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GROWTH BY DESIGN

A 24x7 Lesobershi
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Managers are Randpicked, greomed meticuleusly, evaluated and allowed to chart their
own growth path. At Hindustan Unilever, leadership training is an organisational goal

i For A Bright Future
HUL is taking the task of grooming young
executives for leadership roles seriously

o - — |
The HUL model of grooming human capital

is built around 3 key pillars of leadership such as
development, organisational readiness for the future
and broad-based talent development. The company
uses a '70-20-10' model for developing its

workforce. Nearly 70% of the learning

happens on the job, 20% through

mentoring and 10% at training courses

HUL has spent 60 odd years developing its
leadership factory, ever since the company got
its first Indian chairman, Mr Prakash Tandon in
1961. Since then, Hul has been churning
leaders to be placed within the firm and its
parent company Unilever. A decade back it
took 16-18 years of experience to get to a
semior management position. Today, the

cycle has been cut to 14 years |

We are looking at people who are curious, inquisitive,
want to make a difference and have a sense of optimism.
It is this sense of optimism and self belief, which also
gives these people a certain degree of resiliense to
persevere till they get auteames

We discuss mostly behavioural issues
on standards of leadership and how |
can inspire people | work with
Deepika Bhan, Senior Regional Brand
Manager, Hidx, Sseith 43, Daniteeer

Nitin Paranjpe, CK0, HUL
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nkush Punj, a manager
with organisation devel-
pment at Hindustan Uni-
lever 1IUL. made a jpresentation
to the management committee
some time ago. lie highlighted
certain practices |lUL's compet
itors followed which his compa-
ny might do well to replieate.
The management cofmittee ap-
proved about 70% of his reeom:-
mendations, but Punj went
ahead and implemented the re-
maining 3% as well in Ris busi-
ness practice. But HUL didﬂf
hold that against him. “They
gave me a free hand i imple-
et E\h@%@ f@&@ﬁ‘?fﬂ@ Eiﬁil@ﬂ
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Those famlllar with the work-
ings of India’s PMCG behemoth
will vouch that this was in line
with HUL's policy of giving a
good degree of autonomy to its
managers. Besides being as-
signed respensibility at an early
age. managers are also allowed
to slip up every noew and then.
“We are looking at peeple who
are eUrious, inguisitine, want o
make a differefiee and have a
sense of Qﬁliml«.?sm * says €EO
NItin Paranipe. *1t is optimism
and self-bellet wiieh gives these
peeple a certain ﬂeﬁﬁe b resik:
ienee o B@[%%VSI@ thay get
gutesmes." * A one of the compa:
Ay's yeHngest chiek @?i@ﬁ tves,
af 44, Baranipe ceriainly knsws
what he's ta fing ABGut.

This perception is shared by
those outside the compamny;, par-
ticularly students entering the
world of work. In a 2009 Nielsen
Campus Track -Business School
survey. HUL was named the
‘dream company” to work for by
almost 64% of management stu-
dents graduating in 2010. This
year. too, Nielsen's survey says
HUL is ene of the top five em-
pleyers of ehoiee, Faeters driv-
1Rg students’ desision are 566
1ob prespeets, a high degree ef
Independence, geed market
standing and a decent salary

Besides offfering these, HLU'L
provides year-round leadership

training programmes, global
job opportumiities;, a mapping of
employees’ potential and a
thiee-year career projection,
should they choose to stay on in
the company;

The LUl model of grooming
human capital is based on three
pillars: leadership develop-
ment, organisational readiness
for the future and broad-based
talent development. The eompa-
ny uses what it calls a '70-20-10'
model for developing its work-
foree. Nearly 70% of the learn-
ing happens on the job. 20%
through mentering and 10% in
training courses.

With an employee strength of
16.588 and each year adding an-
other 40-50 B-school graduates
in their early twenties, the Busi-
ness Leadership Trainee (BLT)
programme becomes signifi-
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cant. “These are people who we
believe will be the future leadiers
of this organisation,” says Para-
njpe. The BLTs spend 15 months
learniing the ropes of managing
large operations and interacting
with customers. They have a
compulkaniy, four-week rural
stint where they spend time un-
derstanding the ruial customer:
Besides BLTs, the eompany also
hires 30-40 reeru jts with thiee to
five years' experience. Sinee the
tafget age group of potential
young leaders is between 26-32
years, performanee and leader-
§hip s hand 10 hand.

The Leadership Dewelopment
Tool helps plot employees with
the highest potential (@round
10% of the workforce) and they
are called ‘listers’ who have the
capability to grow vertically in
the organiisation. Next come the
sustained high performers, who
aeeount for 15% of the work-
foree. “These 25% are invested
in a let more heavily than eth-
ers," says Leena Naif; executive

director, human resources. “We
also have additional traiming op-
portumities for non-listers,
which either motivates them to
improve or opt out.” In fact, “ev-
ery person knows how they are
rated and theirassessmint pioe-
86 is tramsparent.” adds Nair:
For Punj. the LDT is a key moti-
vator which drives his perform-
anmce and helps him stand out
among peers. “1t's a huge high to
see my rating on potential and
performance on the LDT, as it
brimgs reeognition and motiva-
tes e to stay on," says Punj. whe
is likely te meve inte a global pe-
sitien seon. As CEO. Paranjpe
Ras his task eut out. in additien
to_spotting young talemt frem
withih, he alse Ras e reaeh
A61Qss 0 Unilever: He is current:
Iy mentering twe peeple at fﬁs
glstaal h?a&% uarkers, and
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Deeplka Bham, 30, senior re-
gional brand mamages;, hair, for
South Asia at Unilever has a
mentor from the senior manage-
ment team with whom she catch-
es up once or twice a month. "We
discuss behavioural issues on
standards of leadershijp, and
how L ecan inspire the people 1
work with," says Bhan. When
§h@j91ﬁ@dth@ s@m?anyslx ears
g0, she was in sales and feund
herselt leading a team of people
whe had been the @rganisation

;5

for 15 years. “They give you a lot
of responsibility at an early
stage.” says Bhan. Today, she is
heading the company’s haii-care
brand. Clinie Plus, in a regional
role with Unilevet: Her apprais-
als and interactions with peers
and managers. have helped her
develep the confidenee and take
up mere [@S;»@nsﬂbilityr as she
meves up the lad

it's no surprise then, that the
average attrition rate at 1IUL is
at 5% -- much lower than the
FMCG average of 18%, says
Naii: Recognition through the
LDT and rewards to best per-
formersarea good retainer: Hin-
dustan Unilever recognised
early that jts sueeess would be
determined by the young talent
it ean attraect, groom, fﬂ@tl\/ﬁf@
and retain. EV@I §inee ﬂz’iﬁ’ilﬁg
the eempany's first Indian
chairman. Brakash Tanden, in
1961, HUL has sultivated 1is lead:
ership fastory with eare and
gnurn@@l outleaders to be placed
Within HUL and the parent Uﬁl
lever Nﬁl[ says: ‘A decade age
108k 1618 years of exper iéﬁ%% %9
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1@@5@@0 Hbiyeetdds with rising
leaders.” he writes.
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