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John
In part 1 of the interview you spoke about some of the
pragmatic actions you’ve taken to bring values to life; are
there any other actions you take?

“Often organisations have people in
senior leadership positions who
actually, probably through no fault
of their own, don’t have any
leadership training. ”
Aongus
Another thing we did was identify the gaps within senior
leadership. It was clear a number of people were in senior
positions without any formal leadership development.
These are some of the biggest
brains in the country and experts in
their area but they hadn’t had formal leadership development. So,
one of the first things we did was
run a senior leadership programme
for three years and we used a number of Executives and OD specialist’s to run assessments which we
used as a gateway process to this
leadership programme. Individuals
could use the feedback from these assessment centres
and then, if they didn’t get a place on the leadership programme, they could go and improve on their skills and
apply again. Those that did get a place did a thirty day
programme over a year which included residential weeks
away, action learning and coaching mentoring. The programme was accredited by Manchester Metropolitan University last year as well, so those who have completed the
programme receive credit towards a Masters.

John
You make a really good point there. Often organisations
have people in senior leadership positions who actually,
probably through no fault of their own, don’t have any
leadership training and if the senior teams aren’t prepared to look at themselves and develop their skills first
then the reality is that the rest of the organisation is not
likely to take it on board.
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Aongus
I think, as well, when leadership skills are not explicit for
leaders it’s difficult for them to pass it on. Before our
leadership programme we found that our succession
planning wasn’t good because leaders didn’t have the
language or tools to develop the next layer down. Often
they managed the pressures of the leadership position,
but they didn’t know what to do for anyone else.

“Before our leadership programme
we found that our succession
planning wasn’t good because
leaders didn’t have the language or
tools to develop the next layer down.”
John
I can hear that you’ve successfully developed your senior
leaders; what other measures have you taken to keep the
values alive and ensure they carry on defining who you
are as an organisation?
Aongus
We started looking down the organisation to see what we
could do for the level below senior leaders and the level
after that. Over and above mandatory training, we are
working towards committing to three days of development a year for all staff and five days development for all
managers. As well as that commitment, we also went out
this year and listened to staff in a more in-depth way
than before. We run a staff survey every year which is
benchmarked against the wider NHS staff survey and
from that we looked at the areas of concern and the areas
we were doing well in.

“Over and above mandatory training,
we are working towards committing
to three days of development a year
for all staff and five days
development for all managers.”
We wanted to look in more depth at some of the issues,
so we ran a number of focus groups up and down the
country and I think it was the first time that many of the
staff felt like they were really listened to. We brought in
someone neutral and external to run the focus groups so
that staff felt they could talk about anything and the re-

sult was reams of documents telling us what the staff
were saying. Much of it was around things like communication, openness, honesty. Leading directly from that we
were then able to have the Chief Executive and Executives meet with staffside to discuss our strategy before it
was launched to the wider organisation.
John
It’s clear you’re still listening to staff and
their ideas, you’re still showing commitment
to what you’re trying to be as an organisation and making people feel valued as a result and I think that’s wonderful.
Aongus
It is a wonderful success story. There’s still a
way to go; we are a national organisation spread out John Frost
over 94 centres and because of the nature of their
operational roles it can be difficult to communicate with
some staff. But we are in excess of six thousand people
and to get as far as we have it is a massive success story.
So I’m very proud as an OD specialist at how far we have
come.

“It shows that if you can take a values
approach across six and a half
thousand people these good
practices can be replicated across
any number of people as long as you
put time and effort into it and
commit to the goals you are trying to
achieve. ”
John
So you should be, it’s a great story and the way you’ve
reviewed and structured it is a really good example to
other organisations in any sector. It shows that if you can
take a values approach across six and a half thousand
people these good practices can be replicated across any
number of people as long as you put time and effort into
it and commit to the goals you are trying to achieve. As a
result it’s clear that your people are geared up around the
values, they aren’t just a poster on the wall; they are
there to define who you are and the service you are
providing to your donors, to the people that use your
blood and to yourselves.

Interviewed By John Frost
Managing Director of Values Based Leadership
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Recruitment Across Cultures
Michael Gates
The world has globalised at breath taking pace,
and HR organisations within companies need to
recruit effectively across cultures by selecting
people who have different worlds in their heads
and express themselves in diverse ways.

words "Give me a child until he is seven and I will
show you the man" hold true, all we do and say, and
how we evaluate others, is imbued with our cultural values - usually without our realising it.

When IKEA were recruiting in France they ran into
a cross-cultural problem. The company likes to recruit people who share IKEA values – typically Swedish and embodied in the down-to-earth persona of
Ingvar Kamprad (the founder). But HR were
stumped when trying to find a French translation of
the word ‘humbleness’, which is one of their key
values.

“Selecting and developing a culturallydiverse staff can help organisations
reflect and understand better the
largest growing markets and in turn
continue to be successful on the global
stage.”

This brings to mind Ludwig Wittgenstein’ words “if
a lion could speak, we could not understand him’’, a
phrase which
can be seen as a
metaphor for
cultural differences. For example, Americans
are
brought up to
sell themselves;
so in CVs and
interviews they
may
appear
boastful
and
even dishonest
to an extremely
modest culture
like the Finns.
During recruitment this cultural difference
could lead to a perfectly sound American candidate
being misjudged. The same thing can happen in reverse. So there can be a whole world of different
values hidden under the surface of the words which
makes us misinterpret what is said.

“Understand the culture of others –
ideally through self-assessment of
culturally-determined behavioural
styles and values and beliefs relative
to other cultures, as this goes beyond
national stereotyping.”
The challenge is that our cultural values are instilled from an early age. If Ignatius Loyola's famous

So how can we get through the ‘cultural noise’ to
judge the real
quality
of
candidates
who will be
able to work
and collaborate successfully in international
teams?
Guidelines
for successful recruitment across
cultures
Be aware of
your
own
cultural
make-up and
understand
that what seems normal may not be at all normal
for the candidate or your overseas colleagues.
There are various online personal cultural profiling
tools on the market to help you. Two of the bestknown are the British CultureActive and American
GlobeSmart.
Understand the culture of others – ideally through
self-assessment of culturally-determined behavioural styles and values and beliefs relative to other
cultures, as this goes beyond national stereotyping.
Appreciate the over-riding importance of sensitivity to national communication patterns (including
listening habits) as an aid to real understanding,
and that the impact of what is said, or not said, can
be totally different from the intent.

Help your colleagues to understand a) the value of
recruiting a culturally-diverse workforce b) the
competitive advantage of cultural flexibility c) the
importance of continuing cultural education in order to retain people.

“Appreciate the over-riding
importance of sensitivity to
national communication patterns
(including listening habits) as an aid
to real understanding, and that the
impact of what is said, or not said,
can be totally different from the
intent.”
Put in place ongoing training and cultural awareness programmes to increase mutual understanding
so your colleagues can learn from, and better interact with each other.
Selecting the right people is a global activity
In Northern Europe and the USA, we tend to be
good at things which are linear and task-oriented,
like production, IT and logistics. But global organisations are now fully aware that relationships and
strong people skills are an even greater source of
competitive edge than the purely rational. The ability to be agile and to win the hearts and minds of
people from different cultures is a significant part of
the success of people in global organisations. For
example, the economic rise of Asian countries like
India and China means that they are now increasingly employing people from the west as they expand their global activities. This then means that to
be successful in these companies leaders have to
value relationship and people skills as well as getting the job done.

“The challenge is that our cultural
values are instilled from an early
age. If Ignatius Loyola's famous
words "give me a boy to the age of 7
and I'll show you the man" hold true,
all we do and say, and how we
evaluate others, is imbued with our
cultural values - usually without our
realising it.”
The success of the BRIC economies is now being followed by predicted success in those of the MINT
(Mexico, Indonesia, Nigeria and Turkey) and the

need for cultural dexterity has therefore never been
greater. Selecting and developing a culturally-diverse staff can help organisations reflect and understand better the
largest growing markets and in turn
continue to be successful on the global
stage.
By Michael Gates
Managing Director of Richard Lewis
Communications

Book Review
Reimagining India
McKinsey & Company
Reimagining India: Unlocking the Potential of Asia's
Next Superpower, by McKinsey & Company, is a collection of around 60 essays from leading thinkers
around the world, with contributors including
Mukesh Ambani (CEO of India’s largest private conglomerate), Bill Gates and Google chairman Eric
Schmidt. The essays explore topics such as the
strengths and weaknesses of India’s political system, India’s rising international profile and the rapid evolution of India’s culture.
McKinsey & Company effectively explore India’s anxieties
about its progress on the path
to becoming “Asia’s next superpower” and contributors offer
an assessment of the risks faced
that will stop progress. The
book’s weakness is that the essays do not quite make up a
complete analysis of India’s future and although the lineup of authors is impressive, some are not as thought-provoking and don’t
appear to be as honest as others. The best essays
are written by those who are willing to be honest
and offer criticism, where needed, over decisions
that may have stalled India’s economy in recent
years. Due to the different views presented in the
essays, you are left with the impression that it is
more like a platform for generating ideas than a
book, however it is a must read if you have an interest in India and want to shape your thinking on the
country, its potential and its challenges.
Reviewed by Laura Robertshaw
Values Based Leadership
Publisher: Simon & Schuster

The Manager as Coach
A Sustainable Way of Leading
There are times when, as a manager, you need to be very
directive and authoritative in your managerial style.
When there is a crisis or tight deadlines, or when the behaviour of a team member is inappropriate. However,
for the majority of time, using a coaching style of leadership can be a very effective approach. So what exactly
does it mean to be ‘The Manager as Coach’ and why is
this style of leadership sustainable?

“When consistently ‘telling’, a
manager is restricting a member of
staff from developing but when using
coaching skills in their approach a
manager can encourage and develop
a member of staff. ”
During coaching sessions I have often heard a client say
that it is too time consuming to use a coaching style and
it is quicker to simply tell someone what to do. Whilst
this may be quicker to reach an immediate solution, this
approach is not sustainable. When consistently ‘telling’, a
manager is restricting a member of staff from developing
but when using coaching skills in their approach a manager can encourage and develop a member of staff, which
is ultimately better for both the leader and the led.

“Get feedback on your style; no one
can develop in a vacuum. Then
reflect, modify and practice. Use
some humility to get it right and
remember, don’t give up. ”
So how do Managers use this approach? Managers as
coaches have a set of qualities evolved from self awareness and people skills development that they use
daily:


The ability to build trust and rapport



Strong listening skills



A variety of questioning skills



The ability to read body language



The ability to give effective feedback



Reflection



Humility



And knowing when to give advice or suggestions.

They also know when to be more direct and because this
approach is used relatively infrequently, it is recognised
as an unusual behaviour and is therefore taken more seriously or acted upon quickly.
The skills of the Manager as Coach are even more relevant now as businesses are starting to see growth. Frequently managers tell me that there has been a switch

Book Review
Legacy – 15 lessons in leadership
by James Kerr
James Kerr spent five weeks with the New Zealand
All Blacks Rugby Team ahead of their World Cup
victory in 2011 and in this beautifully written book
he shares what he learnt. He shows this not simply
in terms of how to develop a highly performing rugby team, but through a real insight into how the approach taken by Graham Henry (Coach) and his
team can be easily translated into other sports and into
business.
Now, I am a huge rugby fan
(I blame my Dad!) and so,
for me, reading about the
‘behind the scenes’ approach
taken by the New Zealanders was a treat. What I
hadn’t anticipated was how
well the messages are communicated by James in his
writing style and the structure of the book. The
book’s key message also resonates with all that we
believe at VBL; to ‘develop inspirational leaders’. So
if you want to really think about how you as a leader wish to leave a legacy then this is a book I would
highly recommend.
But don’t just take my word for it, watch and see
what other people think:
http://www.youtube.com/watch?v=KKvzExoH2Gg
Reviewed by Karen Frost
Director of Coaching at Values Based Leadership
Publisher: Constable

from a crisis of low
profit margins and
lean cultures to a
more productive and
positive environment.
In addition, the demographics of countries such as the UK,
US, Germany and
France indicate that
large numbers of people will be retiring
over the next 5 years so the demand for
good managers will
increase. Whilst other
countries like Russia,
China and India do not
have these demographic considerations it would be wise
to remember the adage ‘people leave leaders not organisations’; so there is always a place for the Manager as
Coach in any culture and at any time.

"Frequently managers tell me that
there has been a switch from a crisis
of low profit margins and lean
cultures to a more productive and
positive environment. "
So how best to learn the skills of being a Manager as
Coach?
It is fundamental to start with the attitude that it is a positive thing to be a manager with a coaching style. Then
look for a role model around you who has a natural

coaching style
or listen out for
someone who
has
changed
their managerial
approach during
their career to a
more coaching
style. Use these
observations
and go out and
develop
your
coaching skills,
or, as is sometimes the case,
rekindle them
and start using
them again.
I listed the most valuable qualities of a Manager as Coach
earlier in the article and it is these qualities that you need
to practice. Select people in your team that
you think will respond especially well to a
coaching style. Tell these people what you
are doing and why. Create a few sentences
about what you are doing with this style of
leadership and let people know what you
think the benefits will be for you and for
them. Get feedback on your style; no one can
develop in a vacuum. Then reflect, modify
and practice. Use some humility to get it
right and remember, don’t give up. It takes a
while to experience the benefits of being a Manager Karen Frost
as Coach because it requires long term behavioural
change. However, it is well worth it in the long run.

By Karen Frost
Director of Coaching at Values Based Leadership

Final Thoughts
“Culture eats strategy for breakfast.”
- Peter Drucker
“It is better to lead from behind and to put others in front, especially when you celebrate victory when nice
things occur. You take the front line when there is danger. Then people will appreciate your leadership.”
- Nelson Mandela
“Trust is knowing that when a team member does push you, they're doing it because they care about the team.”
- Patrick Lencioni
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