“CHPD offers a robust and practical approach. There is no
doubt that the programme has helped our leadership group
constructively tackle some difficult issues and improve their
performance both individually and collectively.”

Public sector participant

For a free copy of CHPD’s white paper “Flexible leadership”
email: leadership@chpd.com
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LEADERSHIP INSIGHT

We're trying to change the culture in our organisation and give our middle
and senior managers much more autonomy, but we seem to be struggling
to get them to make their own decisions. Everything still seems to be

referred back to the senior management team.
How can we get our leaders to make more, better decisions?

There are huge benefits to a broad,
decentralised decision-making structure
including greater efficiencies, enhanced
customer focus and higher employee
engagement. Changing processes and
structures alone is rarely enough to affect
change. It's worth looking at three key
areas to ensure that the change is real,
lasting and positive:

1. Mindset shift — individuals need to change
their attitude about decision-making. There
needs to be a consistent understanding across
the organisation that making decisions is
acceptable and people will not be blamed if
they do not get it right first time. This links to
behaviours, but requires lots of role modelling and
communication from the top. Share success stories
and communicate at all levels to showcase what
decision-making you're looking for, the impact of
doing it successfully and how it will be rewarded.

2. Behaviour - it's important to look at
behaviours that are linked with better and more
active decision-making. A number of CHPD's High
Performance Behaviours (HPBs) could be used by
senior leaders to drive this shift in behaviour and
to support the creation of a new mindset.
® Pro-activity: senior leaders need to create a
sense of empowerment and freedom in the
team, removing red tape so that people can

act more quickly, promoting a value of
pro-activity.

Empathy: when change happens, some people
can feel frustrated and may be confused about
where the new lines are drawn. Showing
empathy and encouraging an open discussion
of fears will help to give people the security
they need to make decisions. If you've had a
culture that has discouraged risk taking, you'll
need to put some effort into building openness
and trust, particularly in the less stable
economic environment we all now face.

Concept formation and conceptual
flexibility: You could have a behavioural gap
in some of the people you are expecting to
make more decisions. There may be a need
for enhanced thinking skills, either day-to-day
problem solving or longer-term strategic
thinking capability. Two HPBs are key here —
concept formation and conceptual flexibility.
By improving the process of individuals
forming ideas and weighing up options to
make a decision, you will give them the
required skills and confidence. Decisions will
be well made and you’re more likely to benefit
from great ideas and great strategies.

Finally, when it comes to behaviour, make sure
you align your performance management, talent,
succession and recruitment processes to the new
structure and the behaviours you want to foster.

3. Personality — you can't shift personality, but
you do need to align the right personalities to
the right roles. There will be some people who
will not be naturally suited to a decentralised
decision making environment. In our Leadership
Orientation Questionnaire (LOQ), they may be
highlighted as risk averse, self-bounded and
conformist. It will be a struggle for these people
to change their natural preferences although
they may be able to put coping mechanisms in
place. We recommend you look for people who
have the right personality and style profile to
suit the new structure. They could be your key
transformational agents and advocates. Use your
talent and recruitment processes to ensure that
you have the right people in the right roles for
new culture.

Any change requires a focus on people as much as
the processes. Consider the bear who moved from
his eight foot square cage to an expansive, natural
enclosure, but continued to walk around in an
area eight foot square. Changing the environment
will not automatically mean you will see a change
in the behaviour and mindset of your people.
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