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Institutionalizing

LEADERSHIP

An organization that is serious about leadership development
makes it a way of life

industan Unilever has been consis

tently producing CEOs and corpo-

rate leaders for India INC tfor more
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development process at Levers is

more of a traditon, instinmionalised
ower the last many decades. With more than 1000 alumni
sitting on boards globally, HUL is a source of 'In.\E:i:';l-
tion for many companies.

The key tenets of this solid tradition have been -
commitment from top leadership, a robust and
consistent process, strong linkage between individual
development and level of exposure offered, mentoring,
training — all fostered in a culture of transparency and
equal opportunity. The company uses what it calls a
“T0-20-10™ model for developing its workforce: 70% of
learning happens on the job, 20% through mentoring,
and 10% through training and coursework.,

Leadership development is one of the core tasks of
the Management Committee at Hindustan Unilever.
"'Hl'rt'll::r' |r'|;||'|;||§;:'|:1u'11l devoles enormous |i|||l‘ n !III.'
leadership development process,” says Leena Mair,
HE.
management review meeting, talent review session is

Executive Director In every E'u:'tni]_:htlv
an integral part of the overall agenda. Top management
at Hindustan Unilever invests anywhere between 30 1o
40% of their tme in grooming and mentoring leaders
for the future. They get involved at various stages -
from redefining the talent identfication process, to
identifying talent, to greoming and coaching, 1o
creating opportunites for growth and exposure.

The critical role of a “leader” at HUL is to create
talent and capability for the future. Each identified
leader is expected to create leaders within and drafi
their succession plan. “As Head of Human Resources,
I need to ensure that 1 have identified and am
grooming a couple of people who can take over my role
today, another couple who could take over my role in 2
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to 3 years and in 5 to 7 years — that is my responsibility as a
leader,” says Leena MNair.

In the process of identifying leadership talent,
I't‘l'll'“t'“]'-”]l'#‘ iI.H.EI J:il‘h':l\'i“'l”‘ are E'lrr'l.ﬁ-jliil'[l'lii 1‘li|lli.ll]'||
important. “You need o be delivering great performance,
buat just thar is not sufficient, The demonstrated behaviours
or ‘Standards of Leadership® as we call them at Unilever,
will also determine your ]Hrl:'mj;ll for future growth and
success,” says Leena. Unilever uses the Leadership
Differentiation Tool (LIYT), a 3x5 grid of performance vs
potential o differentiate amongst its talent pool. These
principles are applied o around 5,000 people as part of
talent assessment across the company.

Information on performance is taken from the appraisal
review process & KRAs on the job, while information on
behaviours and potential is taken from multple sources: a
560 degree profiling (done once every two vears), behaviours
demonstrated on the job & GPS (Global People Survey)

A7 PERSPECTIVE

- Shivani Nigam, TCFI



resulis. GPS is an employee survey that captures insights
into employee engagement levels across varions teams, thus
giving information and feedback at the organizational level.

LDT & the assessment of future potential of employees
leads o identifving High Potential (HP) and Sustained
High Performers (SHP) wlent pool, “We identify 15% of
our talent pool as HP & another 10% as SHP,” says Leena,
From this point onwards, this select pool receives difteren-
tiated iupn[s when it comes Lo I::';lillil:i}_'| ancl {l.l";'l'hr[)ﬂ'l.t‘l'l[,
Career I:!I]'Il[:ll'll'tllllilgll"!ﬁ.., {'Hil(']]in;‘_‘ﬂ i"ltnill'n-ﬁl![iﬂﬂ elc.

The leadership development has a very strong compo-
nent of learning, as emphasised in the 10% of the 70-20-10
principle. The e-learning options for employees are exhaus-
tive, Senior leaders, identified as High Potential also have
access 1o (raining at Unilever's exclusive training center in
London, Four Acres and programs at top business schools
across the world,

The process also INCOrporaes job rotation- the 70% part

of the learning principle. “People learn by exposure to a vari-

“WE BELIEVE IN BUILDING

INDIVIDUAL CAPABILITY

by providing opportunities to
deliver in a wide range of roles
which get broader in scope and
responsibility”

- LEENA NAIR, EXECUTIVE DIRECTOR-HR, HUL

COVER STORY

ety of jobs, there are career paths defined based on the poten-
tal future role dentified for the individual,” savs Leena Nair.
Employees identified in the ralent pool will go through planned
moves o ensure that they get the righe skills and exposure
required for the next level of responsibilit, “We 1 welieve in build-
mg individual :';L!J;ai1i|i1:. Iwy E)]'H'-'idi.]'.l:l_" 0 I-Pf:ll'[lllli.lltt'ﬁ o deliver
in a wide range of roles which get broader in scope and respon-
sibility. These are roles with huge responsibilities and bring
with them opportunities for personal growth,” says Leena.

There is also this interesi inl_" concept at HUL called “Hoi

Jobs for Hot People”. Every year the management commit-

tee identifies around 50 jobs that could be the most impactful

jobs for the year, either because it is an area of growth or a

strategic pursuit for the group. “We identify the hot jobs & haot
]wn]rh' on an annual basis, |'t:11]_-|]'|]'!.r T-10% of jn]'m based on
their complexity & impact to the business™ says Leena Nair.
“Hot Jobs are opportunities with very high visibility in the
company and provide a chance o the employees in HP/SHP
pool o create an impact at the organizational level. The HP/
SHP? pool is a dynamic pool since about 20% of managers in
this would move into new roles every year.

Finally, the last 200 is the coaching and mentoring pro-
gram, This is accomplished through access 1o coaches; both
extemnal and intermal coaches are available depending on the
requirement. This also includes the role that Line Managers
are expected 1o play as coaches to their team members,

In terms of compensation, “employees on the top right
box of the LDT could be receive between 175% to 20075
more shares that the rest of employvees at the same level”,
says Leena Nair. This compensation differential is also re-
flected in salary revisions, where employees listed could re-
ceive double or more than the rest in their base pay revision;
similarly, for variable pay the difference can alse be 100% o
more for talent pool emplovees,

[mansparency is paramount for the success of the pro-
cess, Managers in the organization are given a capabilicy
card after the annual review cycle. This capability cared de-
tails all the output of the review cycle and highlights the
p'.|,|h e rh"'.'vln[mwnt for the o WMING year.

Leadership development is ingrained in the Hindustan
Unilever culmre and is aligned to the vision of being a high
performance workplace. “The differentiation created around
people identified as leaders creates a culture where people are
(TIII.'II:H"| i.1i"r't'.. [I\t‘\' WAl (O {:lll|'| el ll-“'l.l\lI SAYS I.E'ﬂ'”'d N'ﬂi]‘.

The success of HUL leadership program has been proven
over decades. The leadership team now tracks metrics like
succession plan compliance, listing cover, number of posi-
tions with ':'L':L:Ij.' now" candidates, number of successors for
each |r::.‘~i1'h i, percentage of roles with female successors as
potential options etc. The success of the organization’s ef-
forts in leadership development is evident in its 0%+ succes-
sion plan compliance for key roles. “00% of our senior lead-
ers are groomed internally,” Says Leena Nair.

Indeed, Hindustan Unilever is a model example of how
taking talent and its management seriously across the orga-
nization can create a culture of performance, excellence
and leadership,
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Nitin Paranjpe discusses

what makes HUL a breeding ground for leaders

As a CEO who started off as a Management Trainee 20 years
ago, you are an example of HUL's philosophy of grooming
leaders. What is that key element of the company’s cul-
ture that enables this process so successfully?

The key elements would be HUL's values & ethics, the
trust that we place in our employees & the Integrity & char-
acter which we expect from our leaders.

How do you hone the leadership potential of young tal-
ent that you bring in?

HUL recruits management graduates from Top B-schools
of the country, like [IMs, FMS Delhi, XLRLISE, JBIMS etc ev-
ery year, in the realm of Marketing, Finance, HR and IT. Apart
from this, HUL also recruits engineers from the Tier 1 engi-
neering colleges like the IITs and IT BHU are some of the
brightest amongst those who qualify as CAICWA. All these
recruits are taken into our Business Leadership Trainee Pro-
gram, which is a robust one year training program, post which
they are placed as managers in their respective functions.

The BLT program is an extremely comprehensive training
module, designed to groom young talent for taking up chal-
lenging roles ahead. They get in-depth functional as well as
cross-functional exposure through various stints, travel
through the length and breadth of the country and outside,
understand company values and ways of working while they
undertake live projects in each stint. There are senior coaches,
mentors and tutors assigned to each intern, ensuring that the
learning objectives of each stint are met, and suggesting any
course correction which may be required for a particular in-
tern. All this ensures that our young talent is honed to take up
the challenging assignments in the later stages of their career.

What role do you think HR should play in the identifica-
tion and grooming of potential leaders?

The Leadership program is a business initiative, owned
and driven from the board. HR facilitates the process and
partners with the leadership team in ensuring objectivity and
fairness of the process.

At HUL we have rigorous processes and HR practices in
place to identify, monitor and nurture key talent or high po-
tential employees (Listers). The company invests an enor-
mous amournt of time in the first 3-5 years of the employee to
understand their strengths and identify who needs to be nur-
tured for the future. Through these processes, we not only
identify our ‘Hot people” but also ensure that they cccupy
“‘Hot jobs’ in the Organization to maximize their potential. We
also follow a robust framework called ‘Standards of leader-
ship” to nurture our talent and this is completely aligned to
our business realities.

Professional aptitude and the ability to generate busi-
ness and profits can be easily identified. How do you
look for the soft aspects of leadership - like ethics, ability
to groom others, retaining poise under severe stress?
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MITIM PARAMIPE, MO & CEQ OF HINDUSTAN UNILEVER LIMITED

We at HUL believe that performance and behaviour
are equally important. Therefore, as an Organization, we
lay equal emphasis on the ‘what’ and “how’ of performance
as we seek to-earn respect by our consistent superior
performance. But, we strongly believe that we will be loved
only if this performance is achieved in consonance with
the needs of the society we serve. We must do good and
do well. At HUL, we understood and embraced this in our
operations long ago, and serving the larger interests of
society has been at the core of our work all along. The
value of the business goes well beyond the balance sheet
it delivers quarter after quarter. The conduct of a business
impacts the wider community of stakeholders.

What obstacles have you encountered in identifying,
grooming and retaining women leaders in your
group?

Our diversity indicators have improved tremen-
dously in the last few years. Today we have 18% of
women in management roles. The trend has been in-
creasing for the last ten years. We want those numbers
to continue to grow. There are many Best in Class initia-
tives we have initiated to create more flexibility &
greater inclusiveness. We recognise the need for women
managers to have a certain amount of flexibility as they
grow in their careers.m



