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Part One: Global Talent Acquisition
1. Global Talent Challenges

Global talent management is the standard human resource department practices and
functions; and in the international context the term global talent management is used
interchangeably with international human resource management (IHRM). Global talent
management is a subset of IHRM activities (systematically linked IHRM policies and
policies) to attract, develop, retain, and mobilize individuals with high levels of current
and potential human capital consistent for the strategic directions of the multinational

enterprise to serve the objectives of multiple stakeholders.

Accordingto “Global TalentManagement LiteratureReview” by SHRMfoundation, there are four
drivers that have shaped and are shaping the field of global talent management. More
specifically, these are the drivers that impact how organizations attract, develop, retain,

and mobilizetalent.

1.1. Shortage of Talented Workers

Thereisconsiderableevidencethatshowsorganizationworldwidearehaving
difficultyfindingtherighttalent,whichaffectsawidevarietyofpositionsinmany
regionsandcountriesoftheworld. Organizationsareusingseveralstrategiesto
manage the talentshortagesincludingemployeetraininganddevelopmentand
aggressiverecruitingstrategies.TheWorldEconomicForumandtheBoston
ConsultingGroup(2011) studyrecommendstakingasystematicapproachto

managingglobaltalentrisk and suggestseveralresponsesbymultinational firms:
1.1.1. Introducestrategicworkforce planning(e.g.,determinefuturetalentgaps).
1.1.2. Ease migration(e.g., attracttalentfroma globallabor pool).

1.1.3. Fosterbraincirculation(e.g.,reducebraindrainbyencouragingstudentsand

professionalstoreturnhome).

1.14. Increaseemployability(e.g.,increasetheskillslevelsofboththe currentand

future workforce).

1.15. Developatalent “trellis”(e.g., offermultiple developmental and career

pathways).

1.1.6. Encouragetemporaryandvirtualmobility(e.g.,accessrequiredskillsfromany

location.



1.2.

1.1.7. Extendthe pool(e.g.,attract skill setsof women, olderprofessionalsetc.).
Changing Demographics

Severalstudiesshowthat thereislittle doubtthat world demographicsare changing.
Populationinthedevelopedeconomiesisshrinkingandbecomingolderwhilethe sizeof
populationofmuchofthedevelopingeconomiesisexpandingandgetting younger.One
implicationofthesedemographicchangesisthecreationofvarious generationsof
employees:generationX, babyboomers,generationY or millennials. Simultaneously
managingmatureworkersoranagingpopulationandyounger workersisachallengefor
thetalentmanagementfunction.Thematureworkersare likely to live longer
(increasing life expectancy), retire at later age (there are increasingpressuresinmost
countriestoraisethe retirementage),andwhen theydo retire,theylikelywilltaketheir
tacitknowledgewiththem.Hence, knowledge
transferorextractionfromthisgenerationisakeyissuefacinghumanresource
practitioners.Inaddition, developingpoliciesandpracticesto manage stereotypical beliefs
andnegativebiasestowardsmatureworkersisanimportantchallengefacing human
resourcepractitioners.ltisimportanttopointoutthatthecategoricalterms suchas Baby
Boomer,andGenXand Yare predominantlyinfluencedbyideology fromthe United
States. Differentcountrieshavedifferentgenerational
classifications based on their historical and social events.

Similarto the aging population, managingthe millennial isalsochallengingforglobal talent
management. It is important to understand the work related characteristics of this group

thatinclude:
e Lowloyalty(and engagementlevels)towardsemployers.
e  Mostlikelytovoluntaryleave wheneconomicconditionsimprove.

e  Considerlearningand developmentasthe most essentialbenefitfrom

employers.
° Look fora good work/life balance.
e  Prefertocommunicateelectronicallyatwork thanface-to-face.
e  Careerprogressionisimportant.
e  Attractedtoorganizationsthatfocus on corporate socialresponsibility.
e  Stronginterestinworkingoverseas.

e  Comfortableworkingwitholder generations.



10

1.3.

The millennial generation of workers in the developing economies and countries in the
southern hemisphere provide additional challenges to the talent management function.
They seem to lack the necessary skills and competencies needed to meet the job
requirementsintoday’sglobal organizations. Thereareseveralreasonswhy
thisgenerationisnotabletodevelopthenecessaryskillsandcompetenciesincluding
politicalinstability,poororunevenqualityofformaleducationalsystems,barriersto entry
incertaincareers,andlackofcareerdevelopmentprograms.Animportant challengefor
global talent managementin organizations, therefore, istofind ways to developtheskills

andcompetenciesofyoung peoplelivingindeveloping countries.
Changing Attitude toward Work and Structure of Work

Attitudetowardsworkarechangingdramaticallyinsomecountries.Traditionally
employees rotated through a set of jobs or positions with an occupation or a
company, lateraland/orhorizontalmovement(e.g.,jobmobility) waswithinthe
employerorganization,andthe employerinvested considerableresourcesintraining and
developingemployees.Inreturn,theemployeesdisplayedloyaltytotheir employerand
expectedcontinuedjobsecurity.Thepicturenowisverydifferent.

Workers are frequently changing jobs or moving across employers and occupations, are
taking major responsibility to manage their own careers, and assume little or no job
security, regardless of performance. Employee loyalty seemsto be very low, or as some

wouldsay employee loyaltyseemstobedead.

Fromatalentmanagementperspectivetheconsensusisthatthestructureofwork will
continueto change creatingmore challengesfororganizationsto retaintalent. Recent
studiesprovideinterestingtrendswithrespecttothefutureofwork. Some
ofthetrendsincludevirtualteams(e.g.,employeeswillinteractwitheachother using
technology)socialnetworks(e.g.,employeeswillhaveaccesstoseveral
potentialemployers),flexibleworkhours(e.g.,employeeswillhavemorecontrol over
theirworkschedules),remoteworkstations(e.g.,employeeswillworkfor companiesthat
aregeographicallydistant), contingentworkers(e.g., employeeswill work for multiple
organizations),andmore dependence onmobiletechnology(e.g., theincreasinguse of
smart phonesand tablets). These trendssuggest the talent of
thefuturewillbeworkingformultipleemployers,willbewellconnected(sociallyand
professionally)withavarietyof organizations,andwillbewillingtomovefromone jobto
anotherandonecareertoanother.Inaddition,thesecharacteristicsaremore likelyto
changetheemployee-employerrelationshipmakingitmoredifficultfor organizationsto
managethetalentmanagementprocessasattracting,retaining, developing,and

mobilizingtalent.
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1.4. Country Culture Differences

Countrycultureanimportantroleininternationalhumanresourcemanagement.
Country culture can have a direct or indirect effect on how human resource
managementpoliciesand practices are designed, howtheyworktogether,and how they
influenceemployeebehaviorandperformancebothattheindividualand
organizationallevels. Animportantdiscussionininternationalhumanresource
managementisontheissueof convergence/divergenceofhumanresource practices across
cultures,regions,and countries.Convergence meansthat humanresource management
policies and practices are similar across countries and cultures and divergence means
thathumanresource managementpractices are differentacross countriesandcultures.
Evidencethusfarismixed.Certainhumanmanagement
practices converge,some donot, andit dependsonthe context. Forinstance, it could be
arguedthatthereismoreconvergenceatthemoregeneralpolicylevel(e.g.,all
employeesneedcertainamountofdevelopmentregardlessofculture)andmore
divergenceatthemorespecificpracticeorimplementationlevel(e.g.,thespecific

practice usedto developtalentedemployeeswill vary withthe culture).
2. Global Talent Acquisition

For some time now, the makeover of the recruitment process has undergone some
significant changes and the new term that has emerged is “Talent Acquisition” (TA).

So what is the difference between recruiting and talent acquisition? Some has
commented that it was just simply changing a title to be in tune with the current practices
as there is not much improvement in the process.

This new concept of “Talent Acquisition”isan ongoing holisticcycle of processes related to
attracting, sourcing, recruiting, and hiring (or placing) employees within an organization.
It involves employer branding, outreach, networking and relationship building with
potential candidate communities to continually build and enhance the talent pool for an
organization.

Traditionally, recruiting was usually the responsibility of a company's human resources
department who initiated the recruitment process from job advertisement, job posting to
tracking applicants to get the best candidates to fill the positions.

Now with talent acquisition, it is about recruitment and marketing - building relationships,
creating brand awareness and communicating your company culture and values to the
world and thereby building up the interest of potential candidates to join your

organization! This talent acquisition technique can be leverage by adopting social
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networking and mobile recruiting tools.

For a comprehensive and effective talent acquisitions strategy, most organizations still
continue with campus recruitment; services of an external recruitment firm for
retained/contingency search and/or recruitment process outsourcing.

2.1. Talent Acquisition Framework

Sometimes, the term “Talent Acquisition” (TA) is often used synonymously with
Recruiting. However, these are two very different things. Recruiting is a subset of TA, and
includes the activities of attracting, sourcing, screening, selecting, and hiring. In some
organizations this extends to the early stages of onboarding, which then becomes a
shared responsibility between HRand the hiring manager, with support from the learning
organization.Talentacquisition,asdefinedbyDeloitte,is—"astrategicapproachto
identifying, attracting and on boarding top talent to efficiently and effectively meet
dynamicbusiness needs”. Talentacquisitionincludesrecruiting, butitis inclusive of other

strategicelements as follows:

Recruitme

Source:Erickson,R.(2012). TheevolutionofTalentAcquisition,Newsletter,Bersinby Delloitte

Research.

Talent Acquisition Planning & Strategy — ensures business alighment, examines workforce
plans, requires an understanding of the labor markets, and looks at global considerations.

Workforce Segmentation — requires an understanding of the different workforce
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segments and positions within these segments, as well as the skills, competencies, and
experiences necessary for success.

Employment Branding — includes activities that help to uncover, articulate and define a
company’simage, organizational culture, key differentiators, reputation,and products and
services. Employment branding can help advance the market position of organizations,

attract quality candidates and depict what it is truly like to work for that organization.

Candidate Audiences — necessitates definingand understanding the audiences in which
an organization needs to source for specificroles. Different sourcing strategies should
be applied based on the understanding of the jobs and where the audiences will come
from to fill them.

Candidate Relationship Management — includes building a positive candidate experience,
managing candidate communities, and maintaining relationships for those candidates not
selected.

Metrics & Analytics — is the continuous tracking and use of key metrics to drive
continuous improvement and to make better recruitment decisions, to ultimately improve
the quality of hire.

For a comprehensive and effective talent acquisitions strategy, most organizations still
continue with services of an external recruitment firm for retained/contingency
consultants and/or recruitment process outsourcing (RPO).

2.2. Contingency or Retained Consultants

The retained search firm is being paidto conduct the search. They therefore undertake
a much more exhaustive process. The contingency search firm is paid only when
someone gets hired. Their search process is skewed to producing results rapidly since
the more time spentthe less profitable the mandate.

2.2.1. Contingency searchfirm

Contingency recruiters typically work with a large number of job openings, and, using a
database of knowncandidates,lookfor matcheson paperand sendthose candidates’
resumes—as many as possible—to clients for possible interviews. Contingency searchis
used when the candidate is the bargaining chip. Contingency is sometimes described as
No Win, No Fee (or even No Cure, No Pay). It is what it says on the tin, a service
performed by a recruitment company for free until the day a candidate represented by

them takes a position with their client. Recruiters working on this basis often have to
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compete with the client’s internal HR department, advertising, direct applicants and
typically one or more other recruitment companies.

The trick here is to represent the best candidate or candidates and to do this faster than
the other channels. If for instance, the vacancy is hard to fill, chances are there will only
be a few candidates out there qualified for the position. Getting to these before everyone
else is vital for the successful no win, no fee recruiter.

2.2.2. Retained searchrecruiter

The retained search recruiter on the other hand maintains exhaustive databases of
candidates, cultivates contact in sectors in which they work frequently so they know who
might be restless, and pre-selects the candidates carefully using advanced assessments for
suitability and job fit. You only see the finalists. Working on a retained basis means the
recruiter will charge an upfront fee to the client to conduct a search. They will operate on
an exclusive basis meaning the job will only be filled through this recruitment company.
These recruiters work very closely with their client and will take their time and use an
agreed methodology to find the best person for the job. The process is usually rigorous
with a shortlist of anything from three to ten names being presented before interviews
commence. In a perfect world, the retained recruiter will be able to present five
candidates with the ideal skills, location, salary, etc. and all the client has to do is pick the
one they like the most.

Aretainedrecruitmentassignmentdoesn’t come cheap; the client will expectto pay up to 30-
50% of the projected first annual salary of the successful candidate. Companies will
request a retained search when they are looking to fill a senior position and sometimes
when all other cheaper search options have been exhausted.

2.2.3. The maindifferences between Contingency and Retained search

The retained recruiter takes their time to get things right using processes and agreed
methodology, knowing they will eventually fill the position thanks to their exclusivity
terms. The contingency recruiter will be a lot quicker and most probably deliver more
candidates to increase the odds of making a placement.

Another difference is that the retained recruiter has signed up to a service level,
sometimes a retained search can be challenging and these projects can be rather lengthy.
The contingency recruiter will simply move on to another vacancy or client where they
believe they can get a more straightforward win.
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2.3. Recruitment Process Outsourcing (RPO)

According to Recruitment Process Outsourcing Association, RPO is a form of business
process outsourcing (BPO) where an employer transfers all or part of its recruitment
processes to an external service provider. An RPO provider can provide its own or may
assumethecompany’s staff,technology, methodologiesandreporting.Inallcases,RPO differs
greatly from providers such as staffing companies and contingent/ retained search
providersin that it assumes ownership of the design and management of the recruitment

process and the responsibility ofresults.

Historically, RPO provided high-volume hiring for large organizations at a lower cost
compared to other recruiting options. However, RPO has evolved over the last few years
to become a flexible strategic talent acquisition solution with additional benefits that can
be adopted by small and medium-size organizations as well. Traditionally, organizations
hire through one of three recruiting options: internal recruiters, staffing agencies, and
contract recruiters. Until recently, few organizations were aware that recruitment process
outsourcing could be a viable or available solution to their recruiting. Unlike other
outsourced recruiting models, recruitment process outsourcing is a strategic partnership
that brings additional value-added benefits, including:

2.3.1. Analysis andplanning

When run effectively, RPO providers work with their clients to understand the business
side of recruitment or business goals. They help clients forecast staffing needs and plan
the necessary resources to respond to these needs, which help achieve those business

goals.
2.3.2. Extensive jobmarketing

RPO providers market client jobs through job boards, social media, referrals, and
networking to drive candidate exposure to jobs and employer brand (a major
differentiator from staffing solutions).

2.3.3. Sourcing and engagingtalent

In addition to finding talent, RPO providers build up employment brand and recognition;
engage future potential talent through talent communities and talent pipelines; and
source candidates in advance and with multiple sourcing assessments.

2.34. Candidate assessments
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RPO providers assess candidates, guide them through the beginning of the recruitment
process, and make sure they have the core skills, competencies, and motivators to do the
job.

2.3.5. Candidate care

Managing the candidate experience is very important as it reflects on your employer
brand. RPO providers help clients take care of the candidates and manage their
experience, whether they are being interviewed, hired, or considered for the job.

2.3.6 RPO engagements

RPO is not a one-size-fits-all. RPO offers different engagement models. There are three
main RPO engagement types:

*  On-Demand RPO: A contract-based engagement with a qualified provider that knows
the company, their messaging, their processes and the results they need. The
contract specifies adefined number of roles within a defined period of time.

. Function-Based RPO:TheRPOprovidertakesapieceofthecompany’srecruiting needs
entirely offthe company’s plate (e.g., the IT departmentor an entiredivision of the

organization).

. Full RPO: Whenthe RPO vendor providesa company’s entireinternalrecruiting

functionincludingaccessto the provider’sfull breadthof resources.

3. Global Recruiting

As competition for talent increases, it is increasingly important for international
organizationstobuildrecruitmentstrategiesthatare consistentacross the globe. Surveys found
that 70% of employerssaysourcingforeign workersisvery or extremelyimportant totheirtalent
acquisitionstrategy.Butwhenrecruitingglobally,issuesfromcultureto cost require careful

planningforbusinessesofalltypes.
3.1. Global Recruiting Process

Internationalrecruitingholdsbythe samerecruitingbestpracticesthatyouuse domestically.
However, itmaybe even moreimportant to understandthe leversand processesthatensuresuccess

when recruitinginternationally.
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Sourcing Operations Recruiting

Global Recruiting Processes and Levers

Source: Aon Hewitt

3.1.1. Sourcing

GlobalHRshouldleverageinnovativetechnologies,savvymarketanalysis,and targeted

outreachstrategiestoattract the bestavailabletalent. Thespecialized expertiseincludes:

Market research and analytics

Social mediaand diversitystrategies

Postingsand ad placement

Data miningand resumescreening

Ongoingpipeline creationand campaign development

Direct recruitment

3.1.2. Operations

Global HR shouldensurethe hiringprocessissmoothand efficientandtakesoverthe talent

managementprocess, focusingon:

Digital/online assessmentsupport
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e Interviewschedulingandcoordination
e  Offerprocessand onboarding

e  Background/medical processing

e  Application/requisitiondisposition

e Data entry andreporting

3.1.3. Recruiting

GlobalHRshouldensurepowerfulmatchesandpositiveexperiencesandspecializein
connectinglinemanagerswiththerightcandidatesandsellingourcompanyasa premier

employmentdestination. The expertise will be:
e  Pipelinemanagement
e  Requisitionmanagement

. Candidate submissionsand feedback

3.2. Global Recruiting Strategy

Aglobalrecruiting strategy can strengthenaglobal brand, expand the talentpooland

support standardized, cost-efficientprocessesandbettercandidate experiences.

Whenit comestorecruitingacross borders,aglobal strategyandfosteringashared visionof
successamongorganizationstakeholderscanhelpcompaniesunderstand thetalentthey
haveandsecurethenewtalenttheyneed.Regardlessoflocation, employersare
discoveringthatappropriatelyskilledtalentisascarceresource, particularlywhen

expandingglobal operations.

Compoundingthe talentchallenge, individualsaremore mobile and have choices of how,
whereandwhentheywanttowork.Thismakesitdifficultforemployerstofind the right

talentwhereand whenthey needit.

Further,globalprogramsuccessrequiresalong-termbusinessstrategy,notjusta
tacticalapproach.Thisentailstransitioningfromareactiveapproachtofilling
positionsto aproactive approach that reorganizesanddevelopstalenttomeet

businessrequirements. Thereareseveraltacticsas following:
3.2.1. ThinkLocal, Act Global

In a worldshort on resources, companies must understandthe full complement of talent

withinthe organizationand howto optimizetheglobaltalentpool.
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Organizationscannot havelocal labor knowledge forall of the marketsthey want to enter,

andtalentmaybeinadifferentregionthanwhereitisneeded.

Organizationsneedtobeflexibletorespondtobusinesschanges;volumeandhiring needs
acrossregionswilldiffer.Aligningtalentstrategygloballycanincreasean organization’s
abilitytounderstandgloballabormarkets,conducteffectivetalent reviewsand
successionplanningandbecostefficient.However,foralong-term recruitingprogramto
besuccessful,itiscriticaltobuildtheappropriatefoundation andsecuresupportfrom
globalleadership.Asharedunderstandingof program objectives, scope and goals alsois

critical.

There are opportunitiesforstandardizationacross the entire organization, butthe
challengeisgainingtransparencyacrossalloperations.Organizationswithasingle, globally
deployedsystem canprovidethe HR or managementteam witha holistic view of the

workforce.
3.2.2. Strikingthe RightBalance

Achievingafixedandflexiblemodelthatmeetslocalrequirementsandsupportsa global
strategyisanidealendstate.Elementssuchas brandstandard, definitionsand reporting will
bethe same across alllocations. Aglobalapplicanttracking systemalso willbeafixed
componenttoincreasetransparency and ensurethe organizationhas accesstovaluable
businessintelligence.Otherelementscanbemoreflexible,suchas the candidaterecruiting

environmentorhow openpositionsareadvertised.

Asorganizationsexpand, masteringthenuancesofrecruitinglocallycanbe challenging.In
some cases, localhiringmanagersmay behesitanttoembracenew recruitingprocessesdue
tofearoflosingcontrol. However, movingfrom
decentralizedtalentacquisitionfunctionsrunbygeographicregionstomore centralized
talentacquisition with global standardsand reportingis along-term
strategicchoice.However,itismanaged,successfulglobalrecruitingprogramshave four

elementsincommontoensurealignmentwithbusinessrequirements.

3.23. Designaframework

Thinkingglobally and acting locally can provide a project frameworkto meetthe
organization’sneedsforstandardizationand flexibilityaroundbrand standards, technology

and compliance.

Allowforlocalrequirements. Forexample, spaceusedforinterviewscanvaryinsome
cultures.Otherculturesinvolvethewholefamilyintheinterviewandrecruiting process

—notjustthecandidate.Processesalsoneedtoaccommodatethese
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3.3.

limitations.

Recruitingknowledgeandrequirementsalsomaturedifferentlyaroundtheworld. Talent
managersinemergingmarketsmaynothave accesstothesamerecruitingbest practices and

informationavailableinthoseadvancedcountries.

Also, considerlocal systemrequirementsfordataprivacy and data sharingfor
technology-basedapplicanttracking.Atrustedadvisercan support program

developmentthatfitsvaryinggeographicalrequirements.
3.24. Deployinphases

Successfuldeploymentofaglobalrecruitmentstrategy requires careful attentionand
execution.Deploymentis bestdonein measured phases. Akickoff meeting before
deploymentcanreinforcesharedunderstandingofscope,rulesand processes.This keeps
everyonecurrentonwherethingsstand, wheretheyareheadedandwhen changes will

occur.

Ratherthan fully deployingatonce, a pilotedapproach and monitoringthe process canhelp
ensuresuccessfulrolloutacrossregions.Aseachlocationgoeslive, monitor solutionsclosely,

allowforalearningcurveand preparetomake adjustments.
3.25. FindingtheRight Talent

Achievingglobalrecruitingsuccessdependsontherightbalance betweenlocaland global
processesandcreatingalignmentofkeystakeholdersontheprograms’ businessgoalsand
objectives.ltalsorequiresstandardizedprocesses,compliance support and committed

resources to meetgoals.

Human potential will remain every organization’s key competitive differentiator, yet
finding the right talent will continue to be a challenge. By developing and executing the
right global workforce strategy, organizations can secure the people they needto win the

war fortalent.
Alternative Work Arrangements

In global competitive landscape where skilled talent is in high demand, many
candidatesarein apositionto negotiate alternative workarrangements. As aresult,a
growingnumber of companiesare taking advantage of technological advancements

to offer non-traditional work arrangements to attract and motivate high performers.
3.3.1. Jobsharing

A job share arrangement is a full-time job split between two individuals, each with
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responsibility forthe successof the total job.Job sharing allowstwo staff membersto share
theresponsibilitiesofonefull-timeposition,typicallywithproratedsalaryand paidtime
off.Creativeandinnovative schedulescanbe designedtomeetthe needsof thejobsharers
andthedepartment.Job-sharingarrangementscanbe50/50,60/40 oranysimilar

combination.Theschedulesmayalsooverlapasneededordesired.

3.3.2. Flexible workschedule

Aflexibleworkscheduleallowsemployeesalevelofautonomytocreatetheirown
schedulesand find a work-life balance that works for them.Rather than a traditional, 40
hournine-to-fiveworkweek,aflexiblescheduleallowsemployeestovarythe
timestheybeginandendtheirworkday.Thereisstillstructuretoaflexiblework
schedule:employeesmustworkacertainnumberofhours,orcomeupwithan

alternative agreement with theiremployerregarding office hours versus remote time.
3.33. Telecommuting

Telecommuting—alsoknownasworkingfrom home (WFH), workingremotely, or e-
commuting—isawork arrangement in which the employee works outside the office.
Impressive thoughit sounds, telecommutingisn'ta catch-all solution. Activities that require
face-to-face contact,equipmenthandling, orsome sort of physical presence don'tlend
themselveswelltoremoteenvironments. Asarule ofthumb,remote- friendly workfalls

intotwo categories:It'sonline,and/orit'sindependent.

3.34. Remotework

Remoteworkimpliesthatthe workerlivesoutside ofthe geographicareaofthe
company’s mainheadquarters or office. Telecommutingandtelework can mean that there
may (ormaynot) besomeon-siteworkbeingdone bytheworker.Andthese days,notall
workdoneatadistanceisdonefromhome—workersmayopttositwith alaptopata
coffeeshop,coworkingspace,oranairportloungeifthey’readigital nomad.Sowhile
“workfromhome”isacommon phrase,itmightnotactuallybe accurateinterms of

describingexactlywherepeoplearereallyworking.
3.3.5. Virtualteams

Avirtualteamisadispersedteamwhichcanbescatteredacrossarange of geographical
locations, whichresultsin them communicatinglargely overvirtual platforms—video
conferencing, Work OS platforms,chat messengers,andmore. Dependingon the objective,
lifecycleandteam members, thetype of virtualteam thatisrelevantforyouandyourgoals

canvary.Youcanfindthe5mostcommon

types of virtual teams below.



e  Networked teams are aworkforce made up of varying positionsthat come
togetherunder acommon goal. Participation can befluid, withmembersleaving once
theircontributionisdoneandjoiningwhenneeded.Thistype ofvirtual

team is common in consulting and technology firms.

e Parallelteams areformedwithinanorganization,withthegoal of problem
solving.Theseteamsarecommoninindustriessuchasresearchand
developmentorinnovation.AgoalofformingParallelteamsisremoving

groupthinkanddevelopingcreativesolutionstopressingproblems.

e  Product developmentteams are brought togethervirtually, oftenfromaround
theworld,tosharetheirexpertiseunderthesharedgoaltocreateanewproduct or
project.Thesizeoftheteamand lifespandependsonthescope ofthe

project.

e  Serviceteamsaremadeupofinternationalmembers,whichcoverdifferenttime
zones.Common in customerservice, thiswould mean arepresentativefinishing their

shiftinAsia, assomeoneintheUS begins—followingthesun.

e  Actionteamsareformedtohandleaspecificsituationandaredismantledafter the
situationpasses.Thelifespanofactionteamsareusuallyshortandare meant to

handleimmediate problems.
3.3.6. Cross boardercommuting

Cross-bordercommutingisa type of mobility where employees workinanother member
state withoutmovingtheirresidencetothat particular country. Itis understoodasrepeat

movementof the same personacross national bordersona regular basis.

3.4. Contingentemployment

Today, thissegmentofthe workforcehasgone mainstream,anditneedstobe managed
strategically. Givengrowingskills shortagesand thelow birthratein many countries,
leveragingandmanaging “alternative” workforces will become essentialto business
growth in the years ahead. When there is a need for additional or replacement
employees, a firm may explore alternatives to recruiting. Recruitment costs can be high.
Moreover,once employeesareplacedonthe payroll,theymay be difficulttoremove,even

iftheirperformanceis marginal.Consequently,an
organization is well advised to consider alternatives to adding full-time staff members.

There are some viable options of leveraging nonemployees as follows:

3.4.1. Independentcontractors
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Anindependentcontractor(sometimecalledfreelance)isapersonorabusinessthat
performsservices, producesoutcomes,or produces productsforabusinessundera written
orimplied agreement or contract. The independent contractoris not subject totheclient's
controlordirection.Most contractsspecifythata contractorisnotan employeeand,as
such,isnoteligibleforanybenefits, perks,orprivilegesan employer mightprovide for

employees.
3.4.2. Third partycontractors

Third party contractors include any person or entity other than Contractor, its
Affiliatesorits Subcontractors who providesservicesinconnectionwith the Project that are
not within the Scope of Work and do not constitute Work under this Agreement,

pursuanttoan agreement(eacha "Third Party Contract") with Owner.
3.43. EmployedConsultants

Employed consultantsare a hybrid of permanent workersand contractors—offering
organizationsaskilledworkerwho’spermanentlyemployed by us,and ready towork in

interimor projectpositions.

3.44. Co-employment

Co-employment is the contractual allocation and sharing of certain employer
responsibilitiesbetweenaprofessionalemployerorganization(PEO)andclient.Co-
employmentisthebusinessmodelused by PEOs—amongotherthings,itgivesclient
companiesaccesstoabroaderspectrum ofemployee benefitplans,sharesavariety of

employerrisk,and shiftsfiduciaryliability of pension planstothe PEO.

APEO—sometimesreferredtoasanemployeeleasingcompany—isahuman

resources company that is contracted by employers to take over certain
administrativefunctions,suchaspayroll,taxes,andemployeebenefits. ThePEO

assumes some of the administrative burdenof beinganemployerand thatallows the clients

to havea sharperfocus on theirbusiness.

3.4.5. Jointemployment

If two or more companies exercise some control overthe work or working conditions ofan
employee,thosecompaniesmayallbeconsideredtobe “jointemployers”.A company will
bedeemeda“jointemployer”withanothercompanyifithas “direct andimmediate

I"

control”overanothercompany’semployees.Thefactorsthatare consideredin making this
determinationarewhetherthe company thatis receiving
thebenefitoftheemployees’'work(evenifthoseemployeesaretechnicallyon another

company’s payroll) (i) hiresorotherwise selectsthe workers, or has input
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intothe selection process; (ii) paysthe workersor determinestheir compensation; (iii)
directsthe workers’ day to day activities, setsschedulesorsupervises performance; or (iv)

hastheauthority todisciplinetheworkers,enforceworkplacerulesor
terminate the workers’ employment.

3.46. Advantagesand DisadvantagesofContingent Employment
Advantages

e  CostSavings—Mostobviously,theuseofcontingentworkforce,particularlyto offset
peak business volume times, helps an employer avoid hiring to accommodate
busy periodsonlytowind up overstaffedwhenbusinessrevertsto regularlevels.
Further,contingentworkerstypicallygettheirbenefitssuchas vacationtime, holiday
pay,sickleave,andhealthinsurancefromthestaffing supplier,soyour company
doesn’thavetoabsorbthose costs. Moreover, when youengageindependent
contractorsyouavoid withholding payrolltaxes, paying social securityand Medicare

taxes,andunemploymentcontributions.

e  EasedAdministrativeBurden—Whenyouengagecontingentworkforce,
administrative burdenssuchas routine employment documentationandother
administrativetasksarehandledbythestaffingsupplierand/ormanaged services
provider.Youalsoeliminatethetime-consumingtasksassociatedwith seekingand
reviewingemploymentapplications,interviewingjobcandidates, and preparing tax-
withholdingforms. Outsourcingthese activitiesgivesyour

team more time to focus on the critical, strategic objectives of your business.

e ImprovedRecruitingCapabilities—Contingentworkforce can bevery usefulasa sourcing
tool,enablingyour company to evaluatea worker’sperformance onthe jobasatemp.
Thetopperformerscanbeofferedfull-timepositionsafterbeing testedinreal-life
conditions.Engagingacontingentworkerpermitsyouto “try beforeyoubuy,”
learningifaworkerholdstheskills,workethic,andattitudeyou seekin your full-time

hires.
Disadvantages

e  TrainingDifficulties—It canbechallengingtoprovideextensivetrainingto
contingentlabor,particularlywhenworkersareengagedtoaddresstimesof
extremebusinessvolume. Evenwhen peakseasonalityisnotthe reasonfor engaging
contractlabor,trainingforcontingentsisoftendifferentthanthatfor
full-time employees, particularly whenthereissensitive intellectual propertyto

protect.
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e  TransiencyandDependabilitylssues—Contingentworkersaresometimes perceived
(rightlyorwrongly)aslessdependable. Theimplicationis thatatemp workerismore
inclinedtoleavetheirtemporaryassignmentwhenafull-time offerpresentsitself,

whichcanleavetheemployerinthe lurch.

e  LegalandCompliancelssues—Numeroushighprofileworkerclassificationcases have
seenemployersonthehookforsignificantfinesformisclassification,co-
employment and joint-employment related claims. Managing a contingent
workforcerequiresan HR practitionerto be well-versedinthe oftencomplexand
conflicting rules and regulations for utilizing non-employee labor. Some
evidencesprovethatthereisasignificantriskifthecontingentworkforceisn’t
properlyclassified(misclassified),addingalayerofcomplexitytothechoiceof
whetherornottousecontingentlabor. Thus,oneofthe mostsignificantrisksis
the possibility of misclassification lawsuits alleging that workers should have been

classifiedas“employees,” andare nowowed benefitsandother back pay.

Whiletherearemanybenefitstoacontingentworkforce,companiesmustalso be
awareoftherisks. Widespreaduseofcontingentworkerstoperformjob
functionssimilartofull-timeemployeesmayleadtoworkertensionsanda
decreasedsenseofsecurity. High turnover can increase training costs, add
inefficiencies,and createknowledge gaps—forinstance,ifatemporary workeris putin

chargeofasegmentofworkandtheassignmentendswithoutaneffective transition.
4. Global Talent Sourcing

For the mid-market company that is expanding internationally — whether for the first
time or into uncharted territory — identifying the right talent can be a challenge. In an
Ernst & Young study of C-level and other executives in rapid-growth markets, 30 percent
of respondents reported the need for a strategic hiring process in international markets.
Intensifying the problem, according to the same study, is a self-reported knowledge gap in
local culture and ways of doing business by more than half of the participants.
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A strategic approach to hiring talent globally

1. Assessing the market for the talent pool
Pool of local talent with the right skill sets for the entering market

Access both hard and soft skills necessary for a particular position

Begin to search, whether through networking, partnership or a search firm

Process interviewing and reference checks for the global talents

Cultural sensitivity as well as job skills

Strategic Approach to Hiring Talent Globally

Source: Chiefexecutive.net

A strategic approach to hiring talent globally starts with answering a few key questions

that will create a candidate profile, narrow the search, and get the process underway

quickly and efficiently. Once candidates are identified, the interview process and

reference checks will require a deeper dive to determine the suitability of finalists not

only to the position for which they are being considered but to the culture in which they

will be operating.

4.1. Assessing the market for the talent pool

4.2.

Isyour organizationgoinginto a marketinwhich yourindustryis already established? Ifso,
theremaybealocaltalentpooltodrawfrom.However,keepinmindarecent McKinsey &
Companyreport, “PerspectivesonGlobal Organizations,” whichcitesthat companies
enteringemergingmarketstendto face fierce competitionfora small pool of localtalent
withtherightskillsets.Ifthat provestobethe case,oryourcompany isthefirstinyour
industrytoenteraparticularmarket,youwilllikelyhave tobringin talentlookforsuitable

candidatesbothin-house(atheadquartersorotherwise)as well as new hires.
Identifying a pool of viable talent with candidate profiles

Thefirststepinidentifyingapoolofviabletalentistocreateacandidateprofile.This
profilewillemergefromanswerstoarangeofquestionsdesignedtoaccessboth hardand

softskillsnecessaryfora particularposition.Amongthe questionsto include:
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4.21. Howcrucialisexperienceinmarketversusindustryorproduct knowledge?
4.2.2. Mustthe candidatehave livedandworkedinanother countryinthe past?
4.23. Isin-marketlanguagearequirement?

4.24. |sthecandidatecapableofadjustinghisorherstyletomeettheneedsofa new

environment?

4.25. Ifforeign-born,howlikelyisthecandidatetogainthetrustofthepeopleofthe

country to which he or she is moving?

These questions, augmentedbyothers specifictothe companyandposition, will shrinkthe
candidate poolandwillhelpdeterminewhatitwillmean,withinyour organization, to be

a successful global executive.
Sourcing candidatesthrough your relationships

Onceyourcandidateprofileisestablished,thesearchcanbegin,whetherthrough
networking, partnershipora searchfirm.In sourcing candidatesthrough networking,
determine what relationships you might have in the market. Consult your own
Rolodexandwith peersforrecommendations. Also,considercreatingpartnershipsor joint
venturesthatmightresultinreferrals.Dotargetedresearchtofindoutwhether other
industriesareoperatinginthe marketthat mighthave peoplewithskillsthat would

transfertoyourindustry.
Diving Deep for your right talents

With the field narrowed to a selection of viable candidates, the process of
interviewingandreference checksforglobaltalentrequiresadeeperdive.Youwill needto
determinewhetherthe candidate has not onlyresumeskillsandexperience butis
intellectuallyandrationallyabletosucceedforthecompanyinaspecificnew
environment.Amongthein-depthquestionstoaskof potentialhiresandtheir

references:

4.4.1. Canthecandidateworkwithinaforeignculturewhereittakestimestobuild

trust?

4.4.2. Canthe candidatechange his orherstyletomeetthe needsofanew

environment?
443. Willheorshebe willingtomove afamilytoanother country?

444. Canthe candidatebe culturallysensitive?
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445. Willthe candidate makea successful transition?

Inaddition,askthe candidateforexamplesofpastmistakesandwhatheorshe learned
fromthem.In gauginga candidate’sresponsetotheseinterview questions, lookfor
character traitsand pastexperiencesthatindicate adaptabilityandpatience. Thesuccessful
transitiontoanewmarketwillrequireagreatdealofboth.InAsian marketswhere
expansionistakingplace, forinstance, expatstoo oftenfailbecause

theydo not take the timeto study longstanding cultural, political andsocioeconomic

factors of theirhost country.

5. Global Employer Branding

One of the greatest challenges facing global companies right now is their ability to exploit
synergies and efficiencies in their global talent acquisition and retention programs. When
considered with the fact we are about to enter an era of unparalleled talent scarcity
around the world, global employer branding is set to become one of the most critical roles

inside global companies. Then, what is the “Global Employer Branding”?

5.1. Definition of Global Employer Branding

Itisthe processof positioninganorganizationasan"employerofchoice"inthe workforce
market.Anemployerbrandcreatesanimagethatmakespeoplewantto work for and stay
workingfor the organization. Anorganizational value proposition of employeesisthe

foundationof employerbranding.

5.2. Branding Techniques

Employer branding uses the same marketing, communications, and performance
technologyusedto marketproductsand servicesto createan image of whatitislike towork
atthecompany.Firmstypicallyusethefollowingtechniques,collectivelyor in aselective

manner:

5.2.1. The corporate Website

5.22. Mediaads(e.g., print,television, radio)

5.2.3. Collateralmaterials(e.g., brochures)

5.24. Marketingcampaigns

5.25. Representationofthecompanyat job fairs,campuses, etc.
5.26. Communityevents, sponsorships,andCSR, etc.

5.2.7. Continuousrecruitingto keepvisibleinthelabor market.
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5.3. Employee Value Proposition (EVP) is the Foundation of Employer Branding

AnEVPanswersthequestion,whywouldatalentedpersonwanttoworkforthe
organization.TheEVP mustbealignedwiththe organizationalstrategicplan,vision, mission,
andvaluesandcreate animagethat attractsand retainspeople. Further,it must providean
accurate picture of employmentforemployeesandcandidates. Any inconsistenciesinthe
workenvironmentcanerodethe credibilityofabranding

strategy.

An EVP should promote thetangibleand intangible benefitsthat people derive from
workingthere.Many peopleareattractedtoworkforinternationalNGOsorother

nonprofitsbecausethey wantto make a difference.

To create a global Employee Value Proposition can build on the principles of
corporate brand to further differentiate the company in an increasingly competitive

talent marketplace. This included identifying:

5.3.1. Anydifferentapproachesneededtoattract and retaindifferenttalent

segmentsand what those differencesshouldbe.

5.3.2. Priorityareasforchangeinorder to maintainandimprove engagementofkey

talent.
5.3.3. Themessagestouseto attractdifferenttalentgroupsindifferentcountries.
5.4. Employer Brand Framework

An employer brand framework defines the employment experience from a
stakeholderperspective.TheFrameworkconsiderstherole of stakeholdersincluding
employees, prospectivecandidates, customers,investors,andsocietyinemployer

branding.
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Stakeholders Prospective

Employees

Corporate Brand Employer Value Proposition

Employer and Employee Platform
*Recruitment and induction
+«Compensation and benefits

«Career development

*Employee research

+Reward and recognition
«Communication systems

*Work environment

Employer Brand Strategic Platform
*Mission, vision, values

*CSR

+Leadership

*Corporate reputation and culture

*People management policies and practice
+Performance management

«Innovation

Market

Forces

Costumers

Employer Brand Excellence Framework

Source: Minchington, B. (2011). Employer Branding Without Borders.

5.5.

Adaptingthe globalemployerbrand strategyto local environmentsshould beginwith a
focusontheemployeeexperience.Notallemployeesarethesameandwhile companies
liketousea“one-size-fits-all’engagementstrategy,therealityisthat mostemployees
wanttohavetheirownneedsmetbeforetheyconsiderthoseof

theirteam members or the organization as a whole. The employerbrand strategy has

to be built from the ground up.
Manage the Employer Brand for the Long Term

Ifthereisonevariablethatcausesmoreemployerbrandstrategiestofailortonot even
getstarted,itisthelackofrelevantmeasurestodeterminethereturnon

investment of the employerbrand strategy overthe long term. Most metrics used are
short-termmeasuressuchasrecruitmentadvertisingcostsorjob-boardspends.
Metrics need to be more strategic and should include measures such as quality of
hire,retentionrate,and employee engagementthatwill provide deeperinsightsinto the

level ofvaluecreationfromyouremployerbrandstrategy.

Attheonsetofyouremployerbrandstrategy, metricsbasedondesiredoutcomes should
beestablished. Thereisnoone-size-fits-allmeasurementtoolforyour employerbrand
program. The keyisdevelopingaset of metricsthatisbased onyour ownuniquechallenges
andbusinessobjectives.Seniormanagersshoulddevelopa dashboard of metricsthatis

relevanttotheirorganization’sstrategyratherthan
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implementing a “me-too” ROl measurement tool.

Thekeydifferentiatorofcompaniesthatsuccessfullyadopttheemployerbrand concept
in the future will bethose that appoint dedicatedemployerbrandresources andstaffing,
developaclearstrategytoworktoward,achievingaTierlstatus,and whoseoutcomes

considertheobjectivesofcandidates,employees,customers, investors, andsociety.
6. Global Talent Relationship Management

Talent can be defined as a group of people with special abilities. A relationship involves a
connection, association, or involvement with talent in some manner or form. And
management, last but not least, is how one person or department controls and directs the
whole process from identifying the talent to creating engagement. In short, it is how and
what organizations do to build relationships with talent—both with people inside the
organization and those outside.

Externally, talent relationship management would involve maintaining some sort of
communications and contact with people who might be a good fit to your organization or
who are potentially interested in joining one day. Instead of ignoring external applications
or sending standardized responses, candidates should feel that the company appreciates
their interest in a position. For the hard-to-fill positions, employers should spend
appropriate time to build a relationship with candidates, like giving them an inside tour of
the company or an opportunity to mingle informally with co-workers.

Internally, employers need to build a strong relationship with their top performing
employees. Employersshould alwayslookinternallytofill positionssoemployeesdon’t look
elsewhere and managers should have the foresight to help their people in their team
progressin their career individually. Retaining your key performersis essentially done by
continuously recruiting them to stay.

TRM intends to build up a long-term relationship with particular talented candidates in
order to consider them for future vacancies. Thus, the strategic goal of TRM is to improve
competitiveness of organizations on the labor market, by adopting a relationship
management with high-potential candidates both within and outside the organization. In
this context, TRM embraces elements and methods to build a long lasting relationship to

talents in order to recruit them when new positions in an organization arise.

The figure below relates the TRM concept with the HR life cycle. Obviously external TRM
is concerned with the first half of the life cycle, e.g. from the attraction to the hiring of

new personnel. In contrary, internal TRM intends to build a relationship with high-
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performing employees from their employment until they drop out of the organization.
The purpose of the next section is to give an insight into the different elements of a TRM
system, which will also serve as a base for the construction of the conceptual framework.
Furthermore, it is important to bear in mind that from now when referring to TRM it
focuses on the external side of the approach and, thus, on the group of applicants since
this is the group of interest when it comes to the empirical part of the thesis.

Hiring

Applicant

Candidate
Employee

Interested

i Applicant  Empl
Applicant pplican mployee

External Internal

= = Internal

Applicant
Start-up

Human
Resource
Life Cycle

Alumni

TRM: Talent Relationship Management

Katoen, R.J. & Macioschek, A. (2007). Employer Branding and—Improving the
Organizational Recruitment Approach. UMEA UNIVERSITY.

Experts in talent relationship management are better prepared to handle the following
three workforce trends:

6.1. Short-term employment

Employeesarechangingjobs,andevencareers,at afasterratethaneverbefore,and short-
termemploymentisnowthenorm.Youngemployeesnowbelievethatthey willworkfor
15-20 companiesduringtheircareers,upfrom5-7just15yearsago.

Thisdemonstratesashiftinemploymentpracticesthateverycompany must recognize.

With this shift,employershavetostop thinkingthat changing companiesequals disloyalty.
Toptalentwillmovearoundinorderto gaina competitive advantagein theircareers.

Viewingmultipleemployersasanegativewillsharplylimityour
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availabletalentpooland closeyour business off to many potentiallyimpactful employees.

6.2. Boomerang hires

Following the trend of a mobile workforce, employers must consider re-hiring
employees.Boomeranghires—oremployeesthatleaveandcomebacktoyour
company—arebecomingnecessarytoensurelong-termaccessto thebest talent. Allowing
anex-employeethe optiontocome back afterthey have gainedskillsand experiencefrom
othercompaniescanhaveapositiveimpactonyourbusiness.In addition, re-hiring can be
profitable, asrehiresaregenerally productive more quickly thannew hiresbecausethey

arealreadyfamiliarwiththewaythingsaredone.
6.3. Online presence

Social mediaand an employer’sonline presenceis moreimportantthaneverin the hiring
andtalentrealm.Manyemployersfailtoprioritizetheironlinepresence,but this canbe
amistake.Anumberofwebsitesnowexistthatrankemployerson
everythingfromcompensationto benefits and perks. Moreover, many people follow
potentialemployersonsocialmedia.So, usethisonline opportunitytoyour
advantage.Smart employersrealizethatsocial mediaisan outstandingtool for storytelling

andshowcasingyouremploymentbrand.
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Part Two: Global Performance Management

1. Performance Management Cycle

The purpose of performance managementis basedon a similarfundamental premisein most
countries; that isto control individualsinfirmsto maximize the MNCs performance.
Performance management is also seen as an important way to identify employee
strengthsand weaknesses, evaluatetrainingneeds, setplansforfurther development and
provide motivation by ascertainingrewardsand career advancement. A pragmatic depiction of
performance managementpurposeas three-fold:firstly,asastrategiclinkto the firm’s goals;

secondly, to supply data for administrative use; and thirdly for developmental purposes.

Performance management is the general term for a number of human resource functions that

are concerned with managing performance. It is the systematic process that involves
employees,asindividualsandmembersofagroup, inimprovingorganizational

effectiveness in the accomplishment of the firm’s mission and goals. Employee performance
managementincludes:planningwork and settingexpectations, continually monitoringperformance,
periodicallyappraisingperformance,andrewardinggood

performance, and developing the capacity to perform. It is important to reiterate here
that these numerous functions are much more complexto administerinan international

setting.

* Performance
improvement plan,

PIP ART goals
* Individual OKRs, KRAs
developmentplan,
IDP
* Conversation
* Feedback
* Piece Rate System Reward \/larica s Recognition
* Bonus
* Merit Pay

* Sales compensation

* Group or Team-Based |

* Profit Sharing ;

* Gain Sharing * Strategicalignment

* Employee Stock Plans 7 * Validity and Reliability
o * " Acceptability

Maley, J. (2016). Performance Management. In Robin Kramar, Jawad Syed (eds) Human
Resources in the Global Context: A critical approach. Palgrave Macmillan.
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Theaspectsoftheperformancemanagementcyclearemagnifiedandbecomemore complex
whenafirm globalizes. Whenacompany does internationalize it’soperations, the human
resource manager needsto becomefamiliarwiththe aspects of performance

managementthat may beinfluencedbythe political, economic, legal and cultural feature of the
countries in which the MNCs is operating. In addition, the human resource manager
mustbeaware ofthevariousstagesofevolutionofthe subsidiaryandhow
thesestagesmayimpactontheindividualfunctionsoftheperformancemanagement system.
Theappraisalisthereforeacomponentofthe performance managementsystem, albeit,amajor
component.ltisformspartoftheumbrellaofperformancemanagement alongwiththeother
importantfunctions.Thecyclecanformastructureforthedesignof a performance
managementsystemindiverse cultures. However, itsparticular formand method of

implementation mayvary indifferentcultures.

1.1. Performance planning

Being the first stage, planning is the foundation of the whole performance
managementcycle. ltiscarried out atthe start of each businessyear. During this stage,
managers will develop anoverall planforthe company. They willidentify future
performance galsforeveryemployeeintermsof behaviors, targets,and actionsaswellas

adevelopmentplantoenhanceemployees’skills.

1.11. SettingGoals

Insimple words, goalsindicateand give directiontoanemployee aboutwhat needs tobe
doneand how mucheffortsarerequiredtobe putin.Inthisphase, every employee’s
goalsaresetforthe performanceperiod. Goal-settingtheory of
motivationstatesthatspecificand challenginggoalsalong with appropriate feedback
contributetohigherandbettertaskperformance.Thisoneisacollaborativeeffort

betweentheemployee andtheirmanageror supervisor.

Byinvolvingtheemployeesinthisstage, managerscan helpthem understandthe goalsof
thebusinessandthewhat,whyandhowofthethingsthatneedtobedone. Thisalso

booststhecommitmentand motivationofanemployeeinachievingthe goal.

Thefirststageisalsoagreatopportunitytoidentifydevelopmentandtraining
requirementsandopportunitiesforemployees. Thus, thisstage should alsoinclude the
construction ofa personaldevelopmentplan,addressingtheskillsandstrengths thatan

employee shoulddevelopinordertoachievegoals.
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1.1.2. S.M.A.R.TGoals

Thegoalneedstochallengeanemployeebutshouldalsobeachievable.Thus,it needstobe a
SMART goal.

SPECIFIC:Agoalneedstobeclearanddetailed,statingtheexactperformancelevel

expected.

MEASURABLE: A goal should have a measurableindicatorso you can assess the progressandto
ultimatelydetermineifthegoalhasbeenaccomplished.

ACHIEVABLE:Agoalneedstochallengeandemployeeandstretchtheirskillsand abilities,

however,itshouldbevirtually possible toattain.

RELEVANT:Agoalneedstobeconnectedtothecompany’sgoalsaswellasbeing relevant

toan employee’sresponsibilitiesandduties.

TIME-BOUND: A goal needs to state the “when” of the achieved results.

1.1.3. KPIs, OKRs,KRAs

Over the years, there have been many approaches to best monitor, measure and
track organizational performance,fromPeterDrucker’s“Management By Objectives

(MBOQ)” to three of the most popular modernmeasures:

Key Performance Indicators (KPlIs)

KeyPerformancelndicators(KPls)arehigh-levelmeasuresormetrics,forone
particular strategicobjective, which(when measuredand reported) give the
leadership team an “indication” as to whether the organization is making progress
towards achievingthat particular objective. Careful attentionshouldbegivenin defining

eachofthesecorestrategicplanningandmanagementelements.

KPlsare measurablevaluesthatdemonstrate howeffectivelyacompanyispursuing
importantbusinessobjectives,focusing moreonexisting processesandactivities.
These are the measures that all the companies in your industry are using in their

respective departments, from web traffic to employee satisfaction to total revenue.

Formost organizations, KPIsare a meansof measuringthecurrent healthofthe business,
andtheyhelpgaugeperformancerelativetoindustrystandardsor

established benchmarks. For instance, email open rates are a common measure of
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marketingsuccess, and allcompanies shoot for pretty much the same number: anything

over 25% is desirable.

EachdepartmentwillhaveitsownKPImeasures,frommarketingtocustomer support
andHR,andthefocusoftheresultswillbeonthoseteamswithoutheavy consideration

foreachindividualemployee’s performance.

Objectives and Key Results (OKRs)

Most likely youhave heard of the success by Google (and many other companies) with
implementingasystemofOKRs(ObjectiveandKeyResult)throughoutthe organization.
OKRshavebecomeincreasinglypopular,especiallyfor companies seekingtobuildinmore
agilityintotheirstrategicmanagementandperformance system.OKRscanbe usedatthe
corporatelevel(Tier1),department/business unit

level(Tier2),and employeelevel(Tier3).Thevalueof awellstated OKRisidentifying invery
clearlanguageexactlywhatoutcomeisdesired(objective)andattachtoita quantifiable
target(keyresult)typicallywithinthenext30—90days.Whilethereis much moretobe

saidabout OKRs, some of thedistinctivefeatures are:

e Setandreviewedmorefrequently(typicallyquarterly)
e  Transparenttoallinthe organization, bothverticallyand horizontally
e Seekthatsweetspotbetweenaspirationalandyetrealistic

e  ExpectationthatnotallOKRswillbemeteachquarter(iftheyare,thenthey most

likely arenot a “stretch”)

e  WhileKPIsprovideameasureofthehealthofyourexistingprocesses, OKRsare a way
of quantifying the success of increasingly ambitious growth and improvement

goalsand mapping outthe path toachievingthem.They’re more about change.

As the name implies, OKRs consist of two parts: 1) Objectives: where you want to go
—yourgoalsforaset period(oftenone-quarter),and2) KeyResults: howfaryou progressed

in the pursuit of these goals.

LikeKPls,OKRsstart outatthehighlevel-“What arethe organization’smain objectives
forthisquarter?” —and get progressivelymoregranular.But unlike KPls,

they focus more on internal performance, from the organization to project teams and
individualemployees. Herearethebasicgroundrulesfor OKRimplementationat Google,

wherethis style of measurementwasfirstpopularized:
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Objectives are ambitious and should feel somewhat uncomfortable

KeyResultsare measurable;theyshouldbeeasytograde withanumber(atGoogle weuse a
0-1.0 scaletograde each keyresultatthe end of aquarter)

OKRsare public;everyoneinthe company shouldbeabletosee whateveryoneelse is

workingon (and how theydid in the past)

The“sweetspot”foranOKRgradeis.6—.7;ifsomeoneconsistentlygets1.0,their OKRs
aren’tambitiousenough.Lowgradesshouldn’tbe punished;seethemasdata to helprefine

the nextquarter’s OKRs

InthesamephilosophyasS.M.A.R.T.goals,thespecificandambitiousnature of OKRs isthekey
totheirpower.Thenumber-basedmeasureofhowthegrouporindividual isperforming
helpstopreventthe kindofgoaldilutionthatcanoccurto qualitative goals like, “launch

newreferral program.”

Youcan achievethatgoal by publishingalandingpage,evenif nooneeversubmits one.Butif
yourgoalisto“generate20newreferralsthisquarter,”scrapingtogether justfourofthose
isinfinitelymorebeneficialtoyourorganizationthantheresultsof yourvague goal, which

was technicallymore successful butdidn’thelpyouimprove.
Key Result Areas (KRAs)

Some of the confusionof OKRsand KRAsis duetothe usageof the phrase “key result”in
both acronyms. While there are some similarities, there are also some major

differences.

¥" Organizational-Level(Tier1) KRAs

In2010 RandallRollinsonandDr. Earl Young introducedtheconcept of “KeyResult Areas”in
theirbookStrategyinthe21stCentury,tohelporganizationsidentifykey driversof
success.Atthehighestleveloftheorganization,akeyresultareaisnota measurementat
all,butratherisastrategicfactoreitherinternaltotheorganization orexternal, where
strongpositiveresultsmustberealizedforthe organizationto achieveitsstrategicgoal(s),
andtherefore, movetowardrealizingthe organization’s longertermvisionofsuccess.Key
resultareasaresometimesreferredto“critical successfactors(KSFs)” or “keydriversof
success.” Whenused atthisaltitudeinyour strategydevelopmentprocess,KRAsarenot
performancemeasurements, butrather scaffoldingtohelp break down your visionand goal

intospecificcategoriesthat will
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drive success.

Once6-9KRAsaredefined,aleadershipteamcanmoveontospellingout(and eventually
selecting) aset of feasible strategyalternativesforpositivelyimpacting each Key Result
Area. These strategies can then be incorporated into the organization’slong-term
strategicplanwith appropriate responsibilitiesandtime framesassigned. This set of longer-
termstrategiesmustthenbetranslatedinto a balancedsetofoperationalobjectives,

whicharefoundationaltobuildingand implementingthe near-termoperatingplan.

¥" Department/businessunitlevel (Tier2)

Set up a meeting with middle management - heads of your different
teams/departments-tostartrollingout OKRsatthe company. Inthisstep, itis necessary
toexplainhowthemanagementteamisthinkingaboutthe company OKRs andhaveanopen
planningconversationwithteamleaders.Inthisconversation, management
collaborateswithteamleadersonthecompanyobjectivesthatthe managementteamis
proposing.Importantly, thisis atwo-way conversationwhere

team leaders are able to provide feedback on the draft OKRs.

At the end of this step, middle management should have a clear understanding of
company OKRs and also have draft Objectives and Key Results for their respective

departments.
¥" Employee-Level (Tier 3) KRAs

WhenKeyResultAreasareusedregardingindividualemployeeperformance,itisa tool to
helpaligneach employee’s day-to-dayresponsibilitieswiththe higher-level strategyofthe
organization.Keyresultareasarethosethingsthatyou,asastaff member, absolutely,
positively mustdoto fulfill yourresponsibilitiesandachieve your business goals. It is a
tool to help align each employee’s day-to-day responsibilitieswiththe higher-level

strategyoftheorganization.

AgoodKRAincludesongoingtasksandactivitiesoftheposition,andthe purpose and
desiredresultsof performingthosetasks. The naturaltendency of many people istofocus
ontheactivitiesofeachdayinsteadoftheendresultsexpectedofthem. Youcansoon

becomesobusywiththedailyactivitiesofthejobthatyoulosesightof the biggerpicture.

The major goal of setting Key Results Areas is to improve communication and
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increase productivityonyourteam because everyone knowswhat winninglookslike intheir

role.Youmay followthefollowingguidelineswhensettingyourKRAs:

e ltisclear,specific,and measurable.Youcan determine exactlyiftheresulthas been

achieved, and how well.

e Itissomethingthatiscompletelyunderyourcontrol.lfyoudonotdoit,itwill not
be donebysomeoneelse.lfyoudoitand doitwell,itcancontribute significant

valuetoyourbusinessandtoyourcareer.

e ltisanessentialactivityofthebusiness.Akeyresultisanimportantoutputthat then
becomesaninputtothe nextkeyresultarea, ortothe nextperson.

AssuggestedbyLBLSTRATEGIES, withKPIs,you’retryingtofigureouthowwell you’re
doingrightnow—howhealthyyourcompanyis,and howyourcurrent
initiativesareperforming. OKRsare more about developmentandgrowth—whether you're
on track to reach the goals you set for organizational and employee improvement,

ornot.

Whilethe objectivesthatKPIstypicallymeasure—revenueand engagement—tendto remain
static, OKRs often evolve from quarter to quarter, as executives and employees
challengethemselvestosetnew,ambitiousgoalsthatfocustheireffort andaligntheirwork
withthe company’s objectives. KPlsarea constant companion,

the same measurementmonitoredcontinuously, while OKRshaveadeadline after which

youevaluatehow wellyoudidin achievingyourobjectives.

Ultimately, KPIsand OKRs are not mutuallyexclusive,andyoushould expecttosee some
KPIsnestedwithinyour OKRs—infact,forsome companiesthe KPlsarethe “KeyResults” of
OKRs. The mainphilosophical differenceisthatwhile KPIspersist overtime,the
“Objective” partof OKRs putsperformancemeasurementsinthe contextofthelimited
periodinwhichtheyaremeasured.Asaresult,itshouldcome asnosurprisethatOKRsare
moreheavilyemphasizedatcompanieslike Googleand Uber, whererapid development
andthe evolution ofideasrequiresarollingreview of performancemetrics, ratherthan

focusingonthe samefewgoalsoverlong periods oftime.

ltwouldbe a mistake, however,justtoadopt OKRsjustbecause coolcompanies use them.In
theend, theapproachyoutakewilldependonyourcompany.lfyou’reina rapidlyevolving
field, wheretargetsareshiftingandyou needa highdegree of agility, thenitmaybeagood
ideatogive OKRsashot.Ifyouhaveasinglecoreproductor service,andyouhaveasolid

historyofKPlaccuracy,thenyoudon’thavetojumpon
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OKRs just because they’re becoming popular. The more important consideration is
theindividualmeasurementsyou’retaking,regardlessofapproach, becausetheyare going

tobe the heart of eitherstrategy.

1.2. Performance monitoring

Employee performanceand progressshould becontinuouslymonitored."Continuous
monitoring" doesn't mean watching every aspect of how the employee fulfills
assignedtasksand activities.Managers shouldfocustheirattentiononthe achieved results,
individualandteamdynamicsaffectingtheworkenvironment. Thekey elementsof
performancemonitoringare CFR: Conversations, Feedbackand
Recognition,alsocalled“check-ins”.Theseemployeeperformancecheck-insareone- on-one
conversationsbetweenmanagersandemployeesabouttheirgoalsand objectivesand
theirperformanceplans.These helpmanagersgainan understanding of what
theiremployeesareworkingonandtheissuestheyfacefromtimetotime and help

managers resolve it without havingto wait for annual performance reviews.

The frequency of employee check-insisdifferentbasedondifferentworkplace
cultures,thetypeofworkandtheemployeesyouworkwith.Dependingonthe
complexity of goalsset foryour directreports, you can eitherhave Weekly check-ins,
Monthly check-insor quarterlycheck-ins. Theseemployee check-insshouldbeopen to be

initiatedeitherbymanagers or by theirdirect reports.

In line with OKRs, OKRs can only be graded with “complete” or “incomplete”, while CFRs,on

theotherhand,aretheresultofpublic,transparentOKRsandafforda larger vocabulary.

1.2.1. Conversation

CFRsshouldbehappeningthroughthe OKRcycleandshouldtake placeinthe 1:1s. They
shouldalsotakeplace atthe end ofan OKR cycle. The conversationshouldbe in-personor
overavideoconferencingservice, noton Slack or overthe phone, and shouldincludegoal-
setting,reflection,andongoingprogress updates.Thefeedback shouldbespecificand
constructive—anopportunityforemployeestosaytotheir supervisors:whatdoyou

needfrommetobesuccessful?’Andnowletmetellyou what | need from you.

1.2.2. Feedback

Feedback can be highly constructive if it’sspecific. For negative feedback, you could



say: You didn’t respond to that client’s email, and | thought it came off as
unprofessional. Forpositive feedback: Youdid a greatjob at that meeting.Ithought you

werepreparedandwell-spoken,anditwasverysmarttoclosewiththe next
steps.

1.2.3. Recognition

Recognitionisoftenthe mostunderestimatedcomponentof CFRsandthe leastwell understoodone
inthe acronym. Recognitionisimportant because appreciationis a fundamentalhumandesire.
Furthermore,moderncompanycultureoftenmakes recognitionperformance-basedand
horizontal.ltcrowdsourcesmeritocracy.

Recognition inCFRs can be peer-to-peer, which helps those who may not normally be
noticed by leaders get noticed. The best part is, it can be as simple as a “thank you.”

1.3. Performance reviewing

Thisisusuallydoneonanannualbasiswhenthefinalsresultsofanemployee’s
performancearereviewed. Thisphaseisacollaborative effortanddesignedtoallow the
manager or supervisorand employee to evaluate howwellachievementshave met the

goalsset during thefirst stage.

Performance measurement (also called performance appraisal in measuring
individualperformance)maybeoccurredinthisstage-aprocessofcollectingdata
necessaryforthe performancemeasures.Allcompanies(fromsmallbusinesstohuge
corporations) measure performance tosomeextent. Eventhough many
organizationsare primarilyfocusingonfinancial measures, thereisalarge difference among
companiesintermsof which performancemeasurestheyuse. Therevolution in
performancemeasurementhaschangedthepriorityinfeaturesofperformance
measurementssystems.Today,oneofthemainchallengesfororganizationsis
matchingandaligningperformance measureswiththe company'sbusinessstrategy,
structure,andcorporateculture.Nextimportanttasksarechoosingtherighttypes and
numberofmeasures,thebalancebetweendignitiesandcostsofintroducing chosen

measures,anddeployingthosemeasures,soresultsare usedand acted.

The purpose ofthe performanceappraisal mayvarybetweenculturesand changeas the
subsidiaryevolvesthroughvariousstructures andstrategies. While mostof US MNCsuse
appraisalsforadministrativepurposes,inparticularsalarydecisions, performance
managementislessfrequentlyusedfortraininganddevelopment purposes.Theyalso
expressedakeyconcernthatinformationfromperformance appraisalsisusedbyraters,

rateesandfirmsformanypurposesandthatthegoals
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pursuedbytheraterandrateesare not necessarilythesame asthose pursuedbythe firm.

Aneffectiveinternationalperformanceappraisalinparticularneedstoidentify
performance criteria that are important to the MNC and related to the job
performance. There are several different opinionsonwhich external criteriato use to
evaluateperformance.Arecentstandpointadvocatesfiveclearcriteria:strategic

alignment, validity, reliability, specificityand acceptability.

13.1. Strategicalignment

Strategicalignmentisthedegreetowhichtheemployee’sindividualperformance
managementsystemmatches or fits with the organization’sglobal businessplan. It has been
proposed that performance criteriainclude the aspirations of the individual and that the
individual’s best possible performance criterianeedtobe identified and fitted with the
firm’s conceptual criteria. More recently, the application of the BalancedScorecard
(BSC),MBO,andOKRhavebecomeapopularmethodof developingstrategiccongruence

bylinkingthe firm’s long-termgoalsto short-term actions ofemployees.

1.3.2. ValidityandReliability

Validity refers to fact that people are being measured on areas that are truly
importanttothefirm’sobjectivesandreferstotheextenttowhicha performance
measureassessesalltherelevantaspectsofthejob. Ifaperformancemanagement process

lacksvalidityitdoesnotmeasureallaspectsofthe performanceofthe employee.

Reliability referstotheuniformityofperformanceandautonomyfromRadomerror.
There are several typesofreliability thatare pertinenttothe performance appraisal. The
mostimportantisinter-raterreliabilityandreferstothelevelofconsistency amongst the
supervisors who are appraising employees. Evidence indicates that many supervisorsare

subjectiveand,therefore, theirappraisalofemployeeswill be lowin reliability.

13.3. Acceptability

Fromthe perspective oftheappraisee, acceptabilityismore likelytooccur when
theyperceivetheappraisal to be fair,and whenthe feedbacktheyreceive fromthe

appraiseristimelyandaccurate.Intheinternationalsetting,avitalaspect ofthe
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acceptability of the performanceappraisal process by both the supervisorand the
employeehasbeenfoundtobeattributedback tothe clarityof purpose ofthe appraisal.
Evidencesuggeststhat, froman employee perspective,inordertobe acceptable,the
performance managementprocessneedstohaveaclearpurpose and the purpose hasto

be acceptable.

Becausetheappraisalhasimplicationsforindividualreward,employeeperceptions of
fairnessorjusticeare especially significant. Scholarsclaimthat organizational
justice hastwosubjective perceptions: proceduraljustice(thefairnessof procedures) and

distributivejustice(thefairnessofoutcome). Whenemployeesfeelunfairly

treated in their appraisal, they are likely to react negatively.

The important pointhereis that the additional complexity of geographical distance and
cultural distanceintheglobal settingmakesachievingthecriterion of

acceptability ofthe performance management systemincreasingly challengingto achieve. It
istherefore essential thatthe supervisor must take extra precautionsto ensurethatthe
performance management process maintainsequality, equityand justice perceivedin

differentcultural context.

Culture may play alarge rolein theimplementation of ethicsartifactsin corporations and
couldbeamajorreasonforthisdifference.Moreover,ithasbeenreportedthat in
performance appraisals, non performingfactors (forexamplerace) are one of the
toptenseriousethicalconsiderationsforhumanresourcemanagersin MNCs. It s,
therefore, paramount that firms ensure that their performance management

processesare conductedto a highethicalstandard.

Internationalresearchevidenceindicatesthat,ifthefirm’spurposefordoingthe
performance appraisal isclearly communicatedthroughout the organization,and the
criteriaofstrategiccongruence,validity,reliabilityandacceptabilityareupheldtoa high

ethicalstandard, the performance managementismorelikelytobe successful.

1.3.4. Performanceappraisal methods

Today, most firms, and certainly most MNCs, use a behavioral type of performance
appraisal combined with an objective goal-based method such as management by

objectives(MBO)or key performanceindicators(KPIs).

MBO/KPIs

Employee motivation and performance are improved if the employee clearly
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understands and is challenged by what is to be achieved. If performance
managementis to havea developmental purpose, it oughttofocus onthe processof
gettingresultsandthat processmustbe consideredintermsofthejob-related behaviors

overwhichtheindividualemployee hascontrol.

MBOs have been foundto be acceptable method of appraisal inindividualistic cultures.This
couldbeowingtotheemphasisongoalandmeasurement,and employee’sinvolvement

andcollaborative efforts, whichareintegratedintothe philosophy of MBO.

Somescholarsarguedthat MBOs maydestroyteamwork,andconflictwithtotal quality
management(TQM) initiatives. Furthermore, they canlack comparabilityand, therefore,

havelimitationsinregardsto administration, particularlyifthe
administration requires valid comparisons, such as promotion and salary awards

Check-List

Thebasicpurposeofutilizingcheck-listmethodistoeasetheevaluationburden upon
therater.Inthismethod,aseriesof statements,i.e.,questionswiththeir answersin
‘ves’or‘no’arepreparedbytheHRdepartment(seeFigure28-2).The check-listis, then,
presentedtothe rater totick appropriate answersrelevantto the appraisee.Each

questioncarries a weight-ageinrelationshiptotheirimportance.

I. Is the employee punctual Yes/No
2. Does employee has in depth knowledge of his/her job Yes/No
3. Does the employee follow the instructions properly Yes/No
4. Is willing to help peers Yes/No
5. Does maintain discipline Yes/No

Whenthecheck-listiscompleted,itissenttotheHRdepartmenttopreparethefinal scores
forallappraisesbased onallquestions. While preparingquestionsanattempt ismadeto
determinethedegreeofconsistencyoftheraterbyaskingthe same questiontwice but

in adifferentmanner.

Theforced-choice methodisdevelopedbyl.P.Guilford.ltcontainsaseriesof groups of
statements, andrater rates how effectivelyastatementdescribeseach individual being

evaluated.Commonmethod offorced-choice methodcontainstwo
statements, both positive and negative.
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Examples of positive statements are: A pair of negative statements may be as
follows:

1. Gives good and clear instructions to 1. Makes promises beyond his limit to

the subordinates. keep these.

2. Can be depended upon to complete 2. Inclines to favor some employees.

any job assigned.

Eachstatementcarriesascoreorweight,whichisnotmadeknowntotherater.The human
resourcesectiondoesratingforallsetsofstatements—bothpositiveand negative. The

final rating is done on the basis of all sets of statements. Thus, employee ratingin this
manner makesthe method more objective.The only problem associatedwiththismethod

isthattheactualconstructingofseveralevaluative
statements also called ‘forced-choice scales’, takes a lot of time and effort.

Ranking

Ranking compares each person’s performance, with the manager ranking all
subordinatesfrom‘best’to‘worst’.Typically, 10%ofratingsarerequiredtobepoor or
excellent.Rankingforcestheratertoevenlydistributetheratingsacross a broader range of
results. Thisis similartoscalingrequirementsinuniversityexams.Forced rankingisargued

toavoidproblemsofmanagerbiasand,inparticular,leniency.

Behavior observation scales (BOS)

The BOSis a list of critical incidents behaviors which the supervisor hastorate in terms

of frequency. This method has recently gained in popularity and is used by many large
MNCs becauseitcan be usedto measure thebehaviorand value of
employeeswhosejobperformance cannot be evaluated onthe basis of productivity alone.
However, itis very difficulttodevelop the BOS because you needtoidentify what are

“critical incidents” etc.

Behaviorally Anchored Rating Scale (BARS)

Behaviorally anchored rating scales (BARS) bring out both the qualitative and
quantitativebenefitsinaperformanceappraisalprocess.BARScomparesemployee
performancewithspecificbehavioralexamplesthatareanchoredtonumerical
ratings. BARS provides clear standards, improvedfeedback, accurate performance

analysis, and consistent evaluation. However, when done manually itsuffers from the
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usual distortions that are inherent in most review methodologies.
Critical Incidents Method

Inthis method, the raterfocuseshisor herattentiononthose keyorcritical behaviors
thatmakethedifference betweenperformingajobinanoteworthy manner (effectively
orineffectively). The basicideabehindthis ratingis to apprise theworkerswhocan
performtheirjobseffectivelyincriticalsituations.Thisisso

because most people work alike in normal situation. The strength of critical incident
methodisthatitfocusesonbehaviorsand,thus,judge’sperformanceratherthan
personalities. Itsdrawbacksare to regularly write down the critical incidents which become
time-consumingandburdensomeforevaluators,i.e.,managers.Generally, negative
incidentsarepositiveones.ltisrater’sinferencethatdetermineswhich incidentsare
criticaltojobperformance.Hence, the methodis subjecttoallthe limitationsrelatingto

subjective judgments.
Graphic Rating Scale

Thegraphicratingscaleisone ofthemostpopularandsimplesttechniquesfor appraising
performance.ltisalsoknownaslinearratingscale.Inthismethod,the printedappraisal
formisusedtoappraise eachemployee. Theformliststraits (such asqualityandreliability)
andarangeofjobperformancecharacteristics (from
unsatisfactorytooutstanding)foreachtrait.Theratingisdoneonthebasisofpoints onthe
continuum.The common practiceistofollowfive pointsscale. Theraterrates each
appraiseebycheckingthescorethat bestdescribeshisor her performancefor eachtraitall

assignedvaluesforthe traits are then totaled.

Performance Performance Rating
Factor

O O O a a
Job knowledge | Poorly in- | Occasionally un- |Can answer | Under- |Has com-
is information | formed about | satisfactory most ques- | stands all |plete mas-
pertinent to the | work duties tions about | phases of |tery of all
Jjob that an indi- the job the job phases of
vidual should the job
have for satis-
factory job per-
formance.

O

o . . -
pependqbtll!?' Required con- Requires occa- |Usually can | Requires |Requiresab-
in following di- | stant supervi- | sional follow-up |becountedon | very little |solute mini-

rections and | sion supervi- |mum of su-
company poli- sion pervision
cies without su-

pervision.

This method is good for measuring various job behaviors of an employee. However, it
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is also subjected to rater’s bias while rating employee’s behavior at job. Occurrence of
ambiguity in design- mg the graphic scale results in bias in appraising employee’s

performance.

Grading

Inthis method, certain categoriesof worth are establishedinadvanceand carefully
defined. Therecanbe three categoriesestablished foremployees: outstanding,
satisfactoryandunsatisfactory.Therecanbemorethanthreegrades.Employee
performanceis compared withgrade definitions. Theemployeeis, then,allocatedto the
grade that bestdescribeshis or her perfor-mance. Suchtype of gradingis doneis Semester
patternofexaminationsandintheselectionofacandidateinthepublic servicesector.
Oneofthemajordrawbacksofthismethodisthattheratermayrate most of the

employeesonthe higherside of their performance.

Essay

Essay methodisthesimplestoneamongvariousappraisalmethodsavailable.Inthis method,
the rater writes a narrative description on an employee’s strengths, weaknesses,
pastperformance,potentialandsuggestionsforimprovement.lts positive pointisthatit

issimpleinuse.ltdoesnotrequirecomplexformatsand
extensive/specific training to complete it.

However,essaymethod,likeothermethods,is notfreefromdrawbacks.Inthe absence of
any prescribedstructure, the essaysarelikelytovarywidelyinterms of lengthandcontent.
And,ofcourse,thequalityofappraisaldependsmoreupon rater’s writingskillthanthe

appraiser’sactual level of performance.

Moreover, because the essays are descriptive, the method provides only quali-tative
information about the employee. In the absence of quantitative data, the evaluation
suffers from subjectivity problem. Nonetheless, the essay method is a good start and is

beneficialalsoif usedinconjunction withotherappraisal methods.

Multisource feedback (360 Degree Appraisal)

The process of multisource feedback (360-degree appraisal) involves obtaining feedback
fromsubordinates,peers,supervisor,self,andcustomers.Thisgives everyone more
informationabouta ratee’s behaviors, thusenhancingthe potential forimprovement.If
nothandledproperly,thismethodcanalsosufferfromthe subjectivity of the appraiser

or politicalissues.
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Onthe one hand, experiencedsupervisorsusuallyhavegoodnorms becausethey haveseen
severalemployeesworkingonthejob, whichcan resultin well calibrated viewsofdifferent
performancelevelsandsupervisorratingisacceptableacross most cultures. Peersare often
in closerproximitytothe work being.Self-ratings have the advantagethatthereisagreat
amountofinformationconvenientlyavailable.In addition, other forms of feedback have
beenfoundto beinvaluable when managing employeeswhoaregeographicaldistantand

thesupervisormaynotwitnessthe majority of subordinates’ behaviors.

Onthe other hand, peersand subordinatesare ofteninexperienced inmakingrater andtask
judgmentsand mayonlybe aware ofasmallportionofamanager’s performance and self-
ratingscanbe distortedbecause of aninflated perceptionof one’sown performance.lnan
international context, multisource feedback hasbeen foundto be particularly challenging
andrecent evidence suggeststhat multisource feedbackis not transferable acrossall

cultures.

1.4. Performance rewarding

Rewardingmeansprovidingincentivestoandrecognitionof employees, individually andas
membersofgroups,fortheir performanceandacknowledgingtheir

contributions to the organization’s mission. Although reward and recognition are
intertwinedtheyarealso verydifferent. Putsimply, rewards are tangible, recognition is
intangible. Rewards arealwayssomethingyoucan touch and of aspecificamount. In
additionto pay, thesecan include everythinginan employee’s benefitspackage— from
pensionandincomeprotectiontohealthandwellbeing. Recognition,onthe
otherhand, is ofteninvisiblein natureyet pricelessinvalue:for example, praise from your

boss orpeersonajobwelldone.

The term “pay-for-performance compensation” refers to performance-based pay
programs where an employee is incentivized and rewarded for achieving goals or

objectives.Therearemanytypes of pay-for-performance(PFP)plansasfollows:
14.1. PieceRateSystem

Intheindividualincentivesystem,therearetwoworkrates,oneislowerandthe otheris
higher.Those who reach the standard outputare givenahigher piecerate. The lowerrate is
applicabletothose workerswhose outputisbelowstandard. The standard is determined

bytimeand motion study.

1.4.2. Bonus
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Abonusisanindividualincentive paymentthatis giventoanemployee beyondone’s
normalstandardwage.ltisgenerallygivenatthe end of theyearand doesnot become

part of base pay.ltisextrapaymenttoworkers,overandabove normal wage.
143. MeritPay

Merit payisan individualincentive basedonhow wellanemployee hasdone the assigned
job.Thepaymentisbasedonindividualemployee’sperformance.

Rewardingthebest performerwith merit payisapowerful motivation. Meritpay
motivatestheemployeestowork hardand achievethe assignedtasks. Merit pay may be in

the form of lumpsumamount or as a percentage base pay.

1.4.4. Salescompensation

Compensationplanforsalespeople consistofastraightsalary plan, astraight commission

planoracombinationofsalaryand commissionplan.

StraightSalary Plan—Itprovidesstableincomeandprovidesfreedomfromfinancial
uncertainties. Butthere isno additional incentive forgood performance. Example-
Straightsalary plancanbe usedinjobs where non-sellingactivitiesaremoreinthe
totaltimesspentbythesalespersonlikesalesandserviceengineers.Alsointhecase of

salespersons,whodo more of sales promotionactivitiesinthe field.

Straight Commission Plan—Here, paymentismadeaspersalesproductivity.The person
receives no compensation if sales are not made. A high performing salespersoncan
earnveryhighcommissionbasedonbusinessgenerated.Example- Sellinginsurance and

financial products.

Salary plus Commission Plan —The planprovidessecurityof stableincomeand additional
incomethrough commissionforachievingsalestargets.The planisvery
usefulformaintainingthemorale of salespeople. Therefore, salary pluscommission planis

beingincreasinglyusedbymost of the companiesin ourcountry.

Target sales incentive — an individual incentive that motive salesperson to achieve
sales targets and increase selling effort (meeting more number of

prospects/customer/extended workinghours, sellingfull range of products, conducting

salescampaignsetc.).TypesofSalesincentivesinclude:

¥" Financialincentive:Thesalespersoniseligible forcashincentive for
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achievementofsalestarget/exceedingthesalestarget.Thesalestargetmaybe fora

quarteror for the wholeyear.

¥" Non-financial incentives — While financial reward is a powerful motivation,
moneyis not the sole motivator. Therefore, companies have come out with non-
financialincentivesuchasrecognition ofoutstanding performance,annual
conferencesinhill stations/foreign countries, membershipinAchievers’ Club,
membersofthetaskforce,personallettersofcommendations,etc.tomotivate sales

people.

¥" Combinationoffinancialand non-financialincentives—Many companiesdealing with
pharma products, consumer goods and durables are increasingly using a
combinationoffinancialandnon-financialincentivesystemtomotivatesales

peopleandachieveincreaseinsales, marketshare and profits.
14.5. Groupor Team-BasedIncentives

The plan rewards all team members equally based an overall performance of the
teammembers.Performanceisevaluatedusinganobjectivestandard.Paymentsto team
membersmay be madeinthe form of cash bonus or non-cashrewards such as luxurygoods
or pleasuretrips. Team basedincentives can motivatethe membersto workasateamrather

thanbrilliantindividuals.Itisrelativelyeasytomeasureteam performance.

1.4.6. ProfitSharing

Profitsharinginvolvesthedeterminationoforganization’sprofitattheendofthe
financial year and the distribution of a percentage of the profits to employees,
qualifiedtoshare the earnings. Toenable the workersto participatein profitsharing, they
arerequiredtoworkacertainnumberofyearsanddevelopsomeseniority.

Profit sharing is an additional payment over and above regular salary payment.
Professional managementconsiderworkersaspartnersinthe production process andprofit
isanoutcomeoftheeffortsofemployeesandthereforeitcouldbeshared between
employerandemployees. Accordingtolnternational Labour Organization (ILO), “Profit
sharing is a method of industrial remuneration under which an employerundertakes

topaytohisemployees,ashareinthe netprofitofthe
enterprise in addition to their regular wages”.

14.7. GainSharing

Gain Sharing aims at increasing productivity or decreasing labour cost and sharing
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thegainswithemployees.Whenproductivityexceedsthebaseline,anagreed savingsis
sharedwithemployees.Gainsharingplanincreasesco-operationand understanding
amongworkersandteamsandtheyworkforachievement of common goals. Example-
Scanlonplanaimsatcostcuttingandincreasingefficiencyof
operationsandsharingthegainswithemployees.ltalsoincludessuggestionscheme for cost-

cutting.

1.48. Employee StockPlans

Employee Stock Planis one of the important pay for performance devicesto attract and
retainpromisingemployees.ltcommands employee loyalty.Stockoptionsare tremendous
motivators because they directlylink performance to the marketplace.
Theprincipleofstockoptionistoletemployeeaddvaluetothecompanyandbenefit from
it.Itisaformof compensationwhichenablesthe employeestopurchase sharesoftheir
companyandgainfrom possiblerises.Underthe scheme,employees who are eligible for
receivingthe awardare they offered specified number of shares. Theygainwhentheshare
pricesgoup.Stockoptionscreatewealthforemployees withoutinvolvinglarge cash flow

tothe company.

1.5. Performance development

Developing means increasing the capacity to perform through training, giving
assignmentsthatintroduce new skillsorhigher level of responsibility, improving work
processes,orothermethods.Developmenteffortscanencourageand

strengthengood performanceandhelpemployeeskeepupwithchangesinthe workplace.
One wayto holdemployeesaccountableisthrough aperformance improvementplan,

otherwise knownas a performance developmentplanora performance successplan.

1.5.1. Performanceimprovementplan(PIP)

Performanceimprovementplan(PIP),alsoknownasaperformanceaction plan,isa tool to
giveanemployee with performance deficiencies the opportunity tosucceed. Iltmaybe
usedtoaddressfailurestomeetspecificjobgoalsortoameliorate behavior-related
concerns. OQutcomesmay vary, includingimprovementinoverall performance;the

recognitionofaskillsortraininggap; orpossibleemployment
actions such as a transfer, demotion or termination.

15.2. Individual DevelopmentPlan(IDP)

Individual development plan (IDP) is generally prepared both by the employee as
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wellastheemployerastowhatallinitiativestheorganizationneedstotaketo enhancethe

skillsofan employee andhelphimgrow both personallyaswellas professionally.

Global Performance Management Dilemma

Multinational corporations, therefore, should consider their international employees and
need to think about tailoring the performance management system to fit the norms and
beliefs of local national cultures. The virtual office presents difficulties for performance
management. Online performance management systems are now widespread. Firms
often introduce elaborate and expensive performance management systems but fail to
ensure that employees know how to use them adequately. It has even been suggested
that managers tend to give more negative ratings with online appraisals compared to
those given on an old fashioned paper form. There is little doubt that technology has
impacted the way firms manage performance management. It is an area that will
continue to witness enormous change. For example, the impact of the speed of
communication and social network sites could have a major influence on the politics of
performance management.

Performance management is a human relations process and needs trust between the
supervisor and the employee to work well. Although progressive contemporary
technology has removed the burden of many tedious administrative tasksin the office, it
must be considered that for a performance management process to work effectively
across a diversity of cultures there needs to be three vital activities between the
supervisor and the subordinate that cannot be substituted by a computer. These
activities are regular face-to-face contact, repeated opportunity for feedback and
performance appraisal follow-up. Inotherwords,lookingtowardsthefuturetheMNC's
performance appraisal must be embedded in the performance management system that
transcends all cultures.

2.1. The cultural impact of performance appraisal

Performanceappraisalisanareathatexperiencesagreatdeal of difficultywhen translated
intodifferentculturalenvironments.Forexample,rateebias,work

practice, productivity, interpretation, perception of statusand the needfor feedback and
acceptance oftheappraisal systemhavebeenfoundtobeinfluencedand shaped by

culture.

foundthat, althoughthere was some consistencyinappraisals across cultural settings,
cultural attitudesand beliefs couldinfluence ratee discrimination. They

found that confidence in the international performance appraisal was influenced
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strongly by culture. For example, theyarguethat ratersininternational settingsare more
susceptiblethan domesticraters to distortingand inflatingtheirsubordinate’s

performance appraisalratings.

Researchfoundthatcultureisoneofthemostsignificantconstraintsthatmustbe
consideredwhenevaluatingforeignsubsidiaryemployees.Variationsinwork practices
betweenthe parent multinational corporationand the subsidiaryneedto berecognized.
Forexample,onedoesnotfireaMexican managerbecause worker productivityishalfthe
USAaverage.InMexicothatwouldmeanthemanageris

workingat alevelthreeorfourtimesas high asthe average Mexican manager. They argue
thatinternational appraisalsrequire relevantcomparative data, not absolute numbers;the
harassedMexicanmanagerintheaboveexamplehastolivewith Mexicanconstraints,

notEuropeanorUSAones,whichcanbeverydifferent.
Additionally, research found that the way MNCs measure worker productivity is often
similar but the results appear differently because of cultural nuances.

Interpretation of the performance appraisal confronts the issue of cultural
applicability. Forexample, indifferent culturesthe performance appraisal can be
interpretedasasignalofdistrustorevenaninsult.InJapan,forinstance,itis importantto
enableoneto’saveface’byavoidingdirectconfrontationandthis
influencesthewayperformanceappraisalisconducted.AJapanesemanagercannot point
outawork-relatedproblemorerrorcommittedbyasubordinate.Hewould explainthe

consequencesofamistakewithoutpointingouttheactualmistake.A

studyinvolvingtenleading Chinese multinational corporationsfoundthatthere are commonalitiesin

internationalperformanceappraisalproceduresandcriteria
betweenChineseandWestern multinational corporations.However, aresearch foundthat
the purpose of performance appraisalin Chinese MNcs was largelyto decide how much to
pay ratherthan forthe organizational developmentbybeing more concernedwith short-
termbusinessachievement. Theresearchalsofound performanceappraisalsinChinese
MNCstobeshortinfeedbackandless

transparent. In addition, it has been established thatdifferentforms of multisource assessments
otherthanthetraditionalsupervisoryappraisalarevirtuallynon-
existentinChinaandHongKong.ResearchfromHongKongrevealedthatHongKong
respondentshadapreferenceforgroupbasedappraisalandthatappraisalswere more
directiveandlessparticipative. The appraisalsinHong Kong companieswere foundtohave

beenmodifiedtosuitthecultural collectivistcharacteristicsofthe society.

In Indian firms, research found that interpersonal relations and performance levels
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andperformancelevelhadasignificanteffectonperformanceratingsandthat
supervisorsinflateratingsoflow performers, suggestinglocal culturalnorms may be

operatingas a moderator.

Acceptanceoftheperformanceappraisalbyboththeraterandrateehavebeen argued
asbeingessentialforasuccessfulappraisal.Intheinternationalsetting, performance
appraisal acceptance hasbeenfoundtovary widelyacrossdifferent cultures.Forinstance,
Japaneseemployeeshavebeenfoundtobelessacceptingof the appraisal process than

US employees.

Moreover, one of the most perplexing questionsonthe cultural impact of appraisalis
whetherperformanceappraisalsystemsdesignedintheparentMNCsshouldbe
transferred to other countries. On the one hand, this is possible providing the
manager conductingthe performanceappraisal hassensitivitytoforeignvalues.On the
otherhand,itisdoubtfulthatthetraditionalprinciplesthatguidethedesignand
managementofappraisalinwesterncountriescanbesuccessfullytransferredto

other countries. Cultural managementstyles may translate intodistinct differencesin the
optimalmanagementofperformance,thussuggestingimportantreservations about the
transferability of traditional performance appraisal principles across boundaries.
WesternStyleperformanceappraisalswouldneedtobe modified
extensivelyinordertoworkwithChineseemployees.Untilmoreisknowninthis area,
strongreservationsneedto beexpressedaboutthe directapplicability of the

performanceappraisalpracticestypicallyimplementedbyUSandEuropeanMNCs.

2.2. Standardization or Localization

When an organizationimplements performance managementinglobal context,itis an
important differentiation goes back to the paradigm that is applied: The
universalistversusthecontextualistparadigms.Thecontextualistparadigmassumes that
HRM practices are contextuallyunique, anditseeksto understand peculiarities of
countriesaswellasthedifferencesandsimilaritiesbetweenthem.Onthe

contrary, the universalist paradigmaimstoimprove organizations’ HRM by providing
strategic approaches, or so-called ‘best practices’, which are assumed to be
universallyapplicable.Thegapbetweenthesetwoparadigmsisemphasizedby scholars:
“Universalismand contextualize are paradigms—that is, they are taken-for- grantedtruths
thattheproponentsofeachsimplyassumemustbecorrect.Thefact thatthere are people
whoholdfasttoeach paradigmindicatesthattheyare

intellectual constructscapable of being challenged, butforthe proponentsof each one,

theyare‘obviously’ correctandtheonly wayto thinkaboutmanagement
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science and HRM” .

- Divergence Convergence

Context-specific influences lead to Global competition and diffusion

Definition different country-specific priorities leadtoanadaptationofpriorities

and patterns of practices and patterns of practices

Mainly contextualistic Mainly universalistic

Stable institutional and cultural IR e e fliel et

Influencing

factors

T EES worldwide competition

Direction of

Static Similaror confluent

development

Final endpoint
of

Country-specific management practices

Global ‘bestpractices’

development

Normative

Localization Standardization

implication

Source:Knappert, L.(2013). Global Performance Managementin Multinational Enterprise. Berlin

Campus of the ESCP Europe.

The contextualistanduniversalist paradigmsarerelatedtoa centraldebateinglobal performance
management,namelythedivergenceconvergencedebate.The
contextualistparadigmisassociatedwiththe conceptofconvergence,whichis definedas

the adaptation of prioritiesand patterns of management practices across countriesas a
resultofincreasingglobal competition. The market-drivenperspective emphasizesthe
needtofindthe most effective and mostefficient solutionintoday’s globalandhighly
competitivemarket,oftenreferringtoUS-basedbenchmarks, whereasthe other

perspective assumesaglobal diffusion of US-shaped practices caused by the dominantrole

of the USAin the globaleconomy.
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Conversely,divergenceisrelatedtothecontextualistparadigmanddescribes differences
inmanagementpracticesthatremainstableovertimebecause of constantcountry-
specificinfluences. Whilestandardizedsolutionsinglobal performancemanagement
practices promisecomparableresultsanda consistent corporateculture,localconditions
mightrequiresomeformofadaptation.The
strategicchallengesoflocalizationandstandardizationtakeplaceonthe
organizationallevel, whereasthecorrespondingphenomenaofdivergenceand
convergencecanbeobservedonacontextuallevel, wheresimilaritiesand

differencesinHRM practices occur across countries.

Hence, when following the idea of divergence, localization approaches are
recommended, whereas “ifmore credenceis attached to the convergence concept, MNCs
shouldstrivetostandardizetheirpracticesthroughouttheorganization”.

Althoughthe discussionabout standardizationand localizationhasits rootsin the tradition
ofinternationalmanagement,theorganizationalperspectiveisoften amended by the
other two research fields (cross-cultural and comparative management)whenthis

decisionanditsdriversare analyzed.

Anintegrative alternativetothe convergence anddivergence conceptsis theidea of crossvergence,
whichassumesthatindividualworkvaluesareshapedbyboth
nationalinfluencesandeconomicideology,sothatnewanduniquepracticesand policies
emerge. The concept of crossvergence emphasizes transnational learning and flexibilityand
correspondstotheorganizationallevelaswell,intheformofthe balance andintegration
ofglobalstandardsand local peculiarities. The belowtable providesanoverviewofthe

convergencedivergencedebateanditsrelatedconcepts and approaches.

2.3. International Legislation

Itisimportantfortheinternationalhumanresource managertounderstandthat
industrial relations governing performance managementwill mostlikely differacross
national boundaries.Itis very essential to acknowledge thatin the industrial relations field
noindustrialrelationssystemcanbeunderstoodwithoutanappreciationofthe wayin
whichrulesareestablishedandimplementedanddecisionsaremadeinthe society
concerned. Itisusually necessary to have some appreciation of the historical origin of the

performance appraisal legislation.

3. Global Competency Model

Competency model as a detailed and behaviorally specificdescription of the knowledge,



skills, abilitiesandothercharacteristics(KSAOs) thatemployeesneedtobeeffective. A
competency model might be consideredthe set of competenciesassociated withajobor rolein
anorganization.Acompetencymodelorganizesthecompetenciesneededto perform
successfullyinaparticularworksetting,suchasajob,occupation,orindustry.
Competencymodelscanbeusedasaresourcefordevelopingcurriculumandselecting training
materials,identifyinglicensureandcertificationrequirements, writingjob descriptions,

recruitingandhiringworkers,andevaluatingemployeeperformance.
3.1. Competencies

Competenciesasbelongingtoone oftwo categories:personalor corporate.Personal
competenciesarepossessedbyindividualsandincludecharacteristicssuchas knowledge,
skills, abilities, experience, and personality. Corporate competencies belongtothe
organizationand areembedded processesand structuresthat tendto reside withinthe

organization,evenwhenindividuals leave.

Forcorporate level,the combinationofresourcesand capabilitiesinan organization canbe
classifiedas“corecompetencies”whentheyarevaluable,rare,difficultto imitate,and

difficulttosubstitute.Assuch, corecompetenciescanbeasourceof
strategic competitiveness.

For individual level, the term of competency has some simple but important
characteristics.First,employee competencieshavetodowithobservablebehavior. Second,
the behavioral patternisrelatedtojob performance. Third, the concept of competencycan
includetheknowledge, skills, abilitiesand other characteristics (KSAOs).Corecompetencies
herearetheKSAOsthatemployeesmustpossessin

order to successfully perform job functions that are essential to business operations.

Competenciescan be brokendown intohelpful categoriestobetterunderstandthe type of

informationthat mightbeincluded, such as:
3.1.1. Corecompetencies

Corecompetenciesincludethebaselineskillsrequiredbytheorganizationforall
employees;thesearethe basicthings that employees mustfulfill. Thiswill varyfrom
companytocompany,asitdependsonthevalues,philosophyandgoalsofeach

organization,butcanincludebasicrequirementslikecommunicationskillsor
teamwork. Most jobs require a basic element of being able to work with other people

to some degree.

The goals of the organizationare reflectedinbroad competenciesthatreflectthe strength

and uniquenessoftheorganization.Foracompanythat specializesin
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international parcel delivery, the core competency would be logistics. Drillingdownto an
employee’s job within this type of organization, a core competency for an employee

couldbeon-timedelivery of customerparcels.

3.1.2. Functional competencies

Functionalcompetenciesarejob-specificskillsandbehaviorsthatare uniqueforeach role.
Forexample,acompetenceforanHR professional maybethe abilityto

effectively managingemployeerelationships,whereacompetenceforanaccountant maybe
theabilitytoanalyzeaspecifictypeoffinancialdatain ordertoprepare reports.
Functional competenciesshould describe whatbehaviorsorskillsneedtobe performedin

orderforthe employeetobea top-performerintheirposition.

3.13. Leadershipcompetencies

Leadershipcompetencies,alsocalledmanagerialcompetencies, areoftenusedfor
supervisoryandmanagementrelatedroles,althoughcanbeappliedtoanyjob position
thatrequiresanemployeetoleadothers.Theyincludeleadershipskillsand behaviorslike

decision-makingabilities.
3.2. Competenciesin Global Environment

3.2.1. Capabilityforpersonal growth

Countrieswithstrongindividualisticculturestendtoregardcompetenciesas
characteristics that employees develop within themselves. Others may regard
competenciesasrelativelyunchangeabletraitsofindividuals, whichmustbe hired intothe

organizationratherthan developedamongemployees.
3.2.2. Culturalvaluesofspecificcompetencies

Decisivenesslooksverydifferentinaculture thatbelievesinindividual initiative and risk
takingthanitdoesinaculturethatvaluesdecisionsmadebyconsensusand collaboration.
Insome cultures,leadersneedtosteerdecisionsand makethem look andfeelasthough
theyemergedorganicallyfromconsensus.Inothercultures,a decisiveleaderisrespected,

andlookingforsupportcouldbe perceivedasweakness.

3.23. Opennessaboutself

Employeesinculturesthat value publichumility may have difficulty explaininghow they
arefitforaspecificjob.Likewise,theymaynotbeabletodescribeeasilytheir strengths
and weaknesses for purpose of professional development. Those employeesmay

beundervaluedintheglobalorganizationwhencomparedwith

others who overstate their skills and abilities.
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3.3.

3.24. Perceptionsofleadership

Ateamleaderwhoaskstheteamforinputintothedecision-makingprocesswillbe
consideredstrongina culturethatvaluessuch anapproach. Thesameleaderwillbe seenas

weakinacultureinwhichleadersareexpectedtoknowalloftheanswers.
3.25. Familiaritywiththe concept of competencies

Differentcountriesmayhavestartedusingcompetenciesatdifferenttimesintheir

history.Considerthiswhendeveloping,introducing, orrevisingglobalcompetencies.
Competency Model
3.3.1. The purpose of competency model

Acompetencymodelreferstoacollectionof competenciesthatareneededfor effective
jobperformance.Theindividual KSAOsorcombinations of KSAOsare the competencies,and
the set of competenciesistypicallyreferredtoas thecompetency model. The purpose of
a competency model is twofold. On the one hand it communicateswhatisexpectedof
staff, howtheyshoulddotheirjob.Ontheotherit isusedasabenchmarktoensurepeople

havetheskillstheyneedforsuccess.

Developersof competencymodelsoftenorganizecompetenciesbyvariouscriteria, such as
whetherthe competenciesapplytoall jobs(i.e., core competencies)inan organizationor
profession,orwhethertheyarespecifictoparticularjobsorroles (i.e.,technical
competencies).Inaddition,competency modelstypicallyinclude

detailedinformation, suchaskeybehaviorsand standardsof proficiencythat apply to

differentlevelsof jobexperience orexpertise.

In the field of HR, competency models play an important role in the selection,
trainingand appraisalof HRand otherprofessionals. Individually, HRprofessionals canuse
competencymodelsforcareermanagementand developmentpurposesby guidingthe

choiceofjobassignmentsandinmakingothercareerdecisions.

Organizationscanuse competencymodelstohelpstructurethemselvesandtheir teamsto
alignwhatisneededforsuccessfulperformancewithorganizational
strategy.Organizationscanalsousewell-designedcompetencymodelstobuild
performanceassessmentsforexistingemployees,createbehavioralinterviewsfor hiringnew

employeesanddetermine selectioncriteriaforsuccessionplanning.
3.3.2. The structure of competency model

The structure of acompetency model willdependonthe competencytype and purpose.

Thereshouldbeacompetencymodelorframeworkforeachsetof
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competencies. One for the core values, another for core competencies, a leadership (or
managerial) competency model and multiple competency models for job specific

competencies.

Competencymodelsthataddressorganizationalvalues,corecompetenciesand leadership
competenciesshouldhave nomorethan 5-7 competencies. Ifthere are
toomanycompetenciesassessmentislessaccuratebecausereviewerswilllosefocus and will

not properly considertheir responses.

Forvalues-based competenciesthatservetocommunicatetherequiredapproachthe competencies
maysimplyhaveadescriptionofdesiredbehaviors(indicatorsor

standards)and aratingscale. If more detailedassessmentandinformationis
requiredthecompetencymaylistamaximumof4-5behaviors(indicatorsor

standards)withtheirownratingscale.Corecompetenciesandleadership

competencies will normally have separately rated behaviors (indicators or standards).

Depending on the complexity of work within the organization, functional —
technical/clinical competencies may have sub headings, each of which has indicators or
standards. They may also have levels of competence with different standards for each

level,ordifferentachievementrequirementsperlevelforcompetence.

For functional competenciesthe structure of the competency model or framework will
dependonhow competencyassessmentsareto be done.The modelmay have multiple
competencieswithonlyafewmappedtoarolespecificcompetency requirement

profile.

Thelanguageinthe competencymodelshouldmatchits purpose.Forvaluesbased, coreand
leadershipcompetenciesthelanguage willbesimple usingconceptsthat research shows
contribute to organizational effectiveness. For technical or professionalrole-based
competenciesthelanguage will be specifictothe particular processes, tasks,and

equipment.
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Language
General Specific
High
Leadership competency
models— multi level Multi level technical or
professional role based
Professional or technical core competencies
Structural competencies
complexity
Values based competency Technical or professional role
models based competencies
Low

Core competency models

Source: https://www.centranum.com/

3.4. Global-Local Balance for Competencies

3.4.1. Involveallcountriesindevelopingtheglobal competency model

TheFamilyorganizationalcultureismarkedbyaparent-childdynamicinwhich personal
relationshipsandgettingalongtogetherare extremelyimportant. Power restsinkey
leaders,whoguard it carefully.Successof tendependson one'sabilityto manipulateand
buildonrelationships.Thiscultureoccursmostfrequentlyin

countries like Japan, France, and Spain.
3.4.2. Createlocalexamplestoillustrate eachglobal competency

The competenciesremainthe same, but they are more easily understoodinterms of behaviorswhen

describedinterms of the local context.

3.43. Createadditional country-specificcompetencies

Country-specific competencies should be created as part of the global competency
development process. They will not become part of the global model, but they will add

credibilitytoit by recognizinglocal differences.


http://www.centranum.com/
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Value and strategy
* Value-based/Core competencies

rganizational
Global-Local Balance (organizational)

* Global standards

* Local examples

* Country-specific Job expectations and
success criteria

* Core (individual)

. ndard Language * Functional
HR Operations Standard Languag . Leadership

*  Workforce planning

* Recruitment and selection \
* On boarding B W

* Performance management Competencies

+ Training and development * Observable behavior
* Related to performance
* Career development

* KSAOs
* Talent management

Global Competency Model

4. Global Learning and Development

With more and more companies hiring talent from around the globe, training employees
has become quite a challenge. Enterprises that employ a global workforce need global
trainingand development strategiesto be an integral part of the business. Not only that,
these companies also need to choose the best strategy in order to balance learning needs
of theirglobal workforcewiththat of the company’sspecificneedsandinterests.

4.1. Learning and Developmentin Global Context

Ifyou’veworkedforamultinationalcompany,you’vemostprobablyheardofthe term
‘global training.” While the term itself is very self-explanatory, there is a big

difference when you compare it to the usual on-site or online learning.

The differentiating factor is that your content and strategies have to be designed to
cater to a much wider audience — as opposed to a specific employee group or
workforce demographic. With teams composed of workers from all over the world,
your global training and development strategies have to be attuned to address the
learning needs of all learners. This is the point where issues arise — designing
effective training and development approaches for a diverse workforce.

There are expected challenges when you train employees from different parts of the
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globe. While the advantages of having a diverse workforce will always trump its
drawbacks, thingsdo get ‘lostin translation’ whenyou employ globaltrainingand

development strategies.

For example, sending a distinct message through global training and development
programs can be quite a tedious task. Your learners speak different languages, come
from different cultures, and live in different time zones.

There is also the obstacle of high training costs. The cost of training a global
workforce will always be much higher than that of training employees locally.

Technology can also be another factor because not every region has the technological
capacity to handle online courses or training materials.

Global Learning and Development Approaches

When you handle a global workforce, you need to formulate global learning and
development approaches to address the aforementioned challenges. In this process,
there are four things that you might want to think about. These four considerations
will greatly determine your approach to global training and will also map out your
priorities. Each option has its own pros and cons too. So, you might want to take a
closer look at each option and examine the possible repercussions before committing

to a specific strategy.
4.21. ALL Standardized

The first approach is to implement one learning approach for all topics that will apply
to all regions. Your course delivery and design will follow one standard method —
online learning, for example. Moreover, all courses will utilize one language and will
all have the same content.

This approach makes content creation easier and less costly because a team from
global headquarters can take care of the entire training process. This does come at
the expense of addressing the different contexts of your learners. However, when
you’reworkingonatightbudgetonaveryshorttimeline,thisoptionbecomesthe only

choice — most of thetime.
4.2.2. Standardized Approach for EACH Topic

Another approach entails using one learning approach for each topic across all
regions. This means that every course is still standard across the entire enterprise —

local or overseas. Every topic though can differ in the method of delivery. This gives
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you more flexibility when it comes to designing courses. For example, some topics
can be taken through a learning management system (LMS) while others can be a mix
of on-the-job learning and face to face instruction.

Taking on this strategy makes course creation less complicated as each course will be
delivered in one standardized approach. The main challenge is ensuring that the
same message is conveyed throughout all regions. Always take note that there are
preferred learning methodologies for every region or culture. When it comes to
learningapproaches,whatsuccessfullyworksforoneregiondoesn’tnecessarily mean it
will be successful in another. Also, note that you would need to ensure that
facilitators from all regions are calibrated when it comes to the delivery of the

courses.
4.2.3. Standardized Learning Objectives, Bespoke Regional Approach and Content

The third approach is to implement one set of learning objectives using different
methodologies and content for employees in all regions. This does seem like an
obvious choice. Learning objectives and required skills should come standard across

the entire organization — no matter where employees are in the world.

Moreover, content should also be further customized to address specific languages
and cultures. For example, a course on Quality Compliance is dictated by global HQ.
North American and Australian sites will utilize an online learning method through an
LMS. The course for Southeast Asian sites, on the other hand, will be delivered

through face-to-face instruction.

This approach is more time-consuming and would require a greater amount of
resources to execute. Each region would need to have a dedicated team or point
person whose biggest responsibility is translating the learning objectives into

approaches and content that are more relevant to the learners.
4.24. Bespoke Learning Objectives and Content per Region

The fourth strategy is to implement different learning goals and content in all regions

— with direction from global HQ’s training and development team.

This means that every course is customized to suit a specific need of a target
audience or region. From the learning objectives, to the approach and content,
everything will be tailor-fit to the learners. The global training team would take on
more of an ‘auditor’role— ensuring that learning objectives, approaches, and content

still fitintothe organization’srequirements.

While this is another very obvious choice, this option requires a tremendous amount
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of collaboration between teams separated by geographical differences. To add, a lot
of effort is required to pull this off — with most of the time and resources usually
spent in the back-and-forth between the local and HQ training teams.

Another dilemma is giving complete autonomy to your regional learning teams. Since
most topics will be dependent on a region’s learning needs, each region can,
therefore, have its own collection of courses. Global headquarters might find it

challenging to keep track of everything that’s going on.
Learning Management system (LMS)

A learning management system (LMS) is a software application that provides the
framework that handles all aspects of the learning process —it’s where you house,
deliver, and track your training content. Getting an LMS can produce tremendous
savings on training costs. Instead of sending trainers (or learners) all across the globe,
you can move all your training online. When it comes to global training and

development strategies, an LMS solves issues on location, time, and even language.

Having an LMS for also allows you to scale your courses. You get to reach more
people with less cost, effort, and resources as compared to traditional face-to-face
training. Moreover, an LMS will also allow you to track training completion, issue

certifications, and manage your learners easier.

Having an LMS does not guarantee that you get to address each of your global

learners’ needs nor does it promise to make your courses more effective.

What it does give you, though, is an advantage by providing a medium to easily reach
out to your global audience. That, in itself, is already taking a great, big step, in the
right direction when it comes to training and developing your global workforce.

There is no silver bullet when it comes to global training. When you choose a global

training approach to implement, always remember to put three big things into

consideration: your resources, your learners, and the role of your global training team.

Your strategy needs to balance these three aspects to ensure that you get the most out of

your global training and development programs.

5. Global Talent Management Assessment

Talent assessments provide a wealth of information to help leaders understand why people

think and behave the way they do. From job simulations to interviews, there are a number

of different types of competency assessment tools organizations use to find, hire, keep,

and develop talents that drives their business forward.
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5.1. Assessmenttools

Below is a look at some talent assessment tools used in the selection or development
process - ranked from most to least effective - and an analysis of their predictive
power in terms of determining future performance.

5.1.1. An assessmentcenter (AC)

An assessment center (AC) is a means of gathering relevant information, under
standardized conditions, about an individual’s capabilities to perform a managerial
position. In essence, an assessment center puts candidates through a series of group
and individual exercises designed to simulate the conditions of a given job (sets of
different working sampling or job simulations) and determines if they have the
competencies necessary to perform that job. It does this by bringing out the
candidate’s behavior relevant to the job, while being observed by a group of

assessors.
5.1.2. Job simulations / Worksimulations

Work samples and simulation tests are used in the pre-hire assessment process to
give employers the opportunity to see the candidates in action. These skills tests
involve giving the candidates a work-related task to complete or having them engage
in a role-play simulation test. The main objectives of this type of testing are to access
job-specific skills and to analyze decision-making capabilities. While work samples
and job simulations are similar, there are some key differences between the two types
ofskillstests.Acandidatecompletingaworksamplewillperformasubsetofajob’s tasks,
oftenin the actual environmentand using the requisite tools and equipment. A
candidate completing a simulation will perform job-related activities in a fictitious

environmentthat mirrors the actual job.
5.13. Cognitive ability and problem-solving testing

Research showed a direct link between cognitive ability and job performance across
multiple job types. Additionally, these types of pre-employment tests are cost-
effective to administer, and cognitive ability tests have been shown to predict job
performance particularly well for complex jobs. The more intricate the job or training
demands, the better aptitude tests and cognitive tests work. Problem-solving tests,
on the other hand, can assess leadership, potential, vision, insight, and intelligence,

all of which can translate into a higher job performance level.
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5.14. Personality testing

In a personality test you or observers are presented with statements on behavior or
opinions. You or observers or then choose which of those are more or less applicable
to you. Many employers find the personality test can help pinpoint important
attributes, such as leadership, integrity, attendance, creativity and cooperation. These
personality traits in turn are quite effective at predicting future job performance,
which can help with employee selection. However, the accuracy of these predictions
is directly related to the quality of the tests. Highly structured personality tests that
are industry specific tend to offer a higher level of results than standardized

personality tests.
5.15. Interviewing

While there are a variety of different types of interviews, structured interviews have a
higher degree of predictive power than other types of interviews. In a structured
interview, the interviewer asks each prospective job candidate the exact same series
of questions. The interviewer can elaborate if the candidate does not understand the
guestion, but he cannot stray from the pre-determined set of questions. This type of
pre-hire tool can help assess certain types of skills, such as communication skills, but
this is only the case if a trained interviewer and highly-structured interview process is
used. Otherwise, the results are very subjective, a factor that is not accurate at

predicting job performance and not very useful in the employee selection process.

On the other hand, unstructured interviews have no set format and no set of
guestions to ask each job candidate. Many managers like this format because it gives
them the freedom to take the interview in any direction. They believe this allows
them to better assess candidates in the employee selection process.

The truth is that this type of interview leads to inconsistent and subjective results.
Even trained interviewers have a difficult time comparing job applicants and providing
useful results for employee selection. In addition, it is not uncommon for the
interviewer to miss asking vital questions during this type of interview process, which
makes it even more difficult to predict future job performance.

5.2. Talent Assessmentin Global Context

Adapting to a global workforce also requires designing assessment tools that can
adapt to global audiences. Here are some ways that Global HR are put first in talent
assessment designs.
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5.2.1. Adapting to a GlobalAudience

A global workforce requires assessment tools that can adapt to local needs and
preferences.It’snotsimplyamatteroftranslatingwords; thedesignmust accommodate
the shapes and order of those words or find ways to substitute universal
iconography. You're never going to hit every audience, but a good assessment makes

sure everyone atleast has a decent experience.

Culturaladaptationalsorequiresrecognizingwhencertainconceptsaren’tuniversal, and
thereforenotoptimalforassessment.Forinstance,theideaofChristmasisn’t relevantto
everyone’sculture. Or consider Boxing Day, whichiis virtually unknownin the United States

but is widely recognized in former British Commonwealth territories.

Also, colors can convey different meanings in different cultures, and so can icons and
images. The dollarsign($), forexample, doesn’tuniversallyrepresentcurrency. These and
other elements of visual design should be streamlined and optimized for
international use. These are all things that designers must keep in mind when creating
assessmenttools for a global audience.

5.2.2. Emphasizingthe Candidate Experience Across Cultures

Designed well, assessments can contribute to an extraordinary candidate experience
that communicates the values of an organization and fits the employer brand. But
well-designed assessments have to be stripped of culture-specific markers.

Sensitivityinthisareacanhelpprotectabrand’sreputationwithconsumersand
candidates by making it more likely that people will talk about your company in a
positive way. Social media has amplified the power of word-of-mouth influence, and
giving a candidate a good experience often has a cascading effect.

In creating assessments, the goal should be to give candidates something that's easy,
intuitive and enjoyable to complete. They should gain something from the exchange,
such as insight into their skill set and career possibilities. The tests should be based on
adaptive scoring techniques that match questions to the candidate, making each
individual feel challenged but not overwhelmed.

Thesettingshouldfeelnatural,tothepointthatcandidatesdon’tneedinstructionon what
to do. Assessments can feel daunting and overwhelming, but if you can present

candidates with something that is familiarand comfortable, it helps them relax.



70

They're more engaged and it’s easier to get a true assessment of their personality,
skills and aptitude.

5.2.3. PuttingYour Organization’s ValuesFirst

Good talent assessment tools should be accessible cross-culturally. Instead of
privileging one ethnic culture over another, they should be designed to put your
organization’s values at the forefront of the candidate experience. Purging ethno-
cultural markers can help streamline the assessment to read for talent attributes in a
fair and unbiased manner.

Thesetalentsandtraitsshouldnotbereadinavacuum, however;they’'remeasured
against the culture and values of the company. This will help your organization to
determine the most-fit candidates based on what your company values. Adaptive
learning renders each person’sassessmentresultsunique, regardless of cultural or
environmental factors. There are multiple differences between people across nations
and cultures, but at the core, people are the same: We all have the same need for
purpose and belonging.

5.24. Avoiding cultural biasesin global context

For many employers in many countries, people assessments are common practice in
sifting, selecting and developing employees. And rightly so. Rigorous assessments are
the best way to predict whether the right employees are or will be in the right
positions within the organization. To be fair and objective when assessing
internationalcandidates,it’simportanttobeculturallyawareandtoavoidcultural bias.
There are four key things to consider when assessing employees with different

cultural backgrounds.

Apply culturally fair assessment instruments

To be able to fairly judge and compare candidates from different cultural
backgrounds, it'simportant to use culturallyfair assessmentinstruments. Goodtest
providers develop their psychometrictools to be fair and valid across cultures. Look
forprovensolutionsthatrobustlydeliverinsightintoanindividual’swork-related

personality characteristics, ability, and competencies.

When developing culturally fair assessments, the R&D team at Cubiks takes into
account important questions such as; do the concepts we mention existin every
language and culture? Can they be understood and are they translatable?
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To adequately tackle these kinds of challenges, test items should be written by
experts from a broad range of cultural backgrounds and of various nationalities.
Subsequently, they need to be tested on reliability and validity across multiple
countries. Only then can we be confident that each candidate will receive a fair
assessment, with limited cultural bias.

Consider how tests are translated

It isn’t enough to simply translate assessments into different languages.
Straightforward translations can miss the cultural nuances in various languages. This
is why backtranslation is essential. ltems in a test or questionnaire should go through
the process of backtranslation; whereby they are translated from the source language
to the target language, and subsequently, by a separate translator, back from the
target language to the source language.

The original item and the backtranslated item should then be compared, to check
whether the content matches and the meaning is still the same. If it is, then the item
can be included in multinational assessments. This method ensures that when tests
and questionnaires are translated, they are fair and relevant in all languages and
cultures.

Use local norm groups

Using items that are understood in the same way for everyone, regardless of cultural
background, is a good start — but we must also recognize that most cultures have
their own culture specific values. Some norms and values only exist in certain
cultures, or are considered more important in those cultures. That’s why your
assessments should have specific, tailored standards for every country.

By using local norm groups, you will also be able to objectively compare a candidate
withthe normgroupsofcountriesotherthan his/herown.Usingthismethod, it’s easy to
understand how an individual characterizes him/herself in comparison to his/her
own cultural background as well as other cultures. This contributes to our
understanding of how certain scores are influenced by cultural differences. This

equips assessors with valuable knowledge to use during face-to-face assessments.
Ensure your assessors are culturally aware

To minimize cultural bias, assessors who interpret and discuss assessment results with
participants should have training to ensure they are culturally aware. These
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individuals need to understand not only the cultural differences between themselves
and participants, but also the relationship between the cultural background of
participants and the culture of the country in which the organization is located.

In addition, training needs to raise awareness in assessors of the difficulties that can
arise in distinguishing between characteristics that are personal and those that are
culturally determined. Plus, it is often possible that people can be influenced by
multiple cultures. Trained assessors will take all of these factors into account;
delivering evaluations that explore the cultural differences between an employer and
potential employee. This kind of dialogue builds an understanding of the possible
problems the individual may encounter, as well as which traits and competencies
might help or hinder them.

Assessors with knowledge of these areas and a high degree of self-awareness can use
their discussions with candidates to gain an in-depth perspective on their suitability
for a role and make an objective recommendation as a result.

Moreover, the great challenge in any selection process is minimizing unconscious bias.
Itishumannaturetolike peoplewhoaresimilarto usbutthisshouldn’tbeallowed to
influence your hiring decisions. Therefore, it is important to train assessors (and
interviewers) to understand and avoid unconscious bias - and to focus on best

practice evaluationtechniques and interviewing skills.

Global Leadership Development

Leadership is the act or process of influencing people so they will strive willingly toward
the sharedobjectives.Leadership,then,isaspecialtype of management, onethat inspires enthusiastic

cooperationin pursuitof the objectives, notmereassent.

The distinctionbetweenleadershipand managementis difficulttodefine exactly, if only because
thereisnocommonlyagreeddefinitionofthetermleadership.Thereisalso considerable
overlapbetweenthetermsleadershipandmanagement.Differencescanbe that leadersdepend

on popular support for their position whilst managersare appointed.

Concerning “Manager vs. Leader”, Managers are concerned about how thingsget done, andthey
trytogetpeopletoperformbetter.Leaderareconcernedwithwhatthingsmean topeople,and

trytogetpeopletoagreeabout themostimportantthingstobedone.

Globalizationhaseffectedmajorchangesinleadershipdevelopment.Asthe world shrinks and

globalizationincreases,companiesareconstantlychangingstrategiesandoperational
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procedures. Having the right leaders at international and multinational companies is
critical to corporate performance. Managers and executives need to be able to motivate,
influence and enable individuals across national boundaries and cultures to accomplish a

company’s goals.

Partofagloballeader’simpactisthatperson’sabilitytoincreaseanorganization’s capacity to
evolveintoaglobal company andtogrow a businessstrategyforthe larger

global marketplace.This kind of corporate evolutiondemandsthat an organization prepare future
leaderswho cansuccessfullycarry out globalcorporate strategy. Global leadership development

(GLD) providesmuch-needed competency.

Global leadershipdemandsarequalitatively differentandsignificantly more complexthan those
fordomesticleadership. Leadershipvaluesindifferentlocalesalsovary.Further,

there is a shortage of global leaders which hinders companies’ global business strategy
execution.Inpreviousgenerations,thegloballeadership competencywasnotrequired. However,
changingbusinessenvironmentsandthe shortage of preparedgloballeaders createsan
immediateandcritical needforgloballeadershipdevelopment.GLDprograms
toaddressthegapbetweengloballeadershipneedsandthecapacity shortageshouldbea major

focusfortalentmanagementandlearningand developmentleaders.

6.1. Attributes of GlobalLeader

Thereisa growingconsensusaround themostvaluablegloballeadershipattributes.
Effectivegloballeadersoftenstandoutinfourprimaryareas: personalitytraits, values,
culturalbackgroundand corporate work experiences. The personalitytraits are perhapsthe
hardesttochangeand develop,aswellasthemost difficulttoassess duringtherecruiting
andsuccessionplanningprocess.Nonetheless,assessing personalityisvaluable becauseit
impactstheeffectivenessofthe GLD experience.

The widespreadacceptance ofa majortaxonomy of personality, oftencalledthe “Big Five”

asfollow:

e  EmotionalStability:dispositiontobe calm, optimistic,andwell adjusted.
e  Extraversion:tendencytobesociable,assertive,active,upbeat,andtalkative

e  Opennesstoexperience:tendencytobeimaginative, attentivetoinnerfeelings, have

intellectual curiosityandindependence ofjudgment
e  Agreeableness:tendencytoaltruistic, trusting, sympathetic,and cooperative

e  Conscientiousness:tendencytopurposeful,determined,dependable,and
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attentive to detail.

6.2. Global Leadership Competencies

From here,itis importantto determine whatglobal leadership competenciesarenot only
necessary, butcomplementtheaforementioned personal attributes. Sixglobal leadership

competencieshave beenfoundtobe most relevant.

Global Leadership Competencies

Desired competency Development method

Engagement in personal Coachingandexperientiallearning

transformation
Expatriateassignments,globalteamwork/projectsand

Knowledge experientiallearning

Networking skills Globalteams

Socialjudgmentskills Experiential learning
Self-awareness Assessment, coaching and reflections
Self-regulation Coachingandreflections

Source: Gillis, J. (2012). Buildinga Global Leadership Pipeline. Chief Learning Officer, Jan, 26- 29

6.3. Learning and Development Methods of Global Leadership

Once a companyidentifiesthe competenciescriticaltoperformance, the nextstepis to
designandprovidelearninganddevelopmentopportunitiesalignedwiththose
competencies. Therearetwo distinct processesof leadership development:Informal and
formal processes. Informal processes usually occur during the course of managers’
everydaywork.Thus, theseare by-productsof dailyworkactivities,suchas task
accomplishment, trial and error experimentation, or interpersonal interactions, and
managers may notset out intentionallyandexplicitlytolearnsomethingthrough pre-
plannedmeans.Formalprocesses,ontheotherhand,includeinstitutionally sponsored,
plannedanddeliberateprocesses.Theseareoftenmonitoredand

controlledbypeople otherthanthe individual managersinvolved, suchasjob rotation,

coachingand projectassignments.
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Learning and Development Methods of Global Leadership

Learning and Description

development
method

Expatriate Aninternational workassignmentrequiringan employee to
assignment temporarilymovetoanothercountryforat leastsix
months.

An ongoingwork-based group ortemporary development

elielrl iz activitygroup whose membersresideindifferent

)
(8]
o countries, organized around a specificwork task.
§
< A structured experience with learning objectives, including
I activities such as simulations, case studies and role playing.
Experiential
I . A relationship with an individual providing accountability
earning
and development to promote behavior change.
Coaching
Intercultural A formal intervention around similar and different world
training cultures.
)
Q
£ Assessment An objective analysis (self-assessment, 360-degree
o
L;) feedback,performancereviews,assessmentcenters)ofa
9 leader’scompetency or proficiency.
Reflection

Aspecifictimesetasidefor processing,implementing and

retaininglessonslearned.

Gillis, J. (2012). Buildinga Global Leadership Pipeline. Chief Learning Officer, Jan, 26-29
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Leadershipdevelopment,sometimecalledManagementDevelopment,isaprocessto foster
managementandleadershipmindsetandskills. Theseprogramsprovide individualswith
theknowledgeandskillsnecessarytofasttracktheirmanagerial careersandprovidethe
organizationwithanewgenerationoftalentedleaders.In globalcontext,Global
leadershiplearninganddevelopmentmethodsrangefrom
high-tolowcontact,andincludeavarietyofexperiencesallofferingadifferentresult. The

belowtablehighlightssixlearninganddevelopmentmethodsthatprovide experiences

acrossthespectrum.
7. Global Talent Management Practice

Talentmanagementasactivitiesand processesthatinvolvethe systematicidentificationof key
positions which differentially contribute tothe organization’s sustainable competitive
advantage, the development of a talent pool of high potential and high performing
incumbentstofilltheseroles,andthedevelopmentofadifferentiatedhumanresource
architecturetofacilitatefillingthesepositionswithcompetentincumbentsandtoensure
theircontinuedcommitmentto theorganization.Talentpoolisrefertothepoolofhigh
potentialand highperformingincumbentsthatthe organizationcandraw upontofill

pivotaltalent positions

Inglobalenvironment, one of the biggest challengesfacingcompaniesall overthe worldis
buildingand sustainingastrong talentpipeline. Notonlydobusinessesneedtoadjustto shifting
demographicsand workforcepreferences, buttheymustalsobuildnew
capabilitiesandrevitalizetheirorganizations-allwhileinvestinginnewtechnologies,
globalizingtheiroperationsandcontendingwithnewcompetitors.Whatdocompanies
operatingin numerousmarketsneedto doto attract and developtheverybest employees so

they can be competitive globally?

Therange of talentmanagementissuesfacingmultinational companiestodayisextremely broad.
Companiesmustrecruit andselecttalentedpeople, developthem, managetheir performance,
compensateandrewardthemandtrytoretainthestrongestperformers.

Although every organization must pay attention to each of these areas, a research
convincedthem that competitive advantage intalentmanagementdoesn’tjust come from
identifyingkeyactivities(forexample,recruitingandtraining)andthenimplementing “best
practices.” Rather,we foundthat successful companiesadhere tosix key principles:

(1) alignment with strategy, (2) internal consistency, (3) cultural embeddedness, (4)

managementinvolvement,(5)abalance of globalandlocalneedsand (6) employer branding
throughdifferentiation.

The term “talent management” is used to broadly recognizing that there is considerable
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debate within companiesabout what constitutes “talent” and how it should be managed. (See
“TheTalentManagementWheel”asthebelowfigure)Sincethepublicationofa related study,
many managers have considered talent management synonymous with human capital
management.Among the companies we studied, there were two distinct views on how best to
evaluate and manage talent. One group assumed that some employeeshadmore “value”
or“potential”thanothers,andthat,asaresult,companies shouldfocusthelion’sshareof
corporateattentionandresourcesonthem;thesecond grouphadamoreinclusiveview,
believingthattoomuchemphasisonthetopplayers could damage moraleand hurt

opportunitiestoachieve broadergains.

Talent Management Practices
Performance

Management
Development Guiding Principles
and Training
Internal Management .
Consistency  Involvement Retention
. Employer
Alignment Talent Branding
With Strategy  Definition Through
Differentiation
Recruitment Cultural Balancing
and Selection Embeddedness Global and
Local Needs Compensation

and Rewards

Talent Review

The Talent Management Wheel

Source:Stahl,etal.(2012). SixPrinciplesofEffective GlobalTalentManagement. MIT Sloan
Management Review, Winter, 24-32.

7.1. AlignmentWith Strategy

Corporate strategyis the natural starting pointfor thinkingabout talent management.
Giventhecompany’sstrategy,whatkindoftalentdoweneed?Forexample,GE’s growth
strategyisbasedonfive pillars:technologicalleadership, services
acceleration,enduringcustomerrelationships, resourceallocationandglobalization. But
GE’stopmanagementunderstandsthatimplementingtheseinitiativesmayhave lesstodo
withstrategicplanningthanwithattracting, recruiting,developingand deployingthe
rightpeopletodrivetheeffort.AccordingtoitsCEO,thecompany’s

talent management system is its most powerful implementation tool. For instance, to
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supportarenewedfocusontechnologicalleadershipandinnovation, GEbegan targeting
technologyskillsasakeydevelopmentrequirementduringitsannual
organizationalandindividualreviewprocess,whichGEcallsSessionC.Inallbusiness segments,
afullblock of timewas allocatedto areviewofthe business’sengineering pipeline, the
organizational structure ofits engineering functionandan evaluation of the potential of
engineeringtalent.Inresponsetothe CEQ’s concern that technology- oriented managers
were underrepresented in GE’'s senior management ranks, the SessionCreviewsmoved
moreengineersintoGE’'sseniorexecutive band.Talent managementpracticesalsohelped
todriveandimplementGE’sotherstrategic priorities(forexample, establishingamore

diverseandinternationally experienced managementcadre).

In a similar vein, a recent survey of chief human resource officers of large
multinationals highlighted anotherapproach to aligning talent management with the

businessstrategy.

Strategicflexibilityisimportant,and organizationsmust be ableto adapt to changing
businessconditionsandrevamptheirtalentapproachwhennecessary.Forexample, Oracle,
the hardware and software systemscompany, foundthat its objective goal- setting and
performance appraisal process was no longer adequate. Management wantedtoadd
somenonfinancialand behavior-basedmeasurestoencouragepeople tofocusonteam
targets,leadershipgoalsandgovernance.Thisnecessitateda significantoverhaulof
Oracle’sexistingperformancemanagementsystems,

investment in line management capability and overall changes to the mind-set of line

managers and employees.

Internal Consistency

Implementingpracticesinisolationmaynotworkandcanactuallybecounter- productive.
The principle ofinternal consistencyreferstothe waythe company’s
talentmanagementpractices fit witheach other. The studyshows that consistencyis crucial.
Forexample,ifanorganizationinvestssignificantlyindevelopingandtraining high-
potentialindividuals,itshouldemphasizeemployeeretention,competitive

compensationandcareermanagement.ltalsoshouldempoweremployeesto
contribute to the organization and reward them for initiative.

Suchcombinationsofpracticeswillleadtoawholethatismorethanthesumofits parts.
Thereshouldalsobe continuityovertime.Forexample,aMNChastied everything
relatedtotalentmanagementtogetherinsuch awaythatinternal consistencyamong

thevariousHRelementsisvirtuallyguaranteed.Thecompany
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recruits10to12graduatesperyear,assignsthenewhirestoalearningcampus(a network
for top new graduates within the division) and assesses them at the development
center.Later,thedesignatedemployeesgothroughaleadershipquality analysisandreview
procedure,includingfeedbackandperformanceappraisal,and becomepartofthe
mentoringprogramledbytopmanagers.Thewholeprocessis continuouslymonitored
throughreviewsandlinkedtothe company’sreward

systems.

The emphasis on consistency is also paramount at IBM, which works hard to assure
thatitspeoplemanagementsystemsareconsistentacrossitssubsidiaries.Toachieve this
alignment, IBM combines qualitative and quantitative datacollected quarterly to ensure
thatits practicesare consistentlyintroducedandimplemented. The company also conducts
an HR customer satisfaction survey twice a year to learn how employeesare

respondingtothe programsandtodetectareasof employee
dissatisfaction.

7.3. Cultural Embeddedness

Manysuccessfulglobalcompaniesconsidertheircorporatecultureasasourceof
sustainable competitive advantage. They make deliberateeffortstointegrate their stated
corevaluesandbusinessprinciplesintotalentmanagementprocessessuchas hiring
methods,leadershipdevelopmentactivities,performancemanagement
systems,andcompensationandbenefitsprograms.Forexample,whereascompanies have
traditionallyfocusedonjob-relatedskillsandexperience toselect people, some
multinationalswestudiedhaveexpandedtheirselectioncriteriatoincludecultural fit.
Thesecompaniesassessapplicants’personalitiesandvaluestodetermine
whethertheywillbecompatiblewiththecorporateculture;theassumptionisthat
formalqualificationsarenotalwaysthe best predictorsof performanceand

retention, andthat skillsare easierto develop than personalitytraits, attitudesand values.

IKEA,theSweden-basedfurnitureretailer,forexample,selectsapplicantsusingtools that
focusonvaluesandculturalfit.ltsstandard questionnairedownplaysskills, experience or
academiccredentialsandinsteadexploresthejobapplicants’values andbeliefs,which
becomethebasisforscreening,interviewing,andtrainingand development. Later,when
employeesapplyinternally forleadership positions, the mainfocusisonce againonvalues

inanefforttoensureconsistency.

Researchers found that a strong emphasis on cultural fit and values was common
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amongsuccessfulglobalcompanies.Inevaluatingentry-leveljobapplications,Infosys is
willingtotrade offsomeimmediateskillrequirementsforaspecificjobinfavorof good
culturalfit,the rightattitudeand whatitreferstoas “learn ability.” Inaddition
toevaluatingtheapplicant’scollegerecord, Infosysputsapplicantsthroughan analytical
and aptitudetest,followedbyan extensive interviewtoassess culturalfit and

compatibility withthe company’s values.

Ratherthanselectingemployeesforattitudeandculturalfit,amorecommon approachto
promotingthe organization’scorevaluesand behavioral standardsis

through secondary socialization and training. Standardized induction programs, often
accompanied by individualized coachingor mentoringactivities, were widely used among
the companies that we studied. Leading companies used training and development
notonlytoimproveemployee skillsandknowledge butalsoto manage and reinforce

culture.

Inadditiontoinculcatingcorevaluesintoyoungleaders, successful companiesoften make
focusedeffortstoadapttheirtalentmanagementpracticestotheneedsofa changing
work force.Considerthe growinginterestinhealthywork-life balance.As

the numberof employeesseekingbalancebetweentheirpersonalandprofessional lives
has increased, more companies have begun to offer flexible working arrangements

in an effort to attract the best talent and retain high-potential employees.

Consistentwithanincreasedemphasisonvalues,somecompanies haveintroduced what
mightbecalled“values-based” performancemanagementsystems:Theyassess high-

potentialemployeesnotonlyaccordingtowhattheyachievebutalsoonhow

they reflect or exemplify shared values.

7.4. Management Involvement

Successfulcompaniesknowthatthetalentmanagementprocessneedstohavebroad
ownership—notjustby HR, butby managersatall levels,includingthe CEO.Senior leaders
needtobeactivelyinvolvedinthetalentmanagementprocessandmake recruitment,
successionplanning,leadershipdevelopmentandretentionofkey employeestheirtop
priorities. They must be willingtodevote a significantamountof theirtime to these

activities.

One of the most potent toolscompaniescan useto developleadersistoinvolve line managers. It
meansgettingthemtoplayakeyroleintherecruitmentoftalentand

then making them accountable for developing the skills and knowledge of their
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employees. Unilever,forexample, believesinrecruitingonlythe verybest people. To make
thishappen,toplevelmanagersmustmaketimeforinterviews,eveninthe faceofalltheir
otherresponsibilities.Linemanagerscancontributebyactingas coachesor mentors,
providingjob-shadowingopportunitiesandencouragingtalented employeestomove

aroundwithinthe organizationforcareerdevelopment.

Theresponsibilityfortalentdevelopmentextendsbeyondmanagers.Employeesneed toplay
anactivepartthemselvesbyseekingoutchallengingassignments,cross- functional
projectsand newpositions.However,thesurveyfindsthatjobrotations across functions
orbusinessunitsare not verycommon. AlthoughHR managers may seethevalueinjob
rotationsandnewassignmentsforcareerdevelopment, many companieslack the ability
toimplementthem.Apossible explanationisthetendency of managers to focus on the
interests of their own units rather than the whole organization;thisnarrowness may
hindertalentmobilityandunderminethe

effectivenessofjobrotationasa careerdevelopmenttool. AMcKinseystudy found that
morethan 50% of CEOs, businessunitleadersand HR executivesinterviewed believedthat
insularthinkingandalack ofcollaborationpreventedtheirtalent managementprograms

fromdeliveringbusinessvalue.

Balance of Global and Local Needs

For organizations operating in multiple countries, cultures and institutional
environments, talent managementiscomplicated. Companiesneedtofigure out how to
respondto localdemands while maintainingacoherentHR strategyand
management approach. Among the companies we studied, there was no single
strategy.Forexample, Oracleemphasizedglobalintegration, withahighdegree of
centralization and little local discretion. Matsushita, meanwhile, focused on

responsivenesstolocalconditionsandallowedlocaloperationstobehighly

autonomous.

Acompany’sdecisionabouthowmuchlocalcontroltoallowdependspartlyonthe
industry. Furthermore, ratherthan beingstatic,a company’sposition may evolve over time
inresponsetointernalandexternalpressures.Manycompaniesaremoving
towardgreaterintegrationandglobalstandardswhilesimultaneouslycontinuingto
experiencepressuretoadaptand make decisionsatlocal levels.Forexample, Rolls Roycehas
globalstandardsforprocessexcellence,supportedbyaglobalsetofshared valuesanda global
talentpool approachforseniorexecutivesandhighpotentials. At thesametime,ithasto
complywithlocalinstitutionaldemandsandbuildlocaltalent pools.Clearly,thechallenge

formostcompaniesistobebothglobalandlocalatthe
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sametime.Companiesneeda globaltemplatefortalent managementto ensure
consistencybutneedtoallowlocalsubsidiariestoadaptthattemplatetotheir specific

circumstances.

Most companieshaveintroducedglobal performancestandards,supported by global
leadershipcompetencyprofilesandstandardized performance appraisaltoolsand
processes.Activitiesthatare seenas lessdirectlylinked withthe overall strategy of
thecorporationand/orwherelocalinstitutionalandcultural considerationsare viewed
ascrucial (forexample, trainingand compensation of local staff) continue to be more at the
discretion of local management. At IBM, for example, foreign subsidiarieshaveno
choice about whetherto use the performance management system;itisusedworldwide
withonlyminoradaptations.Butsubsidiariesmay developotherpoliciesandpracticesto

addresslocal conditionsand cultural norms.

While locallyadaptedapproaches create opportunitiesfordiverse talentpools, they limita
company’sabilitytobuildonitsglobal learninginhiring, assessing, developing and retaining
top globaltalent.Thisrequiresmoreintegrationacross business units. When companies do
not coordinate hiring and development efforts across its differentdivisions,soeven
thoughithaddiversetalentpools,itwasn’tabletotake advantage of cross-learning

opportunities.

7.6. Employer Branding Through Differentiation

Attractingtalentmeansmarketingthecorporationtopeoplewhowillfulfillitstalent
requirements. In order to attract employees with the right skills and attitudes,

companiesneedtofind waystodifferentiatethemselvesfromtheircompetitors.

MNCsdifferconsiderablyinhowtheyresolvethetensionbetweenmaintaininga
consistentbrandidentityacrossbusiness unitsand regionsandrespondingtolocal demands.
Shell,forexample, usesoneglobalbrandforHRexcellenceandseveral globalpracticesor
processesforallitsbusinesses.Thebrandhighlightstalentas Shell’stoppriority;each
businessisthenabletotakethatglobalbrandandapplyit locally. This meansthat rather
than havingall brandingeffortscoming from corporate headquarters,eachsubsidiary
receivesitsownresourcestobuildthebrandin accordance withthe local market

demandsandthe needfordifferentiation.

Intel takes a different approach. It positions many of its top-level recruiters outside
the United States to ensurethat the Intel brand is promoted worldwide. Forinstance, Intel
hasrecentlysetupalargeproductionfacilityinVietnam.Tostafftheoperation, the

company sentatop-level HRmanager fromits Californiacorporate office tobuild
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localawarenessofintelasanemployer.“Hiringtoptalent,nomatterwhereweare,is top
priorityforintel,”themanagerexplained.Toaccomplishthis,Intelhasbecome involved
withlocalgovernmentsanduniversitiestoadvance educationand computer literacy.Such
investmentsmaynotpayoffimmediately, buttheyput rootsinthe groundin countries

thatsee hundreds of foreigncompaniescome and go each year.

Onewaycompaniesaretryingtogetanedgeoncompetitorsinattractingtalentisby
stressingtheircorporatesocialresponsibility(CSR)activities.Aglobalpharmaceutical
company offers an excellent case in point. The company capitalizes on its
employmentbrandandreputationthroughregularnewsreleasesand mediaevents at key

recruitmentlocations.

In addition to adhering to a common set of talent management principles, leading
companies follow many of the same talent-related practices. Although many global
corporations continue to use overall HR management systems that align with their
cultures and strategic objectives, the companies are becoming more similar — and also

more sophisticated —inhow they manage talent.

Severalfactorsseemtobe drivingthe convergence. First,companiescompeteforthe same
talentpool,especiallygraduatesofinternationalbusinessschoolsandtop universities.
Second,thetrendtoward greater globalintegration meansthat companies want to standardize
their approaches to talent recruitment, development and managementtoensureinternal
consistency.Andthird,thevisibilityandsuccessof companiessuch as GE, amplified by
commentary by high-profile consultingfirmsand business publications, haveledto

widespreadimitation.

Bestpracticesareonly”best” whenthey’reappliedinagivencontext;whatworksfor one
companymaynotworkinanother.Indeed,theneedforalignment—internally across
practices,aswellaswiththestrategy,cultureandexternalenvironment—has profound
implicationsfortalent management. Evenwith the global convergenceinterms ofthe practices
used,companiescannotsimplymimictopperformers.Theyneedto adapttalent
managementpracticestotheirownstrategyandcircumstancesandalign

them closelywiththeirleadership philosophy andvalue system, while atthe same time finding
ways to differentiate themselves from their competitors. Multinational corporationsthat

excelinmanagingtalentarelikelytoretainacompetitiveedge.
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Part Three: Global Employee Relations

1. Industrial Relations

Industrialrelations(IR)encompassesasetofphenomena,bothinsideandoutsidethe
workplace, concerned with determining and regulatingemployment relationshipin which
betweenmanagementandemployeesoramongemployeesandtheirorganizationthat

characterizesand growsout of employment.

IRisthestudyofthelaws,conventionsandinstitutionsthatregulate'theworkplace'.ltisa

fundamentallyimportantaspectof our wayof life, ourculture and our society.
1.1. Perspectives of Industrial Relations

IR means differentthingstodifferentpeople.The followingillustration depictshow IR shapes

ourworkinglife, oursociety and the nationaleconomy.

Worker's Perspective

-Unions ‘ - '
-Conditions ‘
-Labor laws \‘ ) )
.Ti Employer's Perspective

- Bargaining
NS 4
Government Perspective W
- Global marketplace for
goods and services Society Perspective

- Work-life balance
Perspectives of Industrial Relations
1.1.1. WhatisindustrialrelationsfromaWorker's Perspective?

Asworkers,weassociate Industrial Relationswith Unions, Industrial Awards, and labor laws
that set the conditions under which we work. This includes our pay, safety,
employmentsecurityandopportunitiesfortraining.150yearsagopeopleworked6 daysa
week,12hoursadayormore,andtherewereno provisionsforsickpayor holiday pay.
Therewasnoprotectionforchildrenwhowere oftenaformof cheap labor,or worse, were
soldintoslavery.Asasocietywe have comealongwaysince,and thisislargelydue tothe

formationand actions of labor unions.
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1.1.2. Whatisindustrialrelationsfroman Employer's Perspective?

The modern day employer attaches great importance to maintaining good industrial
relationsasa cornerstoneofbusinessgrowthand success. Industrialrelations,forthe
employer,isabout negotiationsbetweenworkersandbusinessowners/managersthat leadto
increased productivityand improved product qualityin exchange forbetter pay and
conditionsofemploymentforworkers.Thesenegotiationsbetweenbusiness
owners/managersandtheirworkersis oftenreferredtoas enterprise bargaining. The
reductionofconflictbetweenworkersandbusinessmanagementisalsoahighly desirable

objectiveinIndustrial Relations.

1.1.3. Whatis industrialrelationsfroma Society Perspective?

Whetherwehavegoodjobsandhowweworkhasafundamentaleffectonthequality of our
lives.Unemployment causessocialisolationand economicdeprivation.When

thereis highlevelsof unemployment, thereissocialtensionand upheaval. Too much
employmenthasitsownsetofwoes.Peoplewhoworklonghoursoftensufferfrom health
issuesandfamilyproblems.Thereisaneedtostrikeawork-lifebalanceto ensure a healthy,

happyand productive populations.

1.14. Whatisindustrialrelationsfroma GovernmentPerspective?

Industrialrelationsisa majorfactorin managingthe economy.As anation we compete inthe
globalmarketplaceforgoodsandservices.lfthe workforceisinefficientand wage
demandsaretoohigh,thenthecostofourgoodsandservicesisgreaterand consequently
weareless competitiveintheglobalmarketplace. Governmentscreate lawsand policiesthat
affectindustrialRelationsandtherebyinfluencethepayand conditions of work for

workers.

1.2. Global Employer-Employee Cooperation

1.2.1. Codetermination

Itis aform of corporate governance that requiresatwo-tiered corporate board
structure-atypicalmanagementboardandasupervisoryboard-thatallows
managementand employeestoparticipateinstrategicdecisionmaking.

Codeterminationrightscanbe extensive andprovideameans or employeesto influence
managerial decisions. Therearethree modelsof codetermination:

Dual system: In addition to the typical management board, there is a supervisory
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board. Dependingonthe size ofthe company, as many as half of the supervisoryboard
membersmay be workers.Because this supervisoryboard hasthe authoritytoaccept orreject
themanagementboard'sdecisions,firmsareessentiallyprohibitedfrom implementing

workplace changeswithoutemployee consent.

Single-tiersystem:Thereisonlyoneboard of directors,butemployeerepresentatives are

includedas members.

Mixedsystem:Employeerepresentativesareincluded, buttheyare onlyadvisors(i.e., inan

on-votingcapacity).

1.2.2. Industrial democracy

Employees have legally mandated rights to participate in management decisions.

Shop-floor participation: A participatory management approachin which workershave the

opportunityto identify problemsandhelpresolvethem.

Socialcharter: LegislationtobeimplementedbyEuropeanUnion(EU)memberstates aimedat
standardizingemploymentconditionsandpractices.

Work councils:Groups of workersand managementrepresentativeschargedwith examining
howtoimprove companyperformance, working conditions, job security, etc.,but wherethe

company has finalrightof approval.

1.3. Global IL Management Approach

Hands-off:Inthis locally responsive strategy, the industrial relationshipisentirely locally

managed.

Managelocally from headquarters:Inthecentralizedorstandardizedalternative,local HR
staffsimplyimplement, withoutchange, headquarters-developedHRpoliciesand practices.

Monitor:Headquarterstrackslocalmanagementdecisionsanddemonstratesits interestand
concerns, butitleavesdecisionstobe madelocally.

Guide and advice: Headquarters offersmore advice and tries to applyglobal policiesto local
practices, butit stillleaves decisionsatthe local level.

Strategic planning: The industrial relations strategy is developed with an understanding
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of variationamong workforcesthroughout the enterprise. Policiesare setglobally, but

practicesaredevelopedlocally.Practicesmustconformtotheglobalpolicies.

Set limits and approveexceptions:Somelocaladaptationsmaybemadebutonlyafter
reviewandapproval by headquartersHR.

Integrationof headquarterand line managementin field: Labor decisionsaremade
jointly.

2. Trade Union

Atrade (labor)unionisanorganizationmadeupof members(amembership-based
organization)anditsmembershipmustbe madeupmainlyof workers.Oneofatrade union's
mainaimsis to protect and advance the interestsofits membersinthe workplace.
Theoriginoflaborunionsdatesbacktotheeighteenthcenturyandtheindustrial
revolutioninEurope.Duringthistimetherewasahugesurgeofnewworkersintothe

workplace that neededrepresentation.

Globalizationandincreasingeconomicintegrationhaveimportantconsequencesnotonly for
productmarkets,butalsoforlabormarkets.Onthe one hand,increasingglobal economic
competitionandcapital mobility, riseof cross-borderproductionnetworks combinedwith
outsourcing,rapidpaceintechnologicalinnovation, privatization,

contraction of the manufacturingsectorand expansionofthe servicessector,changesin
productionprocesses,andgrowingemployerresistancetounionizationhavereducedthe number

of “organized worker”.

Ontheotherhand,workersareincreasinglylinkedtogetheracrossbordersbyvirtueof being
employedbythesamemultinationalemployerorbyworkinginthesameglobal production
ordistributionchain.Thetradeunionmovementisoneofthemostdynamic movements that

organize internationally to tackle the problems of free market globalization.

2.1. Objectives of Trade Union

Mosttradeunionsareindependentofanyemployer.However,tradeunionstryto develop
closeworkingrelationships withemployers. Thiscan sometimes taketheform ofa

partnershipagreementbetweentheemployerandthe tradeunionwhich
identifies their common interests and objectives.

o  Negotiateagreementswithemployersonpayand conditions.
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e  Discussmajorchangestothe workplacesuch aslarge scaleredundancy.

e  Discusstheirmembers;concerns withemployers.

e  Accompanytheirmembersin disciplinaryand grievance meetings.

e  Providetheirmemberswithlegal and financial advice.

e  Provideeducationfacilitiesandcertainconsumerbenefitssuchasdiscounted

insurance.

2.2. Trade Union Recognition

Trade (Labor) unions represent worker interests and the collective bargaining process
providesaway to manage the conflictin dealingwith employers. The union'sprimary goalis
togainofficial “recognition” fromtheemployerof thoseemployees.

Recognition means that an employer recognizes the union as being entitled to conduct

collective bargainingonbehalfof the workersina particularbargainingunit.

>
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agreements.
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Goals of Unionization
2.2.1. Union

As an employer you may need to work with trade unions that represent groups of your
employees, sometimes known as bargaining units. Trade unions will negotiate with you on

workingconditions,forexamplepayandholiday.Youneedtorecognizethetrade
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unionbeforetheycannegotiatewithyou.Pleasenotethat Works councilsarenot directly
trade union bodies. But the unions have a majorinfluence ontheir operation.

2.2.2. Recognition

When a tradeunion and an employeragreeto bargainabout employmenttermsand
conditions,theemployerissaidtorecognizethetrade union.Employerswhich recognizea
unionwill negotiatewithitovermembers'payand conditions.Many recognition
agreementsarereached voluntarily, sometimes withthe help of the Labor RelationsAgency.
In most of global convention, if agreementcan'tbereachedand the organizationemploys
morethan 20 people,aunionmayapplyforstatutory
recognition.Todoso,itmustfirstrequestrecognitionfromtheemployerinwriting.If this

isunsuccessful,theunioncanapplytothelndustrial Courtforadecision.

In considering the union's application, the Court must assess many factors including
the level of unionmembershipandthe presence of any other unions. Often, the Court will
organizeaballotamongtheaffectedworkforcetodecidewhetherrecognition shouldbe

awarded.Throughoutthe process, theemphasisis onreaching voluntary agreement.

2.23. Collective bargaining

Ifaunionisformallyrecognizedbyanemployer,itcannegotiate withtheemployer over
terms and conditions. This is known as 'collective bargaining'. Once a union has achieved
recognition, either via a voluntary or the statutory procedure, you and the union- 'the

parties'-needtoagree howyouwillconductcollectivebargaining.

Forcollectivebargainingtowork,unionsandemployersneedtoagreeonhowthe
arrangementis to operate. They might, forexample, make agreementsprovidingfor the
deductionofunionsubscriptionsfrommembers'wages,whoistorepresent workersin

negotiationsand how oftenmeetingswill take place.

Boththeseagreementson procedure andagreementsbetweenemployersandunions
changingthetermsapplyingtoworkers(likeapayincreaseforexample)arecalled 'collective
agreements'.Collectiveagreementsusuallycoverpayarrangementsand

other terms and conditions of employment. Your contract of employment will probably set
out which collective agreements cover you. It's possible that a union may negotiate on your

behalfevenifyou're not a member.

Recognized unions also have rights to consultation where redundancies or a transfer of
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businessare proposed.Thereisaregularsubscriptioncostforunionmembershipand different
ratesmayapplytotraineesandpart-timers.Unionswillnotnormallyhelp with problems

which pre-date membership.

2.3. Why join aunion?

Some workers join a trade union because they believe that a union can:

e  Negotiate betterpay

e Negotiate betterworking conditions, like more holidays orimproved healthand

safety
e  Providetrainingfor newskills

e  Givegeneraladvice and support

Unionmembershavetherightto be accompaniedtoa discipline orgrievance hearing bya
tradeunionrepresentative(althoughtradeunionsarenotcompelledtoprovide this). All

employees,regardlessofwhethertheyareunionmembersornot,are
entitled to be accompanied by a work colleague.

Recognizedunionsalsohaverightsto consultationwhereredundanciesoratransferof
businessare proposed.Thereis aregularsubscriptioncostforunion membershipand
differentratesmayapplytotraineesandpart-timers.Unionswillnotnormallyhelp with

problemswhich pre-date membership.

2.4. Trade union-related rights

Globallaborconventionsgiveworkerstherighttojoinatradeunionwhereverthey work.
Thisrightapplieswhetheraunionhasbeenrecognized ornot. They're protected from being
disadvantaged for being a union member. Specifically trade union membershipisan

unlawful reasonfor:

e  Refusingthememployment

° Dismissingyou

e Selectingyouforredundancy
Thegloballaborconventionsgiveworkstherightnottojoinatradeunion.Thesame

protectionappliestothem asit doesto unionmembers.In particular,employersareno

longerpermittedtooperatea'closedshop' (thatis, makeall workersjointhe
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employer's preferredunion). Anemployer can'tdeduct paymentsfrom them, toa

unionor charityinlieuofunion membershipwithouttheirpermission.

Whenaunionisrecognizedbyanemployer,membershavetherighttotimeoffatan

appropriatetimeto take partintrade unionactivities. These mayinclude:
e Votinginballotson industrialaction

e  Votinginunionelections

° Meetingto discuss urgent matters

e  Attendingtheannual conference

e Time offfortrade uniondutiesand activities

However,theydon’thavetherighttobepaidforanytimespenttakingindustrial

action.
2.5. Blacklisting

Workers can’t be discriminated againstbecausetheyareina unionor because of their union
activity. Withrareexceptions,it’salsoillegaltocompile,use,sellorsupplya ‘blacklist’ of

unionmembersthat will beusedto discriminateagainstthem.

. Collective Bargaining

Collective bargainingisafundamentalright.Itisrootedin the ILO Constitution. Collective
bargainingisakeymeansthroughwhichemployersandtheirorganizationsandtrade unionscan

establishfairwagesand working conditions.Italso providesthe basisfor sound labor relations.

Collective bargainingallowsbothsidesto negotiate afairemploymentrelationshipand prevents
costlylabordisputes.Indeed, someresearchhasindicatedthat countrieswith highlycoordinated
collective bargainingtendtohave lessinequalityinwages,lowerand lesspersistent
unemployment,andfewerandshorterstrikesthancountrieswhere collective bargainingis

lessestablished.

Theroleofcollectivebargainingisrapidlychangingacrosstheworld,andinavarietyof ways.In
many (butnot all) developed countriesbargainingis declining. Inmany(but not all)new
democraciestheroleofcollectingbargaininginregulatingworkingconditionis increasing.

Globalizationisoneofthe drivesof change. Because of capital greaterease of



movement, workers’ bargaining power has been weakened.

3.1. Collective BargainingProcess

The collective bargaining process comprises of five core steps:

Timeline for Each Set up to Come toan
negotiation parties continue agreement

Preparation

21 ol setground present further or

parties rules proposals discussion settlement
N N N \ A\

3.11. Prepare:

This phase involves compositionofanegotiationteam. The negotiationteam should consist of
representatives of boththe partieswith adequate knowledge andskillsfor negotiation. Inthis
phase both theemployer'srepresentativesandthe unionexamine theirownsituationin
ordertodeveloptheissuesthattheybelieve willbe most important. Thefirstthingtobe
doneistodeterminewhetherthereisactuallyany reasontonegotiateatall.Acorrect
understandingofthemainissuestobecovered andintimateknowledgeofoperations,

workingconditions,productionnormsand
other relevant conditions is required.

3.1.2. Discuss

Here,the parties decide theground rules that will guide the negotiations. A process well
begunishalfdoneandthisisnolesstrueincaseofcollectivebargaining.An environment of
mutualtrust and understandingisalso created so that the collective bargainingagreement

wouldbe reached.

3.1.3. Propose

This phase involvestheinitial openingstatementsandthe possible options that existto

resolvethem.Inaword, thisphase couldbe describedas'brainstorming'.The
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exchange of messages takes place and opinion of both the parties is sought.

3.14. Bargain

Negotiationsareeasyifa problemsolvingattitudeisadopted. Thisstage comprisesthe time

when'whatifs'and'supposals'aresetforthandthedraftingofagreementstake place.

3.1.5. Settlement

Oncethe partiesare throughwiththe bargainingprocess,a consensualagreementis reached
uponwhereinboththepartiesagreetoacommondecisionregardingthe problem or the
issue. This stage is described as consisting of effective joint implementationofthe

agreementthroughsharedvisions,strategicplanningand negotiated change.

3.2. Basic Rules of Collective Bargaining

Agovernmentmay notrequirethetwo partiestocome toaresolutionoverlabor
disputes,butonlytobargainingoodfaith.Ifarbitrationfailstoresolvetheconflict,the
employees maychoosetostrike, or stop working, to pressure managementto accept

their terms. Management could also decide to lock out workers until an agreement is
reached. Occasionally, the collective bargaining process fails completely and contract
disputes must be settled by the courts. Some Basic Rules in Collective Bargaining are

indicatedas follows:

e  Anegotiatorshouldview negotiationsasanexercise withbothsideswalking
towardseachother,ratherthanawayfromeachother.Thiswillenablethe
negotiatortokeepinmindthatthefinalobjectiveisasatisfactoryagreement.It will
alsoleadtoasearchfor,oridentificationof,commongroundwhilealso addressing

thedifferences.

e  Anegotiatorshouldbegoodatlisteningcarefullytotheotherparty whowill,
otherwise, feelthatdisagreementwithhispositionisdue toalack of
understanding. Thisis also necessaryto encouragethe other party tolistento you. Some
indicationshouldbe givento suggestthat the party has understood the other's

position. Bodylanguage oftencommunicatesa party's reactions.

e  Apartyshouldbuilditscase inalogicalsequenceand,asfaras possible, tryto obtain
agreementateachstageoftheprocess.Thiswillnarrowtheareasof disagreement

andfacilitatefocusingonthose aspects.



e  Counterproposalsandconditionsattachedtoconcessionsshouldbeindicatedas early
aspossible,sothatthe basisonwhichapartyispreparedtoagreeor compromise is

understood.

e  Wheneverpossible,invitetheotherpartytolookatthe problemfromthe
opposite perspective, e.g.awageincreaseasan additional cost which,dueto
competitivepressures,requiresmanagementtofindwaystoabsorbit.Itis
sometimesusefultoask the unionfor suggestionson how it can cooperateto

facilitate absorptionof the increase.

e ltisusuallypreferabletoavoidtakingup at the outsetthe positionthata
particularitemisnotnegotiable.ltismoreproductivetorequestapartytojustify its
claim,andthenpointoutwhythat claimisunreasonable.Takingup anon- negotiable
positioncanleadtotheperceptionthatthepositionhasnothingtodo withthe merits

and that the party isnotwillingtolisten.

3.3. Collective Bargainingin Global Conventions

Freedomofassociationensuresthat workersand employerscanassociateto efficiently negotiatework
relations.Combinedwithstrongfreedomofassociation, sound

collective bargaining practices ensure that employers and workers have an equal voice
innegotiationsandthattheoutcomewillbefairandequitable.Collectivebargaining allows
bothsidesto negotiate afairemploymentrelationshipandpreventscostlylabor disputes.
Indeed, someresearchhasindicatedthat countrieswith highly coordinated collective
bargainingtendtohavelessinequalityinwages,lowerandless persistent unemployment,
and fewer and shorter strikes than countries where collective bargaining is less
established. Established collective bargaining practices were an elementthatallowedthe
RepublicofKoreatoweathertheAsianfinancialcrisisand enabledSouthAfricatomakea
relativelypeacefultransitionintothepost-apartheid era.lLOstandardspromotecollective

bargainingandhelptoensurethatgoodlabor relations benefiteveryone.

3.3.1. Rightto Organizeand Collective BargainingConvention

Thisfundamental convention providesthat measuresappropriateto national conditions
shall be taken, wherenecessary,to encourageand promotethe full developmentand
utilization of machinery forvoluntary negotiation between

employersoremployers'organizationsandworkers' organizations, withaviewtothe
regulation of terms and conditions of employment by means of collective agreements.

3.3.2. LabourRelations(PublicService) Convention
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The convention promotescollective bargainingforpublicemployees,aswellasother methods
allowingpublicemployees'representativestoparticipateinthe

determination of their conditions of employment. It also providesthat disputes shall be
settledthroughnegotiationbetweenthepartiesorthroughindependentand impartial

machinery, such as mediation, conciliationandarbitration.

3.33. Collective BargainingConvention

Definescollective bargainingandcallsforits promotioninallbranches of economic activity,

includingpublicservice.

4. Employee Engagement

Gallup found that whether unionized or not, world-class organizations have two crucial
thingsincommon: Theyrecognizethat talentedmanagersarethe core of an organization's
success, and they understand and leverage the fact that engagement predicts
performance.Employeeengagementhasbecomea widelyusedand popularterm,andit hasits
basisinpractice ratherthan theoryand empiricalresearch, while itsconstruct often overlapswith
otherconstructs,suchasorganizationcommitment,jobinvolvement,or organizational
citizenshipbehaviors(OCB).However,engagementisnotan attitude;itis
thedegreetowhichanindividualisattentiveandabsorbedintheperformanceoftheir roles.In
HR practice, theconceptis commonly seenascapturinglevelsofcommitmentand discretionary

effortexhibited byemployees.

*Organizational citizenship behaviors (OCBs) are discretionary workplace behaviors that
exceed one's basic job requirements. They are often described as behaviors that "go above
and beyond the call of duty".

Anengagedemployeeisapersonwhoisfullyinvolvedin,andenthusiasticabout, hisor herwork.
Trulyengagedemployeesareattractedto,andinspiredby,theirwork(“lwant to do this”),
committed (“l am dedicated to the success of what | am doing”), and fascinated(“llove
whatlamdoing”).Engagedemployeescareaboutthefutureofthe companyandare willingto

investthediscretionary effort—exceedingduty’scall-to see that the organizationsucceeds.

AccordingtoAonHewitt,therearethreedimensionsthroughwhichorganizationscan measure
the strength of their employee engagement —which the consultingfirmdefines as“the

psychologicalstateandbehavioraloutcomesthatleadtobetterperformance”.
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These dimensions are labelled by Aon Hewitt simply as Say, Stay and Strive.

Engagedemployees:Say—speakpositivelyabouttheorganizationtocoworkers, potential
employeesandcustomers;Stay—haveanintensesenseofbelonginganddesiretobea partofthe
organization;andStrive—aremotivatedandexertefforttowardsuccessin one’sjob and for

the company.

Engagement Engagement Business
Drivers Outcomes Outcomes
ol
Brand Talent L
Reputation Retention
Brand/EVP Absenteeism
Corporate responsibility Wellness
Leadership
The Senior leadership @-ﬂ-
BU leadership Operational
WOrk Productivi
Experience SafetL;/ ty
Performance
Career opportunities
Learningand development
Performance management a— é
People management Satisfaction
Rewards and recognition NPS
Retention
Company Practices  The Basics The Work L
Communication Benefits Collaboration Ei ial =
Customer focus Job security Empowerment/autonomy inancia
X . X . Revenue/sales growth
Diversity and inclusion ~Safety Work tasks Op. income/margin
Enabling infrastructure ~ Work environment Tl shereleker

Talent and staffing Work/life balance

Employee Engagement Model

Source: Aon Hewitt

AonHewitt’sEngagementModel alsocovers “EngagementDrivers.” Thesearethe areas over
whichmanagementhasagreatdealofcontrol—theactionareas.Theirextensive research
formedthesixmajorcategoriesoftheworkexperiencethatincludethework people do, the
people they work with, opportunities, totalrewards, company practicesand general quality of

life.

4.1. Brand

The organizational reputation ofa companyisn’t justimportant from a consumer point of

view,saysAon Hewitt.The consultingfirmexplainsthathowthe businessis
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perceived, bothinternallyamongemployeesandexternallytothe publiccan havea big impact
onemployee engagement. Itistherefore importantto consideryour employee value
proposition,orEVP,andrecognizeitsrolein connecting “an externalbrand promiseto
customerswithdeliveryontheinternalbrandpromisetoemployees”.Aon Hewittrevealed
thataround 82 per cent of employeesvaluethisaspectofacompany’s brand,andasolid

reputationasanemployerofchoicecangoalongwayinengaging employees.
4.2. Leadership

Acompanydoesnotbecomea bestemployerwithoutstrongleadership.Companies that excel
atleadership aredifferentiatedthroughfourdisciplines: 1) Leaders setthe toneforthe
importance ofleadershipbycultivatinganddevelopingtalent;2)they pursuean
unrelentingfocusontalentbeyondatypicalperformancemanagement cycle; 3)leadership
programsand practicesarealignedwith businessstrategy;and4)
leadershipisaway of life—itisembeddedintothevaluesand expected behaviorsand culture
oftheorganization.Leadersplayanimportantroleinemployeeengagement and becoming
abestemployercompany.Theydo thisindirectand indirectways. First, leadershavean
indirect“multipliereffect”onallthetopengagementdriversandother bestemployer
indices. Ultimately,leadersmakethedecisionsonbrands, performance goals, payand

recognition,communicationtoemployees, workprocessand
innovation.

43, Performance

Lastly, astrong “performance focus”is essentialtoemployee engagement.Gettingreal about
employeeengagementrequiresmovingbeyondagenericconceptandclarifying thebehaviors
inwhichyouwouldlikeemployeestogoaboveandbeyond.Formany employersthereis
increasingneedforagility, speedandflexibility —thesetraitsand behaviorswill vary by
industryand job profile. Clarifying whatengagementlookslike

for employees is a prerequisite to their engagement. Aligning performance
management,peoplemanagement,learninganddevelopment,andrewardsand
recognitionwiththeseengagedbehaviorexpectationswillfocus,enable andreinforce

employees’ effortsandenergy.

4.4. The Basics

Many organizationswithlowerlevelsofengagementstruggletojumprighttoa “culture of
engagement.” Leadersshould not overlookthe positive impact of strong
company practices and enablinginfrastructure; basics like benefits, safetyand work-life



balance; or fulfilling work itself. Many companies that have had significant increases in
employee engagementin a short period of time focus on fixingissuesin some of these basic
elements. Getting the foundation right is often the first step in building a culture of
engagement, and cracks in this foundation can quickly erode employee engagement for any

organization.
45, The Work

Collaboration:Theactofworkingwithotherpeopletoachieveamutualbenefitisvital to
employee engagement.Surveysindicatethatbeingcaredaboutbycolleaguesisa
strongpredictorofemployeeengagement.Thus,acontinuouschallengeforleadersis torally
individualstocollaborate on organizational, departmental,and group goals, while excluding

individuals pursuingtheirself-interest.

Empower/autonomy:Employeesaregiventhefreedomandauthoritytheyneedto make
necessary decisions. Empowerment is therefore critical to driving higher performance.
Give people more autonomy,empowerthemto act andyouincreasethe chances of them

delivering more.

Worktask:Meaningandpurposearecoreemployeeperformancemotivatorsthat money
doesn’tcompare to. Meaningfulworkis work that makes sense because we know what'’s
expectedand havethe resourcestodoit, while understandinghow our part contributestoa

greatercompany goal and how it benefitsothers.
4.6. Company Practices

Communication: Internal communication is important for building a culture of
transparency between management and employees, and it can engage employees in the
organization’s priorities. Executives employ avariety of communication methods, including
face-to-facecommunication,tocommunicatewithemployees.The

executives’ chosen communication strategies aim to build trust and engagement with

employees.

CustomerFocus: Customerfocusandemployeeengagementaretwosidesofthesame coin.
Clearlyifyour customersare goingto be satisfiedittakesan engagedworkforce

that is passionate about their work and holds a strong desire to deliver great
experiences.Inlinewithmeaningofwork,employeesbecomedisengagedwhenthey lose
meaning in their work. This meaning can only come from recognition and

acknowledgmentfromcustomers(whetherinternal or external).



99

Diversityandinclusion: Diversityandinclusionare valuesthat reflectacompany’s cultureof
respectforpeopleandthevalueitplaceondifferences.Anopenandmore inclusive
environmentwillbuildtrustandconfidencewithintheorganizationand generatea
cultureinwhich everyonefeelsvaluedandrespectstheir colleagues,and therefore

increase employeeengagement.

Thebusinessoutcomesoftenresultfromstrongengagementdriversandhigher employee
engagementlevels.Researcheshaveconsistentlyfoundthatcompanieswith higher

engagementlevelsalsohavebettertalent, operational, customerand financial outcomes.

5. Employee Survey

MNCsregularlyconductemployeeengagementorinternalclimatesurveytoassistin making
accurateHRdecisionsforattractingandretainingHCNs.Employeesurvey‘season’ isnowinfull

flowandit’sagreatchanceforHRtoshowtheirexpertiseandaddedvalue.

Awellconductedandexecutedemployeesurveyhelpsorganizationscreateimpactby increasing
keyfocusareassuchasemployeeengagement,aswellasimproving organizational
performance.Apoorly conducted and executed employee surveywill damageemployees’

confidenceinfutureemployeesurveys,aswellasinHR.

Many of the most successful approaches to employee surveys are tailored to that
organization,andthereisnoonesizefitsallversions.Whileeachsurveywillrequirea different
plan, thisarticle aims to highlight some of the key aspects for considerationinthe settingupofan
effectiveemployeesurveyprocess,andhowtousethatdatainawaythat benefitsyour
organizationandyourpeople.Yourorganization’sculture,employee profile, leadershipapproach

andevengeographical locationwill dictate theformat and content.
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« Internal communications » Determining the survey objectives
-Action planning Preparation * Creating buy-in
-Monitoring * Determining the surveymethod

-Repeating the survey * Guaranteeing anonymity
* Designing the questionnaire

Action planning Communication

* Creating a projectplan
» Designing communication materials

Analysis Implementation
* Benchmarking * Distribution of questionnaires
» Setting priorities * Response period
 Identifyingtrends » Data collection
* Verifying responses
* Reporting

Employee Survey Process
Source: Barends, A. (2014). 5 steps to create impactful employee surveys. Effectory.
5.1. Preparation

How to create impactfulemployee surveystacklesthe preparationof youremployee survey.
Doyouhave aclearidea of yoursurveyaim? Areyour stakeholdersinvolved fromthe start?
Canyou guarantee anonymity?

There are many thingstorememberif youwant a successfulemployee survey.Firstof all,you
havetohaveaclearideaoftheaimofyoursurvey.Secondly,itisimportantto involve
stakeholdersinthe survey right fromthe start. Which methodis appropriate to your
organization?How shouldyou draw up a questionnaire? Andhowwill youhandle the

anonymityof theemployees?

5.1.1. DeterminetheSurveyObjectives

You carry out an employee survey to gain insights into your employees’ perception of
theirwork. The aim is to use this to make targeted improvements to your organization.
Areyouremployeesengaged?Areteamsproductive? Whatissuesareimportant withinyour
organization? Amongother things,your employee surveygivesyouan insightintothe
satisfaction,employee commitment,employee engagement, loyalty, motivationand
customer orientationof the employees.
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Therearemanyconstructsregardingtheobjectivesofemployeesurvey.HR

professionalsshoulddistinguishamongthesetermsasfollows:

Job satisfaction definedasdegreetowhichemployeeshaveapositiveaffective
orientationtowardsemploymentbythe organization. Employee satisfactiondepends on
company and administrative policies, supervision, salary,interpersonalrelations, working

conditions, work itself, achievement, recognition, responsibility, and advancement.

Organizational commitment has been defined asan individual’s dedicationand loyalty toan
organization. Organizational commitment embraces the following three
elements.Theseare(a)the acceptance of organizationalgoalsanda strongbeliefin

these goals (b) willingness to perform substantial efforts on behalf of the organization

(c) having a definite desire to maintain organizational membership.

Organizational climate may be defined as “members’ collective perceptions about
theirorganizationwithrespecttosuchdimensionsasautonomy,trust, cohesiveness, support,
recognition,innovationandfairness.

Jobinvolvementisdefinedasthedegreetowhichapersonpsychologicallyidentifies with,

and is related with the work motivation that a person has with a job. Job involvement
isgroupedintofourdiversecategories.Thesecategories:1)workasa centrallifeinterest,2)

activeparticipationinthejob,3)performanceascentraltoself- esteem,and4)

performance compatible withself-concept.

Employee engagement hasbecome awidelyusedand popularterm,andithasits basisin
practiceratherthantheoryandempiricalresearch,whileitsconstructoften overlapswith
other constructs, such as organizationcommitment,job involvement, or organizational
citizenshipbehaviors(OCB).However,engagementisnotan attitude;it isthedegreetowhich
anindividualisattentiveandabsorbedinthe performanceof

theirroles.InHR practice, the conceptiscommonly seenascapturing levelsof commitment

and discretionary effortexhibitedbyemployees.

Inordertoclarifythepurposeofyoursurvey,askyourself:Whydoyouwanttogainan insight
into the work perceptions of your employees? Without a clear objective, your survey

won’tsucceedand itwon’tlead toimprovement.

5.12. Creatingbuy-in

As well as having a clear objective, it's important to create broad support for your
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surveywithinthe organization. Toomany surveysend upinthe bottomdrawer because the
resultsareultimatelynotacceptedorapplied.Toavoidthispitfall,itisessentialto involveall
therelevantstakeholdersinthesurveyfromanearlystage.Theaimisthat variousgroups
shouldbeabletotakeactionafterwardsonthebasisoftheresults.The support of these

groups forthesurvey must be wonin advance.

The stakeholders that should be involved in the survey from an early stage are:

e (Line) managers

e  Otherdirectreports

e  HRdirectorsand managers

e Topmanagement

e  ExecutiveBoard/SupervisoryBoard
e  Communication department

e  WorksCouncil(ifapplicable)

e  Tradeunions(if necessary)

It's advisable toinvolve works council representativesfromthe outset, not onlyto adhereto
rulesandexpectationsbutalsobecauseaworkscouncilcanplayan importantrolein

embeddingthesurveyintheorganization.Ifyouworkatan
international level, get the branch managements/units involved as well.

5.13. Determiningthesurvey method

Whensettingupyoursurvey,thinkaboutwhichsurveymethodisappropriateforyour
organization. Thisis also the timeto considerwhetheryou shouldimplement the survey and
theassociatedfollow-upyourselforengageanexternalagency.Therearethree phases of the

methodologyto be considered:

e  Distribution:How canyou distributethe questionnairesinsuchfashionastoreach

everyonewithease?
e  Participation:Whatisthe easiestwayforrespondentstoparticipateinthesurvey?

e  Datacollection:Howdo youensure that youreceive the maximum number of

responses?

There are many methods for conducting surveys. For a good survey of employees, two
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methods are widely used: via an online questionnaire and/or via a written
guestionnaire.Choosethe methodthat best suitsyoursituationand makeit easyfor

employeestocompletethe questionnaire.

Agoodsurveyalsoleadsto ahighresponserate. If, despite everything,youanticipatea low
responserate,youmightconsiderschedulingatimewhenalltheemployeesfillin the
guestionnairetogether,suchastheendofashift.Inthatcase,domakesurethatan external
personsupervisesit.Employeescanaddressanyquestiontothatperson.

Moreover, this approach avoids consultation between respondents as the
questionnairesarecompleted.Ifthat happens, you will berecordinggroup opinions instead of

individual perspectives.

5.14. Guaranteeinganonymity

Aswellasahighresponse,youalsowantareliable one.Youwantemployeestofeel freetogive
theirhonestopinion.Canyouguaranteethatemployeeswillbeableto completethe
guestionnaire anonymously? Inthe interests of anonymity, you should observethe following

pointsataminimum:

Ensurethatemployeescancompletethe questionnaire wherecolleaguescannot watch

them;
° Make sure thatanswersare receivedand storedon a secureserver;

e Keepquestionsaboutpersonalcharacteristicstoa minimum (avoidinsofaras

possiblequestionsongender,educationallevel,yearsofserviceetc.);
e  Converthandwrittenanswersintostandard (computer)fonts;
e  Whenreportingthe results,keepitat group levelinsofaraspossible.
In addition, prevent situations where employees canfill inthe questionnaire more than once.

Toavoidduplicationand unreliableresults,employeesshould onlybeableto give theiropinion

once.Therefore,besuretoworkwithuniquelogincodesthatcanonlybe usedonce.

5.15. Designingthe questionnaire

Keepitsimple.Theparticipationratecanbeveryadverselyaffectedifemployeesare daunted
bythetimeitwilltaketocompletethesurveyoriftheyfeelthequestionsare irrelevantto
them. Employeesurveyquestionnairesallowanorganizationto understand theiremployees

andtosee whatcanbedonetoincreasetheirsatisfaction,their
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engagementandtheircommitmenttotheorganization.Employeesurveyscanbe designed
in-house orby an external consultant. If you wishto do your own, there are some stepsto
followtoensureyouwillgetthe resultsyouneedtobuildpositive employee relationsto

impactyour business.

e  Determinetheneedforyoursurvey.Employeesurveyquestionnairescanevaluate awide
rangeoftopicsincludingoverallsatisfaction,engagement,organization commitment,
jobinvolvement, payandbenefit perception, careeradvancement, supervision,
communication, processesandpolicies, productivityandefficiency, job stressand work-

life balance. The aim of your survey will determine the types of questionsyouwill ask.

e  Choosewhich questionsneedtobe askedtogettheanswersyouneedto evaluate your

employee perceptionsinregardtotheneed ofyourquestionnaire.

e Selectthemethodologyyouwillusetoaskyourquestionsandgatheryoudata.lt canbe
bothquantitativeandqualitative.Thewayyouaskyourquestionswillbe greatly
influenced bythe methodologyyoupick. It is possible to write an employee survey
guestionnairethatmixesboth methodologiesforamore complete

evaluation of the situation.

e Decidewhichvehicleyouwillusetosendthesurveyandgathertheresults.You canoffer
youremployeesmultipleoptionsoryoucandecideaheadoftimethatall staffmembers
havetofilloutthequestionnaireonapaperformat,viaemail,orvia a secureonline

website.

e  Proof andtestyour questionnaire before sendingthesurveytoyouremployees. This
stageallowsyoutoensurethevalidityoftheresultandthatyouwillgetthe desired
results. Ifthe resultsare positive, youhave completedthe design of your employee
surveyquestionnaire.lftheresultsarenotconclusiveenough,start again and try
changing questionsor methodology untilyouhavetestingresults satisfyingenoughto

sendthe survey toyouremployees.

Ifthesurveyistobetakenbyemployeesfromothercountriesandculturesthenitis best
practicetohavethesurveyitemscheckedbothfortheaccuracyoflanguage

translation and cultural fit. If possible, have a native speakerof each language translate
sothat thecorrect phraseologyand wordingis usedtoensure consistency of meaning foreach
item.Thisisveryimportantwhenthereisaneedtocompareresultsfrom different

countries.
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5.2. Communication

How you communicate your employee survey to stakeholders, managers and
employeeshasadramaticimpactontheresponserate of the survey. Wellthought out
communicationiskeytoavoidingresistanceandapoorresponserate,andthisblog provides

youwith practical stepson how to create a successful communicationplan.

Keepingyouremployeesinformedaboutthesurvey’sprogress,aswellasclear
communicationin everyphase ofthe surveyare essentialtoitssuccess. Promoting your
employee surveytoallthe stakeholdersasearlyas possibleisamustforthereto be adequate
support, and havingpeopleinvolvedfromthe beginningofthe process will favorably affect

theresponserate.

If peoplefeelinvolvedinthesurvey, this will considerablyincrease theirwillingnessto acton
theresults.Ifyoudonot communicateclearlywithemployeesonimportant issues(suchas
informationaboutanonymity),theymayresistit.Intheworstcase, employeeswon’ttrust

the surveyand couldevensabotage thesurvey by deliberately givingwrong answers.
5.2.1. Creatingaprojectplan

Agood communicationprocessrequirestime, energyandexperienceandisvitalto the

success of thesurvey.
e  BeforetheSurvey

Allemployeesmustunderstandwhyyouareconductingthesurveyandwhatthe
benefitswillbeiftheycooperate(i.e.‘what’sinitforme’).Youshouldpromotethe
surveybeforetheactualstartoftheprojectandletemployeesknowwhattheycan

expectfromthesurvey. Remembertoclearlycommunicatethefollowing:

¥" The startdate of the survey

¥" Theplanningscheduleforthe survey

¥" The intendedaim

v" The guarantee of strictlyanonymous participation
¥" Thedeadlineforcompletionofthe questionnaire

¥"  The possibilitiesforaskingquestionsabout the survey
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¥" Howyouwillannouncethe results

v" Whatwillbedonewiththeresults

Themorethoroughyourcommunicationis, the better.Youwillfindthatresponseto the
survey increases substantially and don’t forget to thank the employees for their

cooperation!

e  Start of theSurvey

Whetheryouhaveoptedforapaperquestionnaireoronline,allemployeesshould receive
asurveypackage.lfyouhavechosenforawrittensurvey,youremployees shouldreceivean
envelopecontainingthequestionnaireandanaccompanyingletter. Intheletteryoushould
explainwhatisexpectedoftheemployeesandwhy.Don’t forgettoincludeananonymity
guarantee,andforfurtherdetails,youcanalsoto includeapamphletexplainingthe
background andpurpose ofthe survey.Completing

the package byincludingthepostage-paidenvelopealsomakesiteasierforemployees to

return thequestionnaire.

Forlogisticalreasons,it may bea betterideato issue the questionnairesonsite. For example,
youmaywishtodothisifyoudonothavethehomeaddressesofyour employees.Insome
sectors,such asretailand manufacturing, thisis oftenthe best methodto geta good

response.

If you have opted for an online questionnaire, you can send the link to the
guestionnaire by email. In doing so you can also provide additional information about

the surveyandanonymityin completingthe questionnaire.lfsomeemployeeshave no email

address,youcanalsoopttoprovidelogincodesbywrittenletter.lfnecessary,
these codes can be made anonymous by means of a scratch-off layer.

e  During theSurvey

Ofcourse,youwanttoavoidanylast-minutesurprises.It'simportanttotrackthe

responsedailywhilethesurveyis underwayandaddressthefollowing:

¥ What isthe responsesofar?
v" Which departmentsare showing the most response?

¥" How much timeis thereleftto respond?

It’s advisable to inform managers after three or four days as to how their groups are
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responding,whichcanbedoneeasilybyemail.lftheresponseisdisappointing,you can
resendthesurveyinvitationandalsoencourage managerstoremindemployeesto complete

the questionnaire.

e  Afterthe Survey

Sharewhattheinitialresultsareandwhatstepsforimprovementaregoingtobetaken
togetherwithyouremployees.Indicatingwhattheactual planningforthesearewill help

yougeneratetherightexpectationswithregardtothefollow-upperiod.In
addition, it also has a positive effect on the response generated during the next survey.

5.2.2. Designingcommunication materials

There are many ways of bringing the survey to the attention of others. Some
possibilitiesarelisted below, although youmayhave otherideas on how to promote the

surveyinacreative manner. Waystocommunicateyoursurveyinclude:

o Letter
) Email
e  Flyer

e  Staff magazine

e  Posters

e Intranet

e  On-screenpop-up

e Workplace meetings
e  ShortMessage Service (SMS)
e Holidaycard

e Introductoryvideo
e  Presentation

e  Soapboxaddresses
e  Employeemeetings

e  Slogan
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5.3. Implementation

You’vepreparedand communicatedyouremployee survey.Nowforthe practical part-
implementing-reviewthedistribution,datacollection,verificationandthereporting

associatedwith youremployee survey.

5.3.1. Distributionofquestionnaires

Inprinciple,youshoulddistributethequestionnairetoeveryemployee.Ifyouare
conductingthe employeesurveyyourselfinasmallor medium-sized organization (up to500
employees),itisperfectlyfeasibletoprintthequestionnairesyourself.Ifyou work fora
largerorganization,itis oftenbetterto outsource the printingand

distribution.

Ifyouareusinganonlinequestionnaire,makesureyouhaveasystemthatworks properly.
Consider,forexample, havinganemail with alinkto the questionnaire, plus the possibilityto

savewhathasbeenfilledinsofarandreturntoitatalatertime.

Which questionnaire for whom? If you work with multiple business units across
internationalbordersandwithavarietyofcultures,keepinmindthedifferencesthat you
will encounter.You should therefore adaptquestionnairestotakeinto account the natureof
thedifferentpartsoftheorganization.Bycustomizingquestionnairesfor eachbusiness

unit,youwillincreasetheemployeecommitmentacrosstheentire organization.

5.3.2. Response period

The80/20rulealsoappliestosurveyresponsetimes.Byfarthelargestresponseis generated
duringthefirstfew days.Allowing 2weeksforresponsesis usuallyenough, butiftheresponse

isdisappointing,youcanalwaysextendthedeadlinebyaweek.

5.3.3. Datacollection

Howtogetthecompletedquestionnairesbacktoyou?Withadigitalsurvey,thisis simple.
Written(paper) questionnairescanbereturnedto afreepostaddress.Inview of the
anonymityguarantee, we recommendthat youdesignateafreepostaddressto be used

specificallyforthesurvey.

Ifthequestionnairesaredistributedonsite,youcouldstillusereturnenvelopesbut
anotheroptionistoplacecollectionboxesatthevariouslocations.Sometimes,to

promoteahighresponserate,itisimportanttoofferemployeesthefacilitytodeposit
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their completed questionnairesin a collection box as soon as they have filled themin. This
can offer a solution for safeguarding your planning schedule, especially if you are centrally

directingthe surveyinan international organization.

How will yourecognize the various questionnairesreturned by differentdepartments? The
biggerandmoreinternationalyourorganization,thegreatertheneedtodrawup specific
guestionnaires.YoucandistinguishaquestionnaireinEnglishfromonein Germanata
glance,buthoweasilycanyoutellthedifferencebetweenonefromthe marketing

departmentand onefromthe salesdepartment?

It is therefore always practical to mark the questionnaires with a specific code
accordingto surveyedgroup,forexample perteam.Tomaintainanonymity, write only the

group name on the questionnaire.

5.34. Verifyingresponses

Howtoprocessthereturnedquestionnaires?Processingdatabyhandistime- consuming
and requires precision. You can save a lot of time by having people completethe
guestionnaireviatheinternet, providingyouhaveset up a good system. In most casesthe
bestoptionisto haveyourdataprocessedby aspecializedbureau, who can automatically

import the completed questionnaires (optical character reading).

Howtoprocessopenquestions?Employees’answerstoopenquestions,suchas “What suggestions
wouldyoumakefor...”,constituteanadditionalsourceofinformation.As previously mentioned, itis
importantthathandwrittenanswersare convertedto

standard fontsto maintainanonymity. Itis alsoagood ideato process the commentsin such a

way to not lose theircontent.

Whenprocessinganswers,eliminate personalcriticisms,youcanalsodeleteanycoarse
language,such‘creative’wordsfrequentlyattractundeservedattentionandusually
demotivatethepeopleinvolved.Revisingopenanswersinthismannerresultsina more
authoritativesurvey.lfnecessary,youcanchoosetodistributetheunrevised versions

among alimitedaudience.

5.3.5. Reporting

Whatshouldyoumentioninthereports?Ineffect,youshouldincludeeverythingin your
report. Why was the surveyconducted? What wastheresponse?And of course, theresults.Do

keepitconcise.Besuretosubstantiatethescoresbyincludinga
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statisticalanalysisofthe resultsand displayinganswersto openquestionsisimportant to help

you get abetterfeel forthe results.

How doyoureport? We recommendusing graphics, chartsforexample. Theyallowyou tosee
the progressthatis madeatasingleglance.Useasmanycolorsoriconsas necessary to
visualize issues that score well and to indicate areas in which improvementisrequired.
Pagesfulloftextdonotinspirereading,andso, willnot inspire action either. Try todivide the
answersto open questionsintoasfew categories as possible. Whenpresentingtheresultsfor
agroup, makesurethatyouholdpeople’s attention. Visualize theresults, usingimagesaswell

astext.Afterall,a pictureis worth a thousandwords.

At what level should you report your results? The survey pays for itself when
stakeholdersgetreportsthat they can truly make use of. You should therefore attune the

reports tothelevel of the variousstakeholders:

® An Adsheetwith the main outlinesforthe Board of Management;

e A detailedreportfor HR;

e Anaction-orientedreportforthe businessunitand/orthe departmentor manager.

5.4. Analysis

Theemployeesurveyhasbeencompleted,andthe datahasbeencollected. The
issuenowishowtoanalyzetheresults:Howshouldyoustructurethedata?Should youuse
benchmarks?How should youprioritize? Takingcare to correctlyanalyzeyour employee
survey is essential in order for there to be impact. Without adequate analysis,your
organizationmightaddressthe wrongissues.Theresultsof your survey shouldimmediately
disclosethestateofaffairsinyourorganization.Asarule of

thumb, the data shouldtherefore bestructured toimmediatelyreveal:the successes and the

areas in needof improvements

5.4.1. Benchmarking

Whilstthere may besome debate surroundingbenchmarks, ourexperience hasshown usthat
benchmarkingisanessentialadditiontothestructureddata.Acomparisonof your results
with those of similar companies or of the countries where you have branches can

revealvaluableinsights.

One of the questions you should ask is do you have good benchmark data? Much time
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is oftenwastedby drawinghasty,incompleteconclusions.Forexample,asubjectsuch as
remunerationusuallygetsalowscore in anorganization. Afterdiscoveringthelow score,you
maycometotheconclusionthatyoushouldactuponthelowscore.This howeverisnot

alwayswise.

A good benchmark can inform you where your organizations stand in comparison to
others.Inthe case above, the benchmark could informyou that despite yourlow score, your
organizationscoresbetterthan manycomparableorganizations.Suchinsightscan reallyhelp
youdecidewheretotakeaction,andfurtherhelpensurethatyoudonot devote

unnecessarytimeand money toanarea whereitisnotneeded.

5.4.2. Settingpriorities

What do youremployeesconsiderimportantandinwhichareasis your organization’s score
(relatively)low? Astatisticalprogramis a usefultoolinthis prioritization.It enablesyouto
measurethe effect ofeachfactoronvarious HR themes. Inthisway you obtainalistof
prioritiesshowingwhichaspectsemployeesareproudofand which onescallfor
improvement.Youcanseeataglancewheretheprioritieslieandwhich pointshave adirect
impactonthe wayyouremployeesperceivetheirwork.

Furthermore,itimmediately becomesclearwhichelementsmakeyoustandoutas an

employerinthe labor market.

5.43. ldentifyingtrends

Compare your current scores withthose from the previoussurveyin orderto follow
trendsintheresults.Thiswillprovideinsightintotheeffectivenessoftheimprovement

measuresyou havetaken.Once again, communicatethis clearlytothe organization.
This will show employees that the survey is having an effect.

5.5. Action planning

Anemployee surveyonly becomeseffective when somethingisdone withthe results. Todelve
furtherintoprocessissues:nottellingemployeestheresultsofasurveyis frustrating,but,
worse,ittellsthemtheirinputisnotreallywanted.That canresultin disengagement,
apathy,and“workingbytherules,” notpositiveoutcomesinan increasingly competitive

anddynamicworld.

The biggestchallengeliesinensuringthatyour organizationtakesaction. Buthow can you

ensurethat thereis actionthroughout the entire organization?
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Afteryoursurveyiscomplete andthe resultsarein, you should begin informing people within
yourorganization.ltisadvisabletoconsultwithemployeesabouthowaction canbetaken,
andtomonitorthe progress of plannedactions. Finally,inorderto
establishwhethertheactions havereallyledtoimprovements, conductarepeatsurvey and

considermakinganemployeesurveyapermanentfixtureinthecalendaryear.

5.5.1. Internal communications

Providinginformationinbroadterms.Plantheinitial presentationofthesurvey
immediately after delivering the results. First, present the results to the higher
echelons(directors,ManagementBoard orseniormanagement).However,makesure that

thesetuphasbeenapprovedbytheprojectgroupbeforepresentingtheresults.

What shouldyou present?Showthe factsandfigures,butdon’t makean exhaustive list of
them.Omiteverythingirrelevant,butmakesurethatyoupresentthelowandhigh scores.
Wherepossible,makecomparisons:comparisonswithothercompanies,
countries,teamsandequivalentgroups.Havingheard the facts,the managementwill immediately
wanttolookforexplanationsandcauses,whichisfine.Yougivethe

directorssome ‘homework’ sotheycan discussthe resultstogetherand make concrete improvements.

Thisishoworganization-widepointsforimprovementarecreated.

Theresultpresentationshouldlastnolongerthanonehour,otherwisethosepresent will
lose interest. Moreover, observing thistime limit will ensure thatthe meeting deals withthe

most relevant points.

Providinginformationatgrouplevel.Afterthemeetingwiththe management,let
employees know what form the follow-up procedure will take. Making clear
arrangementswillpreventtheprojectfromlosingmomentum. Thinkaboutwhois
responsible forgivingfeedbackonthe teamresults; considerwhenand how youwill give

feedbackon the resultsatgroup level:

Considerwheretheresponsibilityliesforthefollow-up.Takingactionstartswith informing
theemployees.Don’twaittoo long, and be honest. Employeeswill soon realizeifyouare
procrastinating. Thefasteryoushowtheresults,thequicker
somethingcanbedoneaboutthem.Don’tstopatpresentingproblems,butalsopay specific
attentiontothe positive points. It isimportant that you carefully discussissues that cannot
be remedied with your employees. The report contains meaningful information,
enablingyoutodiscussthingstogetherandthentakejointaction.Ata minimum,you

shouldinformallemployeeswithregardtothe followingpoints:
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° Response
° Important scores
e  Pointsto be proud of

o Pointsforimprovement

Considerwhethertoschedule extrapresentations,forexampletothe (European) works
councilorthegroup managers.Insomecountries,thetradeunionisan important

stakeholder;decidewhenandhowyouwanttogivefeedbacktoallthe employees.

5.3.2. Action planning

How do you ensure that immediate action can be taken on the results? The signal to
take action should follow immediately afteremployees have beeninformedaboutthe
outcomesofthesurvey.Thebasiswascreatedatanearlierstagewithaclearreport available,
foreverylevel. Theimportantthingnowistotranslatethereportinto concrete, well-

coordinatedactions.

e Decidewhoisresponsiblefordrawingup action plans;

e Setadeadlinefordrawingup theaction plans.

Theresponsiblemanagers,projectownersandteammanagersneedtodiscussthe results.
Thesearethendiscussedwiththeemployees.Anyuncertaintiesamongthe management
memberscan be discussedatthattime.The dialoguewiththeemployees canbeinitiatedper
businessunitorteaminordertoarriveatimprovementplansat operationallevel. Whenthat
hasbeenaccomplished, the pathleads upwardagain. You compare your plans withthose of
other businessunitsorteams. Frequently,the same improvements canbe adopted. You should
also check thatthe improvementplansare in line with your organization’svisionand

objectives.

5.5.3. Monitoring

Once you have drawn up plans for improvement, it is important to monitor progress.

e Decidewhoisresponsible formonitoringtheaction plans;

e  Considerthe extenttowhichtheresultsand action plansareincorporatedin the year

plan and the evaluationsystem;
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e  Communicateregularlyregardingthe progressoftheimprovementprojects.

5.54. Repeatingthesurvey

Have the actions you have taken led to positive results? The next survey is the ideal

timeto establishtheeffectsyourinvestmentshave hadand how muchemployeeshave appreciatedthe
effort.Ifyouestablishtheemployee surveyasapermanent

instrument, you increase the likelihood thatthe resultswill continue toimprove. As you gain

insight,adaptthesurveytoincludedifferentoradditionalquestionsoraction points.

Thereareasmanydifferentwaystosurveyemployeesasthereareorganizationsinthe world.
The specific questions are not the most important thing though; the critical components
arethe actionsthat follow.Thereisnoreasonto wasteresourcesona survey thatdoesnotleadto

change withintheorganization.Everycompanyhasareas of
opportunity, especially when it comes to getting their employees more engaged.

6. European Works Councils (EWCs)

Employeesoflarge multinationalcompaniesbasedinthe UKandwithapresence elsewherein
Europehavearightto askforaEuropean Works Council (EWC)tobe setup. AnEWCisabodythat
representsemployeesofthemultinationalinthe European EconomicAreain discussionswith

managementontransnationalissues.

Applyto all companies with 1,000 or more
workers, and at least 150 employees in each
oftwo or more EU Member States.

Establish European Works Councils to bring
together workers' representatives (usually
trade unionists)

Require employers to set up European
Works Councils once a year, with an extra
meeting as required.

To inform and consult it regularly on
"transnational issues" (e.g., investment)
affecting employees.

European Works Councils (EWCs)
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The purpose of a European Works Council (EWC) is to bring together employee
representativesfromthe different European countriesin which a multinational company has
operations.DuringEWCmeetings,theserepresentativesareinformedandconsulted by central
managementontransnationalissuesof concerntothe company’semployees.
TheEWCDirectiveappliestoallcompanieswith1,000ormoreworkers,andatleast150
employeesineachof two or more EU Member States. About 10 millionworkersacrossthe EU have
therighttoinformationand consultationon company decisionsat European level through these
EWCs.

6.1. Special negotiatingbody

Thisbody,comprisingaminimumofthreeandamaximumofthenumberofMember
States:

e will have the task of determining, with the central management, by written
agreement, the scope, composition, competence and term of office of the
European Works Council(s) orthe arrangementsforimplementingaprocedurefor the

informationandconsultationof employees;

e maydecide,byatleasttwo-thirdsofthevotes,nottoopennegotiationsorto
terminatethenegotiationsalreadyopened;suchadecisionwouldstopthe
proceduretoconcludetheagreementandwouldnullifytheprovisionsofthe

Annex.

The membersofthe special negotiatingbodyand of the European Works Council,and any
expertswhoassistthem,willnotbeauthorizedtorevealanyinformationwhich has

expressly beenprovidedtothemin confidence.

6.2. Exemptions fromthe Directive

Community-scaleundertakingsandCommunity-scalegroupsofundertakingsinwhich thereis
alreadyan agreementcoveringthe entireworkforce, providingforthe
transnationalinformationandconsultationofemployees, willnotbesubjecttothe
obligationsarisingfromthe Directives. Whenthese agreementsexpire, the parties involved
maydecide jointlytorenewthem.Where thisis not the case, the provisions of the

Directiveswill apply.
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6.3. Subsidiary requirements

Subsidiaryrequirementslaid downby thelegislation of the Member Statein which the

central managementissituatedwill apply:

e wherethe centralmanagementand the specialnegotiatingbodysodecide,or;

e  wherethe centralmanagementrefusesto commence negotiations withinsix

monthsoftheinitialrequesttoconvenethespecialnegotiatingbody,or;

e where, after three years from the date of this request, they are unable to
concludean agreementto establisha EuropeanWorks Council oraninformation and
consultationprocedure, andthe special negotiatingbody has not takenthe decision

notto open negotiationsortoterminatethe negotiations.

These subsidiaryrequirements mustsatisfythe provisionssetoutinthe Annex, whereby:

e  the competence of the European Works Council will be limitedtoinformationand
consultationonmatterswhichconcerntheCommunity-scaleundertakingasa whole
oratleasttwoestablishmentsorgroupundertakingssituatedindifferent Member
States;

e theEuropeanWorksCouncilistohaveaminimumofthreeandamaximumof30
membersand, whereitssizesowarrants, istoelectaselectcommitteefrom among

its members, comprisingat most three members;

e fouryearsafterthe European Works Council isestablished, itisto consider
whethertoopennegotiationsfortheconclusionoftheagreementonthe
arrangementsforimplementing the information and consultation of employees, orto
continue to apply the subsidiary requirements adopted in accordance with the

Annex;

e  the European Works Council will have the right to meet with the central
managementonceayearinordertobeinformedandconsulted,onthebasisofa report
drawnupbythecentralmanagement,ontheprogressofthebusinessof
the Community-scaleundertakingorCommunity-scalegroupof undertakingsand its

prospects;

e  wherethereare exceptional circumstancesaffectingtheemployees'intereststoa
considerableextent, particularlyintheeventofrelocation,closureorcollective

redundancy,the selectcommittee or, wherenosuchcommitteeexists, the
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European Works Council will have the right to be informed;

themembersofthe European Works Councilaretoinformtheemployees'
representatives of the content and outcome of the information and consultation

procedure;

theoperatingexpensesoftheEuropean WorksCouncilaretobebornebythe central
management;incompliance withthis principle, the Member Statesmay lay down

budgetaryrulesregardingthe operationof the European Works Council.

7. ILO Standards

The International Labour Organization (ILO) is devoted to promoting social justice and

internationallyrecognizedhumanand laborrights, pursuingits foundingmissionthatlabor peace

isessentialtoprosperity. Today, theILO helpsadvancethe creation of decent work and the

economicand workingconditionsthat give workingpeopleand business people a stakeinlasting

peace,prosperityandprogress.ltstripartitestructureprovidesaunique platformfor

promotingdecentworkforallwomenandmen.Itsmainaimsaretopromote rightsatwork,

encouragedecentemploymentopportunities,enhancesocialprotection and strengthen

dialogue on work-relatedissues.

7.1. Four strategic objectives of ILO

Promoteandrealizestandardsandfundamental principlesandrightsatwork.

Create greater opportunitiesforwomenand men to decent employmentand

income.
Enhance the coverage and effectivenessof social protectionforall.

Strengthentripartismand socialdialogue.

7.2. Functions of ILO

Insupportofitsgoals,thelLOoffersunmatchedexpertiseandknowledgeaboutthe worldof

work,acquiredovermorethan90yearsofrespondingtotheneedsofpeople everywhere

fordecent work, livelihoods anddignity. It servesits tripartite constituents

- and society as a whole - in a variety of ways, including:

Formulationof international policiesand programsto promote basichuman

rights,improveworkingandlivingconditions,andenhanceemployment
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opportunities.

e  Creationofinternationallaborstandards backedbya unique systemtosupervise their

application.

e Anextensive programofinternational technical cooperationformulatedand
implementedinanactive partnership with constituents, to help countries put

these policiesintopractice inan effective manner.

e Training,educationandresearchactivitiestohelpadvance all ofthese efforts.

7.3. Fundamental Principles and Rights

Adoptedin 1998, the ILO Declarationon Fundamental Principlesand Rightsat Workiis an

expressionof commitmentby governments,employers'andworkers'organizations touphold

basichumanvalues-valuesthatarevitaltooursocialandeconomiclives. TheDeclaration

coversfourfundamentalprinciplesandrightsatworkasshowed below:

Elimination of discrimination ciation and
in respect of employment gnition of
International Labour

and occupation
Qateg@rw 4
Organization
Effective abolition of child ' | forms of
Category 3

labour Isory labour

Four Fundamental Principles and Rights at Work of ILO

7.3.1. Freedomofassociation andthe effective recognitionoftheright to collective

bargaining

Thefreedomstoassociateandto bargaincollectivelyarefundamentalrights. Theyare rootedin

the ILO Constitutionand the Declaration of Philadelphiaannexedtothe ILO Constitution.

Theseenablingrightsmakeitpossibletopromoteandrealizedecent
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conditionsat work. ILO Declarationon Sociallusticefora FairGlobalizationnotedthat freedom
of associationand the effective recognition of theright to collective bargaining are

particularlyimportanttothe attainmentofall ILO strategicobjectives.

Strongandindependentworkers’andemployers’organizations,andtheeffective
recognitionoftheirrighttoengageincollectivebargaining,aremajortoolsforlabor market
governance.Collective bargainingisawayof attainingbeneficialandproductive solutions to
potentially conflictual relations between workers and employers. It providesameansof
buildingtrustbetweenthepartiesthroughnegotiationandthe
articulationandsatisfactionofthedifferentinterestsofthenegotiatingpartners. Collective
bargainingplaysthisrole by promotingpeaceful,inclusiveanddemocratic participationof

representative workers’andemployers’ organizations.

Thecontinuingimportanceofcollectivebargaininginthetwenty-firstcenturyderives from
its potential asa powerfultoolfor engagementbetweenemployers’ andworkers’
organizationstoaddresseconomicandsocial concerns. Itcan strengthenweakvoices and
reducepovertyandsocialdisadvantage.Thiscanbedonebyapplyingcollective bargainingto
the needs of the partiesand promotingvoluntaryagreementsthat sustain the well-being of

individualsandenterprises.

Therecognitionoftherighttocollectivebargainingisthekeytotherepresentationof
collective interests. It builds on freedom of association and renders collective
representation meaningful. Collective bargaining can play an important role in
enhancingenterpriseperformance,managingchangeandbuildingharmonious industrial

relations.

Collectivebargaining,asa wayforworkersand employerstoreach agreementonissues
affectingtheworldofwork,isinextricablylinkedtofreedomofassociation.Therightof
workers and employers to establish their independent organizations is the basic
prerequisiteforcollective bargainingandsocial dialogue. Theright to strike hasbeen
recognizedinternationallyasafundamentalrightofworkersandtheirorganizations andas
anintrinsiccorollarytotherighttoorganize.Nevertheless,thesefundamental rightsarestill
notenjoyedbymillionsaroundtheworld,and wheretheserightsare recognized, there
continuetobe challengesinapplyingthem. In some countries certain categoriesof workersare
deniedtheright ofassociation, and workers’ and employers’ organizationsareillegally
suspended ortheirinternal affairsare subject tointerference. Inextremecasestrade

unionistsare threatened, arrestedorevenkilled.

The exercise of the rights to freedom of association and collective bargaining requires a
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conduciveandenablingenvironment.Alegislativeframeworkprovidingthenecessary

protectionsand guarantees, institutionstofacilitate collective bargainingandaddress possible
conflicts,efficientlaboradministrationsand,veryimportantly,strongand effective workers’
andemployers’ organizations,arethe mainelementsofaconductive environment.Theroleof

governmentsinprovidingforanenablingenvironmentisof paramountimportance.

7.3.2. Eliminationofallforms of forced or compulsory labor

Economiccircumstances can compelpeopletobarter awaytheirfreedom, andlabor
exploitationcanoccur inmany forms. Butforced labor (touse ashort comprehensive
term)is something quite distinct. It occurs where work or serviceis exactedby the State or
individualswhohavethewilland powerto threatenworkerswith severe

deprivations, such as withholding food or land or wages, physical violence or sexual
abuse, restricting peoples' movements or locking them up.

ThelLODeclarationon Fundamental PrinciplesandRightsat Work obligesmember Statesto

eliminateforcedlabor.A workrelationshipshouldbefreelychosenandfree from threats.

Countries may have definitions of forced labor that are more comprehensive thanthe ILO's.
The ILO sets minimum standards that fix the bottom line below which individual countries

should not fall, butthey can naturallyachieve higher standards of protection of workers.

7.3.3. Effectiveabolitionofchildlabor

Childrenenjoythesamehumanrightsaccordedtoallpeople.But,lackingthe knowledge,
experience orphysical development of adultsand the powerto defend
theirowninterestsinanadultworld,childrenalsohavedistinctrightstoprotectionby virtue
oftheirage.Oneoftheseis protectionfromeconomicexploitationandfrom workthatis

dangeroustothehealthand morals of childrenorwhichhampersthe child's development.

Theprincipleoftheeffectiveabolitionofchildlabormeansensuringthateverygirland boy
hastheopportunitytodevelopphysicallyandmentallytoherorhisfullpotential. Itsaimisto
stopallworkbychildrenthatjeopardizestheireducationanddevelopment.

This does not mean stopping all work performed by children. International labor

standards allowthe distinctiontobe made betweenwhat constitutes acceptableand unacceptable

forms of work forchildrenat differentagesand stagesof development.
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Toachievetheeffectiveabolitionofchildlabor,governmentsshouldfixandenforcea
minimumageoragesatwhichchildrencanenterintodifferentkinds ofwork. Within limits,
theseagesmayvary accordingtonationalsocial and economiccircumstances. The general
minimumage foradmissionto employmentshouldnotbelessthanthe age of completionof
compulsory schoolingand neverbelessthan 15 years. But developing countriesmaymake
certainexceptionstothis,andaminimumageofl4yearsmaybe appliedwheretheeconomy

andeducationalfacilitiesareinsufficientlydeveloped.
Sometimes, light work may be performed by children two years younger than the

general minimum age.

7.34. Eliminationofdiscriminationinrespectof employmentandoccupation

Discrimination at work can occur in many different settings, from high-rise office
buildingstoruralvillages,andinavarietyofforms.ltcanaffectmenorwomenonthe basis of
theirsex, or because theirrace or skincolor, national extractionor social origin, religion,or
politicalopinionsdifferfromthoseofothers.Oftencountriesdecidetoban distinctionsor
exclusionsandforbiddiscriminationonothergroundsaswell,suchas disability, HIV status or
age. Discriminationat workdeniesopportunitiesforindividuals and robs societies of what

those people canand could contribute.

Eliminatingdiscriminationstartswith dismantlingbarriersand ensuringequalityin access

to training, education as well as the ability to own and use resources such as land and
credit.lt continueswithfixingconditionsforsettingupandrunning
enterprisesofalltypesandsizes,andthepoliciesand practices relatedto hiring, assignment of
tasks, working conditions, pay, benefits, promotions, lay-offsand termination of
employment. Merit and the ability to do a job, not irrelevant characteristics, should be

the guide.

Discrimination in employment or occupation may be direct or indirect. Direct
discriminationexistswhenlaws, rulesor practicesexplicitly citeaparticular ground, suchas
sex,race, etc.todenyequalopportunities.Forinstance,ifawife,butnota husband, must
obtainthe spouse'sconsentto applyforaloanora passport neededto engageinan

occupation, thiswouldbedirectdiscriminationonthe basisof sex.

Indirectdiscriminationoccurswhererulesorpracticesappearonthesurfacetobe neutral
butin practice leadto exclusions. Requiringapplicantstobe a certain height could
disproportionatelyexcludewomenandmembersofsomeethnicgroups,for example.
Unlessthespecifiedheightisabsolutelynecessarytoperformthe particular job, thiswould

illustrateindirectdiscrimination.
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Equalityatworkmeansthatallindividualsshouldbeaccordedequalopportunitiesto
developfullytheknowledge, skillsand competenciesthatare relevanttothe economic
activitiestheywishtopursue.Measuresto promoteequalityneedtobearin mind diversity
inculture,language, family circumstances,and the abilitytoread and to deal withnumbers.
For peasantsand ownersof small or family enterprises, especiallythe womenandethnic
groups,equalaccesstoland(includingbyinheritance),training,

technology and capital is key.

Inthecaseofbothemployeesandself-employedor(own-account)workers,non- discrimination at
work dependsonequal access to quality education prior to entering

the labor market. Thisis of chiefimportanceforgirls and disadvantaged groups.A more equal
divisionofworkandfamilyresponsibilitiesinthehouseholdwouldalso permit more

womentoimprovetheirwork opportunities.

7.4. 1LO Conventions and Recommendations

ThellLOstandards,inparticular,serveasthefoundationforthevastmajority of
employmentlawsand acceptable management practicesthroughoutthe world,and

theyshould, therefore, playakeyrolein businessdecisionmaking.International labor
standardsarelegalinstrumentsdrawnupbythelLO'sconstituents(governments,
employersandworkers)andsettingoutbasicprinciplesandrightsatwork.Theyare either
conventions, which arelegally bindinginternational treaties that may be ratified bymember
states,orrecommendations,whichserveasnon-bindingguidelines.
Conventionsareinternationaltreatiesthatarelegallybindingonceratified. Recommendationsare

nonbindingguidelinesdesignedtoassistcountriesinthe implementationof ratified conventions.

Internationallaborstandards arelegalinstrumentsdrawnup by theILO's constituents
(governments,employersandworkers) and setting out basic principlesandrights at work.
Theyare eitherconventions, which arelegally bindinginternational treatiesthat may be
ratified bymemberstates, or recommendations, which serveas non-binding guidelines. In
many cases, a convention lays down the basic principles to be implemented byratifying
countries, while arelated recommendation supplementsthe conventionbyprovidingmore

detailedguidelinesonhowitcouldbe applied.
Recommendationscanalsobeautonomous,i.e.notlinkedtoany convention.

7.5. Fundamental Conventions of ILO

ThelLO'sGoverningBody hasidentifiedeightconventionsas"fundamental”,covering subjects

that are considered asfundamental principles andrightsat work: freedom of



123

associationandtheeffectiverecognitionoftherighttocollectivebargaining;the

eliminationofallformsofforcedor compulsorylabor; theeffectiveabolitionofchild labor;

and the elimination of discriminationinrespect of employment andoccupation.

Fundamental Conventions of ILO

FreedomofAssociationand
Protectionof the Rightto

OrganiseConvention, 1948

RighttoOrganiseand
Collective Bargaining
Convention, 1949

Forced Labour Convention,
1930

Abolition of Forced Labour
Convention, 1957

Minimum Age Convention,
1973

Worst Formsof ChildLabour
Convention, 1999

Equal Remuneration

Convention, 1951

Discrimination  (Employment
and Occupation) Convention,
1958

Source: www.ilo.org

Protectionagainst discriminationforjoining atrade union and

taking collective action.

Theright to collective bargainingwithan employerthrough a

tradeunion.

Obligationformembersto"completelysuppresssuch forced
or compulsory labour", with exceptions for military, civil
service, court orders, for emergencies and minor

communal orders.

Positive obligationonmemberstates to ensure that all forced

labouris abolished.

Therequirementthatpeopleareatleast15,orahigher age

determinedbymemberstates,or 14formember
stateswhose education systemsare developing,before

working, and 18 years old before dangerous work.

Dutiesupon member statestoidentify andtake stepsto
prohibitthe worstforms of childlabour (slavery,

prostitution, drug trafficking and other dangerous jobs).

Therighttoequalpay,withoutanydiscriminationon

grounds of gender.

The rightto not be discriminated against on grounds of "race,
colour,sex, religion, politicalopinion,national
extractionorsocialorigin",or othergroundsdetermined

by member states, in employment.


http://www.ilo.org/
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8. OECD Guidelines

Organization for Economic Cooperation and Development (OECD)-An organization that acts asa
meetingground for30 countrieswhich believe stronglyinthefree marketsystem, The OECD
providesaforumfordiscussingissuesandreachingagreements,someof whichare legallybinding.
The OECDstrivesforgoodrelationswithincompanies.Thisisreflectedin certain
recommendationstobe foundin the Guidelines. Investingingoodrelationswill be rewardingin

thelongrun.

The OECD “GuidelinesforMultinational Enterprises” (Guidelines)embodywhatOECD
governmentshaveagreedare the basiccomponentsof responsible corporate conduct. Theycover
arangeofissuessuchaslaborandhumanrights,briberyandcorruption, environmentand
informationdisclosure. Thoughvoluntaryfor companies, governments

that have endorsed the Guidelines are essentially conveying that they expectmultinational
companiestofollowthese principlesandstandards of good conductin their operations

worldwide.

TheMNCsandpartnersinthevaluechainshouldpayattentiontothefollowingin

accordancewiththe OECDguidelinestoEmployeeandindustrialrelations:

1.Respectemployeestojointrade unionsandrepresentative organizations
2. Provide information toworkers’ representatives

3. Consultationand co-operationbetweenemployersandworkers

4. Favorablestandardsof employmentandindustrial relations

5. Employlocal workersand providetraining
6.Appropriatelay-offsordismissals

7.Nothreatentotransferthe wholeorpart of anoperatingunit

y  8.Enableauthorizedrepresentativestheworkersincollective bargaining

OECD Guidelines: Employment and Industrial Relations Source:_

www.oecd.org


http://www.oecd.org/
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8.1. Respect of Join Trade Unions

Respectthe right of workersemployed by the multinational enterprise to establish or join
trade unionsand representativeorganizations of their own choosing. Respect
therightofworkersemployedbythemultinationalenterprisetohavetradeunionsand
representativeorganizationsoftheirownchoosingrecognizedforthe purposeof collective
bargaining,andengagein constructive negotiations, eitherindividually or

through employers'associations, withsuch representativeswithaviewtoreaching

agreementsonterms and conditionsof employment.

Contributetothe effectiveabolitionofchildlabor,andtakeimmediateandeffective
measurestosecuretheprohibitionandeliminationoftheworstformsofchildlaboras a
matterofurgency.Contributetotheeliminationofallformsofforcedorcompulsory labor
andtake adequate stepsto ensurethat forced or compulsory labor does not exist in their

operations.

Beguidedthroughouttheiroperationsbytheprincipleofequalityofopportunityand
treatmentinemploymentandnotdiscriminateagainsttheirworkerswithrespectto
employmentoroccupationonsuchgroundsasrace,color,sex,religion, political opinion,
national extraction or social origin, or other status, unless selectivity concerning
workercharacteristicsfurthers established governmental policieswhich specifically
promotegreaterequalityofemploymentopportunityorrelatestothe inherent

requirementsofajob.

8.2. Provide Informationto Workers’ Representatives

Providesuchfacilitiestoworkers’representativesasmay be necessaryto assistinthe
developmentofeffectivecollectiveagreements.Provideinformationtoworkers’
representatives which are needed for meaningful negotiations on conditions of
employment. Provideinformationtoworkersand theirrepresentativeswhichenables them
to obtain a true and fair view of the performance of the entity or, where appropriate,

the enterpriseasa whole.

8.3. Cooperation between Employers and Workers

Promoteconsultationandco-operationbetweenemployersandworkersandtheir
representativesonmattersof mutual concern. Observe standards of employmentand

industrialrelationsnotlessfavorablethanthoseobservedby comparable employersin
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the host country.
8.4. Favorable standards of employment and industrial relations

When multinational enterprises operatein developing countries, where comparable
employersmaynotexist, providethe bestpossible wages, benefitsandconditionsof work,
withintheframeworkofgovernmentpolicies.Theseshouldberelatedtothe economic
positionoftheenterprise,butshouldbeatleastadequatetosatisfythe basicneedsofthe

workersandtheirfamilies. Takeadequatestepstoensure
occupational health and safety in their operations.

8.5. Employ local workers and provide training

Intheiroperations,tothegreatestextentpracticable,employlocalworkersand
providetrainingwithaviewtoimprovingskilllevels,inco-operationwithworker

representativesand,whereappropriate,relevantgovernmentalauthorities.

8.6. Appropriate lay-offs ordismissals

Inconsideringchangesintheiroperationswhichwouldhave majoremployment effects,
inparticularinthecaseoftheclosureofanentityinvolvingcollectivelay-offs ordismissals,
providereasonablenoticeofsuchchangestorepresentativesofthe workersintheir
employmentandtheirorganizations,and,whereappropriate,tothe relevant
governmentalauthorities,andco-operatewiththeworkerrepresentatives and
appropriategovernmentalauthoritiessoas tomitigatetothemaximumextent practicable
adverseeffects.Inlightof the specificcircumstancesof each case, it would beappropriateif
managementwereabletogivesuchnoticepriortothefinaldecision beingtaken.Other
means may also beemployedtoprovide meaningful co-operation to mitigate the effects of

such decisions.
8.7. No threaten to transferthe whole or part of an operating unit

In the context of bonafide negotiations with workers’ representatives on conditions of employment,
orwhileworkersareexercisingarighttoorganize, notthreatento
transferthewholeorpartofanoperatingunitfromthecountryconcernednortransfer

workers from the enterprises component entities in other countries in order to

influenceunfairlythosenegotiationsortohinderthe exerciseofarighttoorganize.

8.8. Enable authorized representatives the workersin collective bargaining

Enable authorized representatives of the workers in their employment to negotiate on
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collective bargainingorlabor-managementrelationsissuesandallowthe partiesto consult
on matters of mutual concern with representatives of management who are authorized

to take decisionson these matters.
9. The UN Global Compact’s Labor Principles

The United Nations(UN) Global Compactis astrategicpolicyinitiative forbusinessesthat are
committedtoaligningtheiroperationsandstrategieswithtenuniversallyaccepted principles
intheareasofhumanrights,labor,environmentandanti-corruption.Bydoing so, business,asa
primarydriverof globalization, canhelp ensurethat markets,commerce, technologyandfinance

advanceinwaysthat benefiteconomiesandsocietieseverywhere.

As social, politicaland economic challenges(and opportunities) —whetheroccurring at homeor
inotherregions—affectbusinessmorethaneverbefore,manycompanies recognizethe need
to collaborate and partner withgovernments, civil society, labourand the United Nations. This
ever-increasing understanding is reflected in the Global Compact's rapid growth. With over
12,000 corporate participants and other stakeholders

from over 145 countries, itis the largest voluntary corporate responsibility initiative inthe

world.

The TenPrinciplesofthe UnitedNationsGlobal Compact arederived from:the Universal Declaration of
Human Rights, the International Labour Organization’s Declaration on FundamentalPrinciplesand
RightsatWork,theRioDeclarationonEnvironmentand Development,andthe United Nations

ConventionAgainstCorruption.
9.1. Human Rights

Principle 1: Businessesshouldsupportandrespect theprotectionofinternationally proclaimed

humanrights; and
Principle 2: make sure that they are not complicit in human rights abuses.
9.2. Labour

Principle 3:Businessesshouldupholdthe freedomofassociationandthe effective

recognitionof theright to collective bargaining;

Principle 4:the elimination of allforms of forced and compulsory labour; Principle 5:

the effective abolitionof childlabour;and
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Principle 6: the elimination of discriminationinrespect of employmentand occupation.
9.3. Environment
Principle 7:Businessesshouldsupportaprecautionaryapproachtoenvironmental challenges;
Principle 8: undertake initiatives to promote greaterenvironmental responsibility; and
Principle 9:encourage the developmentanddiffusion ofenvironmentallyfriendly technologies.
9.4. Anti-Corruption

Principle 10: Businessesshouldworkagainst corruptioninallitsforms,including extortion

and bribery.
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Part Four: Global HR Technology

1. HR Transformation through Information Technology (IT)

11

1.2

Personnel to Human Resources

Inthe 20th century, Human Resource (HR) departmentswerecalled personnel departments,
andthesedepartmentscreated procedures,forms,and levels of authorizationto process
personnelrecruiting, payroll,attendanceandleave, and performanceappraisals.These
departmentsalsohelpedorganizationsmeetthe requirementsofgovernmentlaws,rules,
andregulationsrelatingtoequal

employment opportunities, occupational safety and health, and employee benefits.
Because the department’s functions are largely administrative, the development of
informationtechnology(IT)focusedon operational efficiencywithinthese
departments.PersonneldepartmentsimplementedHumanResourcelnformation Systems
(HRIS)toautomatetheirinternalworkflows.Bygathering,storing,

integrating, and transforming HR administrative datainto informationthatcan be utilizedin
HRdecisionmaking, HRIS canimprovethe qualityand efficiency of HR departmentsand can

relievetheadministrative burdenofHR’s day-to-dayduties.

As more transactional services became provided electronically via HRIS, HR personnel obtained
greateropportunitiestofocusonhumanrelationstasks,suchastraining, development,
employee relations, and total rewards. By the end of the 1980s, personnel
departments had generally been renamed HR departments. This development
markedthefirstwaveofthetransformationof HR departments.

However, HRISwereinsufficientforthenewroleof HRdepartments.Linemanagers and
employeesincreasinglybelievedthatinformationsystemsshouldnotonly improveHR
processesintermsof businessplanningand personnelcapabilitiesbut alsoallowcompany

employeestomanagetheirownpersonnelinformation.
Human Resources to BusinessPartners

Duringthe 1990s, electronichumanresource management(e-HRM) emerged dueto the
growthofcorporateintranets.IncontrasttoHRIS, e-HRMextendsbeyond

traditional HR-relatedadministrativefunctionstoprovideaweb-based HR channel for the
entireorganization.Infact,e-HRMisan umbrellatermthat coversallofthe possible
integrationmechanismsandcontentof HRand T, such as HR portals,talent profilemapping,

e-learning,andhumancapitaldashboards.Theprimarygoalofe-
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1.3.

HRM isto support decisionmakingandto provideself-service capabilitiesforinternal
corporate stakeholders, including employees and line managers. Thus, HR has become a
businesspartnerthat helpsalignbusinessfunctionswith HR-relatedpoliciesand practices.

Thisevolutionconstitutesthesecondwaveofthe HRtransformation.
Business Partners to Business Drivers

AlterationsinHRfunctionsareexpectedtocontinue.Inthelate1990s, Fortune magazine
publishedastoryabout“blowinguptheHRfunction”;thisstoryindicated thatHRwasnot
consideredtobeadepartmentthataddsstrategicvaluetoafirm.As businesspartners,HR
departmentscandeliverimmediateHRservices,management

decisionsupport,and human capital metrics, butthey cannot deliverbusinessresults.
Therefore,HRisexpectedtoceasebeingapassivebusinesspartnerandinstead becomesa
proactive businessdriverthatseekssolutionsthat involveandinfluence

the perspectivesof external stakeholders(i.e.,investorsandcustomers)and thereby directly
impact businessresults. Althoughthe managementof external stakeholdersis traditionally
thedomainof sales, marketing, and publicrelations, theexpansion of HR intothisnew
territorycanallowthesedepartmentstofollowatop-downprocessto deriveservice
strategiesthataredrivenbyoutcome measures.Forexample,by connecting with
customers, HR can ensure that a firm’s talent acquisition, development, reward, and
retention programsallfunction to encourage the skillsthat are requiredforcustomer
satisfaction. Connectionswithinvestorscanallow afirm’s intangible assets, includingits
quality ofleadershipand human capital,to be observed inamannerthatisnotevidentfrom
itsfinancialreports;thus,theseconnectionscan provideinvestorswithconfidenceina
firm’sfutureearnings.Therefore,theshiftof HR departmentsfrom passivebusiness

partnerstoactive businessdriversisprojected to be the thirdwave of HR transformation.

However, the globaleconomy hasforced many HR departmentsto operate with limited
budgets, raisingquestionsabouthow HR value can be most efficiently
deliveredforbothinternaland external stakeholders. Manyorganizationsare turning toWeb
2.0andsocial networkingsitestopromoteanddeliverinformationtotheir

target audiences. The mostinteractive way of sharing thisinformationinvolvesvirtual worlds
that providethree-dimensional(3D)graphics, self-determinedgameplay, user- created
content,andlife-likehumaninteractions;thesetraitsdifferentiatevirtual worldsfrom
other social mediaand render these virtual worlds particularly interesting for corporate

purposes.

V-HRMisanintegratedHRstrategythatenhancesthe managementof humancapital and

increasesthe visibility of human capital to worldwide stakeholdersthroughthe



131

establishment of an online virtual world. These online virtual worlds allow companies to
conductrecruitmentcenters,jobfairs,newemployeeonboarding,orientation, corporate
universities,outdoortraining,andnetworkinginaninternet-based,

simulated environmentthatrepresentsthereal world. The strength of v-HRM is that it
enablesHR professionalstointeractwith stakeholdersinrealtimeviapersonalized avatars
andtodemonstrateHRpracticesina3Dvirtualenvironment.TheHR

transformation roadmap is illustrated in following Figure.

Business Driver « External Customer Satisfaction
V=RIRM 2010s * Investor Evaluation
i » Immediate HR Services
@DMRM Business Partner * ManagementDecision Support
1990s + Human Capital Metrics
Human Resource » HumanRelations (training, development,
1980s employee relations, and total rewards)
Personnel * Recruiting, Payroll,and Performance Appraisal
1900s « Compliance and records keeping

Source:Suen,H.Y.&Chang,H.L.(2017). TowardMulti-StakeholderValue:VirtualHuman
Resource Management. Sustainability, 9(12),2177.

. Human Resource Information System (HRIS)

Human ResourceInformationSystem(HRIS)canbebrieflydefinedasintegratedsystems used to
gather, store, and analyze information regarding an organization’s human resources.But, as
isthecasewithanycomplexorganizationalinformationsystem,anHRIS is notlimitedtothe
computerhardwareand softwareapplicationsthatcomprise the

“technical” part of the system;it alsoincludesthe people, policies, procedures,and data required
tomanagethehumanresourcesfunction.Thus, afunctional HRISmust create an information
systemthatenablesanassimilationofthepoliciesandproceduresusedto managethefirm’s
humancapitalaswellastheproceduresnecessarytooperatethe computer hardwareand
software applications.

HRISisaninformationsystem(IS)usedtoacquire, store, manipulate,analyze,retrieve,and
distributeinformationregardinganorganization’shumanresources.Thepurposeofthe HRISis
toprovideservice,intheformofaccurate andtimelyinformation,tothe“clients” ofthe system.
Asthereareavarietyofpotentialusersof HRinformation,itmaybeused forstrategic, tactical,
and operationaldecisionmaking(e.g.,toplanforneededemployees
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inamerger);toavoidlitigation(e.g., toidentifydiscrimination problemsinhiring);to evaluate
programs,policies, or practices(e.g.,to evaluate the effectivenessofatraining program);and/or
tosupportdailyoperations(e.g.,tohelpmanagersmonitortimeand attendance of their
employees). All these uses mean that there is a mandatory requirementthatdataand
reports beaccurate andtimelyandthat the “client” can understand how to use the
information.

Because of the complexityanddataintensivenessofthe HRM function,itis one of thelast
managementfunctionstobetargetedforautomation.Thisfactdoesnotmeanthatan HRISis
notimportant;itjustindicatesthedifficultyofdevelopingandimplementingit compared with
other businessfunctions—forexample, billingandaccounting systems.
Poweredbyinformationsystemsandthe Internet, todayalmostevery processinevery function of
HRM is beingcomputerized.

HRIS isoftento beusedforadministrativepurposesinorganizations.Thispurposeis related
to administrative and operational efficiency, which reduces costs and time.
Traditionally,HRinanyorganizationfacesseveralchallengessuchasinformationstorage and
retrieval(Howtomanagelargequantitiesofpaper?),hiring&firing(Howtodealwith
applicanttracking, blacklists, social securityissues,and other reportsforthe
government?), training (How to develop training programs that fit the new digital
economy?), performancetracking (Howtotrack employee performance worldwide?),and cost
figures(Howtolowerthe businessinformation systemcosts?).

Organizationsvaryinthetypesofinformationthattheyconsiderusefulandimportantto collect.
Organizationsdevelopatleasttwo kinds of humanresource informationsystems.

ThefirstHRIS replacesmany of the administrativefunctionsonce performedby peoplein

the organization. Humanresource informationsystems, which performadministrative tasks faster
thanpeopleandrequirefeweremployees, aredesignedtoproduce awiderange of vital
informationatthelowestcost.Companies,insomeinstances,haveimplemented human
resource informationsystemsasatool and approach to downsizing. The second HRISisbasedon
organizationalreengineering.HRISthatreengineerorganizational processesarebasedon
optimizationofthewayinwhichHRmanagersuseinformation.

HRISwithreengineered processesoftenincludeinteractiveemployeeinformationkiosksor
Internet-based Web applications. Reengineered HRIS provide employees and managers the
opportunity to interact with the organization’s databases to apply for jobs, review
organizational regulations, and to facilitate communications between employees,
managers, and labor unions.

2.1. Benefitsof HRIS

Thesystemsandprocessfocushelpsorganizationskeepthecustomerperspectivein mind, since
qualityis primarilydefined and operationalizedin terms of total customer satisfaction.
Today’scompetitive environmentrequires organizationstointegratethe activitiesofeach
functionaldepartmentwhilekeepingthe customerinmind. An effectiveHRIShelpsby
providingthetechnologytogenerateaccurateandtimely employee informationtofulfill this
objective. Thereareseveraladvantagestofirmsin using HRIS. They include the following:
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. Providingacomprehensiveinformationpictureasasingle, comprehensive
database;thisenablesorganizationsto provide structuralconnectivityacross units and
activitiesandincreasethe speedofinformationtransactions

. IncreasingcompetitivenessbyimprovingHRoperationsandimproving
managementprocesses

. Collectingappropriate data and convertingthem to informationand knowledge for
improvedtimelinessandquality of decision making

. Producing agreater numberand variety of accurate and real-time HR-related
reports

. Streamliningandenhancingthe efficiencyandeffectivenessof HRadministrative
functions

. Shiftingthefocus of HR from the processingof transactions to strategicHRM
. Reengineering HRprocessesand functions

. ImprovingemployeesatisfactionbydeliveringHRservicesmore quicklyand
accurately tothem

The ability of firmsto harnessthe potential of HRIS dependson a variety of factors, such as:

. thesize ofthe organization, withlargefirms generallyreapinggreaterbenefits;
. the amount of top managementsupport and commitment;
. the availability ofresources (time, money,andpersonnel);

. the HR philosophyofthe company as well asitsvision, organizational culture,
structure, and systems; managerial competenceincross-functionaldecision
making, employee involvement, andcoaching;and

. theabilityand motivationofemployeesinadoptingchange, such as increased
automation across and betweenfunctions

Inassessingthe benefitsandimpactof an HRISto an organization, typicalaccounting methods
donotworkwiththeHRMfunction.Whilethereareseveraltangiblebenefits in
implementinganHRIS, suchaspayroll efficienciesandreductioninlabor costsdueto
automation,thereareseveralintangibleorhiddenbenefitsaswell.Theyinclude employee
satisfactionwithstreamlinedandefficientHRprocessesandfreeingup HR from routine,
administrative matterstofocuson strategicgoals.

Furthermore,HRpracticescanhelporganizationsuntangletherigidityandinertia
associatedwith the mechanistic, routine nature of enterpriseresource planning(ERP). ERP
softwareapplicationsareaset ofintegrateddatabaseapplicationsor modulesthat carry outthe
most common businessfunctions,includingHR, generalledger,accounts payable, accounts
receivable, order management, inventory control, and customer relationshipmanagement.
Obviously, HRM’semphasisonknowledge management,
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human capital stewardship, and relationship building can provide considerable
assistanceintheimplementationanduse of ERPs. Therefore, activeengagementofHR professionalsin
theintroductionand ongoingfunctioningof an ERP isimportantso that organizationscanrealizethe
strategicbenefitsassociatedwiththesesystems.
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2.2. Types of HRIS

Therearemultipletypologiesfortheclassificationofcomputer-basedsystems; however,
we aregoing to definethe most basictypesof systemsand then apply them totheir
developmentandusewithinanHRIS.Oneoftheearliestbooksinthefieldof computer-
basedsystemsplacedsystemsunderthreebasiccategories:ElectronicData Processing(EDP),
Management InformationSystems(MIS),and DecisionSupport
Systems(DSS).EDPisprimarilyelectronicstorageofinformationand wasfirstapplied to
automate paperwork.

2.2.1. EDP

The EDP category of HRISwasthe earliestformintroducedinthe HR fieldandfitsin withthe
transactionallevelofHRactivities. The EDP’sbasiccharacteristicsinclude:

. Afocusondata, storage, processing,and flowsat theoperationallevel
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. Efficienttransactionprocessing
. Scheduledand optimized computerruns
. Integratedfilesforrelatedjobs

*  Summary reports for management
2.22. MIS

The MIS type of HRIS emerged as technology improved over time, and it fits the
traditional level of HRactivities, suchasrecruitment,selection,andcompensation. The characteristics
ofMIS include:

. Aninformationfocus,aimedat middle managers
. Structured informationflows
. Integrationof EDP jobs by businessfunction(productionMIS, marketingMIS....)

. Inquiry and report generation (usually with adatabase- a collection of information that
isorganizedsothatit can easily beaccessed, managed, and updated.Inone view,
databasescan be classifiedaccordingto typesof content:bibliographic, full- text,
numeric, and images.)

2.2.3. DSS

HRISatDSSlevelbegantoemergeinthe cost-effectivenesseraofHRMdevelopment, andit fits
the transformationallevel of HR activities—adding value toorganizational processes.DSS
arefocusedstill higherinthe organization, withanemphasisonthe following
characteristics:

. Decisionfocused,aimedat top managersand executive decisionmakers
. Emphasis on flexibility, adaptability, and quick response
. User initiatedandcontrolled

. Supportforthe personaldecision-makingstylesofindividualmanagers

ThereisanothertypeofHRISwhichshouldbeusedinorganizationstomaximizethe effect of
computer-generated knowledge on managerial decision making. There are numerous
reportsgeneratedon aregular basis from boththe EDP and the MIS typesof HRIS—for
example,overtimeandbenefitsusage.Thecritical questionis: “how many of thesereportsare
usedby eitherline managers or HR professionalsintheirdailywork, particularlyintheir
decision-makingcapacity?” AllHRISsoftwareisdesignedto

generateastandardset of reports, but surveysand reportsfrom both managersand HR
professionalsindicatethatmanyofthesereportsaretypicallydiscarded.Thus,itis apparent
thatanothertype of HRISexists—thehumanresourcesmanagementdecision system
(HRMDS).Thistypeofsystemcouldbedescribedastheidealsystemsinceit providescritical
informationfordecisionsinvolvingthehumanresourcesofthe
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company, andthus, shouldbe usedas astandardforthe developmentandapplication of any
HRIS. This type has the following characteristics:

. Reportformationand generationbasedonidentified managerialneeds for
decision making

. Categorizationof reports by managementlevel

. Timing ofreportgenerationbasedon frequency of managerial use: daily, weekly,
monthly

. Historicalinformationretainedandreportedin a timely mannerso that managers and
HRprofessionalscanseetheresultsoftheiruse oftheinformationintheir previous
decisions

2.3. Core HR

There are at least thirteen common human resource information subsystems.

2.3.1. Recruitmentand Selection

Therecruitmentandselectionsystemensuresthatthelistiscurrentallthetimeand can be
viewedbya prospectiveapplicantanytime;generatesvariousstatisticslikejobs withhigh
turnoverandthe averagetimeittakestofillavacancy; andtestsand
evaluatescandidates’ personality, knowledge, and skillsat differentcompany locations.

2.3.2. Personnel Administration

The personnel administration subsystem warehouses information about employee names,
birthdates, service dates,race, sex, salary, departmentcode,job code, location code, and
employmentstatus.

2.33. Time,Labor,and Knowledge Management

Thetime, labor, and knowledge managementsubsystemtracksandidentifieswork schedule
patterns,absenteeism,andtardiness,allocatesresources,anddetermines proceduresto
administereithertime-related orknowledge-relatedtasks orfunctions based upon an
employee knowledgeprofile.

234. Trainingand Development

Thetrainingand developmentsubsystemprovidesprogrammedinstructionsandself- paced
trainingto employees;plansclasses, setsuptraining schedules, organizes

trainingcourses’ activities,andcollectsfees;andtracksthe developmental planofeach employee
withinthe companyandtheirlearningprogress.

2.3.5. Pension Administration

The pensionadministrationsubsystemstreamlinesplanset-up,recordkeeping, pension
calculations,andretiree paymentsandstatements.
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2.3.6. Compensationand Benefits Administration

The compensation and benefits administration subsystem provides information on flexible
andnon-flexible healthcareplans,shortandlong-termdisabilityplans,savings plans,
retirementplans, pensionplans.

2.3.7. PayrollInterface

The payrollinterfacesubsystemstreamlinespayrollandaccountingby providingdata on
salary, wages, and benefits.

2.3.8. Performance Evaluation

The performanceevaluationsubsystemaidsmanagementwith periodicevaluations of
employees. Thissubsystemperforms multiplereviewfunctionsincludingauditingand
analyzingemployeecompetency;analyzingthecongruencebetweenemployee
performance and organizational objectives; and measuring and monitoring the
employer’slearning progressand performance.

2.39. Outplacement

The outplacementsubsystem providessupportinformationfordischargedor displaced
employeessuchaslinkstoself-helpbooks,careercounselors,andtrainingprogramson job
searchtechniques, resume development,interviewingstrategies, and negotiating salary.

2.3.10. Labor Relations

Thelaborrelationssubsystemincludesinformationaboutworkpoliciesonprivacy, sexual
harassment,and workforce diversity.

23.11. Expenseand Travel Administration

Theexpenseandtraveladministrationsubsystemfacilitatesandautomatesemployee reimbursement
forbusinessexpendituresontravel,entertainment,andsupplies.

2.3.12. Organizational Management

The organizational management subsystem provides information about all job
positionsina company,theirhierarchy,andjob descriptions;generatesdecisionson employee
hiring, promoting, transferring, retiring, and firing; and reporting requirements of
variousemploymentlaws.

2.3.13. Health andSafety

The healthand safetysubsystemprovidesinformationaboutthefederal, state,and local
healthand safetyregulationsrelevanttothe organizationorworkplaceaswell as information
onthecompany’ssafetyrecord,injury/illnesspreventionplan,safety compliance
procedures,and workercompensation.
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Numerousorganizationshave shiftedtheresponsibility of updatingemployeerecords from
humanresourcestaffto theemployeesthemselves. Self-service systemsrequire less direct
management and more technological oversight and support. Web-based HRISallowfor
globalaccessfortelecommutingandtravelingemployees.Commonself- serviceweb-based
HRISapplicationsincludePersonal Information,Banking
Information,BenefitsinquiriesandOpenEnrollment, TimeEntryand Time Off, Cross
Application Time Entry, Travel Expenses, Electronic Pay-stubs, Organization Directory,
EmploymentandSalaryVerification, TrainingOverviewandEnrollment,andChange Password.

2.4. Self-Services

The use of technology to offer services that would be performed by an HR
representative. Commonly called Manager Self-Service (MSS) and Employee Self- Service(ESS),
thesefallintotwo(2) categories, informationalandtransactional

2.4.1. Informational Self-Service

Informational Self-Service referstotoolsthat are offered to provide informationto
employees. Thesetoolsarecommonlyreferredtoas “Knowledge Management” systems. They
containinformationaboutHR policies, processesandcan include benefitsand compensation
information. They are informationalinthat employees cannotperformatransactionwithin
thesesystems;theyareusedforreference purposesonly.Thesecan bepresentineither
centralizedordecentralizedservice deliverymodelsandare almost alwaysfoundwhenHR
servicesare outsourced.

2.42. Transactional SelfService

Thesetoolsare offeredformanagersand employeestochangeinformationcapturedin HRIS.
EmployeeSelf-Serviceapplicationsincludeinformationthattheemployee changes, whichis
typicallypersonalinnature.CommonchangesthatoccurinanESS systemareemployee
address,emergencycontact,taxwithholdingsandbenefit

elections.Manager Self-Service applicationsincludeinformationthatamanager changes,
whichisrelatedtotheemployeestheymanage.These most oftenreplace paper-based
processesforchangeofemployeeinformationlikejobchanges,
promotions,transfersandpaychanges.MSSapplicationscanalsoincludeprocessesfor
supportingperformance reviews,compensationeventsandstaffplanning.

MSS applicationscommonly use workflowtoautomaticallymanage the approvaland the
routingof informationchanges. Workflowis atechnologythat routesan

information changeto another personfor verification orapproval beforeit records the change
inthe systemof record. ESS/ MSS applicationscan be presentineither
centralizedordecentralizedservicedeliverymodelsandarealmost alwaysfoundwhen HR
servicesare outsourced.

HRself-service benefitsincludetheaccuracy of information, consistencyof processand reductionof time
HR professionalsspendinadministrative activities.
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HR PortalsinSelf-Service

A portal is a Web application that resides on the intranet (internally) or Internet
(externally)thatisdesignedtoaggregate and personalizeinformationforaccessfroma single
source.TheHRportalinanintranetapplicationisusedtoperforminformational or
transactionalself-service.Basedonanemployee’sroleintheorganizationasdefined within
theirsecurityauthorizations,theHR portal will presenttheapplicationsand informationthe
personisallowedtoaccess. Throughthe useofsinglesignon
technology,anemployeecanaccessanHRapplicationthroughtheportalwithout havingto
logintothatapplication,therebysimplifyingtheprocessfortheemployee andeliminating
theneedformultiple passwords. The other benefitofan HR Portalis that information can be
distributed throughout the organization while being centrally maintained.Policyinformation
andcorporatecommunications canbe accessed byall

employees regardless of location eventhough the actual information is stored centrally.

2.5. Knowledge Management (KM)

Knowledge Management (KM) is the umbrella term for the management of
unstructuredinformation-thatis,allkindsofdocuments.KMcanbedefinedasthe
processofcapturing, distributingandusingknowledge effectively.Inorderto
effectivelyshareanorganization’sinformationassets(think:policies, proceduresbut also
expertise andexperiences),thatknowledge needstobeidentified, captured, evaluatedand
easilyretrieved.Therearethreemainapproachestoknowledge management:

e  Technocentric:Focusesontechnology,especiallysoftwarethatboostsknowledge
sharing andcreation.

e  Organizational:Looksat howto designan organizationto bestpromote knowledge
processes.

e  Ecological: Encourages a knowledge exchange through collaborative networks, rather
than through direct management.

KM with HRIS self-service portal providesan opportunity withinyour organizationto "connect
those whoknowwiththosewhoneedtoknow".Itsfunctions mayhelp

companies manage all facetsof unstructured information -from collaborative authoring and
publishingtoadvancedsearch and navigation.

Knowledge Management(KM)isa disciplinethatpromotesan integratedapproachto
identifying, capturing, evaluating, retrieving, and sharing all of an enterprise's
information assets. These assets may include databases, documents, policies,
procedures,and previouslyun-capturedexpertise andexperience ofindividual works.

Researcherssuggestedthatthe mainingredientbehindsuccessfulinnovationwasnota clever
wayofthinkingorbrainstorming.Instead,itwasaplacewherepeoplecould shareideas,let
thembumpintoeachother,andinsodoing,evolveintonew,more powerfulforms.The
coffee-shopsofParisservedthispurposeduringthe
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Enlightenment, allowingforfantasticnew scientificand philosophical conceptstobe born.

2.6. Talent ManagementSystems

The systemsthat supportthe processesof onboarding, recruiting, performance management,
compensationmanagement,successionplanningandlearning managementare commonly
referredtoas Talent Management Applications.

26.1. ATS

RecruitingApplications,alsoknownasApplicantTrackingSystems(ATS)ortalent acquisition
systems,supportthe processofsourcingandselectingcandidatesforopen jobs.Theyinclude
thecreationofrequisitionsfortherecruitmentofaparticularjob andstoringandtracking
therésumésofapplicantsandcanincludescreeningof candidatesviaassessments.
Recruiterscanusesearchtoolsandqueriestoweed

through the mountain of applicationsfora particular job. Hiringmanagers are presented
candidatesfortheir positionselectronically.

Recruitingapplicationsprovide benefitsonthe complianceside as well. Trackingfor
Affirmativeactionpurposesbecomesstreamlined.Thetotalcost of sourcingand selecting
candidatescanbereducedwitharecruitmentmanagementsystem.HRISjob and
organizational information can be interfaced to the recruitment systems for
consistency purposes.

2.6.2. Onboarding

Onboarding refers to the process of hiring the employee into the organization.
Applications that support this process include online self-service for new hire
paperwork, drug screening, background checks, orderingof equipment(workstations, PC’s,
phone, company creditcards), andintegrationwith securitysystemsto establish anID and
access. Integrationwitha core HRMS automatessettingup of the new hirein thatsystem.
Onboardingsystemsprovidebenefitstoacompanybyreducingthe amountoftimethatit
takestobringanemployeeintothecompany, makingthema
moreproductiveworkerinlesstimeandreducingthetotalcostofhire.Manyrecruiting
systemsinclude onboardingmodules.

2.6.3. Performance Management

Performance Management refers to those applications that manage the process by
whichemployee’sperformanceisevaluated.Theseapplicationscansupportannual,as wellas
more frequentreview cycles,andtheytypicallyinclude a process for the setting ofgoalsforthe
organizationandtheindividual.Asaresulttheindividual’sgoalsare aligned withthe
organizationgoals. These systemsincludetheabilityforanemployee toperformonline self-
assessments,aswellasmanagerreviewsoftheiremployees.

Onlineautomatedconfidential peerreviews(knownas360assessments)canalsobe managed
through these applications. These applications rely on the job and organizational
managementdatainthe HRMS tobuildgoals of variousorganizational



141

unitsand to establishworkflowformanagementapproval. These systemsprovide benefitsto
the company by eliminating paper-basedmanualprocesses, providing informationforjob and
pay decisionsand ensuringcompliance of the performance managementprocesses.

2.64. CompetencyManagement

Competency Management providestheabilityto create aset of competencies byjob. Ideally
theintegrationoftheapplicationwillallowthesharingofcompetencieswith performance
managementforthe evaluationofanemployeebasedonthe

competencies, compensation for the evaluation of jobs and to determine
appropriatenessof pay, career planningfor the identification of career paths, and succession
planningtoidentifysuccessorstojobs basedon competencieseither
demonstratedthroughaperformanceevaluationorthosetiedtopreviousjobsheld.
Learningmanagementsystemsalsouse competenciesforlinkagestotrainingactivities.

2.6.5. LearningManagement

LearningManagementincludesallofthefunctionsaroundtrainingemployees.It includes
establishmentofcoursesandcurriculum,schedulingoftrainingevents, deliveringonline
trainingcoursesandtracking the trainingtaken.Italso supportsthe abilitytoprescribe
learningplansbasedonthejobsapersonisperformingorcareer pathsforthemtopursue.
Thesesystemscanprovidehard dollarbenefitstothe organizationby offeringinstructor-led
trainingactivitiesasonline courses, eliminating thetimeandtravelexpensesassociatedwith
face-to-facetrainingandtheneedfor instructors. Other benefits of online traininginclude
lesstime awayfrom ones job and greater availability of training.

2.6.6. SuccessionPlanning

SuccessionPlanningfeaturestheabilitytoassessanemployee’sfitfortheircurrentjob,
readinesstotakeonanewjobandbepotentialsuccessorsforothers.Inanintegrated suite,
performancemanagementandcompensationdataisincludedtoprovideafull pictureofthe
employee’sfittocurrentandfuturejobs.Oftentimesthisisdoneina graphical way using
organizational charts. When integrated with a learning managementsystem,aperson
canbegivenlearningassignmentstobetterqualify

them for new job assignments.

2.6.7. CompensationManagement

CompensationManagementreferstothose applicationsthat supportthe joband pay
processeswithinthe compensationdepartment,aswell asemployee payactions.

Withinthe compensationdepartmentthese applications supportthe processes surrounding
jobcreationand evaluation. Theyincludefeaturessuchas onlinejob descriptions,integration
withsalarysurvey providers,and establishment of pay ranges/bandsforjobsandsupportof
marketpricingorpoint-basedevaluation methods.Thesesystemsbenefitacompanyby
providingaccurateandtimely
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information forthe compensation professional and management with regards to how to
create and establish pay practices.

Employeepayactions are supportedfor meritpay, incentive payand bonus payments.
Typically,thesesolutionsallowforthe provisionsofsalaryplansthataretiedtojobs. The
employeeparticipatesinthatsalaryplanbyvirtueofbeingassignedtothejob.

Payforperformance processes,alsoknown as meritincrease, are typicallyautomated in
compensationmanagementsystemsthroughmanagerself-service.Usinginformation found
withinthecoreHRMSforjob, payandorganizationalstructure,amanagercan makepay
actionsontheiremployees.Thesesystemsallowforbudgetmanagement
withinthemeritprocessfordeterminationandallocationofavailablebudget.These
systemseliminatetheneedformanualspreadsheetbasedprocesses,improveaccuracy and
eliminatetheneedformanualentryor complexinterfacestotheHRMS forthe reflecting of
these pay actions.

Workforce Analytics

Workforce analytics referto strategiesforcombiningdata elementsinto metricsand for examining
relationshipsorchangesinmetrics. Thereisafundamentaldistinction

between “HR metrics” and “workforce analytics”. Metrics are data (numbers) that
reflectsomedetailabout givenoutcomes, e.g., successinrecruitingnew employees. These
metricsreflectcharacteristicsof the organization’sHR programs and activities. Analyticsrefer

to strategiesforcombiningdata elementsinto metricsand forexamining relationshipsor
changes in metrics.

2.7.1. Benchmarking

The Saratoga Institute’sbenchmarking effortswere the firstto developinformationon

standardHR metricsregardingtheuse and managementofhuman capital.
Benchmarking data is useful in that it provides insights into what is possible.

However,achallengeinusingHRmetricsas benchmarkdataisthatanorganization’s human
resource practicesand the useof itsHR staffreflectcurrentchallengesfacing thatorganization.
Asaresult,mostorganizationshaveanHRdepartment,butthe specificfunctionsperformed
bythesedepartmentsvary widelyacrossorganizations.

Consequently, direct comparisons of HR benchmarking data from one’s own
organizationto data from other organizations may not providerealisticguidelinesfor either
goalsettingorforecastingthepotentialeffectivenessofremedialactionsan organization
mightundertake.

2.7.2. DataMiningand “Big” data

Interestindata mininghuman capital information has beenonthe rise since the implementationof
integratedHRISand digitizedHRMprocesses.

Data mining refers to efforts to identify patterns that exist within data and that may
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identifyunrecognizedcausalmechanismsthatcanbeusedtoenhancedecisionmaking. To
identify these causal mechanisms, data mining uses correlation and multiple
regressionmethodstoidentifypatternsofrelationshipsinextremelylargedatasets.
Datamininghasanumberofimportantapplications,butthe caveatwithitsuseisthat itcan
also uncover spurious and nonsensical relationships (e.g., taller employees make better
leaders;olderemployeeshavelongertenures).

CurrentinterestinBigDatareflectseffortstoanalyzetheextremelylargedatasets created
by manytransactionsystems.Oftenthese datasetscan be manyterabytes(2°gigabytes)or
more.Manywebbasedapplicationsandtransactionsites,likethose generatedby
Amazon.com,Google,andmanysocialmediasitesgeneratelarge numbersof transactions.

EffortsinBig Data reflectattemptsto minethesevery large
datasetsforpatternsthatcanprovideadditioninsightformanagersaboutcustomer
preferencesorprocesscharacteristicsthat managerscan use todrivegreatersales, higher
customer satisfactionand reduce costs.

2.73. Predictive Analyses

Predictiveanalysisinvolvesattemptstodevelopmodelsoforganizational systemsthat canbe
usedtopredictfutureoutcomesand understandtheconsequencesof

hypothetical changesin organizations Forexample, ifthe organizationdiscovereda correlation
betweenemployeejobsatisfactionandturnover, HR could use thisdatato suggest
modificationstotheemployees’ worksituationortheirbenefits.

Efforts to developbalanced scorecards are examplesof elementarypredictive systems.
They involve identifying leading indicators of important organizational outcomes and
the nature of the relationships expected to lead to them. Engaging in efforts to test the
assumptions in these models over time can lead to enhancements in the quality of the
models’underlyingpredictiveanalyses, eitherbyidentifyingadditionalleading

indicators or better specifying the nature of the relationships between predictors and
outcomes.

2.74. Operational Experiments

Theevidence-basedmanagementmovementarguesthatmanagersshouldbasetheir
decisionsondatadrawnfromthe organizationandevidenceabouttheactual
functioningof itssystemsratherthan using personal philosophies oruntested personal
modelsorassumptionsabout “howthingswork.” Oneofthe mosteffectivemethods for
developing the evidence on which to base decisions is through operational
experiments conductedwithinthe organization.

Google usesoperationalexperimentstotestthe effectiveness ofthe ad words usedon itsWeb
site.Ratherthansimplyrelyingonintuitionor“expertjudgment”aboutwhich ad wordingis
more effective, it createsan experiment. ltconfiguresitssiteto alternate the presentationof
competingadtexttovisitorstoitssiteandthentracksthenumber of “click-through” onthe

adforaperiodoftime.Giventhelargenumberofdailyhits, Googlecangetobjectivedataon
theeffectivenessofthevariousadsinarelatively
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short time and then adopt the ad wording demonstrated to be most effective.
2.75. Workforce Modeling

Workforcemodelingattemptstounderstandhowanorganization’shumancapital needs
wouldchangeasafunctionofsomeexpectedchangeintheorganization’s environment.
Thischange may bea shiftin the demandfor the organization’sproduct, entryintoanew
market, divestitureofoneofthe organization’sbusinesses,ora pendingacquisitionofor
mergerwithanotherorganization.Thisprocessinvolves

establishing a human resource planning program.

2.76. StrategicRealignment

Strategicrealignmentinvolvesthesetofactivitiesmostcommonlyknowntodayas human
resource planning.These planningeffortsfocusonlong-termplansforneeded strategic
changesinthe organization. Strategicrealignmentalsoextendsthe use of HRM analytics to
planning for new situations and circumstances, i.e., mergers, acquisitions, divestitures,
orentriesintonewgeographicorproduct markets.

2.7.7. HRReporting

For individuals conducting metrics and analytics work, paying attention to the
capabilitiesandneeds of the targeted audienceis criticallyimportant. The information
reportedmustberelevanttotheissuesfacingthemanagerswhoreceiveit.Further, simply
providingnumberstomanagersisunlikelytobeof muchusetothemuntilthey can
understandthe meaning of theinformation fortheir decisionsituations.

HR metrics and analyticsinformationcanbe reportedin a numberof ways. Generally,a combination of
“push” and “pull” means of communicationwill work formost

organizations.Pushsystemslike email areexcellentforgettinginformationtodecision makers.
Pullsystemsareways of makinginformationavailable tomanagers sothatthey canaccessany
ofitatapointintimewhenitwillbe mostusefulfortheirdecision making, e.g., posting HR
metrics and analytics analyses and reports on internal company Websites.

IH

Please notethatthe primary objective of developingcapabilitiesin HR metrics and workforce
analyticsistoincreaseorganizationaleffectiveness.ltisnotsimplyto generateastaticmenu
ofHRmetricsreportsordashboards.Dashboardsarea componentofreporting.Dashboards
reflecteffortstoalignreal-timeanalysisof organizationaland HRprocessesas wellasan
increasedcapacity toaggregate

organizational data.

2.8. Global HRIS

Numerous organizations have shifted the responsibility of updating employee records from
human resource staff to the employees themselves. Self-service systems require less direct

managementand more technological oversightandsupport. Web-based
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HRISallowforglobal accessfortelecommutingandtravelingemployees. Common self-
service web-based HRIS applications include Personal Information, Banking Information,
BenefitsInquiriesandOpenEnrollment, Time Entryand Time Off,Cross Application Time
Entry, Travel Expenses, Electronic Pay-stubs, Organization Directory, EmploymentandSalary

Verification, TrainingOverviewandEnrollment,andChange Password.

HRIS containconfidentialandprivateinformation.Accessto private datamustbe controlled.
Organizations monitor and control confidential information through management

strategies, physicalsecurity,andinformationsecurity.

Management strategies: Oversight of computer use, user training, and inventories

of equipment.
Physical security: Controlled access to computerareas and secure housekeeping.

Information security: Passwords and locked hard drives, backup procedures, and

network safetyprecautions.

Local
Requirements

Leave & Payroll &
HR Portal Absense Benefit

\
\ . .
\ Organization .
Performance & Job Mgmt. Recruiting
\ Management
\
\
\ HR Database Internationa Learning &
\ Assignment Development
° [ Il | I

° Global HRIS

Designingglobal HRISischallengingdueto differentnationalregulations, standards, security
measures, and business cultures. Transnational business organizations must decide whether
their organization will create independent and unconnected systems in each country of

operationorlinktheentirecorporationunderasinglenetwork.
Transnational HRIS have to optimize compatibility, accessibility and timely data flow.
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Ultimately, strategy should dictate HRIS design and decisions. HRIS within
transnationalorganizationsoftenincludebothglobaldatafieldsandcountry
customization.Countrycustomizationis necessarywhennationalheadquarters

cannot agree about what information or data should be collected. Transnational HRIS
aretechnological challengesassystemsthat link multiple countriesrequire proper
networking technology, trained programming staff throughout the world, global legal
knowledge,andknowledge of cultural specificapproaches and uses of technology.
Despitethechallenges, effectiveglobal HRISimprovetheefficiencyandstrategic importance

ofhuman resources.
3. Employee Data Privacy and Protection

A HRIS contains highly sensitive data, including employees’ social security numbers, payroll
information, and even medical information. Information leaks and data breaches of the
HRIS can be detrimental toindividual employees and your organization as a whole. As
such, it is important to take steps to make sure that that information is as safe as
possible, from both internal and external threats.

The General Data Protection Regulation (GDPR) came into effect on 25th May 2018. It was
introduced to raise the bar on data privacy and ensure that personal information — data
that can be identified with a natural person —is secured and managed in a way that is
much more accountable and robust than in the past.

3.1. KeepHRdatasecure

TheGDPRrequires‘personaldata’tobe processedinamannerthatensuresits security.
Personaldatais defined as ‘anyinformationrelatingto anidentifiable person whocan be
directlyorindirectlyidentifiedinparticularbyreferencetoanidentifier’, and covers
paper files, spreadsheets and digital documents. The onus is on you as the data
controller to demonstrate, for example, that you know where the information is held,
why you collect it, how it is used and who has access to it, as well as have effective

systemsin place to secureit and report any data breaches.

Anotherconsiderationisthelocationofyourdata.The InformationCommissioner’s office
says that while the UK Government has already made it clear that they will allow UK
data to flow to the European Economic Area (EEA), in the event of a hard Brexit, the
converse is not true and recommends that British businesses review how they handle

personal data.

HR can store all your HR information ina single, secure online HR system. You’ll benefit

from advanced security at every level, from data encryption and role-based access to
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your HR system, to hosting in anywhere with Amazon Web Services (AWS) or Microsoft
Azure - the world-leaders in robust, secure Cloud-hosting.

Improve dataaccuracy

Under GDPR you are required to ensure that personal data is accurate and complete
and to put it right when it is not. This could be almost unmanageable if employees
can’tsee what datayou holdabout theminthe firstplace.The GDPR includesa best practice
recommendation that, where possible, organizations should be able to provide
remote access to a secure self-service system which would provide the individual

with directaccess to his or her information.

You can combines an easy-to-manage employee self-service with roles-based security
and approval workflows, so you can allow employees to check and update their own
information while stayingin control. You can configure HRIS to fit your own processes.
For example, to decide what information employees can be allowed to edit, whether
changesshouldbe approvedand bywhom, and wherelocal variationsmakesense.It’s an
effective —and secure —way of helping you with compliance, while simultaneously

delivering a service that makes life easier foremployees and their managers.

Manage data subjectrequests

Employees (and job candidates) have the right to request a copy of the data you hold
about them. GDPR requires that you respond to data subject requests

comprehensively and quickly and without charging (at least the first time).

By storing your HR data and documents in HRIS, you’llalwaysknowwhat information
you hold about each of your employees. Straightforward reporting and export to Excel
for HR administrators means you are better positioned to respond to data subject
requests, as wellasanotherrequirement of GDPR: the datasubject’sright totaketheir data

with them ina manageable, digital format.

Track employee consent

In an employment context, consent is not the most appropriate option for processing
most employee data. However, there may be occasions when you will need to obtain
consent. For example, when collecting and storing information about employees that
is not obviously needed to run your organization, like tracking movements through
remote control technologies, or passing employee information on to a third party for
marketing purposes.

With a comprehensive HRIS, you can easily generate personalized communications
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3.5.

3.6.

with e-signatures and track when (and whether) employees have consented. Other
important GDPR-related communications, such as updates to your company privacy
statements, employment contracts, or data protection policies can be managed and
tracked in the same way. As everythingis stored centrally, it'seasierforyoutosee when
documents are missing or when you may need to refresh consent, and employees can
check back at anytime to see what they agreed to.

Simplify datadeletion

Once you no longer need personal data for the purpose for which it was collected, data
protection legislation says it should be deleted unless you have other grounds for
retaining it. These could be for legislative reasons, or if discarding the data too soon
would disadvantage your business. To make matters more complicated, the GDPR
expressly authorizes individual member states to implement more specific rules in
respect of the processing of HR-related personal data. That mean it is important to
follow national law developments, in addition to more generic GDPR requirements,

and adjust your policies to match.

An important first step is to understand what employee data you hold and why. For
example, is it necessary for compliance with a legal obligation, or for the
establishment, exercise or defense of legal claims? This will help to inform the basis
and timeframe for retaining or deleting data and provide a template against which you

can review and delete the employee information you hold.

HRIS may include functionality that allows HR teamsto set up policies that automate
thisprocess,soyou’relesslikelytoretaindatathatcouldbreachtheregulation.For
example, a policy could be defined that deletes some information at the time an
employee leaves, and then deletes or anonymizes other data, such as information
relating to pay, working hours, performance or disciplinaries, when the relevant period
relating to statutory requirements has elapsed.

Builda culture of privacy

Data-compliance is a company-wide issues, so ensuring that your employees receive
appropriate training is part of the solution. With HRIS, you can easily review employee
roles and responsibilities, allocate them to appropriate training activities, and set up
notifications to trigger a reminder when training or certification is up for renewal or
should be refreshed.
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And, with the integrated onboarding and performance modules, you can embed data
security best-practice and discussions around GDPR compliance into new joiner
processes and employee appraisals, so you can ensure it becomes part of your
organization’sDNA.Whateveryour approach, it isimportant that both a regular review
process and methodical cleansing of HR databases (and paper-based records) is in
place.

Keepemployeesinformed

The GDPR regulations require you provide much more information to employees about
how (and why) you use, manage and secure their data, and the rights they have over
that data. Some of this is better managed through one-to-one communications,
especially when tracking or consent is required. However, there is also an argument for
embedding your privacy statements in your HR system, or creating an information hub

that’s always on and always available.

HRIS can provide the option to upload privacy statements to the employee home page,
generate and track personalized documents for e-signature, and create dedicated
workplaces targeted at different groups of employees if required. For example, to
address country-specific requirements.

The portal manager, or managers (who can be anyone you nominate) will be able to
upload relevant documentation, include links to relevant third-party sites, post
updates with notifications if required, and provide a question and answers forum for
employees.It’saneasywaytoensureGDPRvisibilityandkeepcomplianceissuestop of the

agenda.
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