
The Reality Of Change

Julia Arthur
Advertisement Director
Grimsby & Scunthorpe Newspapers Ltd



Grimsby & 
Scunthorpe 
Newspapers Ltd



There is no “talent shortage”  … 



There is no “talent shortage”  … 
Grimsby

Lincoln

Scunthorpe

Gainsborough

Goole

Hatfield

Immingham

Louth

Retford

Selby

Thorne

Skegness



There is no “talent shortage”  … 



�Performance

�People

�Culture

�Creativity



There is no “talent shortage”  … 

There is no talent shortage if your 
company is a great place to work



Environment



� Revenue performance chart before 
changes in working practices
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� Revenue performance chart last five years
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� Revenue performance chart last five years 
and budget for this year
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% Advertising Staff Turnover to end of 2003
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Grimsby 

& 

Scunthorpe Newspapers…

European

Small Call Centre 

of The Year.



Key change indicators

1. Consistent performance growth over three years

2. Staff retention

3. Small European Call Centre 2002

4. Northcliffe Advertising Centre of the Year 2004



A trigger for 
change..

Environment



Environment



Where change 
begins…

People



 “Focus on your people before 
anything else, when you take care 
of them they will take care of 
everything else”
(Greg Hicks, Leadershock)



How much do we 
value our people?



Introduction

 I looked at the value we 
placed on our people in 

Grimsby & Scunthorpe by 
taking a strategic approach to 

staff retention



A Coherent Approach 

Root cause analysis Report with 
recommendations

Committed and Engaged 
Staff

High Performance

Implementation 
strategy

Success from 
Sustainability



Look Beneath the Surface
Root Cause Analysis

Committed and Engaged

Staff

High Performance



Root Cause Analysis

� Absence

� Employee opinion survey

� Exit Interviews

� One to one discussions



43

21

Attitude and Competence 

Positive

Negative

ATTITUDE

Potential line 
managers and direct 

reports

Training and 
development     

urgently required

Needs immediate 
attention.
Can cause 

considerable 
damage.

Reform or remove

Less potential and 
less dangerous.

Present the 
individual with 

your perceptions.

High COMPETENCE Low



Questions to ask your people
� What do you do and why?

� Who do you depend on to do a good job?

� What would enable you to do a better job?
� Are there things that you could do that could be 

done more quickly, or not at all, with little or no 
loss of value?

� What would you like to spend more time doing, 
and how would that help the team and our 
customers?

� Are you fully stretched?



� Could some of the things you do be delegated to 
a lower cost resource without serious loss of 
quality?

� How can you best help me to help the team?

� If you were in my position, what steps would you 
take to improve the department’s performance 
and morale?

� How can we make this team one of the best in
Northcliffe?

� Is there anything else we need to discuss right 
now?



The Way Ahead

Report and 
recommendations

Committed and Engaged

Staff

High Performance



Report and Recommendations
� Environment - trigger for change

� Evaluate culture

� Management Development

� Competencies

� Recruitment and Selection

� Induction

� Performance Reviews, competency chats



Report and Recommendations

� Absence Management

� Training and development

� Succession Planning

� Communication



Transform the Way we Work

Implementation Strategy

Committed and Engaged

Staff

High Performance



Implementation Strategy

� Project Champion – Director level

� In centre project team/support and advice 
from H R Manager

� Prioritise action points from recommendations 

� Align with business strategy



Where change 
begins…

Culture



The cultural webThe cultural web

A representation of what is A representation of what is 
taken for granted in an taken for granted in an 

organisationorganisation



Culture
� Stories

� Symbols

� Rituals and Routines

� Organisation

� Controls

� Power



Stories Symbols

Power

Controls

Rituals & Routines
Paradigm

Organisation

EMBEDDED IN THE 
ORGANISATION’S 

HISTORY

OFFICES, CARS, TITLES, 
OR THE TYPE OF 
LANGUAGE USED

LIKELY TO HAVE GROWN UP

FOR YEARS AND IS SEEN AS THE

‘FORMULA FOR SUCCESS,

REFLECTS WHAT IS 
IMPORTANT IN THE 

ORGANISATION.

•POWER STRUCTURES

•RELATIONSHIPS

MEASUREMENT 
AND REWARD 

SYSTEMS.

THE EVENTS THAT 
EMPHASISE WHAT IS 

IMPORTANT

TAKEN FOR GRANTED 
ASSUMPTIONS OF THE 

ORGANISATION.

‘THE WAY THINGS ARE AROUND 
HERE’

THE CULTURAL WEB



Stories

EMBEDDED IN THE 
ORGANISATION’S 

HISTORY



Old Environment



New Environment



Incentive



Classified







Symbols

OFFICES, CARS, 
TITLES, OR THE 

TYPE OF 
LANGUAGE USED



Power

LIKELY TO HAVE GROWN UP

FOR YEARS AND IS SEEN 
AS THE

‘FORMULA FOR SUCCESS,



Organisation

REFLECTS WHAT IS 
IMPORTANT IN THE 

ORGANISATION.

•POWER STRUCTURES

•RELATIONSHIPS



Controls

MEASUREMENT 
AND REWARD 

SYSTEMS.



Rituals and 
Routines

THE EVENTS THAT 
EMPHASISE WHAT IS 

IMPORTANT



Paradigm

TAKEN FOR GRANTED 
ASSUMPTIONS OF THE 

ORGANISATION.

‘THE WAY THINGS ARE 
AROUND HERE’



Grimsby & Scunthorpe

Training &  
Development Strategy



Our Aims …...

�Create a centre of excellence by developing our 
people through professional skills and life skills.

�Create a culture of learning for everyone.

�To be more joined up in our thinking across all depts.

�To become more strategic in approach.

�To do the best for our people to enable them to do 
their best for the business.



THE ACADEMY TEAM



ACADEMY TRAINING TEAM

LAURA KILBY SAM WRIGHT RACHEL SALTER SOPHIE MILES

ACADEMY TRAINERSACADEMY TRAINING 
MANAGER



HOW THE 
ACADEMY 
WORKS



SPONSOR 

JILL BATTERBY

� Delivering best practice through the use of assessment and 
development centres.
� Constant review of organisation and competency framework.
� Co-ordination of the way we advertise, recruit and appoint new 

people.
� Delivering on our promises and training others in the 

recruitment process.



SPONSOR

JILL BATTERBY

� Structured and co-ordinated induction.
� Structured orientation programme.
� Appointed organisational ‘buddy’/mentors for the first three 

months, linked to probation.
� Standardisation of information.
� Personal development plan linked to competency framework
� Immediately ‘locked into’ Academy life and mentality



� Personal performance techniques, time, stress, self 
management.
� Assertiveness
� Making presentations that work
� Effective negotiations
� Persuading and influencing
� Technical Training (photoshop skills, digital imaging).
� IT skills development

SPONSORS

JENNY THOMPSON &

MALCOLM BARNARD



� IT evaluation now complete and document written
� 3 year strategy linked to business objectives 
� Snr Mgmt communication first on the list
� Future plans include:

Ad tracking system
Client services portal
Interactive e-learning material
Customer relationship management system

SPONSORS

JENNY THOMPSON

&

MALCOLM BARNARD



SPONSOR 
STEVE BENFIELD BEECH CONSULTANCY

Senior Management

• Effective Business Planning

• Strategic Thinking

• Executive Outcomes

• Coaching/Mentoring Skills

• Creative Visualisation

• Achieving Organisational
excellence

Middle Management

• Self Management

• Realising personal impact

• Leadership Development

• Problem Solving 
Techniques

• Managing Projects

• Empowering Others

Junior Management

• Becoming and effective leader

• Counselling skills

• Appraising for successful 
performance

• Understanding 
forcasting/budgeting

• Coaching skills

• Handling conflict



Organisational Pod

• Facilitated Solutions Workshops

• Facilitated Process Improvement Programmes

• Facilitated Benchmarking Clubs

• Quality Circles

• Mentoring Circles



Organisational Development

Quality Circles



Quality Circles



Quality Circles



Organisational Development

What are the top three processes 
in your job/department that could 
be improved or would make life 

easier



Issues Common to all 
Departments

1. More effective copy instructions

2. Improved proofing service

3. Pre-payment system

4. Message taking – voice mail



SPONSOR 

JILL BATTERBYSPONSOR 

SARAH THOMPSON

� For high potential staff at all levels to move into the fast lane.
� Preparing the managers of tomorrow.
� Growing people not processes.
� Focus on emotional intelligence, intellectual capital, 

benchmarking skills, leadership skills.
� Something to aspire to.



SPONSOR 

JULIA ARTHUR

� Place where creativity is encouraged.
� New ideas conceived.
� Challenge to the status quo.
� Shifting Paradigms’ facilitated.
� ‘Discovery Pool’ created where new ideas can be identified, explored 

and business cased.
� Facilitated visioning and creativity workshops





Where change 
begins…

Creativity







Scientists believe art is a landmark in human 
evolution. No other animals, after all, are 
able to define a painting as anything other 
than a collection of colours and shapes.

The creation of Art…



“If I had to isolate one trait that I would
say marks the human, it is innovation, 
creativity, and the ability to communicate 
through art.”

Creative thought…

Prof. Richard Klein – Stanford University



We experience the world through the
radar of our five senses.

Vision dominates the senses…

Vision
Touch
Taste
Scent
Hearing







The chance of closing a sale 
diminishes by as much as 75%.

We need to grow our market 
share over the next few years.

Northcliffe minimum standards.

What we knew…



Develop a creative resource
unit that could handle greater 
volumes of quality visuals.

Create our own
electronic library.

A catalogue of generic ads as 
samples for the sales people.

Northcliffe digital studio!

What we need…



We launched The Creative resource unit
as a completely new digital department and 
called it Creative Juice.









Creative Juice's is all about
volume and quality.

Facts about creative juice:
1. Over 100 visuals per week

2. Proactively attacks categories not performing well

3. Territory support for sales reps.

4. Customer satisfaction

5. 15,000 increase in spend in first two months

6. Meeting minimum standards for visual services











Grimsby & Scunthorpe 
Newspapers Ltd

Northcliffe Advertising Centre 
of the Year

2004















“There is no such thing as hard 
sell and soft sell. There is only 

smart sell and stupid sell.”

“Smart sell starts with a 
visual”

Julia Arthur – Circa 2003



Helping to shape tomorrows advertising





Unleash the Potential

Success from
Sustainability

Committed and Engaged

Staff

High Performance



� Revenue performance chart including the 
budget for this year
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3.1%
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y/e 1999 y/e 2000 y/e 2001 y/e 2002 y/e 2003 y/e 2004
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Success from Sustainability

� Highly motivated, 
loyal people 

� Increased level of 
skill

� Low attrition rates
� Reduced Absence 

levels
� Increased business 

performance
� Learning is valued 

and supported

Inputs Outputs

� Our People 
� Management 

Development
� Business Strategy
� Training and 

Development
� H R initiatives
� Communication
� Competency 

Framework



Summary

� Long term Strategy

� Commitment at Director level

� Reduced attrition and absence levels 

� Managers who care about their people

� Committed, engaged staff



SUCCESS CRITERIA FOR 
THE ACADEMY

• Improvement in labour turnover - requiring less 
recruitment activity and new starter training.

• Improvements in absence levels.

• Improved results in employee satisfaction survey.

• Improved performance management of both high and       
low performers.

• Improved succession planning.

• Lower error rates.



There is no “talent shortage”  … 

There is no talent shortage if your 
company is a great place to work



All this will not be finished in the first 100 
days, nor will it be finished in the first 1000 
days, nor in the lifetime of this  
administration, nor even perhaps in our 
lifetime on this planet.

But let us begin…

John F Kennedy



Thank you

Julia Arthur
Advertisement Director
Grimsby & Scunthorpe Newspapers Ltd
Juliaarthur@grimsbytelegraph.co.uk
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