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CARE AND THE ISSUE OF TIME
AND ATTENTION

Despite Schuitemab pest ef forts to the coGaredbamaynd bot h
0Growthoé are oft€@mmed mi suddergqautecmndad.y di sconcei
and fluffy thing whil e éa6like tha derdocratieaton conf us
of the workplace or the rights of employees to advance in their Careers. As one

of Schui temaésts only half |joki nG@aeyneassai d Ai n
forgive me all of my sins and Growth means escalate my progress up the
hierarchy. 0o

What Care, as the first of two criteria in any legitimate relationship of power,

really means and how it translates into practice in the context of leading others at
work is outlined below.

WHAT CARE DOES NOT MEAN

To understand what Care really means we need to start by debunking a number
of myths about Care which still have credence in many organisations today.

Myth 1: Companies Care.

The first myth pertains to the role that the company plays in Caring for its
employees.

A common refrain in Care and Growth

T VvV vy Y A workshops is that A T h iCempany
Qm@@m[ﬂ (XYZ) does not Care for its employees
2 the way it used to in tl
Company Motto bastd6 may be two, ten or

fve years ago. o0 Our typica
very popular, response to this

complai nt fi scouirG e itt doesn
never Cared and never will do so.

Compani eGaredopébople do. o

To attribute a uniquely human
characteristic or quality to a non human being or an inanimate object, like an
organisation, is clearly absurd. The technical term for this is anthromorphism.

A particularly ludicrous example of this is the advent of Customer Care Systems
designed to do this Care thing on the organisation& behalf. The system
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conveniently generates a happy birthday message on the client& birthday but
may, also automatically, spit out a threat to close the same person6s account the
day thereatfter.

This in fact happened to a seventy five year old friend of mine. He was so
incensed, that he threatened to close his account of fifty years with said financial
institution. After half a century, there was still no human relationship. He was still
a number, a means to their end.

Myth2: ToCarei s to | ook after empl oyees

needs.

The second misconception is that Care is somehow synonymous with the work
environment, with good working conditions and employee benefits. The degree to
which management Cares about its employees, in other words, is reflected in the
companyos facilities and |l evels of pay.

In fact this is not true. In the seminal research into trust in the South African gold
mi nes i n  twhich lail h& fOuddation for the Care and Growth model, it
was found that living and working conditions on a mine did not affect in any way
employees trust in management. On a large modern mine, where conditions
were very good, trust in management was poorer than on any of the other mines
including those whose conditions were truly Dickensian.

A more recent testimony to this is a friend of mine who owns a sawmill in
Mpumalanga. In the three years since he has run the business, he has provided
his labourers with decent accommodation on site and first class safety
equipment, while wages have increased by 120%. Despite this, the workforce is
not content. They have joined a union and he is plagued by industrial relations
problems.

The above does not mean t hnaterialeneedsisooyled e s 6 phy
not be looked after by management. Legislative requirements aside, this is in
many industries simply one of the costs of being in business.

Where conditions are in reality poor, employees quite rightly cite this fact as
evidence of a lack of Care. Mineworkers, who still use the change house facilities
built for the original workforce after the mine expanded and the workforce
doubled in size, clearly saw proof of a lack of Care. Similarly, Call Centre
managers residing in plush air conditioned offices, with their agents in cramped
and stuffy cubicles downstairs, were probably not unjustly seen to have limited
concern for their people.
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When conditions are inhumane or are such that employee® lives or health are

endangered then, in truth, management does not Care. The CEO of Anglo

American, Cynthia Carroll, took unprecedented action in temporarily stopping
production at some of the <c¢ompaatcegable pl at i nu
safety performance. She waesarekilingewpedplet o have
because Waeabonwtt t hem enough. o Harsh words,
a bitter pill for management to swallow, but she could be right.

Even when the physical environment is pleasant, perceptions that management
does not Care often persist. | was once floored by a senior manager with over
thirty years company service when | asked him why he was of the view that the
company he had worked for all of these years no longer Cared? With tears in his
eyeshesadi They tookeavwgpypray . 0

In his mind, and that of many of his colleagues, a lack of Care equated with the
taking away of privileges once deemed to be the just deserts of the wage slave;
such as a company loan, housing support or access to company products at
reduced rates.

Clearly neither a continuation of
L N S L R i e Paternalistic  human - resource
a substitute for CARE and never can be!”

policies, like those cited above,
nor their modern equivalents i
on site créches, gyms or
concierge services - is what
Care is all about.

Employee focused policies and

procedures are i n f act Acar.i
carrotsd0 They bring certain

people through the door and

may earn a few points on a

fBest Company to Work For 0O

survey. But good pay, benefits and facilities are not a substitute for Care and

never can be.

Myth 3: Care is the job of Care specialists.

The third myth is that Care is something which could / should be done by experts
in the field. It is evidenced in the growing number of Wellness Programmes,
Employee Assistance Departments and the like commonly housed in an
organisation Human Resources function. It is also seen in the increasing
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numbers of professionals, psychologists, Al i f e 6 coachein fromt c .

outside the organisation for this purpose.

This myth is predicated on a notion that leadership is about achieving a result
through people. The human problem can therefore be safely relegated to some
third party, allowing those in the line of command to get on with their real work of
producing results; be that production, sales or maximizing profits.

This notion is a fallacy. It d eondeneasd
delivery, to exercise power, is not granted on the basis of rank or because an
employee is paid to deliver. Rather, a manager earns the right to ask someone to
do something, to deliver, only if he Cares about them sincerely.

To ignore this reality, to make Care s omeone 6 s | ob nanapeed; is
not only wrong but dangerous.

In a manufacturing client of
Schuitemads
understandably saw their job as
o Manager o Manage: production since this is what they were
/ measured on and rewarded for. As a
result, employees took their concerns

gShop e Supervisor T— to their shop steward. When their
concerns were addressed, by the shop

\ S steward liaising with a manager up the
st . I - R line with the authority to do something

about them, the message back to the

t han

empl oyee was thi g:

your problem. See how much | Care!
Guess who was trusted? Guess who workers were loyal to? Guess who ran the
Site?

When Schuitema first engaged with
this client a surv ey of em
opinion showed that the most useful
source of information for employees
were their shop steward and their co-
workers (the grapevine). Two years
later there was much more emphasis
on information sources emanating from
management. The immediate manager
in particular had moved from source six
out of ten to third position.

Neaknl emnrece f inEarmeaatiam

&I Tl JUOUIES O T WON I LIWER

Emar Emanlaveas
TON CINPIVYTCTCY
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The leadership had regained legitimacy in the eyes of employees, not through an
attack on the union, but through engaging with their people and doing what they
should be doing for them i Caring and helping them to Grow.

Referring the people issues to the people department / Human Resources is
equally problematic. Again the research in the South African gold mines showed
that only when those in line roles were regarded as sympathetic to employee
problems was there positive trust in management.

Even the best Human Resources function cannot perform a surrogate role for
managers in this regard. Employees are not fooled. They may make use of the
Human Resources services and programmes on offer, but they know that they
areanabrogation of a theybhehagveacdsinggguty and

HR functions, psychologists and coaches have a role to play but it is not to do the
jobof Careont he | i ne behalhager 0s

THE PRECONDITIONS TO CARE

There is a precondition to Care and it is not a budget! For any manager to Care
she has to firstly get to know and like those who work for her, as people, as
human beings, not human resources.

| once asked a manager to tell me about any one of the seventeen people who

reported to him. Victor (not his real name), he told me, was fa hard worker who

was generally reliable and good at hi s j ob. 0 Regarpdrson,g Vi cto
however his knowledge was scant at best. This was despite the fact that Victor

had been in his employ for in excess of seven years.

| n Sc hu Cdreanad Grewth workshops we sometimes ask managers to
complete a Care Test for each of their direct reports.

What is interesting in doing this exercise is the range of scores. Some managers
score well, even on the subordinate they know least. Others are shocked by how
little they know about their people, even as employees.

How much managers know about their employee6s per sonal Circumst g
more than anything else, a function of how much their people are of interest to

them. Ma n a g evhosGare about their people, talk, as opposed to gossip, a lot

about them. When these managers talk about their people they become

animated. The inverseist r ue of t hos e Carb.dhestananagdgers,r eal | vy
from Sc h observatiog 6ndy really come alive when they talk about the

business.

The degree to which a manager knows her people is both noticed and valued by
them. A Plant Manager who knew, without being reminded, the favourite soccer
team of all +- 300 operators on his Plant was held in high regard. Similarly a CEO
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legendary for enquiring, after a brief conversation eighteen months prior, whether
a child was still struggling with his engineering degree, was revered.

To Care requires leaders however to not only know but also to like those in their
charge. From Schuitemab s experi ence this iIs not al ways
The majority of managers Schuitema spoke to at one organisation were very

negative, bordering on hostile, towards their staff. Employees were consistently
classified as o0l azyéo, Oarghgadt 6oumwivielril yg a
aut horityo, 6having unrealistic expectation
valid their perceptions were is not the issue. The point is that relationships of

mutual trust and respect are highly unlikely to develop as long as these views are

the pervasive ones of those in authority. Simply put, it is hard to Care for people,

as their manager, if one neither respects nor likes them.

The above may be an extreme case. Nevertheless the answers to two questions
by subordinates in a Schuitema Leadership Assessment are very telling in this
regard.
Both Leader B and Cos
= are problematic, but L
more so. A manager, who does
not treat his people with respect,

Score:Max:+10 does not respect them, and his
MY people will intuitively know that.
Leader A

- 2 For managers to love those in
Leader B their charge may not be feasible
mibm ol et (although a Branch Manager in
e a bank clearly did so), but
mmmmmm o without genuine _regard for them
as human beings, Care is

simply not possible.

THE ESSENCE OF CARE IS INTENT

From the above, it is clear that Care is what one person does for another. In the
context of legitimate relationships of power at work, it is what the leader does for
those in his charge. For a manager to Care requires that he firstly knows and
respects the people who report to him as human beings, not as human
resources.

The essence of Care, however, is intent not behaviour. To Care for someone
essentially means to have the best interests of the other at heart. It is, at the end
of the day, an issue of the heart not the head.
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This insight was first realised in the trust research conducted in the South African
godmi ni ng i ndust r yanagers, atlewry l&vel8nitbeshierardiy,
were accepted or rejected on the basis of a single and very simple criterion T that
is, whether the manager had a genuine interest in the welfare of the employee.

Trust was granted or withheld on this basis only.

That the Core criterion is Intent is
confirmed in a Care and Growth

Pace Erom hessvern arne HMall
S Wow S oW S O oo =

Workshop  when  participants il aiiee et "F:H-;::M;;;,
reflect on both the fbestoand the PR REISRE ff FREESE. WIS BISE SERS SRS
fivorsto boss they have ever
worked for. Bl o e T g That | it W't Gt 6 48k o Wik
awful time she was always there for | out for me if it meant putting her
me” career on the line.”
What dIStInQUISheS the\ n B ! “In the last year before he retired he | “It was always about him. He was
f rom H eaveno dss’ taught me all he knew. | was 22 the hero, the person who did it all.
< . but th his | He made feel 1.
from Hell 0 i S NO |cbwennertiear |
featu res, pe rsona,'l Ity type’ “When the results were good he did | “He never listened. Our one on
intellect, level of interpersonal nothog all the glory. He always | anes were very one sided. Even if |
. . gave me and others credit for our had an agenda, the focus was on
skill, managerial style or role in the success.” what was important to him.”

behaviour. It is what is inside, not
what is outside which counts.

The Intent test is simply this T whose interests are being served? To what degree
is the person prepared to suspend their own agenda for mine? The boss faces
this test in every interaction she has with a subordinate. The more the
subordinatebds i nt,¢the mmettte bass ggowsim dtature vnahe e d
eyes of the subordinate, the more the boss is trusted and the more inclined a

subordinate istogot he extra mile for the biodeed. A per
best served by serving the best interests of the other.

Clearly there is a continuum from malevolent / self serving through to benevolent

/ serving the other. Good |sameeesidfgst i nsti nc

because they Care unconditionally. Good managers put t he empl oyeed
interests first. For most managers, however, this is not an involuntary or
instinctive act. It is a deliberate choice they make which is fostered over time.

INTENTION AND ATTENTION

The prime indicator of what a person Cares about is what they give attention to
and therefore where they spend their time. Those South Africans who were not
in Paris, spent the night of 20 October 2007 glued to a television screen to watch
the Springboks defeat England in the Rugby World Cup Final. A person who
works a seventy hour week and de-stresses on the golf course on the weekend
is unlikely to convince loved ones they are really a priority.
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By implication, therefore, a leader who Cares insures that sufficient time and
attention is spent on his people. When this is not the case, his people can only
arrive at one conclusion 1 other matters are more important to the leader than
them.

There are typically two reasons why a leader spends insufficient time on the Care
and Growth of subordinates. The first reason is a means issue.

A ma n a guembebdS direct reports is the critical variable here since there is a
natural limit to the number of people a manager can meaningfully Care and
Grow. Nevertheless, in some organisations, team leaders are assigned between
sixty and seventy direct reports. Even when work is routine and repetitive, and
the leader is located in the same work area, Care and Growth for them is simply
not doable. The same is true of a senior manager with a dozen or so direct
reports. In either case the only remedy is to change the structure so as to give
those in command positions a manageable span of control.

Care and Growth is also often
compromised when a person is required to
both make a direct contribution to the /

results and to simultaneously enable f o

others to do so. A classic example of this \ .

is a Sales Manager, tasked with leading a W—ﬁ
sales team, while retaining responsibility &1

for key accounts. Inevitability the Care and ; &E
Growth aspect of the role takes second ~ :

place, if it gets attention at all. Releasing \
the manager from personal delivery is the
only lasting solution of this problem.

There are in fact a number of practical ways of providing managers with the
means to spend sufficient time and attention with their people. Some examples
from client organisations include the following:

U Specify a standard in terms of time spent. In a tyre factory shift managers
were required to spend X% of any shift on the factory floor. The affect on
scrap levels was dramatic. In a sales environment a Sales Director came
up with a formula of 2x2x1 for his Regional Sales Managers, where every
one unit of time spent on administrative tasks was matched with two units
of one-on-one / team discussions and two units of coaching sales people
in the field. How the Sales Managers arranged their lives to do this was
up to them.

U Ensure geographic proximity: Most obviously locate the manager as close
as possible to her people. One client moved their Plant Managers out of
the management office block into offices on the Plant. A Call Centre was
ingenious enough to reserve only one work station per four team leaders.
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This meant that 75% ofa t e a m ltirreahddeta b& spent on the floor
rather than behind a computer screen.
U Do whatever is necessary to reduce the amount of time that managers are

holed up in meetings away from their peo

managers spend 16 hours a week in meetings, 8 hours preparing for

meetings and an untold number of hours recovering from meet i ngs! o

Schedule meetings for half the time normally allocated, allow people to
attend only those aspects of the agenda that apply to them, be selective
about who attends, and even hold meetings standing up if that helps. One
manager insisted that meetings with subordinates always took place in the

subordinateds work area. athelthd noeleat r epor t
wh at h issfficelookesl ke because he had never been there.

U Give managers total freedom / authority to decide when and where to
wor k. Both Ricardo Semlerds concept of

CharlesHandy 6s ipdoerat foofl idoa | i fed are i
simple start may be for a manager to deal with the email tyranny while
others fight the traffic - so that, when he gets to work, his full and
undivided attention can be given to his people.

U Finally provide crystal clear and only a few priorities. One of the reasons

managers dondét have enough time is

they do too much all at once. The result of this is what Etsko Schuitema

guaintly call s 6coldadocusonwbat if aritecal (Sged .

nstruct

t hat

Faci

chapter on Clarifying Contribution) is genuinely enablingof a per sonds t i

and attention.

The primary reason for managerd sot giving sufficient time and attention to their
people however is not because they lack the means to do so but rather the will to
deliberately spend time with their people.

In terms o f Stephen
Matrix, all the Care and Growth
activities (communicating, dealing

with personal concerns, coaching, u;.,_.\-:.m \«.‘“‘.,.h.“.,‘.;
disciplining etc.) are Quadrant 2 @ Rexctive) Y@ (Proactive)
activities.  They are not about 'mportanESSEEEIE o
Deadline Devel t
results or outcomes, they are about i evelopmen

cultivating the capacity to achieve
outcomes. They will only happen
therefore when the b 0 s s tlestiona "t
moves from the results she wants to """
get from her people to what she

needs to do or contribute which will

enable exceptional people.

)

Meetings
Emails Time Wasters

HO Demands

CoveyoOs Ti ase highlahtsr thexfact that while Care and Growth are
important activities they are only rarely urgent. Clearly if the entire workforce is
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0 t-toywng (striking)d o ut si de t he bothian dnpostant ahchurgent i s
matter! Generally, however, the Care and Growth of people is something that
can be put off for another day and therefore typically is so.

Things which are urgent (Coveyods Quadrant 1
happen, be they dealing with a crisis (Quadrant 1) and/or responding to emails

and telephone calls (Quadrant 3). Care and Growth activities, because they are

not urgent, only happen if a leader is proactive; that is, deliberately schedules for

them to happen and then honours the schedule made.

This is equally true of a Team Manager working on shift with a team of twenty
operators as it is of the Marketing Director of a global business. It is certainly
true of Etsko Schuitema and myself. Unless we deliberately plan to do so, we
simply do not spend time with the Schuitema Consultants in our business.

The nature of the plan will differ from one leader and one context to another. A

Team Manager knows realistically that Care and Growth will never happen

during the frenetic start and end of a shift. The time to schedule Care and

Growth activities is in the relatively quiet periods before and after lunch. These

times, incidentally, used to be empty times where nothing happened unless there

was a crisis like a machine breakdown to attend to. As the Plant Manager said,

these times were those during which Team Managers traditional
themselves over to God. o

—
—
e Ay o

Morning Shift 06h00-14h00

CARE CARE
g&“ AND AND 9‘?&&
&% GROWTH GROWTH g% 4
TIME TIME
osh3e  og9hoo 11thoo 1thzo 1zh30 14hoo

At Schuitema we only have two 2 day Schuitema meetings a year. Most of our
consultants do not live in Johannesburg and spend most of the month on client
Sites across the country. The only way for us to spend time with them is to join
them at a client or to schedule to meet them on a non client delivery day. Those

1C
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times are obviously not available for own delivery, sales, product development or
whatever.

Coveyobs insi ght sheraa Asean exgrase he takes a bigi dlass jar
with a number of fist sized rocks next to it, each rock representing something
important like a spouse, child, key customer etc. Participants guess, and usually

underestimate, the number of rocks that can be fitted into the jar. The nowfi f ul | 0

jar is not however really full. The many spaces between the rocks can be filled
first with gravel chips, then with sand and finally with water.

The point that he is making is NOT that there are always gaps in the day and
that, with enough stress and effort, you can keep putting more and more into a
day. Careand Growth activities are 1|ike
important activities into your diary first (gravel, sand and water) then there is no
room left for what is really important i Care and Growth. The correct thing is to
schedule the Care and Growth activities first. That way it is amazing how many
of them can be fitted in leaving whatever time is left over for the less important

Coveybd

stuff. As Covey says fAthe mai ninhtimigng.soto

THE LEADER3HIP DIARY

Before constructing a Leadership Diary it is useful for a leader to first review,
from actual diary entries, where his time is actually spent. Schuitema
recommends that leaders use the following filters to do this:

U Percent age of ti me spent in each o
Obviously no one diarises to spend time in Quadrant 4.

U Number of diary entries which are service down the line (issues directly
related to the Care and Growth of immediate subordinates) as opposed to
up the line (events concerned with th e b oagenda ¢ events focused on
directly achieving an organisational result.)

U Amount of time spent with each subordinate and how this aligns with their
performance. If unequal time is being spent, is the focus of attention on
the superstars or the squeaky wheels?

U For each of the eight Care and Growth activities (communicating, dealing
with personal problems, coaching, team relationships, disciplining,
rewarding, empowering/removing control and listening/consulting) identify
those where insufficient time is being spent.

11

f

Covey
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In doing an analysis of where time is actually
spent a number of themes will emerge which
need to be kept in mind when setting up a
Leadership Diary.

It is obvious that Care and Growth is a face to

face activity and is therefore not something

which can meaningfully be done by email

Moreover, Care and Growth essentially takes

place in one or more of three contexts i one-on-

one discussions, team meetings or out in the
Afiel do wlberdinate i@l ayi ng t he
gameo / djgbing their

It follows logically that the starting point in

setting up a Leadership Diary is for the leader to
determine the appropriate frequency of individual meetings, team meetings and
time spent in the field and to diarise accordingly.

Allied to this the leader should consider each of his subordinates and ask the
g u e st i hatrare thé MR priorities / things | need to give this person which will
set them up for success in their roleo.

Note that there are only seven
possibilities here in terms of
what the leader can give i
Care, means, ability, discipline,
censure, praise and reward.
Whatever should be given to
each subordinate, should be
translated into specific entries

in the | eaderars diary
future i.e. within the next 90
days.

What the leader needs to give

each direct report will obviously
change as circumstances change and people grow. What is important is that
what each subordinate needs to be given should be reflected, on an ongoing
basis, as an entry inthe ma n a g diaryd s

In conclusion, Care is literally a license to Grow; it is the foundation block upon
which Growth happens. For subordinates to grow, for the best in them to be
realised, requires leaders to be intolerant of mediocrity and prepared to do
whatever is necessary to enable the subordinate.
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