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Major hiring mistakes

Rihab Yakoub
Executive Assistant at Bel Company Syria

Oh. that nasty feeling when you first realize that a new
hire isn't what you hoped - not up to doing the job,
can't motivate people, or whatever. It's the dreaded

hiring mistake.

Every HR manager will benefit from taking a look at the

five ways identified in hiring

1. Relying strictly on traditional recruiting sources. If
you're still putting an ad in the paper and hoping for
the best, get with it.

There is a wide range of options beyond that, including
online job boards, university job fairs, recruiters and
employment agencies, and your own website.

More and more organizations report that many or most
of their hires come from Internet-based sources. The
reason: That's where many of the best people are
looking for new jobs.

Other organizations are having great luck using their
employees as recruiters - some report getting nearly
half their new hires that way.

The referral system doesn't bring in many duds -
employees know the people they refer, and they don't
want to be the one responsible for bringing a bad

apple into the company.
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2. Offering candidates uncompetitive compensation.
That doesn't mean just cash. Benefits such as health
insurance, transportation, housing, opportunities for
growth and advancement, a positive work
environment, and flexibility. "Always focus the

prospective hire on the total package,

3. Failing to market your company. Remember, while
you are evaluating candidates, they are evaluating you.
Treat them with respect. Showcase your organization's
strengths, opportunities, and positive culture. Tailor
your "sell" to what the applicant has revealed about

what he or she is looking for in a new job.

4. Waiting until someone leaves - or is long gone - to
fill critical positions. Turnover happens. "Build a talent
pipeline,. Then when a position opens, you can fill it

quickly with top talent.

5. Hiring solely on job fit, not organization fit. Most
managers tend to focus on "job fit," but research shows
that organization fit is often more important. You can
teach skills but not attitude, many experts say.

To attract exceptional employees, establish a well
thought out recruiting plan to identify, target, and

reach them.



Are people still the most important asset?

Manal Shishani
HR Manager, Arabia Insurance Company

Afe managers mean?

Many employees seem to think that they are.

In training sessions over the last twenty years, in both
the public and private sectors alike, | have received
some comments criticizing managers for being
uncaring, inconsiderate, bombastic or the like.

Comments on participant training evaluation forms
have included comments like "this training should be
compulsory for all managers”. Such comments show
that employees believe that managers need to develop
their interpersonal and leadership skills. They also
indicate concerns about the way employees feel they
are managed. When such concerns are discussed with
participants, a better picture emerges. Often some
clarification is required. Sometimes misunderstandings
have occurred.

Unfortunately, this does not negate the impact of
negative feelings in the first place. Perception is
different to reality, but it is perception that guides
feelings. If employees have a perception which is
negative, then morale and performance will suffer.

So what can managers do?

The first thing is to be very conscious of how
statements and actions may be perceived. Managerial
actions must match the rhetoric. Employees look for
the behavior that supports the words. Many people can
quote examples of managers talking about the
importance of customer service whilst simultaneously
slashing operating budgets. This mismatch between

the rhetoric and actions constantly undermines the
attempts made by organizations to bring about cultural
change.

Secondly, any consultant will tell you that the most
frequently mentioned problem in most organizations is
communication. Communication flow throughout the
organization is essential. Communication channels
need to be adjusted for the more fluid organizational
structures and the new technologies.

Thirdly, managers need to pay constant attention to the
people issues, particularly in environments of change.
Most people do not like change being forced on them.
Some are used to change. Some welcome it,
particularly if they play a role in determining and
implementing it. The emphasis nowadays on increased
participation in the workplace is partly a reflection of
the environment of constant change. We need
participation to reduce the stress change causes.

Many organizations are experiencing relatively high
employee turnover, but managers are saying they do
not have the time to investigate the reasons. These
warning signs may require investigation, particularly
remembering the old adage that symptoms may mask

the real problem.

One of my favorite stories as a trainer concerns the
maintenance manager who was constantly asked to
check the air conditioning in certain sections of a large
office building. Sometimes he was asked back regularly
because employees were constantly complaining about
being too hot or too cold. His equipment consistently
found the temperature to be correct. Later he realized
that the temperature complaints were symptoms of a
problem, the real problem being with the workgroup
itself.
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There were real problems with their morale and the

organization culture was not right. The problem
manifested itself indirectly.

One of the key issues now is increased workload across
all organizational levels. Increased workload has arisen
because of restructuring, downsizing, increased
responsibilities etc.

A real difficulty is determining whether a person has
too much work, or alternatively, is inefficient or
ineffective. People can innocently confuse "busyness”
with efficiency or effectiveness. It is important to review
activities and processes to assess their importance and
contribution. Morale and organization culture may also
be a factor.

One important factor is workload associated with the
planning and implementation of change. Often change
activities have to be run in parallel with existing
systems. For example, the old payroll system still needs
to be run whilst the planning, development, testing
and implementation of a new computer payroll system
over a six month period is carried out. The need to
develop a new payroll system is not a good enough
reason to stop paying people for six months! This
change will place a heavy responsibility and workload
on the payroll officer. Additional staff support may be
required or maybe it is possible to carry the additional
workload for six months. However, if the new system
took two years, would the additional load be
reasonable?

The additional work generated by change is often the
key factor in workload discussions. Workload increases
caused by change activities can be justified in the short
term, particularly if the change brings better processes
and increased efficiency.

14

Incremental change is particularly stress free i.e. make a
change, reap the benefits and increased productivity,
which then frees time for more change activity, which
when implemented, then frees more time for change,
etc. This approach keeps the workload at a very

manageable level.

If however, the changes come frequently and
constantly, with little respite from normal day to day
requirements, then workload can become
unmanageable. If this continues, both the employee
and the organization suffer. These matters require
constant attention, as the damage may be hidden. For
example, if customer service levels deteriorate, it may
be some time before impacts start to manifest
themselves in performance indicators.

As mentioned previously, high employee turnover

exists in some organizations.

Changes have caused issues. Sometimes many issues
have to be responded to. All responses should include
consideration of the human element. People need to
be assured that their interests and concerns are
constantly being addressed. And by the way, it is good,
sound business practice too.




Employee empowerment: How to empower

employees

Rasha Kindi
Head of Human Resources Department

Syria and gulf bank

http://humanresources.about.com/od/qglossarye/a/e
mpowerment_def.htm

Employee empowerment is a strategy and philosophy
that enables employees to make decisions about their
jobs. Employee empowerment helps employees own
their work and take responsibility for their results.
Employee empowerment helps employees serve
customers at the level of the organization where the
customer interface exists.

Empowerment is the process of enabling or authorizing
an individual to think, behave, take action, and control
work and decision making in autonomous ways. It is
the state of feeling self-empowered to take control of
one's own destiny. Empowerment rules as a
development strategy. Learn more about what

empowerment is — and is not.

These are the ten most important principles for
managing people in a way that reinforces employee
empowerment, accomplishment, and contribution.
These management actions enable both the people
who work with you and the people who report to you

1O soar.

http//humanresources.about.com/od/qglossarye/a/empo
werment_def.htm

1. Demonstrate You Value People

Your regard for people shines through in all of your
actions and words. Your facial expression, your body
language, and your words express what you are
thinking about the people who report to you. Your goal
is to demonstrate your appreciation for each person's
unique value. No matter how an employee is
performing on their current task, your value for the
employee as a human being should never falter and
always be visible.

2. Share Leadership Vision

Help people feel that they are part of something bigger
than themselves and their individual job. Do this by
making sure they know and have access to the
organization's overall mission, vision, and strategic
plans.

3. Share Goals and Direction

Share the most important goals and direction for your
group. Where possible, either make progress on goals
measurable and observable, or ascertain that you have
shared your picture of a positive outcome with the
people responsible for accomplishing the results.

4. Trust People

Trust the intentions of people to do the right thing,
make the right decision, and make choices that, while
maybe not exactly what you would decide, still work.
More about trust:
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5. Provide Information for Decision Making

Make certain that you have given people, or made sure
that they have access to, all of the information they
need to make thoughtful decisions.

More about decision making:

6. Delegate Authority and Impact
Opportunities, Not Just More Work

Don't just delegate the drudge work; delegate some of
the fun stuff, too. You know, delegate the important
meetings, the committee memberships that influence
product development and decision making, and the
projects that people and customers notice.

The employee will grow and develop new skills. Your
plate will be less full so you can concentrate on
contribution. Your reporting staff will gratefully shine -

and so will you.

7. Provide Frequent Feedback

Provide frequent feedback so that people know how
they are doing. Sometimes, the purpose of feedback is
reward and recognition. People deserve your
constructive feedback, too, so they can continue to

develop their knowledge and skills.

8. Solve Problems:

Don't Pinpoint Problem People

When a problem occurs, ask what is wrong with the
work system that caused the people to fail, not what is
wrong with the people. Worst case response to

problems? Seek to identify and punish the guilty.
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(Thank you, Dr. Deming.)
More about problem solving:

9. Listen to Learn and Ask Questions to
Provide Guidance

Provide a space in which people will communicate by
listening to them and asking them questions. Guide by
asking questions, not by telling grown up people what
to do. People generally know the right answers if they
have the opportunity to produce them. When an
employee brings you a problem to solve, ask, "what do
you think you should do to solve this problem?

"Or, ask, "what action steps do you recommend?"
Employees can demonstrate what they know and grow
In the process.

10. Help Employees Feel Rewarded and
Recognized for Empowered Behavior

When employees feel under-compensated, under-titled
for the responsibilities they take on, under-noticed,
under-praised, and under-appreciated, don't expect
results from employee empowerment. The basic needs
of employees must feel met for employees to give you
their discretionary energy, that extra effort that people

voluntarily invest in work.



How to manage your manager

Nisreen Sakabani
Office Manager in Saudi Bin Laden Group- Syria
By Gerri Willis

NEew York (CNN/Money) - It's only Wednesday and
you can't wait for the weekend. The boss is driving you
crazy. You don't know if you can make it through the
day without an outburst. You feel lost in the corporate
maze. Abandoned by your boss. Out of control of your
career. Or maybe he's breathing down your neck so
often you could scream.

Sound all too familiar? You're not alone: 43 percent of
workers say they do not feel valued by their employers,
according to CareerBuilder.com. In today's five tips,
learn how to manage your boss to make your career
work for you.

1. Ask:what's the problem?

Get down to the nitty gritty. What exactly is it about
your boss that drives you crazy? Is she a micromanager?
According to Katherine Spencer Lee, the executive
director of staffing firm, Robert Half Technology, this
type of boss is controlling, overly involved, and needs

to develop more confidence in you.

Your solution is to prove you're capable. Start asking for
complete control over small tasks to prove you're able
and keep asking for more.

Maybe your boss is a non-manager? You know: the kind
that's indecisive, hesitant, and vague. You need to
guide this type of boss. Instead of giving open-ended
questions, offer answer choices.

Be specific with your requests.

For example, "I'd like to meet with you at 9 am on
Thursday to discuss the way we do Q-reports, | have
some ideas about how we can become more efficient.”

When he is vague, ask for clarification.

If your boss is an unreasonable manager that overloads
you with work, ask him what his priorities are and for
options to deal with what you can't handle. Maybe
even ask for a part-timer's help.

2. Have regular meetings.

Some of the major frustrations employees have with
their bosses are due to a communication breakdown.
"Employees worry when bosses go behind closed
doors, 'Are you talking about me?" says Spencer Lee.
The paranoia won't be there if you feel part of the
action. Spencer Lee advises you to set up regular
meetings with your boss - beyond your semi-annual
review or quarterly update. You want to tell your boss
your career goals and what you think you need to get
there.

Also, ask them about their career goals, and what you
can do to help them get there. Remember, your

manager also needs support from you to succeed.

You read it: support your manager. Be his buddly. It
might be painful, but every boss wants his people to be
on his side, according to John Hoover, author of "How
to Work for an Idiot." Hoover says the best way to
accomplish that is to learn "idiot speak," or basically
speak your boss' language. If your boss loves hockey,
talk about hockey, even integrate hockey analogies into
your proposals to the boss. It's one way to really get his

attention.
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3. Toot your own horn.
Everyone wants a boss that will promote him, improve
him, and go to bat for him. But unfortunately not

everyone is so lucky. If your boss doesn't want to get to
know you as an employee or a person, force them to

see you.

John Challenger, of outplacement firm, Challenger,
Gray & Christmas, says you have to make sure your boss
knows your accomplishments, the extra work you put
in, and a bit about your personal life. It will help them
see they need to reward your hard work and give you
the vacation time you requested to spend with your

family.

If you're getting no love from your boss, toot your horn
to others in the food chain, advises Hoover. You can't
hold expectations over your boss to accelerate your
career: ultimately, it's your responsibility. "Any
expectation is resentment waiting to happen. And
resentment you can't hide," he says.

4. Learnfromit.

Do things feel unbearable? Stop and think for a
moment if your attitude could also be feeding into that
feeling. Try to be more flexible; you may find others will
try to be more flexible with you. While it might be hard
to swallow your pride, you need to at least try to make
it work. Ask yourself and your boss what you could be
doing differently.

"Every circumstance is probably not going to last
forever and is a learning experience,” says Spencer Lee,
"With every boss you have, learn something from them.
What to do, what not to do." Chances are you're going
to become a boss one day, so keep in mind what you
think makes a good one.
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5. Know when to bail.

Sometimes, there is just no way to make it work. Maybe
you and your boss have repelling personalities or work
styles. Maybe you're in a dead-end position.

"If you can look yourself in the mirror and say, 'In this
environment, | am stagnant. There is no career
development here, | am not learning anything, | can see
that opportunities for promotion are non-existent, and
it's not completely my issue. Think: | should look
elsewhere," Spencer Lee says.

If you're dealing with a larger issue than just career
frustrations, such as sexual harassment, discrimination,
bullying, or privacy invasion, you want to get your
human resources friends involved.




Work-life balance

Anna Scott
www.peoplemanagement.co.uk

Fle:-:ible working is well and truly on the agenda, with
82 per cent of HRD professionals believing legislation
should be extended to cover all employees

Field work:

The vast majority of HRD professionals believe flexible
working laws should be extended to all employees, a
PM snapshot poll has revealed. Eighty-two per cent of
professionals surveyed at the CIPD's HRD conference
last month said all employees should have the right to
request flexible working. More than half (57 per cent)
already offer this right to all staff. However, the poll,
which received 92 responses, found that only 63 per
cent said their organizations were fully prepared for the
extension of the right request flexible working, which
came into force on 6 April this year.

The CIPD support all employees having the right to
request flexible working- although it stresses that it
should be the right to request, not the right to have
such arrangement implemented. Toshiba UK is one
organization that informally consider requests to work
flexibly form all employees, not just those covered by
the law. The firm also provides free broadband and
wireless access for employees who wish work remotely.
Around a third of its staff work from home.

Susan Stevens, head of HR at Toshiba, says: "This year
one of my recommendations is to formally extend the
policy to everybody.

There are overwhelming requests from staff in
employee feedback surveys for flexible working. It is
the second most popular benefit after pay".

lan Westall, HR director at TheTrainLine, also agrees in
principle with an extension. "I'm in favour of it, so long
as the proviso for the employer to decline the request

for legislation reasons remains, "he says.

But it's not legislation that is compelling companies to

implement flexible working practices. When asked why
their organisation offered such arrangements, the most
popular reason given ( 64 per cent) was to "respond to

employees' needs". Fifty-six per cent said it was to help

retain staff, while only 37 per cent said it was to comply
with legislation.

The bank first direct also offers flexible working to all.
"We believe individuals should not have to rely on
legislation to seek more flexibility in their working
lives,” says Jane Hanson, senior HR business partner. "if
an individual can demonstrate that their request for
flexible working could work-for both themselves and
the business-then we would consider it".

The task of deciding requests will always rest with line
managers, she explains. "Our HR department does not
feel the need to manage flexible working requests.
Rather, its role is to create the right environment for
cultural acceptance of flexible working initiatives”.

But according to PM's survey results, HR departments
should be setting their own example. Ninety-four per
cent of respondents said HR should offer and
encourage flexible working within its own department.
In practice, 64 per cent of respondents said their HR
departments achieved this.

Outside the HR profession, there is still resistance to
flexible working. When asked to define the barriers, 28

per cent organisations said the attitudes of line
managers held them back. This was closely followed by
operational pressures, cited by 27 per cent.

19




" As with any changes, there is an initial resistance from

many line managers,” Westall says. "They can't see
what's is in it for them”,

Phil Flaxton is chief executive of Work Wise UK, an
initiative to encourage employers to embrace smarter
working practices. He says employers sometimes feel
that if they can't physically see a member of staff, they
cannot be sure that they are working.

"These issues of fear and trust need to be overcome,’
Flaxton says. " line managers thinks:' if | am not required
to manage these people here, what am | supposed to
do?' People working remotely need to be managed on
their output, not their input.” Claire Lock, HR business
partner for Monster UK and Ireland, agrees. " managers
need to accept a 'less control, more commitment'
strategy", she says. To assuage the fear of line managers,
flexible working at Toshiba UK is agreed on a trial basis.

" This gives line managers some comfort that they can
go back if it doesn't work,” Stevens says. "But once they
see it working, they may decide to introduce more in
the future!

But Rebecca Clake, CIPD adviser organisation and
resourcing, says it's "a bit unfair” to lay everything at the
door of the line manager. "They are the most visible
barriers in some ways," she says. " but if the people who
run the business believe in flexible working and do it,
then it should just become part of the culture.

"what we've seen working is where organisations look
for measures that allow the benefits of flexible working
to be linked back to the business-such as impact on
turnover,” Clake adds. "And employers can use their
staff survey to get feedback. " Westall agrees that HR
should focus on the business benefits of flexible
working rather than working legislation (see panel
below).
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"No one likes being forced to do something, and if HR
ends up reaching for the rule book it's a pretty hollow
victory,' he says.

"HR should keep the arguments [for flexible working]
relevant to their team and to the impact on the
business if the requestee leaves."

But Phil Flaxton warns: " We've come across examples
where flexible working hadn't been clearly thought
through and where the policy and guidance issued
hadn't been assessed. You can't just let people work
flexibly ad hoc. You need to consult with people,
ascertain who would like to have the opportunity to
work faster and smarter, and work out how they are
going to be managed and the overall benefits to the
company.’

To help organisation develop flexible working policies,
Work Wise UK has launched a "quality mark".

Organisations will be assessed using th e Work Wise UK
Standards, developed with the Association for
Commuter Transport Organisations, BT the NHS, HBOS,
Transport for London and the TUC. The assessment will
look at areas such as operational, client and employee
benefits, change management and transport and the
environment. The benefits of flexible working remain
clear, but the implementation needs careful
consideration. As Hanson says: " Flexible working
shouldn't just be about a policy, it should be about
creating a flexible culture that supports people's
lifestyles.” And it is not an issue that's going to go away.

Nearly three-quarters (77 per cent) of our respondent

said flexible working would be an important issue at
the next general election.

Anna.scott@peoplemanagement.co.uk
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