accreditation exams because they make too many calculation errors. Problems with incorrect
certificates can occur owing to (a) Assessors not following the procedure (wrong attitude), (b) Assessors

making wrong evaluations (owing to missing knowledge) or (c) Assessors making calculation mistakes
(lack of skills).

This example shows how standalone training fails as an efficient method to guarantee good quality. To
increase the likelihood of training success (with students passing the certification exam), you may want
to organize an up-front assessment. To improve the quality of certificates, some coaching might be useful
(rather than simply punishing individuals if they happen to make errors). This means that an integrative
approach combining needs analysis, assessment, training and coaching is recommended. You may also
find useful to nudge people towards participating in trade associations or “communities of practice” in
order to keep their skills up to date and to learn from their peers. Of course all these topics apply to

talent management.
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6.1 Needs Analysis

When an organization asks a consultant to design or deliver a training program, the best reaction is to
spend some time to study what problem it aims to solve. A training that doesn't fit any specific need,
or doesn't fit the organization culture, may end up causing a negative return on investment! Let me

illustrate this with an example:

Around 1998, when Emotional Intelligence was a buzzword, I was asked to deliver some training programs
on the subject, as I was one of the first trainers in Belgium who had specialized in this area. A particular
program was for a large IT organization which had just purchased a large consultancy operation. When
examining the feedback sheets after the pilot session, it turned out that half the participants still had no clue
as to why they should pay attention to emotions. The other half were thrilled by the program. It turned out
that these latter were the students who came from the consultancy operation. We also found out that the
students who worked for the large IT operation had been recruited to pay little attention to their emotions!
This, of course, perfectly explained why they hadn’t seen the purpose of the training program... Their talent
was that they were able to think clearly in challenging situations where others might fail because of emotion
overwhelm. And when I followed this up about a year later, I discovered that all the students who had
initially had worked for the consultancy firm had actually left the large IT company.

This example illustrates that half the students didn’t perceive a need for the program, and that the training
didn’t match either the organization’s culture or its needs at that time. Being “talented” at paying attention
to emotions didn’t make sense to them. Worse, the training may have accelerated the “outplacement” of
good consultants. Instead of following the buzz, the IT firm would definitely have saved some money

by choosing not to run this program.

Obviously, this taught me the importance of paying necessary attention to carrying out a needs analysis.
This may take a variety of forms, from asking a few critical questions when a prospective client asks for
basic emotional intelligence training, to making a model of excellence, or using our iWAM software for

carrying out an analysis of the company culture.

In 1999 I turned down the demand for EQ t