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Introduction

As a purchaser of the GPHR certification workbook serials, you have access to the
www.ihrci.orglearning system. The system contains Glossary that provides a search box and
a description of the keyterms in HR. Also, the system consists of over 1,000 practice exam
guestions and answers with explanationsin our database including pre-test, review-test, and
post-test:

Pre-test: |t contains the same percentage of questions from each content area. Participants
can take a pre-test of that module to access their conceptual understanding of that specific
area of the GPHR Body of Knowledge. When the pre-testis completed, an overall correct
percentage is provided along with the number and percentage of questions answered
correctly. The answers with explanations toindividual questions are al so provided. Our
systemallows users to save the results of the pre-testsothat they can improve upon that
later.

Review-test: Every review test contains questions with explanations which help to
understand the concepts of that particular knowledge areafor each section of the study
workbook. Once you successfully finish reviewing forone section textin the workbook; you
naturally get access to the nextsection. Every new section helps construct on the earlier
concepts learntin the previous knowledge areas. Please do step-wise study forall the
knowledge areas.

Post-test: Once you complete with all the knowledge areas, have a post-test through the full
length simulated practice tests under the same testing conditions as the actual exams. With
165 questionscovered duringthe 3 hours test. These testsare designedto help youget the
feel of the final GPHR Exam, with similarformat and question types. Practice till you are near
to 80% correct answersin the post-test. This helped youinunderstandingareas where you
have improved since the last testas well as list down topics for which you needed more
revision.

Access to the learning systemisvalid for twelve (12) months from the date of purchase to
cover two test windows. Each practice for the pre-test, review-test, and post-test may be
taken as many times as you would like within the 12 months. Access to these practice exams
is foryour individual use; youraccount is not to be shared with others. Your use of the online
practice exams signifies youracknowledgment of an agreement to these terms.

This workbook is not a textbook. These materialsinclude workbooks and practice exams are
intendedforuse as an aid to preparation for the GPHR Certification Exam conducted by the
HR Certification Institute. By using all of the preparation materials, you will be well-versedin
the five key functional areas that make up the HR Certification Institute GPHRbody of
knowledge. Studying these materials does not guarantee, however, that you will pass the
exam. These workbooks are not to be considered legal or professional advice.
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Part One: Global Talent Acquisition
1. Global Talent Challenges

Global talent managementis the standard human resource department practices and
functions; and inthe international context the term global talent managementis used
interchangeably with international human resource management (IHRM). Global talent
managementis 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 consistentfor the strategicdirections of the multinational
enterprise to serve the objectives of multiple stakeholders.

According to “Global Talent Management Literature Review” by SHRM foundation, there
are four driversthat 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 mobilize talent.

1.1. Shortage of Talented Workers

There is considerable evidence that shows organization worldwide are having
difficulty finding the right talent, which affects a wide variety of positionsin many
regions and countries of the world. Organizations are usingseveral strategiesto
manage the talentshortagesincludingemployee trainingand development and
aggressive recruiting strategies. The World Economic Forum and the Boston
Consulting Group (2011) study recommends taking a systematic approach to

managing global talent risk and suggest several responses by multinational firms:
1.1.1. Introduce strategicworkforce planning(e.g., determine future talent gaps).
1.1.2. Ease migration (e.g., attract talentfrom a global labor pool).

1.1.3. Fosterbrain circulation (e.g., reduce brain drain by encouraging studentsand
professionalstoreturnhome).

1.1.4. Increase employability (e.g., increase the skills levels of both the current and

future workforce).

1.1.5. Develop atalent “trellis” (e.g., offer multiple developmental and career
pathways).

1.1.6. Encourage temporary and virtual mobility (e.g., access required skills from any

location.
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1.1.7. Extend the pool (e.g., attract skill sets of women, older professionals etc.).
Changing Demographics

Several studies show that there is little doubt that world demographics are changing.
Populationinthe developed economiesis shrinkingand becomingolderwhile the
size of population of much of the developing economiesis expandingand getting
younger. One implication of these demographic changes isthe creation of various
generations of employees: generation X, baby boomers, generation Y or millennials.
Simultaneously managing mature workers or an aging populationand younger
workersisa challenge forthe talent management function. The mature workers are
likelytolive longer (increasinglife expectancy), retire at laterage (there are
increasing pressuresin most countries to raise the retirementage), and when they do
retire, they likely will take theirtacitknowledge with them. Hence, knowledge
transfer or extraction fromthis generationisa keyissue facinghuman resource
practitioners. In addition, developing policies and practices to manage stereotypical
beliefsand negative biases towards mature workersis an important challenge facing
human resource practitioners. Itis important to point out that the categorical terms
such as Baby Boomer, and Gen X and Y are predominantly influenced by ideology
from the United States. Different countries have different generational
classifications based on their historical and social events.

Similarto the aging population, managing the millennial isalso challenging forglobal
talentmanagement. It is important to understand the work related characte ristics of

this group that include:
e Low loyalty (and engagementlevels) towards employers.
e  Most likelytovoluntary leave when economicconditionsimprove.

e Considerlearningand developmentasthe most essential benefitfrom

employers.
) Look for a good work/life balance.
e  Preferto communicate electronically at work than face-to-face.
e  (Career progressionisimportant.
e  Attractedto organizationsthat focus on corporate social responsibility.
e  Stronginterestinworkingoverseas.

e  Comfortable working with older generations.
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1.3.

The millennial generation of workersinthe developing economiesand countriesin
the southern hemisphere provide additional challenges tothe talent management
function. They seemto lack the necessary skillsand competencies needed to meet
the job requirementsintoday’s global organizations. There are several reasons why
this generationisnot able to develop the necessary skills and competenciesincluding
political instability, poor or uneven quality of formal educational systems, barriers to
entry in certain careers, and lack of career development programs. An important
challenge forglobal talent managementin organizations, therefore, is to find ways to

develop the skillsand competencies of young people livingin developing countries.
Changing Attitude toward Work and Structure of Work

Attitude towards work are changing dramatically in some countries. Traditionally
employeesrotated through a set of jobs or positions with an occupation or a
company, lateral and/or horizontal movement (e.g., job mobility) was within the
employerorganization, and the employerinvested considerableresourcesin training
and developingemployees. Inreturn, the employees displayed loyalty to their
employerand expected continued job security. The picture now is very different.
Workers are frequently changingjobs or movingacross employersand occupations,
are taking major responsibility to manage theirown careers, and assume little orno
job security, regardless of performance. Employee loyalty seemstobe verylow, or

as some would say employee loyalty seemsto be dead.

From a talent management perspective the consensusis that the structure of work
will continue to change creating more challengesfororganizations to retain talent.
Recentstudies provide interesting trends with respect to the future of work. Some
of the trendsinclude virtual teams (e.g., employees will interact with each other
using technology) social networks (e.g., employees will have access to several
potential employers), flexible work hours (e.g., employees will have more control
over theirwork schedules), remote workstations (e.g., employees will work for
companiesthat are geographically distant), contingent workers (e.g., employees will
work for multiple organizations), and more dependence on mobile technology (e.g.,
the increasing use of smart phonesand tablets). These trendssuggest the talent of
the future will be working for multiple employers, will be well connected (socially and
professionally) with avariety of organizations, and will be willingto move from one
job to another and one career to another. In addition, these characteristics are more
likely to change the employee-employerrelationship makingit more difficult for
organizations to manage the talent management process as attracting, retaining,

developing, and mobilizingtalent.
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1.4. Country Culture Differences

Country culture an important role ininternational human resource management.
Country culture can have a direct or indirect effect on how human resource
management policies and practices are designed, how they work together, and how
theyinfluence employee behaviorand performance both at the individual and
organizational levels. Animportant discussionininternational human resource
managementis on the issue of convergence/divergence of human resource practices
across cultures, regions, and countries. Convergence means that human resource
management policies and practices are similaracross countriesand culturesand
divergence meansthat human resource management practices are differentacross
countriesand cultures. Evidence thus far is mixed. Certain human management
practices converge, some do not, and it depends on the context. For instance, it could
be argued that there is more convergence at the more general policy level (e.g., all
employees need certain amount of developmentregardless of culture) and more
divergence atthe more specificpractice orimplementationlevel (e.g., the specific
practice used to develop talented employees will vary with the culture).

2. Global Talent Acquisition

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

So what is the difference between recruitingand talent acquisition? Some has

commentedthat it was just simply changing a title to be in tune with the current practices
as there isnot much improvementin the process.

This new concept of “Talent Acquisition” is an ongoing holisticcycle of processes related
to attracting, sourcing, recruiting, and hiring (or placing) employeeswithinan
organization. It involves employer branding, outreach, networking and relationship

building with potential candidate communities to continually build and enhance the talent
pool foran organization.

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

Now with talentacquisition, itis about recruitmentand marketing - building relationships,
creating brand awareness and communicating your company culture and valuesto the
world and thereby building up the interest of potential candidatestojoin your

organization! Thistalentacquisitiontechnique can be leverage by adopting social
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networkingand mobile recruitingtools.

Fora comprehensive and effectivetalentacquisitions 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. Recruitingisa subset of TA, and
includesthe activities of attracting, sourcing, screening, selecting, and hiring. In some
organizations this extendsto the early stages of onboarding, which then becomesa
shared responsibility between HRand the hiring manager, with support from the learning
organization. Talent acquisition, as defined by Deloitte, is —"a strategic approach to
identifying, attractingand on boardingtop talent to efficiently and effectively meet
dynamic business needs”. Talent acquisitionincludes recruiting, butit is inclusive of other
strategicelements as follows:

yer Branding

o Q ()
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Source: Erickson, R. (2012). The evolution of Talent Acquisition, Newsletter, Bersin by

Delloitte Research.

Talent Acquisition Planning & Strategy — ensures business alignment, examines workforce
plans, requiresan 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 withinthese 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’s image, organizational culture, key differentiators, reputation, and products and
services. Employmentbranding 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 audiencesin which
an organization needs to source for specificroles. Differentsourcingstrategiesshould

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 maintainingrelationships forthose candidates not
selected.

Metrics & Analytics — is the continuous tracking and use of key metricsto drive

continuousimprovementandto make betterrecruitmentdecisions, to ultimately improve
the quality of hire.

For a comprehensive and effectivetalent 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 getshired. Theirsearch process is skewedto producing results rapidly since
the more time spentthe less profitable the mandate.

2.2.1. Contingency search firm

Contingency recruiters typically work with a large number of job openings, and, usinga
database of known candidates, look for matches on paper and send those candidates’
resumes—as many as possible—to clientsforpossible 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 theirclient. Recruiters working on this basis often have to
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compete with the client’sinternal HR department, advertising, directapplicants and
typically one or more otherrecruitment companies.

The trick here isto represent the best candidate or candidates and to do this fasterthan
the other channels. If forinstance, the vacancy is hard to fill, chances are there will only
be a few candidates out there qualified forthe position. Gettingto these before everyone
elseisvital for the successful no win, no fee recruiter.

2.2.2. Retained search recruiter

The retained search recruiteron the other hand maintains exhaustive databases of
candidates, cultivates contact in sectorsin 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 clientto conduct a search. They will operate on
an exclusive basis meaningthe job will only be filled through this recruitment company.
These recruiters work very closely with theirclientand will take theirtime and use an
agreed methodology to find the best personfor the job. The process is usually rigorous
with a shortlist of anything from three to ten names being presented before interviews
commence. In a perfectworld, the retained recruiter will be able to presentfive
candidates with the ideal skills, location, salary, etc. and all the clienthas to do is pick the
one theylike the most.

A retained recruitmentassignment doesn’t come cheap; the clientwill expectto pay up to
30-50% of the projected firstannual salary of the successful candidate. Companies will
requesta retained search whenthey are lookingto 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 recruitertakestheirtime 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
candidatesto increase the odds of making a placement.

Anotherdifferenceisthat the retained recruiterhas 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 clientwhere 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 employertransfersall or part of its recruitment
processesto an external service provider. An RPO providercan provide itsown or may
assume the company’s staff, technology, methodologies and reporting. In all cases, RPO
differs greatly from providers such as staffingcompanies and contingent/ retained search
providersinthat itassumes ownership of the design and management of the recruitment
process and the responsibility of results.

Historically, RPO provided high-volume hiring for large organizations at a lower cost
compared to other recruiting options. However, RPO has evolved overthe last few years
to become a flexiblestrategictalent 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 solutionto theirrecruiting. Unlike other
outsourced recruiting models, recruitment process outsourcing is a strategic partnership
that brings additional value-added benefits, including:

2.3.1. Analysisand planning

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 necessaryresources to respond to these needs, which help achieve those business
goals.

2.3.2. Extensive job marketing

RPO providers market clientjobs through job boards, social media, referrals, and
networkingto drive candidate exposure tojobs and employerbrand (a major
differentiator from staffing solutions).

2.3.3. Sourcingand engagingtalent

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

2.3.4. Candidate assessments
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RPO providers assess candidates, guide them through the beginningof the recruitment
process, and make sure they have the core skills, competencies, and motivatorsto do the
job.

2.3.5. Candidate care

Managing the candidate experienceis veryimportantas it reflects on your employer
brand. RPO providers help clients take care of the candidates and manage their
experience, whetherthey are beinginterviewed, hired, or considered forthe job.

2.3.6 RPO engagements

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

. On-Demand RPO: A contract-based engagement with a qualified providerthatknows
the company, their messaging, theirprocessesand the resultsthey need. The
contract specifiesadefined number of roleswithina defined period of time.

. Function-Based RPO: The RPO providertakes a piece of the company’s recruiting
needs entirely off the company’s plate (e.g., the IT departmentor an entire division

of the organization).

. Full RPO: When the RPO vendor providesa company’s entire internal recruiting
functionincludingaccess to the provider’s full breadth of resources.

3. Global Recruiting

As competition fortalentincreases, it is increasingly importantforinternational
organizationsto build recruitment strategies that are consistent across the globe. Surveys
foundthat 70% of employers say sourcing foreign workersisvery or extremelyimportant
to their talentacquisition strategy. But when recruiting globally, issues from culture to

cost require careful planning for businesses of all types.
3.1. Global Recruiting Process

International recruiting holds by the same recruiting best practices that you use
domestically. However, it may be even more important to understand the leversand
processesthat ensure success when recruitinginternationally.
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Sourcing Operations Recruiting

Global Recruiting Processes and Levers
Source: Aon Hewitt
3.1.1. Sourcing

Global HR should leverage innovative technologies, savvy marketanalysis, and
targeted outreach strategies to attract the bestavailable talent. The specialized
expertise includes:

Market research and analytics

Social mediaand diversity strategies

e  Postingsand ad placement

° Data miningand resume screening

e  Ongoingpipeline creationand campaign development
e Directrecruitment

3.1.2. Operations

Global HR should ensure the hiring process is smooth and efficient and takes over the

talent management process, focusingon:

e Digital/online assessment support
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e Interviewschedulingand coordination
e  Offerprocessand onboarding
e  Background/medical processing

e Application/requisition disposition

Data entryand reporting
3.1.3. Recruiting

Global HR should ensure powerful matches and positive experiences and specialize in
connectingline managers with the right candidatesand sellingourcompany as a
premieremploymentdestination. The expertise will be:

e  Pipeline management
e  Requisition management

. Candidate submissions and feedback

3.2. Global Recruiting Strategy

A global recruiting strategy can strengthena global brand, expand the talent pool and
support standardized, cost-efficient processes and better candidate experiences.

When it comes to recruitingacross borders, a global strategy and fosteringa shared
vision of success among organization stakeholders can help companies understand
the talentthey have and secure the new talentthey need. Regardless of location,
employersare discovering that appropriately skilled talentis ascarce resource,
particularly when expanding global operations.

Compoundingthe talentchallenge, individuals are more mobile and have choices of
how, where and when they want to work. This makes it difficult foremployerstofind

the right talentwhere and when they needit.

Further, global program success requires a long-term business strategy, not justa
tactical approach. This entails transitioningfrom a reactive approach to filling
positionsto a proactive approach that reorganizesand developstalentto meet
businessrequirements. There are several tactics as following:

3.2.1. Think Local, Act Global

In a world short on resources, companies must understand the full complement of

talent within the organization and how to optimize the global talent pool.
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Organizations cannot have local labor knowledge forall of the marketsthey want to
enter, and talent may be in a differentregionthan where it is needed.

Organizations need to be flexible to respond to business changes; volume and hiring
needsacross regions will differ. Aligning talent strategy globally canincrease an
organization’s ability to understand global labor markets, conduct effective talent
reviews and succession planning and be cost efficient. However, fora long-term
recruiting program to be successful, it is critical to build the appropriate foundation
and secure support from global leadership. A shared understanding of program

objectives, scope and goals alsois critical.

There are opportunities forstandardization across the entire organization, but the
challenge is gainingtransparency across all operations. Organizations with a single,
globally deployed system can provide the HR or managementteam with a holistic
view of the workforce.

3.2.2. Strikingthe RightBalance

Achievinga fixed and flexible model that meetslocal requirements and supportsa
global strategy isan ideal end state. Elements such as brand standard, definitions and
reporting will be the same across all locations. A global applicant tracking systemalso
will be a fixed componenttoincrease transparency and ensure the organization has
access to valuable businessintelligence. Other elements can be more flexible, such as
the candidate recruiting environment or how open positions are advertised.

As organizations expand, mastering the nuances of recruitinglocally can be
challenging. Insome cases, local hiring managers may be hesitantto embrace new
recruiting processes due to fear of losing control. However, moving from
decentralized talentacquisition functions run by geographicregions to more
centralized talent acquisition with global standards and reportingis along-term
strategicchoice. However, itis managed, successful global recruiting programs have

four elementsincommon to ensure alignment with business requirements.
3.2.3. Designaframework

Thinking globally and acting locally can provide a project framework to meetthe
organization’s needs for standardization and flexibility around brand standards,
technology and compliance.

Allow forlocal requirements. Forexample, space used for interviews canvary insome
cultures. Other culturesinvolve the whole familyin the interview and recruiting
process — not justthe candidate. Processes also need to accommodate these
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Recruiting knowledge and requirements also mature differently around the world.
Talent managers in emerging markets may not have access to the same recruiting best
practices and information available inthose advanced countries.

Also, considerlocal systemrequirements for data privacy and data sharing for
technology-based applicant tracking. A trusted adviser can support program
developmentthat fits varying geographical requirements.

3.2.4. Deployinphases

Successful deployment of a global recruitment strategy requires careful attention and
execution. Deploymentisbestdone in measured phases. A kickoff meeting before
deploymentcan reinforce shared understanding of scope, rules and processes. This
keeps everyone currenton where things stand, where they are headed and when

changes will occur.

Rather than fully deployingat once, a piloted approach and monitoringthe process
can helpensure successful rollout across regions. As each location goes live, monitor
solutions closely, allow fora learning curve and prepare to make adjustments.

3.2.5. Findingthe Right Talent

Achievingglobal recruiting success depends on the right balance betweenlocal and
global processesand creatingalignment of key stakeholders onthe programs’
business goalsand objectives. Italso requires standardized processes, compliance
support and committed resources to meetgoals.

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

win the war fortalent.
3.3. Alternative Work Arrangements

In global competitive landscape where skilled talentisin high demand, many
candidatesare in a position to negotiate alternative work arrangements. As a result, a
growing number of companies are taking advantage of technological advancements

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

A job share arrangementis a full-time job splitbetween two individuals, each with
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responsibility for the success of the total job. Job sharing allows two staff members to
share the responsibilities of one full-time position, typically with prorated salary and
paid time off. Creative and innovative schedules can be designed to meetthe needs of
the job sharers and the department. Job-sharing arrangements can be 50/50, 60/40

or any similarcombination. The schedules may also overlap as needed or desired.
3.3.2. Flexible work schedule

A flexiblework schedule allows employees alevel of autonomy to create theirown
schedulesand find a work-life balance that works for them. Rather than a traditional,
40 hour nine-to-five work week, aflexible schedule allows employees to vary the
timesthey beginand end theirwork day. There is still structure to a flexible work
schedule:employees mustwork a certain number of hours, or come up with an

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

Telecommuting—also known as working from home (WFH), working remotely, or e-
commuting—isa work arrangement in which the employee works outside the office.
Impressive thoughit sounds, telecommutingisn'ta catch-all solution. Activities that
require face-to-face contact, equipment handling, or some sort of physical presence
don't lend themselves well toremote environments. Asarule of thumb, remote-

friendly work fallsinto two categories: It's online, and/orit's independent.
3.3.4. Remote work

Remote work implies thatthe worker lives outside of the geographicarea of the
company’s main headquarters or office. Telecommutingand telework can mean that
there may (or may not) be some on-site work being done by the worker. And these
days, not all work done at a distance is done from home —workers may opt to sit with
a laptop at a coffee shop, coworking space, or an airport lounge if they’re a digital
nomad. So while “work from home” isa common phrase, it might not actually be
accurate in terms of describing exactly where people are really working.

3.3.5. Virtual teams

A virtual team is a dispersed team which can be scattered across a range of
geographical locations, which resultsin them communicatinglargely overvirtual
platforms— video conferencing, Work OS platforms, chat messengers, and more.
Dependingon the objective, lifecycle and team members, the type of virtual team
thatis relevant foryou and your goals can vary. You can findthe 5 most common
types of virtual teams below.
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3.4.

e  Networked teams are a workforce made up of varying positions that come
togetherunder a common goal. Participation can be fluid, with membersleaving
once theircontributionis done and joiningwhen needed. This type of virtual
team is common in consulting and technology firms.

e  Parallel teams are formed within an organization, with the goal of problem
solving. These teams are common in industries such as research and
developmentorinnovation. A goal of forming Parallel teamsis removing
groupthink and developingcreative solutions to pressing problems.

e  Product development teams are brought togethervirtually, oftenfromaround
the world, to share theirexpertise underthe shared goal to create a new product
or project. The size of the team and lifespan depends on the scope of the

project.

e  Service teams are made up of international members, which coverdifferenttime
zones. Common in customerservice, this would mean a representative finishing
theirshiftin Asia, as someone in the US begins — followingthe sun.

e  Action teams are formedto handle a specificsituation and are dismantled after
the situation passes. The lifespan of action teams are usually short and are
meant to handle immediate problems.

3.3.6. Cross boarder commuting

Cross-border commuting isa type of mobility where employees workinanother
member state without movingtheir residence to that particular country. It is
understood as repeat movement of the same person across national borderson a
regular basis.

Contingentemployment

Today, this segment of the workforce has gone mainstream, and it needs to be
managed strategically. Given growing skills shortages and the low birth rate in many
countries, leveragingand managing “alternative” workforces will become essential to
business growthin the yearsahead. When thereis a need for additional or
replacement employees, afirm may explore alternatives to recruiting. Recruitment
costs can be high. Moreover, once employeesare placed on the payroll, they may be
difficulttoremove, evenif their performance is marginal. Consequently, an
organizationiswell advised to consideralternativestoadding full -time staff members.

There are some viable options of leveraging nonemployees asfollows:

3.4.1. Independent contractors
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An independent contractor (sometime called freelance) isaperson or a business that
performs services, produces outcomes, or produces products for a business under a
written orimplied agreement or contract. The independent contractoris not subject
to the client's control or direction. Most contracts specify that a contractor isnot an
employee and, as such, is not eligible forany benefits, perks, or privileges an
employermight provide foremployees.

3.4.2. Third party contractors

Third party contractors include any person or entity other than Contractor, its
Affiliates orits Subcontractors who providesservicesin connection with the Project
that are not within the Scope of Work and do not constitute Work under this
Agreement, pursuantto an agreement (each a "Third Party Contract") with Owner.

3.4.3. Employed Consultants

Employed consultants are a hybrid of permanentworkersand contractors — offering
organizations a skilled workerwho’s permanently employed by us, and ready to work

in interim or project positions.
3.4.4. Co-employment

Co-employmentisthe contractual allocation and sharing of certain employer
responsibilities between a professional employer organization (PEO) and client. Co-
employmentisthe business model used by PEOs—amongother things, it gives client
companiesaccess to a broader spectrum of employee benefit plans, shares a variety
of employerrisk, and shifts fiduciary liability of pension plans to the PEO.

A PEO—sometimesreferredtoas an employee leasingcompany —isahuman
resources company that is contracted by employers to take over certain
administrative functions, such as payroll, taxes, and employee be nefits. The PEO
assumes some of the administrative burden of beingan employerand that allows the

clients to have a sharper focus on theirbusiness.
3.4.5. Jointemployment

If two or more companies exercise some control overthe work or working conditions
of an employee, those companies may all be considered tobe “jointemployers”. A
company will be deemed a “joint employer” with another company if it has “direct

III

and immediate control” over another company’s employees. The factors that are
consideredin making this determination are whetherthe company that is receiving
the benefitof the employees’ work (evenif those employees are technically on

another company’s payroll) (i) hires or otherwise selects the workers, or has input
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intothe selection process; (ii) pays the workers or determines their compensation; (iii)
directsthe workers’ day to day activities, sets schedules orsupervises performance;
or (iv) has the authority to discipline the workers, enforce workplace rules or
terminate the workers’ employment.

3.4.6. Advantages and Disadvantages of Contingent Employment
Advantages

e  Cost Savings — Most obviously, the use of contingent workforce, particularly to
offset peak business volume times, helps an employeravoid hiringto
accommodate busy periodsonly to wind up overstaffed when business reverts to
regular levels. Further, contingent workers typically get their benefits such as
vacation time, holiday pay, sick leave, and health insurance from the staffing
supplier, soyour company doesn’t have to absorb those costs. Moreover, when
you engage independent contractors you avoid withholding payroll taxes, paying

social security and Medicare taxes, and unemployment contributions.

e  Eased Administrative Burden —When you engage contingent workforce,
administrative burdens such as routine employment documentation and other
administrative tasks are handled by the staffing supplierand/or managed
services provider. You also eliminate the time-consuming tasks associated with
seekingand reviewingemployment applications, interviewing job candidates,
and preparing tax-withholding forms. Qutsourcing these activities gives your

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

e Improved Recruiting Capabilities —Contingent workforce can be very useful as a
sourcing tool, enabling your company to evaluate a worker’s performance on the
job as a temp. The top performers can be offered full-time positions afterbeing
testedinreal-life conditions. Engaging a contingent worker permitsyou to “try
before youbuy,” learningif a worker holds the skills, work ethic, and attitude you

seekin your full-time hires.
Disadvantages

e Training Difficulties—It can be challengingto provide extensive training to
contingentlabor, particularly when workers are engaged to address times of
extreme businessvolume. Even when peak seasonality is not the reasonfor
engaging contract labor, training for contingentsis often different than that for
full-time employees, particularly whenthere is sensitive intellectual property to

protect.
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e Transiency and Dependability Issues —Contingent workers are sometimes
perceived (rightly orwrongly) as less dependable. The implicationis that a temp
workeris more inclinedtoleave theirtemporary assignment when a full-time

offerpresentsitself, which can leave the employerin the lurch.

e Legal and Compliance Issues— Numerous high profile worker classification cases
have seen employers onthe hook for significant fines for misclassification, co-
employmentand joint-employment related claims. Managing a contingent
workforce requires an HR practitionerto be well-versed in the often complex and
conflictingrules and regulations for utilizingnon-employee labor. Some
evidences prove thatthere isa significantriskif the contingent workforce isn’t
properly classified (misclassified), adding alayer of complexity to the choice of
whetheror not to use contingentlabor. Thus, one of the most significantrisksis
the possibility of misclassification lawsuits alleging that workers should have
beenclassified as “employees,” and are now owed benefitsand other back pay.

While there are many benefitstoa contingent workforce, companies mustalso
be aware of the risks. Widespread use of contingent workersto performjob
functions similarto full-time employees may lead to workertensionsand a
decreased sense of security. High turnovercan increase training costs, add
inefficiencies, and create knowledge gaps — for instance, if a temporary workeris
put in charge of a segment of work and the assignment ends withoutan effective

transition.

4. Global Talent Sourcing

For the mid-market company that is expandinginternationally — whetherforthe first
time or into uncharted territory — identifying the right talent can be a challenge. In an
Ernst & Young study of C-level and other executivesin rapid-growth markets, 30 percent
of respondentsreported the need for a strategichiring process in international markets.
Intensifyingthe problem, accordingto the same study, is a self-reported knowledgegapin
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

e market for the talent pool

PooI of local talent with the right skill sets for the entering market

2.ldentifying a pool of viable talent with candidate profiles
Access both hard and soft skills necessary for a particular position

3.Sourcing candidates through your relationships
Begin to search, whether through networking, partnership or a search firm

4.Diving Deep for your right talents

Processinterviewing and reference checks for the global talents

Cultural sensitivity as well as job skills

Strategic Approach to Hiring Talent Globally

Source: Chiefexecutive.net

A strategicapproach to hiringtalent globally starts with answeringa 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 adeeperdive to determine the suitability of finalists not

onlyto the position for which they are being considered but to the culture in which they
will be operating.

4.1. Assessingthe market for the talent pool

Is your organization goinginto a market in which your industryis already established?
If so, there may be a local talent pool to draw from. However, keepin mind a recent
McKinsey & Company report, “Perspectives on Global Organizations,” which cites that
companiesentering emerging marketstend to face fierce competition fora small pool
of local talent with the right skill sets. If that provesto be the case, or your company
is thefirst inyour industry to entera particular market, you will likely have tobring in
talentlook forsuitable candidates both in-house (at headquarters or otherwise) as

well as new hires.
4.2. Identifyinga pool of viable talent with candidate profiles

The firststepin identifying a pool of viable talentis to create a candidate profile. This
profile willemerge from answers to a range of questions designed to access both
hard and soft skills necessary for a particular position. Amongthe questionsto
include:



4.3.

4.4,

27

4.2.1. How crucial is experience in marketversusindustry or product knowledge?
4.2.2. Must the candidate have lived and worked in another country in the past?
4.2.3. Isin-marketlanguage a requirement?

4.2.4. |s the candidate capable of adjustinghis or her style to meetthe needsof a
new environment?

4.2.5. Ifforeign-born, how likelyis the candidate to gain the trust of the people of the

country to which he or she is moving?

These questions, augmented by others specificto the company and position, will
shrink the candidate pool and will help determine whatit will mean, withinyour
organization, to be a successful global executive.

Sourcing candidates through your relationships

Once your candidate profile is established, the search can begin, whetherthrough
networking, partnership or a search firm. In sourcing candidates through networking,
determine what relationships you might have in the market. Consultyour own
Rolodex and with peersfor recommendations. Also, consider creating partnerships or
jointventures that might resultin referrals. Do targeted research to find out whether
other industries are operatingin the market that might have people with skills that

would transferto your industry.
Diving Deep for your right talents

With the field narrowed to a selection of viable candidates, the process of
interviewing and reference checks forglobal talentrequires a deeperdive. You will
needto determine whetherthe candidate has not only resume skills and experience
butis intellectually and rationally able to succeed for the company in a specificnew
environment. Amongthe in-depth questions to ask of potential hiresand their

references:

4.4.1. Can the candidate work withina foreign culture where it takes times to build

trust?

4.4.2. Can the candidate change his or her style to meetthe needs of a new
environment?

4.4.3. Will he or she be willingto move a family to another country?

4.4.4. Can the candidate be culturally sensitive?
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4.4.5. Will the candidate make a successful transition?

In addition, ask the candidate for examples of past mistakes and what he or she
learned from them. In gauging a candidate’sresponse tothese interview questions,
look for character traits and past experiences thatindicate adaptability and patie nce.
The successful transitionto a new marketwill require a great deal of both. In Asian
markets where expansionis taking place, for instance, expats too often fail because
they do not take the time to study longstanding cultural, political and socioeconomic
factors of their host country.

5. Global Employer Branding

One of the greatest challengesfacing global companiesright now s their ability to exploit
synergiesand efficiencies intheirglobal talent acquisition and retention programs. When
considered with the fact we are about to enteran era of unparalleled talent scarcity
around the world, global employerbrandingis set to become one of the most critical roles
inside global companies. Then, what is the “Global EmployerBranding”?

5.1. Definition of Global EmployerBranding

Itis the process of positioningan organization as an "employer of choice" in the
workforce market. An employerbrand createsan image that makes people wantto
work for and stay working for the organization. An organizational value proposition of
employeesisthe foundation of employerbranding.

5.2. Branding Techniques

Employerbranding uses the same marketing, communications, and performance
technology used to market products and servicesto create an image of what itis like
to work at the company. Firms typically use the followingtechniques, collectively or
in a selective manner:

5.2.1. The corporate Web site

5.2.2. Media ads (e.g., print, television, radio)

5.2.3. Collateral materials (e.g., brochures)

5.2.4. Marketing campaigns

5.2.5. Representation of the company at job fairs, campuses, etc.
5.2.6. Community events, sponsorships, and CSR, etc.

5.2.7. Continuousrecruitingto keepvisible inthe labor market.
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5.3. Employee Value Proposition (EVP) is the Foundation of EmployerBranding

An EVP answers the question, why would a talented person want to work for the
organization. The EVP must be aligned with the organizational strategicplan, vision,
mission, and values and create an image that attracts and retains people. Further, it
must provide an accurate picture of employmentforemployeesand candidates. Any
inconsistenciesinthe work environment can erode the credibility of a branding

strategy.

An EVP should promote the tangible and intangible benefits that people derive from
workingthere. Many people are attracted to work forinternational NGOs or other

nonprofits because they wantto make a difference.

To create a global Employee Value Proposition can build on the principles of
corporate brand to further differentiate the companyinan increasingly competitive
talent marketplace. This included identifying:

5.3.1. Anydifferentapproaches needed to attract and retain differenttalent

segments and what those differences should be.

5.3.2. Priority areas for change in order to maintain and improve engagement of key

talent.
5.3.3. The messagesto use to attract differenttalentgroupsindifferentcountries.
5.4. EmployerBrand Framework

An employerbrand framework defines the employment experience froma
stakeholderperspective. The Framework considers the role of stakeholdersincluding
employees, prospective candidates, customers, investors, and society inemployer
branding.
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Stakeholders Prospective

Employees

Corporate Brand Employer Value Proposition I

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.

Adaptingthe global employer brand strategy to local environments should begin with
a focus on the employee experience. Notall employees are the same and while
companieslike touse a “one-size-fits-all” engagement strategy, the reality is that
most employees wantto have theirown needs met before they consider those of
theirteam members or the organization as a whole. The employer brand strategy has

to be builtfrom the ground up.

5.5. Manage the EmployerBrand for the Long Term

If there is one variable that causes more employer brand strategiestofail or to not
evengetstarted, it isthe lack of relevant measuresto determine the returnon
investment of the employerbrand strategy overthe long term. Most metrics used are
short-term measures such as recruitment advertising costs or job-board spends.
Metrics need to be more strategic and shouldinclude measures such as quality of
hire, retention rate, and employee engagement that will provide deeperinsightsinto
the level of value creation from your employer brand strategy.

At the onset of your employer brand strategy, metrics based on desired outcomes
should be established. Thereis no one-size-fits-all measurement tool foryour
employerbrand program. The keyisdevelopingaset of metrics that isbased on your
own unique challenges and business objectives. Senior managers should develop a
dashboard of metrics that is relevanttotheir organization’s strategy ratherthan
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implementinga “me-too” ROl measurementtool.

The key differentiator of companies that successfully adoptthe employerbrand
concept in the future will be those that appoint dedicated employerbrand resources
and staffing, develop aclear strategy to work toward, achievinga Tier 1 status, and
whose outcomes considerthe objectives of candidates, employees, customers,

investors, and society.
6. Global Talent Relationship Management

Talentcan be defined asa group of people with special abilities. Arelationshipinvolvesa
connection, association, or involvement with talentinsome manner or form. And
management, last but not least, is how one person or department controls and directs the
whole process fromidentifying the talent to creatingengagement. Inshort, 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 fitto your organization or
who are potentially interested injoining one day. Instead of ignoring external applications
or sendingstandardized responses, candidates should feelthat the company appreciates
theirinterestina position. For the hard-to-fill positions, employers should spend

appropriate time to build a relationship with candidates, like givingthem aninside tour of
the company or an opportunity to mingle informally with co-workers.

Internally, employers need to build a strong relationship with theirtop performing
employees. Employersshould alwayslookinternally tofill positions soemployees don’t
look elsewhere and managers should have the foresightto help their peopleintheir team

progressin their career individually. Retaining your key performersis essentially done by
continuously recruitingthem to stay.

TRM intendsto build up a long-termrelationship with particulartalented candidatesin
order to considerthem for future vacancies. Thus, the strategic goal of TRM is to improve
competitiveness of organizations onthe labor market, by adopting a relationship
management with high-potential candidates both withinand outside the organization. In
this context, TRM embraces elementsand methodsto build a longlasting relationship to
talentsin order to recruit them when new positionsinan 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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performingemployees fromtheiremploymentuntil they drop out of the organization.
The purpose of the nextsection isto give an insightintothe differentelements of aTRM
system, which will also serve as a base for the construction of the conceptual framework.
Furthermore, it is importantto bear in mind that from now when referringto TRM it
focuses on the external side of the approach and, thus, on the group of applicants since
this isthe group of interestwhen it comes to the empirical part of the thesis.

Hiring

Applicant

Candidate
Employee

Interested

i Applicant  Empl
Applicant pplican mployee

External Internal
TRM TRM

Internal
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Katoen, R.J. & Macioschek, A. (2007). EmployerBranding and —Improvingthe
Organizational Recruitment Approach. UMEA UNIVERSITY.

Experts intalentrelationship managementare better preparedto handle the following
three workforce trends:

6.1. Short-term employment

Employees are changing jobs, and even careers, at a fasterrate than everbefore, and
short-term employmentis now the norm. Young employees now believe thatthey
will work for 15-20 companies during theircareers, up from 5-7 just15 years ago.
This demonstrates a shiftin employment practices that every company must

recognize.

With this shift, employers have to stop thinkingthat changing companies equals
disloyalty. Top talent will move around in order to gaina competitive advantage in

theircareers. Viewing multiple employers as a negative will sharply limityour



6.2.

33

available talent pool and close your business off to many potentially impactful

employees.
Boomerang hires

Followingthe trend of a mobile workforce, employers must considerre-hiring
employees. Boomeranghires—oremployeesthatleave and come back to your
company—are becoming necessary to ensure long-term access to the best talent.
Allowing an ex-employee the optionto come back afterthey have gained skillsand
experience fromothercompanies can have a positive impact on your business. In
addition, re-hiring can be profitable, asrehires are generally productive more quickly

than new hires because they are already familiar with the way things are done.

6.3. Online presence

Social mediaand an employer’sonline presence is more importantthan everin the
hiringand talentrealm. Many employersfail to prioritize theironline presence, but
this can be a mistake. Anumber of websites now exist that rank employers on
everything from compensation to benefits and perks. Moreover, many people follow
potential employers onsocial media. So, use this online opportunity to your
advantage. Smart employersrealize that social mediais an outstandingtool for
storytelling and showcasing your employment brand.
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Part Two: Global Performance Management

1. Performance Management Cycle

The purpose of performance managementis based on a similarfundamental premise in

most countries; that is to control individualsin firms to maximize the MNCs performance.

Performance managementis also seen as an important way to identify employee

strengthsand weaknesses, evaluate training needs, set plans for further development

and provide motivation by ascertaining rewards and career advancement. A pragmatic

depiction of performance management purpose as three-fold: firstly, as a strategiclink to

the firm’s goals; secondly, to supply data for administrative use; and thirdly for

developmental purposes.

Performance managementis the general term for a number of human resource functions
that are concerned with managing performance. It is the systematic process that involves

employees, asindividuals and members of a group, inimprovingorganizational

effectivenessinthe accomplishment of the firm’s mission and goals. Employee

performance managementincludes: planningwork and setting expectations, continually

monitoring performance, periodically appraising performance, and rewarding good

performance, and developingthe capacity to perform. It is important to reiterate here

that these numerous functions are much more complex to administerinan international

setting.

Performance
improvement plan,
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development plan,
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OKRs, KRAs
Develop
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Maley, J. (2016). Performance Management. In Robin Kramar, Jawad Syed (eds) Human

Resourcesin the Global Context: A critical approach. Palgrave Macmillan.
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The aspects of the performance management cycle are magnified and become more
complexwhena firm globalizes. When a company does internationalize it’s operations,
the human resource manager needs to become familiar with the aspects of performance
managementthat may be influenced by the political, economic, legal and cultural feature
of the countriesin which the MNCs is operating. In addition, the human resource
manager must be aware of the various stages of evolution of the subsidiary and how
these stages may impact on the individual functions of the performance management
system. The appraisal is therefore acomponent of the performance management system,
albeit, a major component. It is forms part of the umbrella of performance management
along with the other important functions. The cycle can form a structure for the design of
a performance managementsystemindiverse cultures. However, its particular form and
method of implementation may vary indifferent cultures.

1.1. Performance planning

Beingthe firststage, planningisthe foundation of the whole performance
managementcycle. It iscarried out at the start of each businessyear. During this
stage, managers will develop an overall plan for the company. They will identify
future performance gals for every employee in terms of behaviors, targets, and
actions as well as a development plan to enhance employees’ skills.

1.1.1. Setting Goals

In simple words, goals indicate and give direction to an employee about what needs
to be done and how much efforts are required to be put in. In this phase, every
employee’s goals are set forthe performance period. Goal-setting theory of
motivation states that specificand challenging goals along with appropriate feedback
contribute to higher and bettertask performance. This one isa collaborative effort
betweenthe employee and theirmanager or supervisor.

By involvingthe employeesin this stage, managers can helpthem understand the
goals of the business and the what, why and how of the things that need to be done.
This also booststhe commitmentand motivation of an employee inachievingthe
goal.

The firststage isalso a great opportunity to identify developmentand training
requirementsand opportunities foremployees. Thus, this stage should alsoinclude
the construction of a personal development plan, addressing the skills and strengths
that an employee should developinorderto achieve goals.
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1.1.2. S.M.A.R.T Goals

The goal needsto challenge an employee butshould also be achievable. Thus, it
needsto be a SMART goal.

SPECIFIC: A goal needsto be clear and detailed, stating the exact performance level

expected.

MEASURABLE: A goal should have a measurable indicatorso you can assess the
progress and to ultimately determine if the goal has been accomplished.

ACHIEVABLE: A goal needsto challenge and employee and stretch theirskills and
abilities, however, it should be virtually possible to attain.

RELEVANT: A goal needsto be connected to the company’s goals as well as being
relevanttoan employee’s responsibilities and duties.

TIME-BOUND: A goal needsto 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, from Peter Drucker’s “Management By Objectives
(MBO)” to three of the most popular modern measures:

Key Performance Indicators (KPls)

Key Performance Indicators (KPIs) are high-level measures or metrics, forone
particular strategicobjective, which (when measured and reported) give the
leadership teaman “indication” as to whetherthe organizationis making progress
towards achievingthat particular objective. Careful attention should be givenin
defining each of these core strategicplanningand management elements.

KPls are measurable valuesthat demonstrate how effectively acompanyis pursuing
important business objectives, focusing more on existing processes and activities.
These are the measuresthat all the companiesin your industry are using in their
respective departments, from web trafficto employee satisfaction to total revenue.

For most organizations, KPIsare a means of measuring the current health of the
business, and they help gauge performance relative toindustry standards or

established benchmarks. Forinstance, email open ratesare a common measure of
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marketing success, and all companies shoot for pretty much the same number:
anythingover 25% is desirable.

Each departmentwill have its own KPl measures, from marketingto customer

support and HR, and the focus of the results will be on those teams without heavy
consideration for each individual employee’s performance.

Objectives and Key Results (OKRs)

Most likely you have heard of the success by Google (and many other companies)
withimplementing asystem of OKRs (Objective and Key Result) throughout the
organization. OKRs have become increasingly popular, especially for companies
seekingto buildin more agility intotheir strategic managementand performance
system. OKRs can be used at the corporate level (Tier1), department/business unit
level (Tier2), and employee level (Tier3). The value of a well stated OKR is id entifying
in very clear language exactly what outcome is desired (objective) and attach to it a

guantifiable target (key result) typically within the next 30 — 90 days. While there is
much more to be said about OKRs, some of the distinctive features are:

e Setandreviewed more frequently (typically quarterly)
e Transparent to all inthe organization, both vertically and horizontally
e Seekthat sweetspot between aspirational andyet realistic

e  Expectationthat not all OKRs will be met each quarter (if they are, thenthey

most likely are not a “stretch”)

e  While KPIs provide a measure of the health of your existing processes, OKRs are
a way of quantifyingthe success of increasingly ambitious growth and

improvement goals and mapping out the path to achievingthem. They’re more
about change.

As the name implies, OKRs consist of two parts: 1) Objectives: where you wantto go
—your goals fora set period (often one-quarter), and 2) Key Results: how far you
progressedin the pursuit of these goals.

Like KPIs, OKRs start out at the high level —“What are the organization’s main
objectives forthisquarter?” — and get progressively more granular. But unlike KPls,
they focus more on internal performance, from the organization to project teamsand

individual employees. Here are the basic ground rules for OKR implementation at
Google, where this style of measurementwas first popularized:
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Objectives are ambitious and should feel somewhat uncomfortable

Key Results are measurable; they should be easy to grade witha number (at Google
we use a 0-1.0 scale to grade each key result at the end of a quarter)

OKRs are public; everyone inthe company should be able to see what everyone else
is workingon (and how they did in the past)

The “sweetspot” for an OKR grade is.6—.7; if someone consistently gets 1.0, their
OKRs aren’t ambitious enough. Low grades shouldn’t be punished; see themas data

to helprefine the next quarter’s OKRs

In the same philosophy asS.M.A.R.T. goals, the specificand ambitious nature of OKRs
is the key to theirpower. The number-based measure of how the group or individual
is performing helps to preventthe kind of goal dilution that can occur to qualitative
goals like, “launch new referral program.”

You can achieve that goal by publishinga landing page, even if no one eversubmits

one.But if your goal is to “generate 20 new referrals this quarter,” scraping together
just four of those isinfinitely more beneficial to your organization than the results of
your vague goal, which was technically more successful but didn’thelp you improve.

Key Result Areas (KRAs)

Some of the confusion of OKRs and KRAs is due to the usage of the phrase “key
result” in both acronyms. While there are some similarities, there are also some
major differences.

v/ Organizational-Level (Tier 1) KRAs

In 2010 Randall Rollinson and Dr. Earl Young introduced the concept of “Key Result
Areas” in theirbook Strategyin the 21st Century, to help organizationsidentify key
drivers of success. Atthe highestlevel of the organization, a keyresultareais nota
measurement at all, but rather is a strategicfactor eitherinternal to the organization
or external, where strong positive results must be realized for the organizationto
achieveits strategic goal(s), and therefore, move toward realizing the organization’s
longerterm vision of success. Key result areas are sometimesreferredto “critical
success factors (KSFs)” or “key drivers of success.” When used at this altitude inyour
strategy development process, KRAs are not performance measurements, but rather
scaffolding to help break down your vision and goal into specificcategories that will
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drive success.

Once 6-9 KRAs are defined, aleadership team can move on to spellingout (and
eventually selecting) aset of feasible strategy alternatives for positively impacting
each Key Result Area. These strategies can then beincorporated intothe
organization’slong-term strategic plan with appropriate responsibilities and time
frames assigned. This set of longer-term strategies mustthen be translated into a
balanced set of operational objectives, which are foundational to buildingand
implementingthe near-term operating plan.

v' Department/businessunitlevel (Tier2)

Set up a meeting with middle management - heads of your different
teams/departments - to start rolling out OKRs at the company. In thisstep, it is
necessary to explain how the management teamis thinkingabout the company OKRs
and have an open planning conversation with team leaders. In this conversation,
management collaborates with team leaders on the company objectives that the
managementteam is proposing. Importantly, thisis a two-way conversation where
team leaders are able to provide feedback on the draft OKRs.

At the end of this step, middle managementshould have a clear understanding of
company OKRs and also have draft Objectives and Key Results fortheir respective
departments.

v' Employee-Level (Tier 3) KRAs

When Key Result Areas are used regardingindividual employee performance, itisa
tool to help align each employee’s day-to-day responsibilities with the higher-level
strategy of the organization. Key result areas are those things that you, as a staff
member, absolutely, positively must do to fulfill your responsibilities and achieve

your business goals. It is a tool to help align each employee’s day-to-day
responsibilities with the higher-level strategy of the organization.

A good KRA includes ongoing tasks and activities of the position, and the purpose
and desired results of performing those tasks. The natural tendency of many people
is to focus on the activities of each day instead of the end results expected of them.

You can soon become so busy with the daily activities of the job that youlose sight of
the biggerpicture.

The major goal of setting Key Results Areasis to improve communication and
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increase productivity on your team because everyone knows what winninglooks like
in theirrole. You may follow the following guidelines when setting your KRAs:

e ltisclear, specific,and measurable. You can determine exactlyif the result has

been achieved, and how well.

e |tissomethingthatis completelyunderyourcontrol. If you do not do it, it will
not be done by someone else. If you do it and do it well, it can contribute
significant value to your business and to your career.

e [tisan essential activity of the business. A key resultisan important output that
then becomesan input to the next key resultarea, or to the next person.

As suggested by LBL STRATEGIES, with KPIs, you’re trying to figure out how well
you’re doing right now — how healthy your company is, and how your current
initiatives are performing. OKRs are more about developmentand growth — whether
you’re on track to reach the goals you set for organizational and employee
improvement, or not.

While the objectivesthat KPls typically measure —revenue and engagement—tend to
remain static, OKRs often evolve from quarter to quarter, as executives and
employeeschallenge themselvesto set new, ambitious goals that focus their effort
and align theirwork with the company’s objectives. KPls are a constant companion,

the same measurement monitored continuously, while OKRs have a deadline after
which you evaluate how well you didin achievingyour objectives.

Ultimately, KPls and OKRs are not mutually exclusive, and you should expectto see
some KPIs nested within your OKRs — in fact, for some companies the KPls are the
“Key Results” of OKRs. The main philosophical difference is that while KPIs persist
over time, the “Objective” part of OKRs puts performance measurementsinthe
context of the limited periodin which they are measured. As a result, it should come
as no surprise that OKRs are more heavily emphasized at companies like Google and
Uber, where rapid developmentand the evolution of ideas requiresa rollingreview

of performance metrics, ratherthan focusing on the same few goals over long
periods of time.

It would be a mistake, however, just to adopt OKRs just because cool companies use
them. In the end, the approach you take will depend on your company. If you’rein a
rapidly evolvingfield, where targets are shiftingand you need a high degree of agility,
then itmay be a good ideato give OKRs a shot. If you have a single core product or
service, and you have a solid history of KPIl accuracy, thenyou don’t have to jump on
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OKRs just because they’re becoming popular. The more important considerationis
the individual measurements you’re taking, regardless of approach, because they are
going to be the heart of eitherstrategy.

1.2. Performance monitoring

Employee performance and progress should be continuously monitored. "Continuous
monitoring" doesn't mean watching every aspect of how the employee fulfills
assigned tasks and activities. Managers should focus theirattention on the achieved
results, individual and team dynamics affectingthe work environment. The key
elements of performance monitoringare CFR: Conversations, Feedbackand
Recognition, also called “check-ins”. These employee performance check-ins are one-
on-one conversations between managersand employees about theirgoalsand
objectives andtheir performance plans. These help managers gainan understanding
of what theiremployees are working on and the issuesthey face from time to time
and help managers resolve it without having to wait for annual performance reviews.

The frequency of employee check-insis different based on different workplace
cultures, the type of work and the employeesyou work with. Depending on the
complexity of goals set for your direct reports, you can either have Weekly check-ins,
Monthly check-ins or quarterly check-ins. These employee check-ins should be open
to be initiated either by managers or by theirdirect reports.

In line with OKRs, OKRs can only be graded with “complete” or “incomplete”, while
CFRs, on the other hand, are the result of public, transparent OKRs and afford a
larger vocabulary.

1.2.1. Conversation

CFRs should be happening through the OKR cycle and should take place in the 1:1s.
They should also take place at the end of an OKR cycle. The conversation should be
in-person or overa video conferencingservice, noton Slack or overthe phone, and
shouldinclude goal-setting, reflection, and ongoing progress updates. The feedback
should be specificand constructive —an opportunity for employees to say to their
supervisors: what do you need from me to be successful? And now let me tell you

what | need from you.
1.2.2. Feedback

Feedback can be highly constructive if it’s specific. For negative feedback, you could
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say: You didn’t respond to that client’s email, and | thought it came off as
unprofessional. For positive feedback: You did a great job at that meeting. | thought
you were prepared and well-spoken, and it was very smart to close with the next
steps.

1.2.3. Recognition

Recognitionis often the most underestimated component of CFRs and the least well
understood one in the acronym. Recognitionisimportant because appreciationis a
fundamental human desire. Furthermore, modern company culture often makes
recognition performance-based and horizontal. It crowdsources meritocracy.
Recognitionin CFRs can be peer-to-peer, which helpsthose 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

This is usually done on an annual basis when the finals results of an employee’s
performance are reviewed. This phase is a collaborative effortand designed to allow
the manager or supervisorand employee to evaluate how well achievements have

met the goals set during the first stage.

Performance measurement (also called performance appraisal in measuring
individual performance) may be occurred in this stage - a process of collecting data
necessary forthe performance measures. All companies (from small businessto huge
corporations) measure performance to some extent. Eventhough many
organizations are primarily focusing on financial measures, there is a large difference
among companies interms of which performance measures they use. The revolution
in performance measurement has changed the priority in features of performance
measurements systems. Today, one of the main challenges fororganizationsis
matching and aligning performance measures with the company's business strategy,
structure, and corporate culture. Nextimportant tasks are choosingthe right types

and number of measures, the balance between dignities and costs of introducing
chosen measures, and deployingthose measures, so results are used and acted.

The purpose of the performance appraisal may vary between cultures and change as
the subsidiary evolvesthrough various structures and strategies. While most of US
MNCs use appraisals foradministrative purposes, in particular salary decisions,
performance managementis less frequently used fortrainingand development
purposes. They also expressed akey concern that information from performance

appraisalsis used by raters, ratees and firms for many purposes and that the goals



43

pursued by the rater and ratees are not necessarily the same as those pursued by the
firm.

An effective international performance appraisal in particular needsto identify
performance criteria that are important to the MNC and related to the job
performance. There are several different opinions on which external criteriato use to

evaluate performance. Arecent standpoint advocates five clear criteria: strategic
alignment, validity, reliability, specificity and acceptability.

1.3.1. Strategicalignment

Strategicalignmentis the degree to which the employee’sindividual performance
management system matches or fits with the organization’s global business plan. It
has been proposed that performance criteria include the aspirations of the individual
and that the individual’s best possible performance criterianeed to be identified and
fitted with the firm’s conceptual criteria. More recently, the application of the
Balanced Scorecard (BSC), MBO, and OKR have become a popular method of
developingstrategiccongruence bylinkingthe firm’s long-term goals to short-term
actions of employees.

1.3.2. Validity and Reliability

Validity referstofact that people are being measured on areas that are truly
important to the firm’s objectives and refers to the extentto which a performance
measure assesses all the relevantaspects of the job. If a performance management
process lacks validity it does not measure all aspects of the performance of the
employee.

Reliability referstothe uniformity of performance and autonomy from Radom error.
There are several types of reliability that are pertinenttothe performance appraisal.
The most important isinter-raterreliability and referstothe level of consistency
amongst the supervisors who are appraisingemployees. Evidence indicates that
many supervisors are subjective and, therefore, theirappraisal of employees will be
lowin reliability.

1.3.3. Acceptability

From the perspective of the appraisee, acceptability is more likely to occur when
they perceive the appraisal to be fair,and whenthe feedbacktheyreceive fromthe
appraiseris timely and accurate. In the international setting, avital aspect of the
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acceptability of the performance appraisal process by both the supervisorand the
employee hasbeen foundto be attributed back to the clarity of purpose of the
appraisal. Evidence suggests that, from an employee perspective, inorderto be
acceptable, the performance management process needs to have a clear purpose
and the purpose has to be acceptable.

Because the appraisal has implicationsforindividual reward, employee perceptions
of fairness or justice are especially significant. Scholars claim that organizational
justice has two subjective perceptions: procedural justice (the fairness of procedures)
and distributive justice (the fairness of outcome). When employees feel unfairly
treatedin theirappraisal, they are likely toreact negatively.

The important point here is that the additional complexity of geographical distance
and cultural distance in the global setting makes achieving the criterion of
acceptability of the performance management system increasingly challengingto
achieve. Itistherefore essential that the supervisor must take extra precautionsto

ensure that the performance management process maintains equality, equity and
justice perceivedindifferent cultural context.

Culture may play a large role in the implementation of ethics artifacts in corporations
and could be a major reason for this difference. Moreover, it has been reported that
in performance appraisals, non performing factors (forexample race) are one of the
top ten serious ethical considerations for human resource managers in MNCs. It is,
therefore, paramount that firms ensure that their performance management
processes are conducted to a high ethical standard.

International research evidence indicates that, if the firm’s purpose for doing the
performance appraisal is clearly communicated throughout the organization, and the

criteria of strategic congruence, validity, reliability and acceptability are upheld to a
high ethical standard, the performance management is more likely to be successful.

1.3.4. Performance appraisal 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 performance indicators (KPls).

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 have a developmental purpose, it oughtto focus on the process of

gettingresultsand that process must be consideredinterms of the job-related
behaviors over which the individual employee has control.

MBOs have been foundto be acceptable method of appraisal inindividualistic
cultures. This could be owing to the emphasis on goal and measurement, and
employee’sinvolvementand collaborative efforts, which are integrated into the
philosophy of MBO.

Some scholars argued that MBOs may destroy teamwork, and conflict with total
guality management (TQM) initiatives. Furthermore, they can lack comparability and,

therefore, have limitationsin regards to administration, particularly if the
administration requiresvalid comparisons, such as promotion and salary awards

Check-List

The basic purpose of utilizing check-list methodis to ease the evaluation burden
upon the rater. In this method, a series of statements, i.e., questions with their
answersin ‘yes’ or ‘'no’ are prepared by the HR department (see Figure 28-2). The
check-listis, then, presentedtothe rater to tick appropriate answersrelevantto the
appraisee. Each question carries a weight-age inrelationship to theirimportance.

1. 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

When the check-listiscompleted, itis sent to the HR department to prepare the final
scores for all appraises based on all questions. While preparing questions an attempt
is made to determine the degree of consistency of the rater by asking the same

guestiontwice but in a different manner.

The forced-choice methodis developed by J. P. Guilford. It contains a series of groups
of statements, and rater rates how effectively astatement describes each individual
being evaluated. Common method of forced-choice method contains two
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.

Each statement carriesa score or weight, which is not made known to the rater. The
human resource section does rating for all sets of statements — both positive and
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

associated with this method is that the actual constructing of several evaluative
statements also called ‘forced-choice scales’, takes alot of time and effort.

Ranking

Ranking compares each person’s performance, with the manager ranking all
subordinates from ‘best’ to ‘worst’. Typically, 10% of ratings are required to be poor
or excellent. Ranking forces the rater to evenly distribute the ratings across a broader

range of results. Thisis similarto scaling requirementsin university exams. Forced
ranking is argued to avoid problems of manager bias and, in particular, leniency.

Behavior observation scales (BOS)

The BOS is a list of critical incidents behaviors which the supervisor has to rate in
terms of frequency. This method has recently gained in popularity and is used by
many large MNCs because itcan be usedto measure the behaviorand value of
employeeswhose job performance cannot be evaluated onthe basis of productivity
alone. However, itis very difficult to develop the BOS because you need to identify
what are “critical incidents” etc.

Behaviorally Anchored Rating Scale (BARS)

Behaviorally anchoredrating scales (BARS) bring out both the qualitative and
guantitative benefitsinaperformance appraisal process. BARS compares employee
performance with specificbehavioral examples that are anchored to numerical
ratings. BARS provides clear standards, improved feedback, accurate performance

analysis, and consistent evaluation. However, when done manually it suffers fromthe
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usual distortions that are inherentin most review methodologies.
Critical Incidents Method

In this method, the rater focuses his or her attention onthose key or critical
behaviors that make the difference between performingajob in a noteworthy
manner (effectively orineffectively). The basicideabehind this ratingis to apprise
the workers who can performtheir jobs effectivelyin critical situations. Thisis so
because most people work alike in normal situation. The strength of critical incident
method is that it focuseson behaviorsand, thus, judge’s performance rather than
personalities. Its drawbacks are to regularly write down the critical incidents which
become time-consumingand burdensome forevaluators, i.e., managers. Generally,
negative incidents are positive ones. Itis rater’sinference that determines which
incidents are critical to job performance. Hence, the methodis subjectto all the

limitations relatingto subjective judgments.
Graphic Rating Scale

The graphicrating scale is one of the most popular and simplesttechniquesfor
appraising performance. It is also known as linear rating scale. In this method, the
printed appraisal form is used to appraise each employee. The form lists traits (such
as quality and reliability) and a range of job performance characteristics (from
unsatisfactory to outstanding) for each trait. The ratingis done on the basis of points
on the continuum. The common practice is to follow five points scale. The rater rates
each appraisee by checking the score that best describes his or her performance for
each trait all assigned values forthe 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.

_Dependa.bih‘r.y Required con- Requires occa- |Usually can | Requires | Requires ab-
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 methodis good for measuringvarious job behaviors of an employee. However, it
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is alsosubjectedto rater’s bias while ratingemployee’s behaviorat job. Occurrence
of ambiguity in design- mg the graphic scale resultsin bias in appraisingemployee’s
performance.

Grading

In this method, certain categories of worth are established inadvance and carefully
defined. There can be three categories established foremployees: outstanding,
satisfactory and unsatisfactory. There can be more than three grades. Employee
performance is compared with grade definitions. The employee is, then, allocated to
the grade that best describes his or her perfor-mance. Such type of grading is doneis
Semester pattern of examinations andin the selection of a candidate in the public

service sector. One of the major drawbacks of this method is that the rater may rate
most of the employeeson the higherside of their performance.

Essay

Essay method is the simplest one among various appraisal methods available. In this
method, the rater writes a narrative descriptionon an employee’s strengths,
weaknesses, past performance, potential and suggestions for improvement. Its
positive pointisthat itis simpleinuse. It does not require complex formats and
extensive/specifictrainingto complete it.

However, essay method, like other methods, is not free from drawbacks. In the
absence of any prescribed structure, the essaysare likely to vary widely in terms of
length and content. And, of course, the quality of appraisal depends more upon
rater’s writing skill than the appraiser’s actual level of performance.

Moreover, because the essays are descriptive, the method provides only quali-tative
information about the employee. Inthe absence of quantitative data, the evaluation

suffers from subjectivity problem. Nonetheless, the essay method is a good start and
is beneficial alsoif usedin conjunction with other appraisal methods.

Multisource feedback (360 Degree Appraisal)

The process of multisource feedback (360-degree appraisal) involves obtaining
feedback from subordinates, peers, supervisor, self, and customers. This gives
everyone more information about a ratee’s behaviors, thus enhancing the potential

forimprovement. If not handled properly, this method can also sufferfromthe
subjectivity of the appraiser or political issues.
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On the one hand, experienced supervisors usually have good norms because they
have seen several employeesworking onthe job, which can resultin well calibrated
views of different performance levels and supervisorratingis acceptable across most
cultures. Peers are oftenin closer proximity tothe work being. Self-ratings have the
advantage that there is a great amount of information conveniently available. In
addition, other forms of feedback have beenfoundto be invaluable when managing

employeeswho are geographical distantand the supervisor may not witnessthe
majority of subordinates’ behaviors.

On the other hand, peersand subordinates are ofteninexperienced in makingrater
and task judgmentsand may only be aware of a small portion of a manager’s
performance and self-ratings can be distorted because of an inflated perception of
one’sown performance. In an international context, multisource feedback has been
foundto be particularly challengingand recent evidence suggests that multisource
feedbackis not transferable across all cultures.

1.4. Performance rewarding

Rewarding means providingincentivesto and recognition of employees, individually
and as members of groups, for their performance and acknowledging their
contributions to the organization’s mission. Although reward and recognition are
intertwinedtheyare also very different. Put simply, rewards are tangible, recognition
is intangible. Rewards are always something you can touch and of a specificamount.
In addition to pay, these can include everythinginan employee’s benefits package —
from pension and income protection to health and wellbeing. Recognition, onthe

other hand, is ofteninvisiblein nature yet pricelessin value: for example, praise from
your boss or peers on a job well done.

The term “pay-for-performance compensation” refers to performance-based pay

programs where an employee isincentivized and rewarded for achieving goals or
objectives. There are many types of pay-for-performance (PFP) plans as follows:

1.4.1. Piece Rate System

In the individual incentive system, there are two work rates, one islowerand the
other is higher. Those who reach the standard output are given a higher piece rate.
The lowerrate isapplicable to those workers whose output is below standard. The
standard is determined by time and motion study.

1.4.2. Bonus
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A bonus is an individual incentive paymentthatis givento an employee beyond one’s
normal standard wage. It isgenerally given atthe end of the year and does not

become part of base pay. It is extra paymentto workers, overand above normal
wage.

1.4.3. Merit Pay

Merit pay is an individual incentive based on how well an employee has done the
assigned job. The paymentis based on individual employee’s performance.
Rewarding the best performerwith merit pay is a powerful motivation. Merit pay

motivates the employeestowork hard and achieve the assigned tasks. Merit pay may
be inthe form of lumpsum amount or as a percentage base pay.

1.4.4. Salescompensation

Compensation planfor salespeople consist of a straight salary plan, a straight
commission plan or a combination of salary and commission plan.

Straight Salary Plan — It provides stable income and providesfreedom from financial
uncertainties. But there isno additional incentive forgood performance. Example -
Straight salary plan can be used in jobs where non-selling activities are more in the
total times spent by the salesperson like sales and service engineers. Alsoin the case
of salespersons, who do more of sales promotion activitiesin the field.

Straight Commission Plan — Here, paymentis made as per sales productivity. The
person receives no compensationif salesare not made. A high performing
salesperson can earn very high commission based on business generated. Example -
Sellinginsurance and financial products.

Salary plus Commission Plan — The plan provides security of stable income and
additional income through commission for achievingsalestargets. The plan is very
useful for maintaining the morale of sales people. Therefore, salary plus commission
planisbeingincreasingly used by most of the companiesin our country.

Target sales incentive — an individual incentive that motive salesperson toachieve
salestargets and increase selling effort (meeting more number of

prospects/customer/extended working hours, selling full range of products,
conducting sales campaigns etc.). Types of Sales Incentivesinclude:

v" Financial incentive: The salespersonis eligible for cash incentive for
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achievement of sales target/exceeding the salestarget. The salestarget may be
for a quarter or for the whole year.

v" Non-financial incentives —While financial reward is a powerful motivation,
money is not the sole motivator. Therefore, companies have come out with non-
financial incentive such as recognition of outstanding performance, annual
conferencesin hill stations/foreign countries, membershipin Achievers’ Club,
members of the task force, personal letters of commendations, etc. to motivate
salespeople.

v' Combination of financial and non-financial incentives—Many companies dealing
with pharma products, consumer goods and durables are increasingly usinga
combination of financial and non-financial incentive system to motivate sales
people and achieve increase in sales, market share and profits.

1.4.5. Group or Team-Based Incentives

The plan rewards all team members equally based an overall performance of the
team members. Performance is evaluated using an objective standard. Payments to
team members may be made inthe form of cash bonus or non-cash rewards such as
luxury goods or pleasure trips. Team based incentives can motivate the membersto

work as a team rather than brilliantindividuals. Itis relatively easy to measure team
performance.

1.4.6. ProfitSharing

Profit sharing involves the determination of organization’s profit at the end of the
financial year and the distribution of a percentage of the profitsto employees,
qualifiedtoshare the earnings. To enable the workers to participate in profit sharing,
they are required towork a certain number of years and develop some seniority.
Profitsharing is an additional payment over and above regular salary payment.
Professional management considerworkers as partners in the production process
and profit isan outcome of the efforts of employeesand therefore it could be shared
betweenemployerand employees. Accordingto International Labour Organization
(ILO), “Profit sharing is a method of industrial remuneration underwhich an

employerundertakesto pay to his employees, ashare in the net profit of the
enterpriseinadditionto theirregular wages”.

1.4.7. Gain Sharing

Gain Sharing aims at increasing productivity or decreasinglabour cost and sharing
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the gains with employees. When productivity exceeds the baseline, an agreed
savingsis shared with employees. Gain sharing planincreases co-operation and
understandingamong workers and teams and they work for achievement of common
goals. Example- Scanlon plan aims at cost cutting and increasing efficiency of
operationsand sharing the gains with employees. Italsoincludes suggestion scheme
for cost-cutting.

1.4.8. Employee Stock Plans

Employee Stock Planis one of the important pay for performance devices to attract
and retain promisingemployees. It commands employee loyalty. Stock options are
tremendous motivators because they directly link performance to the marketplace.
The principle of stock option isto letemployee add value to the company and benefit
from it. It isa form of compensation which enablesthe employeesto purchase
shares of theircompany and gain from possible rises. Underthe scheme, employees
who are eligible forreceivingthe award are they offered specified number of shares.

They gain when the share prices go up. Stock options create wealth for employees
withoutinvolving large cash flow to the company.

1.5. Performance development

Developing meansincreasing the capacity to perform through training, giving
assignmentsthat introduce new skills or higher level of responsibility, improving
work processes, or other methods. Development efforts can encourage and
strengthen good performance and help employees keep up with changes inthe
workplace. One way to hold employees accountable isthrough a performance
improvement plan, otherwise known as a performance developmentplanora
performance success plan.

1.5.1. Performance improvementplan (PIP)

Performance improvement plan (PIP), also known as a performance action plan,is a
tool to give an employee with performance deficiencies the opportunity to succeed.
It may be used to address failuresto meet specificjob goals or to ameliorate
behavior-related concerns. Outcomes may vary, includingimprovementin overall

performance; the recognition of a skills or training gap; or possible employment
actions such as a transfer, demotion or termination.

1.5.2. Individual Development Plan (IDP)

Individual development plan (IDP) is generally prepared both by the employee as
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well as the employerasto what allinitiatives the organization needs to take to
enhance the skills of an employee and help him grow both personally as well as
professionally.

Global Performance Management Dilemma

Multinational corporations, therefore, should considertheirinternational employees
and needto 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 oftenintroduce 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 givenon an old fashioned paperform. 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 managementis a human relations process and needstrust betweenthe
supervisorand the employee to work well. Although progressive contemporary
technology has removed the burden of many tedious administrative tasks in the office, it
must be considered that fora performance management process to work effectively
across a diversity of cultures there needsto be three vital activities between the
supervisorand 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. In otherwords, looking towards the future the MNC'’s
performance appraisal must be embeddedinthe performance management system that
transcends all cultures.

2.1. The cultural impact of performance appraisal

Performance appraisal is an area that experiences agreat deal of difficulty when
translatedinto different cultural environments. Forexample, ratee bias, work
practice, productivity, interpretation, perception of status and the need for feedback
and acceptance of the appraisal system have beenfoundto be influenced and
shaped by culture.

foundthat, although there was some consistencyin appraisals across cultural
settings, cultural attitudes and beliefs could influence ratee discrimination. They

foundthat confidence inthe international performance appraisal was influenced
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strongly by culture. For example, they argue that raters ininternational settings are
more susceptible than domesticraters to distortingand inflating their subordinate’s
performance appraisal ratings.

Research found that culture isone of the most significant constraints that must be
considered when evaluating foreign subsidiary employees. Variationsin work
practices between the parent multinational corporation and the subsidiary need to
be recognized. Forexample, one does not fire a Mexican manager because worker
productivity is half the USA average. In Mexico that would mean the manager is
workingat a level three or four times as high as the average Mexican manager. They
argue that international appraisals require relevant comparative data, not absolute
numbers; the harassed Mexican manager inthe above example hasto live with
Mexican constraints, not European or USA ones, which can be very different.
Additionally, research found that the way MNCs measure worker productivity is often
similarbut the results appear differently because of cultural nuances.

Interpretation of the performance appraisal confronts the issue of cultural
applicability. Forexample, in different cultures the performance appraisal can be
interpreted as a signal of distrustor evenan insult. In Japan, forinstance, it is
important to enable one to ‘save face’ by avoiding direct confrontation and this
influences the way performance appraisal is conducted. A Japanese manager cannot
pointout a work-related problem or error committed by a subordinate. He would
explainthe consequences of a mistake without pointing out the actual mistake. A
study involvingtenleading Chinese multinational corporations found that there are
commonalitiesininternational performance appraisal procedures and criteria
between Chinese and Western multinational corporations. However, aresearch
found that the purpose of performance appraisal in Chinese MNcs was largely to
decide how much to pay rather than forthe organizational development by being
more concerned with short-term business achievement. The research also found
performance appraisalsin Chinese MNCs to be short infeedback and less
transparent. In addition, it has been established that different forms of multisource
assessments otherthan the traditional supervisory appraisal are virtually non-
existentin Chinaand Hong Kong. Research from Hong Kong revealed that Hong Kong
respondents had a preference forgroup based appraisal and that appraisals were
more directive and less participative. The appraisalsin Hong Kong companies were
found to have been modified to suit the cultural collectivist characteristics of the
society.

In Indian firms, research found that interpersonal relations and performance levels
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and performance level had a significant effect on performance ratings and that
supervisorsinflate ratings of low performers, suggestinglocal cultural norms may be
operatingas a moderator.

Acceptance of the performance appraisal by both the rater and ratee have been
argued as being essential fora successful appraisal. In the international setting,
performance appraisal acceptance has beenfoundto vary widely across different
cultures. For instance, Japanese employees have been foundto be less accepting of
the appraisal process than US employees.

Moreover, one of the most perplexing questions onthe cultural impact of appraisal is
whether performance appraisal systems designedin the parent MNCs should be
transferred to othercountries. On the one hand, this is possibl e providing the
manager conducting the performance appraisal has sensitivity to foreign values. On
the other hand, itis doubtful that the traditional principles that guide the designand
management of appraisal in western countries can be successfully transferred to
other countries. Cultural management styles may translate into distinct differencesin
the optimal management of performance, thus suggestingimportant reservations
about the transferability of traditional performance appraisal principlesacross
boundaries. Western Style performance appraisals would need to be modified
extensivelyinorderto work with Chinese employees. Until more isknownin this
area, strong reservations needto be expressed about the direct applicability of the
performance appraisal practicestypicallyimplemented by US and European MNCs.

2.2. Standardization or Localization

When an organizationimplements performance managementin global context, it is
an important differentiation goes back to the paradigm that is applied: The
universalist versus the contextualist paradigms. The contextualist paradigm assumes
that HRM practices are contextually unique, and it seeks to understand peculiarities
of countries as well as the differences and similarities between them. Onthe
contrary, the universalist paradigm aims to improve organizations’ HRM by providing
strategicapproaches, or so-called ‘best practices’, which are assumed to be
universally applicable. The gap between these two paradigms is emphasized by
scholars: “Universalism and contextualize are paradigms —that is, they are taken-for-
granted truths that the proponents of each simply assume must be correct. The fact
that there are people who hold fast to each paradigmindicatesthat they are
intellectual constructs capable of beingchallenged, but for the proponents of each
one, they are ‘obviously’ correctand the only way to thinkabout management
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The contextualistand universalist paradigms are related to a central debate in global

performance management, namely the divergence convergence debate. The

contextualist paradigmis associated with the concept of convergence, whichis

defined as the adaptation of priorities and patterns of management practices across

countriesas aresultof increasing global competition. The market-driven perspective

emphasizesthe needto find the most effective and most efficient solutionin today’s

global and highly competitive market, often referringto US-based benchmarks,

whereasthe other perspective assumes a global diffusion of US-shaped practices

caused by the dominantrole of the USA in the global economy.
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Conversely, divergence is related to the contextualist paradigm and describes
differencesin management practices that remain stable over time because of
constant country-specificinfluences. While standardized solutionsin global
performance management practices promise comparable resultsand a consistent
corporate culture, local conditions might require some form of adaptation. The
strategicchallenges of localization and standardization take place on the
organizational level, whereas the corresponding phenomena of divergence and
convergence can be observed on a contextual level, where similarities and
differencesin HRM practices occur across countries.

Hence, whenfollowingthe idea of divergence, localization approaches are
recommended, whereas “if more credence is attached to the convergence concept,
MNCs should strive to standardize their practices throughout the organization”.
Although the discussion about standardization and localization hasits roots in the
tradition of international management, the organizational perspective is often
amended by the other two research fields (cross-cultural and comparative
management) when this decision and itsdrivers are analyzed.

An integrative alternative to the convergence and divergence conceptsis the idea of
crossvergence, which assumesthat individual work values are shaped by both
national influences and economicideology, so that new and unique practices and
policiesemerge. The concept of crossvergence emphasizes transnational learning and
flexibility and corresponds to the organizational level aswell, in the form of the
balance and integration of global standards and local peculiarities. The below table

providesan overview of the convergence divergence debate andits related concepts
and approaches.

2.3. International Legislation

It is important forthe international human resource manager to understand that
industrial relations governing performance managementwill most likely differ across
national boundaries. It is very essential to acknowledge thatin the industrial relations
field noindustrial relations system can be understood withoutan appreciation of the
way inwhich rules are established andimplemented and decisions are made in the
society concerned. It isusually 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, abilities and other characteristics (KSAOs) that employees need to be effective. A
competency model might be considered the set of competenciesassociated witha jobor
rolein an organization. A competency model organizesthe competencies neededto
perform successfullyina particular work setting, such as a job, occupation, or industry.
Competency models can be used as a resource for developing curriculum and selecting
training materials, identifying licensure and certification requirements, writing job

descriptions, recruitingand hiringworkers, and evaluatingemployee performance.
3.1. Competencies

Competenciesas belongingto one of two categories: personal or corporate. Personal
competenciesare possessed by individuals and include characteristics such as
knowledge, skills, abilities, experience, and personality. Corporate competencies
belongto the organization and are embedded processes and structuresthat tendto

reside within the organization, even whenindividuals leave.

For corporate level, the combination of resources and capabilitiesinan organization
can be classified as “core competencies” whenthey are valuable, rare, difficult to
imitate, and difficult to substitute. As such, core competencies can be a source of
strategiccompetitiveness.

Forindividual level, the term of competency has some simple but important
characteristics. First, employee competencies have to do with observable behavior.
Second, the behavioral patternis related to job performance. Third, the concept of
competency can include the knowledge, skills, abilities and other characteristics
(KSAOs). Core competencies here are the KSAOs that employees must possessin

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

Competenciescan be brokendown into helpful categories to better understand the

type of information that might be included, such as:
3.1.1. Core competencies

Core competenciesinclude the baseline skills required by the organization forall
employees; these are the basic things that employees must fulfill. This will vary from
company to company, as it depends on the values, philosophy and goals of each
organization, but can include basic requirements like communication skills or
teamwork. Most jobs require a basic element of beingable to work with other people

to some degree.

The goals of the organization are reflected in broad competencies thatreflect the

strength and uniqueness of the organization. For a company that specializesin
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international parcel delivery, the core competency would be logistics. Drillingdown to
an employee’s job within this type of organization, a core competencyfor an

employee could be on-time delivery of customer parcels.
3.1.2. Functional competencies

Functional competencies are job-specificskills and behaviors that are unique foreach
role. For example, acompetence for an HR professional may be the ability to
effectively managing employee relationships, where acompetence foran accountant
may be the ability toanalyze a specifictype of financial data in order to prepare
reports. Functional competencies should describe what behaviors or skills need to be

performedinorder for the employee to be a top-performerintheirposition.
3.1.3. Leadership competencies

Leadership competencies, also called managerial competencies, are often used for
supervisory and management related roles, although can be appliedto any job
positionthat requires an employee tolead others. They include leadership skills and

behaviors like decision-making abilities.
3.2. Competenciesin Global Environment
3.2.1. Capability for personal growth

Countries with strong individualisticcultures tend to regard competencies as
characteristics that employees develop withinthemselves. Others may regard
competencies as relatively unchangeable traits of individuals, which must be hired
into the organizationrather than developed amongemployees.

3.2.2. Cultural values of specificcompetencies

Decisivenesslooksvery differentinaculture that believesinindividual initiative and
risk takingthan it doesin a culture that values decisions made by consensus and
collaboration. In some cultures, leaders need to steerdecisions and make them look
and feel as though they emerged organically from consensus. In other cultures, a

decisive leaderisrespected, and looking for support could be perceived as weakness.
3.2.3. Opennessaboutself

Employeesin culturesthat value publichumility may have difficulty explaining how
theyare fitfor a specificjob. Likewise, they may not be able to describe easily their
strengths and weaknesses for purpose of professional development. Those
employees may be undervaluedinthe global organization when compared with
others who overstate theirskillsand abilities.
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3.2.4. Perceptions of leadership

A team leaderwho asks the team forinput into the decision-making process will be
considered strongin a culture that valuessuch an approach. The same leader will be
seenas weakin a culture inwhich leaders are expected to know all of the answers.

3.2.5. Familiarity with the concept of competencies

Different countries may have started using competencies at differenttimesintheir
history. Considerthis when developing, introducing, orrevising global competencies.

3.3. Competency Model

3.3.1. The purpose of competency model

A competency model refersto a collection of competenciesthatare needed for
effective job performance. The individual KSAOs or combinations of KSAOs are the
competencies, and the set of competenciesis typically referred to as the competency
model. The purpose of a competency model is twofold. Onthe one hand it
communicates what is expected of staff, how they should do their job. On the other it
is used as a benchmark to ensure people have the skills they need for success.

Developers of competency models often organize competencies by various criteria,
such as whetherthe competencies applytoall jobs(i.e., core competencies)inan
organization or profession, orwhetherthey are specificto particular jobs or roles
(i.e., technical competencies). In addition, competency models typicallyinclude
detailed information, such as key behaviors and standards of proficiency that apply to
differentlevels of job experience orexpertise.

In the field of HR, competency models play an important role in the selection,
trainingand appraisal of HR and other professionals. Individually, HR professionals
can use competency modelsfor career managementand development purposes by

guidingthe choice of job assignments and in making other career decisions.

Organizations can use competency modelsto help structure themselves and their
teams to align what is needed forsuccessful performance with organizational
strategy. Organizations can also use well-designed competency models to build
performance assessments for existing employees, create behavioral interviews for
hiringnew employees and determine selection criteriaforsuccession planning.

3.3.2. The structure of competency model

The structure of a competency model will depend on the competency type and
purpose. There should be a competency model or framework for each set of
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competencies. One forthe core values, another for core competencies, a leadership
(or managerial) competency model and multiple competency modelsforjob specific

competencies.

Competency modelsthat address organizational values, core competenciesand
leadership competencies should have no more than 5-7 competencies. If there are
too many competenciesassessmentisless accurate because reviewers will lose focus

and will not properly considertheir responses.

For values-based competencies thatserve to communicate the required approach the
competencies may simply have a description of desired behaviors (indicators or
standards) and arating scale. If more detailed assessmentandinformationis
required the competency may lista maximum of 4- 5 behaviors (indicators or
standards) with theirown rating scale. Core competencies and leadership
competencies will normally have separately rated behaviors (indicators or standards).

Dependingon the complexity of work withinthe 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, ordifferentachievement requirements perlevel forcompetence.

For functional competenciesthe structure of the competency model or framework
will depend on how competency assessments are to be done. The model may have
multiple competencies with only a few mapped to a role specificcompetency

requirement profile.

The language in the competency model should match its purpose. For values based,
core and leadership competencies the language will be simple using concepts that
research shows contribute to organizational effectiveness. For technical or
professional role-based competencies the language will be specificto the particular
processes, tasks, and equipment.
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3.4. Global-Local Balance for Competencies
3.4.1. Involve all countriesin developing the global competency model

The Family organizational culture is marked by a parent-child dynamicin which
personal relationships and getting along togetherare extremely important. Power
restsin keyleaders, who guard it carefully. Success of ten depends on one's ability to
manipulate and build on relationships. This culture occurs most frequentlyin

countries like Japan, France, and Spain.
3.4.2. Createlocal examplestoillustrate each global competency

The competencies remainthe same, but they are more easily understood interms of

behaviorswhen describedinterms of the local context.
3.4.3. Create additional country-specificcompetencies

Country-specificcompetencies should be created as part of the global competency
development process. They will notbecome part of the global model, but they will
add credibility toit by recognizinglocal differences.



63

Value and strategy
* Value-based/Core competencies

Global-Local Balance (organizational)

* Global standards

* Local examples

* Country-specific Job expectations and
success criteria

* Core (individual)

L * Functional
HR Operations Standard Language + Leadership

*  Workforce planning

* Recruitment and selection \
¢ On boarding T

* Performance management Competencies '

« Training and development * Observable behavior

* Career development * Relatedto performance
* KSAOs

* Talent management

Global Competency Model

4. Global Learning and Development

With more and more companies hiring talentfrom around the globe, trainingemployees
has become quite a challenge. Enterprises thatemploy a global workforce need global
trainingand development strategiesto be an integral part of the business. Not only that,

these companiesalso needto choose the beststrategy inorder to balance learning needs
of theirglobal workforce with that of the company’s specificneeds and interests.

4.1. Learning and Developmentin Global Context

If you’ve worked fora multinational company, you’ve most probably heard of the

term ‘global training.” While the term itselfis very self-explanatory, there is a big
difference whenyou compare it to the usual on-site or online learning.

The differentiating factoris that your content and strategies have to be designed to
cater to a much wider audience —as opposedto a specificemployee 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 trainingand development approachesfora diverse workforce.

There are expected challenges when you train employees from different parts of the
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globe. While the advantages of havinga diverse workforce will always trump its
drawbacks, things do get ‘lostin translation’ when you employ global training and
developmentstrategies.

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

There isalso the obstacle of high training costs. The cost of traininga global
workforce will always be much higherthan that of trainingemployeeslocally.

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

4.2. Global Learning and Development Approaches

When you handle a global workforce, you need to formulate global learningand
developmentapproachestoaddress the aforementioned challenges. In this process,
there are four things that you might want to think about. These four considerations
will greatly determine yourapproach to global trainingand will also map out your
priorities. Each option has itsown 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 specificstrategy.

4.2.1. ALL Standardized

The firstapproach isto implementone learningapproach for all topics that will apply
to all regions. Your course delivery and design will follow one standard method —
online learning, forexample. Moreover, all courses will utilize one language and will
all have the same content.

This approach makes content creation easierand 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 yourlearners. However, when
you’re workingon a tightbudget on a very short timeline, this option becomesthe
only choice — most of the time.

4.2.2. Standardized Approach for EACH Topic

Anotherapproach entails usingone 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 differinthe method of delivery. This gives



65

you more flexibility whenitcomesto designing courses. For example, some topics
can be taken through a learning management system (LMS) while others can be a mix

of on-the-joblearningandface to face instruction.

Taking on this strategy makes course creation less complicated as each course will be
deliveredinone standardized approach. The main challenge is ensuring that the
same message is conveyed throughout all regions. Always take note that there are
preferredlearningmethodologiesforeveryregionor culture. When it comes to
learning approaches, what successfully works for one region doesn’t ne cessarily
mean it will be successful in another. Also, note that you would need to ensure that
facilitators fromall 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 implementone set of learning objectives using different
methodologiesand content for employeesinall regions. This does seemlike an
obvious choice. Learning objectives and required skills should come standard across

the entire organization —no matter where employeesare inthe world.

Moreover, content should also be further customized to address specificlanguages
and cultures. For example, acourse 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, onthe other hand, will be delivered

through face-to-face instruction.

This approach is more time-consumingand would require a greateramount of
resources to execute. Each region would need to have a dedicated team or point
person whose biggestresponsibility is translating the learning objectivesinto

approaches and content that are more relevanttothe learners.
4.2.4. Bespoke Learning Objectivesand Content per Region

The fourth strategy is to implement differentlearning goalsand contentin all regions

—withdirectionfrom global HQ's trainingand developmentteam.

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

still fitinto the organization’s requirements.

While this isanother very obvious choice, this optionrequires a tremendous amount
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4.3.

of collaboration between teams separated by geographical differences. Toadd, a lot
of effortisrequired to pull this off — with most of the time and resources usually

spentin the back-and-forth betweenthe local and HQ training teams.

Anotherdilemmais giving complete autonomyto your regional learning teams. Since
most topics will be dependentona region’s learning needs, each region can,
therefore, have its own collection of courses. Global headquarters might find it

challengingto keep track of everythingthat’s goingon.
Learning Management system (LMS)

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

developmentstrategies, an LMS solvesissues on location, time, and even language.

Having an LMS foralso 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 trainingcompletion, issue
certifications, and manage your learners easier.

Having an LMS does not guarantee that you getto 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 providinga mediumto easily reach
out to your global audience. That, in itself, isalready taking a great, bigstep, in the
right direction when it comes to trainingand developingyour global workforce.

There isno silverbullet when it comesto global training. When you choose a global

trainingapproach to implement, always rememberto put three big thingsinto

consideration:yourresources, 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.

. Global Talent Management Assessment

Talentassessments provide a wealth of information to help leaders understand why people

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

of differenttypes of competency assessmenttools organizations use to find, hire, keep,

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

Belowis a look at some talentassessmenttools used inthe selection or development
process - ranked from most to least effective - and an analysis of their predictive

powerin terms of determiningfuture performance.

5.1.1. An assessment center (AC)

An assessment center (AC) is a means of gatheringrelevantinformation, 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 givenjob (sets of
different working samplingorjob simulations) and determinesif they have the
competencies necessary to performthat job. It does this by bringing out the
candidate’s behaviorrelevanttothe job, while being observed by a group of
assessors.

5.1.2. Job simulations / Work simulations

Work samplesand simulation tests are used inthe pre-hire assessment process to
give employers the opportunity to see the candidatesin action. These skills tests
involve giving the candidates a work-related task to complete or havingthem engage
in arole-play simulation test. The main objectives of this type of testing are to access
job-specificskillsand to analyze decision-making capabilities. While work samples
and job simulations are similar, there are some key differences between the two types
of skills tests. A candidate completinga work sample will perform a subset of a job’s
tasks, ofteninthe actual environmentand usingthe requisite toolsand equipment. A
candidate completinga simulation will perform job-related activitiesin a fictitious
environmentthat mirrors the actual job.

5.1.3. 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 toadminister, and cognitive ability tests have been shown to predictjob
performance particularly well for complex jobs. The more intricate the job or training
demands, the betteraptitude 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 intoa higherjob performance level.
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5.1.4. Personality testing

In a personality testyou or observers are presented with statements on behavioror
opinions. You or observers or then choose which of those are more or less applicable
to you. Many employersfind the personality test can help pinpointimportant
attributes, such as leadership, integrity, attendance, creativity and cooperation. These
personality traitsin 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 specifictend to offera higherlevel of results than standardized
personality tests.

5.1.5. Interviewing

While there are a variety of different types of interviews, structured interviews have a
higherdegree of predictive powerthan 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, suchas communication skills, but
this isonly the case if a trainedinterviewerand highly-structured interview processis
used. Otherwise, the results are very subjective, afactor that is not accurate at
predictingjob performance and not very useful inthe employee selection process.

On the other hand, unstructuredinterviews have noset format and no set of
guestionsto ask each job candidate. Many managers like thisformat because it gives

them the freedomto take the interviewinany direction. They believe thisallows
them to betterassess candidates inthe employee selection process.

The truth is that thistype of interview leads toinconsistentand subjective results.
Eventrained interviewers have adifficulttime comparing job applicants and providing
useful resultsforemployee selection. Inaddition, itis not uncommon for the

interviewerto 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

Adaptingto a global workforce also requires designing assessment tools that can

adapt to global audiences. Here are some ways that Global HR are put firstin talent
assessmentdesigns.
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5.2.1. Adaptingto a Global Audience

A global workforce requires assessment tools that can adapt to local needsand
preferences. It’s not simply a matter of translating words; the design must
accommodate the shapesand 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 decentexperience.

Cultural adaptation also requires recognizing when certain concepts aren’t universal,
and therefore not optimal forassessment. For instance, the idea of Christmas isn’t
relevantto everyone’s culture. Or consider Boxing Day, which is virtually unknownin
the United States but is widely recognizedinformer British Commonwealth
territories.

Also, colors can convey different meaningsin different cultures, and so can icons and
images. The dollar sign ($), for example, doesn’t universally represent currency. These
and other elements of visual design should be streamlined and optimized for
international use. These are all things that designers must keepin mind when creating
assessmenttoolsfor 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 employerbrand. But
well-designed assessments have to be stripped of culture-specific markers.

Sensitivity inthis area can help protect a brand’s reputation with consumers and
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
givinga candidate a good experience often has a cascading effect.

In creating assessments, the goal should be to give candidates somethingthat's easy,
intuitive and enjoyable to complete. They should gain something fromthe exchange,
such as insightintotheirskill set and career possibilities. The tests should be based on

adaptive scoring techniques that match questions to the candidate, makingeach
individual feel challenged but notoverwhelmed.

The setting should feel natural, to the point that candidates don’t needinstruction on
what to do. Assessments can feel daunting and overwhelming, butif you can present
candidates with somethingthat is familiarand comfortable, it helpsthem relax.
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They're more engaged and it’seasierto get a true assessment of their personality,
skillsand aptitude.

5.2.3. Putting Your Organization’s Values First

Good talentassessmenttools should be accessible cross-culturally. Instead of
privileging one ethnicculture over another, they should be designed to put your
organization’svalues at the forefront of the candidate experience. Purging ethno-

cultural markers can help streamline the assessmentto read for talent attributesin a
fair and unbiased manner.

These talents and traits should not be read ina vacuum, however; they’re measured
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’s assessmentresults unique, 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 needfor
purpose and belonging.

5.2.4. Avoidingcultural biasesin global context

For many employersin many countries, people assessments are common practice in
sifting, selectingand developingemployees. And rightly so. Rigorous assessments are
the bestway to predict whetherthe right employeesare or will be in the right
positions within the organization. To be fairand objective when assessing
international candidates, it’simportant to be culturally aware and to avoid cultural

bias. There are four key thingsto consider when assessing employees with different
cultural backgrounds.

Apply culturally fair assessmentinstruments

To be able to fairlyjudge and compare candidates from different cultural
backgrounds, it’simportant to use culturally fair assessmentinstruments. Good test
providers develop their psychometrictoolsto be fair and valid across cultures. Look

for proven solutions that robustly deliverinsightintoanindividual’s work-related
personality characteristics, ability, and competencies.

When developing culturally fairassessments, the R&D team at Cubiks takesinto

account important questions such as; do the concepts we mention existinevery
language and culture? Can they be understood and are they translatable?



71

To adequately tackle these kinds of challenges, testite ms should be written by
experts froma broad range of cultural backgrounds and of various nationalities.
Subsequently, they need to be tested onreliability and validity across multiple
countries. Only then can we be confidentthat each candidate will receive afair
assessment, with limited cultural bias.

Consider how tests are translated

Itisn’t enough to simplytranslate assessmentsinto differentlanguages.
Straightforward translations can miss the cultural nuances in various languages. This
is why backtranslationis essential. ltemsin 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
whetherthe content matches and the meaningis still the same. If itis, then the item
can beincludedin multinational assessments. This method ensures that when tests

and questionnaires are translated, they are fair and relevantin all languages and
cultures.

Use local norm groups

Using itemsthat are understoodinthe same way for everyone, regardless of cultural
background, is a good start — but we must also recognize that most cultures have
theirown culture specificvalues. Some norms and values only existin certain

cultures, or are considered more important inthose 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 norm groups of countries otherthan his/herown. Using this method, it’s
easy to understand how an individual characterizes him/herselfin comparison to
his/herown 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 trainingto ensure they are culturally aware. These
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6.

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 organizationis located.

In addition, training needs to raise awarenessin assessors of the difficulties that can
arise indistinguishing between characteristics that are personal and those that are
culturally determined. Plus, itis often possible that people can be influenced by
multiple cultures. Trained assessors will take all of these factors into account;
delivering evaluationsthat explore the cultural differences between an employerand
potential employee. This kind of dialogue builds an understanding of the possible
problemsthe individual may encounter, as well as which traits and competencies
might help or hinderthem.

Assessors with knowledge of these areas and a high degree of self-awareness can use

theirdiscussions with candidatesto gain an in-depth perspective on their suitability
for arole and make an objective recommendation asa result.

Moreover, the great challenge in any selection processis minimizing unconscious bias.
It is human nature to like people who are similarto us but this shouldn’t be allowed
to influence your hiring decisions. Therefore, itisimportant to train assessors (and

interviewers) tounderstand and avoid unconscious bias - and to focus on best
practice evaluationtechniquesandinterviewingskills.

Global Leadership Development

Leadershipisthe act or process of influencing people so they will strive willingly toward

the shared objectives. Leadership, then, is a special type of management, one that inspires
enthusiasticcooperation in pursuit of the objectives, not mere assent.

The distinction between leadership and managementis difficult to define exactly, if only
because there is no commonly agreed definition of the term leadership. There isalso
considerable overlap between the termsleadership and management. Differences can be
that leaders depend on popular support for their position whilst managers are appointed.

Concerning “Manager vs. Leader”, Managers are concerned about how things get done,
and they try to get people to perform better. Leader are concerned with what things mean
to people, and try to get people to agree about the most important things to be done.

Globalization has effected majorchanges in leadership development. As the world shrinks
and globalization increases, companies are constantly changing strategie s and operational
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procedures. Having the right leaders at international and multinational companiesis
critical to corporate performance. Managers and executives need to be able to motivate,
influence and enable individuals across national boundaries and cultures to accomplisha
company’s goals.

Part of a global leader’simpact is that person’s ability to increase an organization’s
capacity to evolve intoaglobal company and to grow a business strategy forthe larger
global marketplace. This kind of corporate evolution demands that an organization prepare

future leaders who can successfully carry out global corporate strategy. Global leadership
development (GLD) provides much-needed competency.

Global leadership demands are qualitatively differentand significantly more complex than
those fordomesticleadership. Leadership valuesin differentlocales also vary. Further,
thereis a shortage of global leaders which hinders companies’ global business strategy
execution. In previous generations, the global leadership competency was not required.
However, changing business environments and the shortage of prepared global leaders
createsan immediate and critical need for global leadership development. GLD programs
to address the gap between global leadership needs and the capacity shortage should be a
major focus for talent managementand learningand developmentleaders.

6.1. Attributes of Global Leader

There isa growing consensus around the most valuable global leadership attributes.
Effective global leaders often stand outin four primary areas: personality traits,
values, cultural background and corporate work experiences. The personality traits
are perhaps the hardest to change and develop, as well as the most difficultto assess
during the recruitingand succession planning process. Nonetheless, assessing
personalityisvaluable because it impacts the effectiveness of the GLD experience.
The widespread acceptance of a major taxonomy of personality, often called the “Big
Five” as follow:

. Emotional Stability: disposition to be calm, optimistic, and well adjusted.
° Extraversion:tendency to be sociable, assertive, active, upbeat, and talkative

e Opennessto experience:tendency to be imaginative, attentive toinnerfeelings,

have intellectual curiosity and independence of judgment
e  Agreeableness:tendencytoaltruistic, trusting, sympathetic, and cooperative

e  Conscientiousness:tendency to purposeful, determined, dependable, and
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attentive to detail.
6.2. Global Leadership Competencies

From here,itis importantto determine what global leadership competencies are not
only necessary, but complementthe aforementioned personal attributes. Six global
leadership competencies have beenfoundto be most relevant.

Global Leadership Competencies

Desired competency Development method

Engagementin personal Coaching and experiential learning

transformation
Expatriate assignments, global team work/projects and

Knowledge experiential learning

Networking skills Global teams

Social judgment skills Experiential learning

Self-awareness Assessment, coachingand reflections
Self-regulation Coaching and reflections

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 company identifiesthe competencies critical to performance, the nextstepis
to designand provide learningand development opportunities aligned with those
competencies. There are two distinct processes of leadership development: Informal
and formal processes. Informal processes usually occur during the course of
managers’ everyday work. Thus, these are by-products of daily work activities, such as
task accomplishment, trial and error experimentation, orinterpersonal interactions,
and managers may not set out intentionally and explicitly to learn something through
pre-planned means. Formal processes, on the other hand, include institutionally
sponsored, planned and deliberate processes. These are often monitored and

controlled by people other than the individual managersinvolved, such as job
rotation, coaching and projectassignments.
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Learning and Development Methods of Global Leadership

Learning and Description

development

method

Expatriate An international work assignment requiringan employee
assignment to temporarily move to another country for at least six
months.

An ongoing work-based group or temporary development

Global teams activity group whose members reside in different

=]
§ countries, organized around a specificwork task.
5
< A structured experience with learning objectives,
= including activities such as simulations, case studiesand
. role playing.
Experiential playing
learning o o . o
A relationship with an individual providing accountability
and development to promote behavior change.
Coaching
Intercultural A formal intervention around similarand different world
training cultures.
=]
&
4 Assessment An objective analysis (self-assessment, 360-degree
o
‘; feedback, performance reviews, assessment centers) of a
S leader’s competency or proficiency.
Reflection

A specifictime set aside for processing, implementing
and retaininglessons learned.

Gillis, ). (2012). Buildinga Global Leadership Pipeline. Chief Learning Officer, Jan, 26-29
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Leadership development, sometime called Management Development, isa process to
fostermanagementand leadership mind set and skills. These programs provide
individuals with the knowledge and skills necessary to fast track their managerial
careers and provide the organization with a new generation of talented | eaders. In
global context, Global leadership learningand development methods range from
high-to low contact, and include a variety of experiences all offeringadifferentresult.

The below table highlights six learning and development methods that provide
experiences across the spectrum.

7. Global Talent Management Practice

Talent management as activities and processes that involve the systematicidentification of
key positions which differentially contribute to the organization’s sustainable competitive
advantage, the development of a talent pool of high potential and high performing
incumbentsto fill these roles, and the development of a differentiated human resource
architecture to facilitate filling these positions with competentincumbentsand to ensure
theircontinued commitmentto the organization. Talent pool is refer to the pool of high
potential and high performingincumbentsthat the organization can draw upon to fill
pivotal talent positions

In global environment, one of the biggest challenges facing companies all overthe worldis
building and sustaining a strong talent pipeline. Notonly do businesses need to adjustto
shiftingdemographics and work force preferences, butthey must also build new
capabilitiesand revitalize their organizations-all while investingin new technologies,
globalizing their operations and contending with new competitors. What do companies
operatingin numerous markets needto do to attract and develop the very best employees
so they can be competitive globally?

The range of talent managementissuesfacing multinational companiestodayis extremely
broad. Companies must recruit and selecttalented people, develop them, manage their
performance, compensate and reward them and try to retain the strongest performers.
Although every organization must pay attentionto each of these areas, a research
convinced them that competitive advantage in talent management doesn’t just come from
identifying key activities (forexample, recruitingand training) and then implementing
“best practices.” Rather, we found that successful companies adhere to six key principles:
(1) alignment with strategy, (2) internal consistency, (3) cultural embeddedness, (4)

managementinvolvement, (5) abalance of global and local needs and (6) employer
branding through differentiation.

The term “talent management” is used to broadly recognizing that there is considerable
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debate within companies about what constitutes “talent” and how it should be managed.
(See “The Talent Management Wheel” as the below figure) Since the publication of a
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
employees had more “value” or “potential” than others, and that, as a result, companies
should focus the lion’s share of corporate attention and resources on them; the second
group had a more inclusive view, believing that too much emphasis on the top players
could damage morale and hurt opportunities toachieve broader gains.

Talent Man ag ement 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, et al. (2012). Six Principles of Effective Global Talent Management. MIT Sloan
Management Review, Winter, 24-32.

7.1. Alignment With Strategy

Corporate strategy is the natural starting point for thinking about talent management.
Giventhe company’s strategy, what kind of talent do we need? For example, GE’s
growth strategyis based on five pillars: technological leadership, services
acceleration, enduring customer relationships, resource allocation and globalization.
But GE’s top management understands that implementing these initiatives may have
lessto do with strategicplanningthan with attracting, recruiting, developingand
deployingtheright people to drive the effort. Accordingto its CEO, the company’s

talent management systemis its most powerful implementation tool. Forinstance, to
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support a renewed focus on technological leadership andinnovation, GEbegan
targetingtechnology skills as a key development requirement duringits annual
organizational and individual review process, which GE calls Session C. In all business
segments, a full block of time was allocated to a review of the business’sengineering
pipeline, the organizational structure of its engineering function and an evaluation of
the potential of engineeringtalent. In response to the CEO’s concern that technology-
oriented managers were underrepresentedin GE’s senior managementranks, the
Session C reviews moved more engineersinto GE’s seniorexecutive band. Talent
management practices also helpedtodrive and implement GE’s other strategic
priorities (forexample, establishingamore diverse and internationally experienced
management cadre).

In a similarvein, a recentsurvey of chief human resource officers of large
multinationals highlighted anotherapproach to aligning talent managementwith the
business strategy.

Strategicflexibility isimportant, and organizations must be able to adapt to changing
business conditions and revamp their talent approach when necessary. For example,
Oracle, the hardware and software systems company, found that its objective goal -
settingand performance appraisal process was no longeradequate. Management
wanted to add some nonfinancial and behavior-based measures to encourage people
to focus on team targets, leadership goals and governance. This necessitated a
significant overhaul of Oracle’s existing performance management systems,
investmentinline management capability and overall changes to the mind-set of line
managers and employees.

7.2. Internal Consistency

Implementing practices inisolation may not work and can actually be counter-
productive. The principle of internal consistency refers tothe way the company’s
talent management practices fit with each other. The study shows that consistencyis
crucial. For example, if an organizationinvests significantly in developing and training
high-potential individuals, it should emphasize employee retention, competitive
compensation and career management. It also should empoweremployeesto
contribute to the organization and reward them for initiative.

Such combinations of practices will lead to a whole that is more than the sum of its
parts. There should also be continuity overtime. For example,aMNC has tied
everythingrelated totalent managementtogether insuch a way that internal
consistency among the various HR elementsis virtually guaranteed. The company
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recruits 10 to 12 graduates per year, assigns the new hiresto a learningcampus (a
network for top new graduates within the division) and assessesthem at the
development center. Later, the designated employees go through a leadership quality
analysisand review procedure, including feedback and performance appraisal, and
become part of the mentoring program led by top managers. The whole processis
continuously monitored through reviews and linked to the company’s reward

systems.

The emphasis on consistency is also paramount at IBM, which works hard to assure
that its people management systems are consistentacross its subsidiaries. To achieve
this alignment, IBM combines qualitative and quantitative datacollected quarterly to
ensure that its practices are consistentlyintroduced and implemented. The company
also conducts an HR customer satisfaction survey twice a year to learn how
employees are respondingtothe programs and to detectareas of employee
dissatisfaction.

7.3. Cultural Embeddedness

Many successful global companies considertheir corporate culture as a source of
sustainable competitive advantage. They make deliberate efforts tointegrate their
stated core values and business principlesinto talent management processes such as
hiringmethods, leadership development activities, performance management
systems, and compensation and benefits programs. For example, whereas companies
have traditionally focused on job-related skillsand experience to select people, some
multinationals we studied have expanded theirselection criteriato include cultural
fit. These companies assess applicants’ personalities and valuesto determine
whetherthey will be compatible with the corporate culture; the assumptionis that
formal qualifications are not always the best predictors of performance and

retention, and that skills are easierto develop than personality traits, attitudes and
values.

IKEA, the Sweden-based furniture retailer, forexample, selects applicants using tools
that focus on values and cultural fit. Its standard questionnaire downplays skills,
experience oracademic credentials and instead exploresthe job applicants’ values
and beliefs, which become the basis for screening, interviewing, and training and
development. Later, when employees apply internally forleadership positions, the
main focus isonce again on valuesin an effortto ensure consistency.

Researchersfoundthat a strong emphasis on cultural fitand values was common
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among successful global companies. In evaluating entry-level job applications, Infosys
is willingtotrade off some immediate skill requirements fora specificjob in favor of
good cultural fit, the right attitude and what it referstoas “learn ability.” In addition
to evaluatingthe applicant’s college record, Infosys puts applicants through an
analytical and aptitude test, followed by an extensive interview to assess cultural fit
and compatibility with the company’s values.

Rather than selectingemployees for attitude and cultural fit,a more common
approach to promotingthe organization’s core values and behavioral standards is
through secondary socialization and training. Standardized induction programs, often
accompanied by individualized coaching or mentoringactivities, were widely used
among the companiesthat we studied. Leading companies used trainingand

developmentnotonly to improve employee skillsand knowledge but also to manage
and reinforce culture.

In addition to inculcating core valuesintoyoung leaders, successful companies often
make focused efforts to adapt their talent management practices to the needsof a
changing work force. Considerthe growinginterestin healthy work-life balance. As
the numberof employeesseeking balance betweentheirpersonal and professional
lives has increased, more companies have begun to offerflexible working
arrangementsin an effortto attract the besttalentand retain high-potential
employees.

Consistentwith an increased emphasis on values, some companies have introduced
what might be called “values-based” performance management systems: They assess
high-potential employees not only according to what they achieve but also on how
they reflect or exemplify shared values.

7.4. Management Involvement

Successful companies know that the talent management process needs to have broad
ownership — not justby HR, but by managers at all levels, including the CEO. Senior
leaders needto be activelyinvolvedin the talent management process and make
recruitment, succession planning, leadership developmentand retention of key

employeestheirtop priorities. They must be willing to devote a significantamount of
theirtime to these activities.

One of the most potent tools companies can use to developleadersistoinvolveline
managers. It means gettingthemto play a keyrole inthe recruitment of talentand
then makingthem accountable fordevelopingthe skillsand knowledge of their
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employees. Unilever, forexample, believesinrecruitingonly the very best people. To
make this happen, top level managers must make time forinterviews, eveninthe
face of all theirother responsibilities. Line managers can contribute by acting as
coaches or mentors, providing job-shadowing opportunities and encouraging talented
employees to move around within the organization for career development.

The responsibility fortalent development extends beyond managers. Employees need
to play an active part themselves by seeking out challengingassignments, cross-
functional projects and new positions. However, the survey finds that job rotations
across functions or business units are not very common. Although HR managers may
see the valuein job rotations and new assignments for career development, many
companieslack the abilityto implementthem. A possible explanationisthe tendency
of managers to focus on the interests of theirown units rather than the whole
organization; this narrowness may hindertalent mobility and undermine the
effectiveness of jobrotation as a career developmenttool. A McKinsey study found
that more than 50% of CEOs, business unitleadersand HR executivesinterviewed
believedthatinsularthinkingand a lack of collaboration prevented theirtalent
management programs from delivering businessvalue.

7.5. Balance of Global and Local Needs

For organizations operatingin multiple countries, cultures and institutional
environments, talent managementis complicated. Companies need tofigure out how
to respondto local demands while maintainingacoherent HR strategy and
managementapproach. Among the companies we studied, there was no single
strategy. For example, Oracle emphasized global integration, with a high degree of
centralization and little local discretion. Matsushita, meanwhile, focused on
responsivenesstolocal conditionsand allowed local operations to be highly
autonomous.

A company’s decision about how much local control to allow depends partly on the
industry. Furthermore, rather than beingstatic,a company’s position may evolve over
timein response to internal and external pressures. Many companies are moving
toward greaterintegration and global standards while simultaneously continuingto
experience pressure toadapt and make decisions atlocal levels. Forexample, Rolls
Royce has global standards for process excellence, supported by a global set of shared
values and a global talent pool approach for seniorexecutives and high potentials. At
the same time, it has to comply with local institutional demands and build local talent

pools. Clearly, the challenge for most companiesis to be both global and local at the
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same time. Companies need a global template fortalent managementto ensure
consistency but needto allow local subsidiaries to adapt that template to their
specificcircumstances.

Most companies have introduced global performance standards, supported by global
leadership competency profiles and standardized performance appraisal tools and
processes. Activitiesthatare seenas lessdirectly linked with the overall strategy of
the corporation and/or where local institutional and cultural considerations are
viewed as crucial (forexample, trainingand compensation of local staff) continue to
be more at the discretion of local management. At IBM, for example, foreign
subsidiaries have no choice about whetherto use the performance management
system; it isused worldwide with only minoradaptations. But subsidiaries may
develop otherpolicies and practices to address local conditions and cultural norms.

While locally adapted approaches create opportunities fordiverse talent pools, they
limita company’s ability to build on its global learningin hiring, assessing, developing
and retaining top global talent. This requires more integration across business units.
When companies do not coordinate hiringand development efforts acrossits
differentdivisions, soeventhoughit had diverse talent pools, it wasn’t able to take
advantage of cross-learning opportunities.

7.6. EmployerBranding Through Differentiation

Attracting talent means marketing the corporation to people who will fulfill its talent

requirements. Inorderto attract employees with the right skills and attitudes,
companies need to find ways to differentiate themselves from their competitors.

MNCs differ considerablyinhow theyresolve the tension between maintaininga
consistent brand identity across business units and regionsand respondingto local
demands. Shell, forexample, uses one global brand for HR excellence and several
global practices or processes for all its businesses. The brand highlights talentas
Shell’s top priority; each businessisthen able to take that global brand and applyit
locally. This means that rather than havingall branding efforts coming from corporate
headquarters, each subsidiary receivesits own resourcesto buildthe brand in
accordance withthe local market demands and the need for differentiation.

Intel takes a different approach. It positions many of its top-level recruiters outside
the United States to ensure that the Intel brand is promoted worldwide. Forinstance,
Intel has recently setup alarge production facility in Vietnam. To staff the operation,
the company senta top-level HR manager from its California corporate office to build
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local awareness of Intel as an employer. “Hiring top talent, no matterwhere we are, is
top priority for Intel,” the manager explained. To accomplish this, Intel has become
involved with local governments and universities to advance education and computer
literacy. Such investments may not pay offimmediately, butthey put roots in the
ground in countries that see hundreds of foreign companies come and go each year.

One way companies are tryingto getan edge on competitorsin attracting talentis by
stressingtheir corporate social responsibility (CSR) activities. A global pharmaceutical
company offersan excellent case in point. The company capitalizes on its
employment brand and reputation through regular newsreleases and mediaevents

at keyrecruitmentlocations.

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

also more sophisticated — in how they manage talent.

Several factors seemto be driving the convergence. First, companies compete for the
same talent pool, especially graduates of international business schools and top
universities. Second, the trend toward greater global integration means that companies
want to standardize theirapproaches to talentrecruitment, developmentand
managementto ensure internal consistency. And third, the visibility and success of
companiessuch as GE, amplified by commentary by high-profile consulting firms and

business publications, have led to widespread imitation.

Best practices are only "best” whenthey’re appliedina given context; what works for
one company may not work in another. Indeed, the need for alignment — internally
across practices, as well as with the strategy, culture and external environment — has
profoundimplications fortalent management. Even with the global convergence interms
of the practices used, companies cannot simply mimic top performers. They need to
adapt talent management practices to theirown strategy and circumstancesand align
them closely with theirleadership philosophy and value system, while atthe same time
finding ways to differentiate themselves from their competitors. Multinational
corporations that excel in managing talentare likely to retain a competitive edge.
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Part Three: Global Employee Relations

1. Industrial Relations

Industrial relations (IR) encompasses a set of phenomena, both inside and outside the
workplace, concerned with determining and regulating employment relationship in which
between managementand employeesoramong employees and their organization that
characterizes and grows out of employment.

IR is the study of the laws, conventions and institutions that regulate 'the workplace'. It is a
fundamentally important aspect of our way of life, our culture and our society.

1.1. Perspectives of Industrial Relations

IR means different things to different people. The followingillustration depicts how IR
shapes our workinglife, oursociety and the national economy.

Worker's Perspective

-Unions ‘ (&
-Conditions } ‘
-Labor laws \‘ =)
.Tj Employer's Perspective

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

- Work-life balance
Perspectives of Industrial Relations
1.1.1. What is industrial relations from a Worker's Perspective?

As workers, we associate Industrial Relations with Unions, Industrial Awards, and labor
lawsthat setthe conditions under which we work. Thisincludes our pay, safety,
employmentsecurity and opportunities fortraining. 150 years ago people worked 6
days a week, 12 hours a day or more, and there were no provisionsforsick pay or
holiday pay. There was no protection for children who were oftena form of cheap
labor, or worse, were sold into slavery. As a society we have come a long way since, and
this islargely due to the formation and actions of labor unions.
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1.1.2. What is industrial relations from an Employer's Perspective?

The modern day employerattaches great importance to maintaining goodindustrial
relations as a cornerstone of business growth and success. Industrial relations, forthe
employer, isabout negotiations between workers and business owners/managers that
leadto increased productivity and improved product quality in exchange for better pay
and conditions of employment for workers. These negotiations between business
owners/managers and theirworkersis often referred to as enterprise bargaining. The

reduction of conflict between workers and business managementis also a highly
desirable objective in Industrial Relations.

1.1.3. What is industrial relations from a Society Perspective?

Whether we have good jobs and how we work has a fundamental effect on the quality
of our lives. Unemployment causes social isolation and economicdeprivation. When
thereis high levels of unemployment, there is social tension and upheaval. Too much
employmenthasits own set of woes. People who work long hours often sufferfrom
healthissuesand family problems. There is a need to strike a work-life balance to
ensure a healthy, happy and productive populations.

1.1.4. What is industrial relations from a Government Perspective?

Industrial relationsis a major factor in managing the economy. As a nation we compete
in the global marketplace forgoods and services. If the workforce is inefficient and
wage demands are too high, then the cost of our goodsand servicesis greater and
consequently we are less competitive inthe global marketplace. Governments create

laws and policiesthat affect Industrial Relations and therebyinfluence the payand
conditions of work forworkers.

1.2. Global Employer-Employee Cooperation
1.2.1. Codetermination

Itis aform of corporate governance that requires a two-tiered corporate board
structure-a typical managementboard and a supervisory board-that allows
managementand employeesto participate in strategicdecision making.

Codeterminationrights can be extensive and provide ameans or employeesto
influence managerial decisions. There are three models of codetermination:

Dual system:In addition to the typical managementboard, there isa supervisory
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board. Dependingon the size of the company, as many as half of the supervisory board
members may be workers. Because this supervisory board has the authority to accept
or rejectthe managementboard's decisions, firms are essentially prohibited from
implementing workplace changes withoutemployee consent.

Single-tiersystem: There isonly one board of directors, but employee representatives

are included as members.

Mixed system: Employee representatives are included, but they are only advisors (i.e.,
in an on-voting capacity).

1.2.2. Industrial democracy
Employees have legally mandated rights to participate in managementdecisions.

Shop-floor participation: A participatory management approach in which workers have
the opportunity to identify problems and help resolve them.

Social charter: Legislation to be implemented by European Union (EU)member states
aimed at standardizingemployment conditions and practices.

Work councils: Groups of workersand management representatives charged with

examining how to improve company performance, working conditions, job security,
etc., but where the company has final right of approval.

1.3. Global IL Management Approach

Hands-off:Inthis locally responsive strategy, the industrial relationshipis entirely
locally managed.

Managelocally from headquarters: In the centralized or standardized alternative, local
HR staff simply implement, without change, headquarters-developed HR policies and
practices.

Monitor: Headquarters tracks local management decisions and demonstratesits
interestand concerns, but itleaves decisionsto be made locally.

Guide and advice: Headquarters offers more advice and tries to apply global policiesto
local practices, but it still leaves decisions atthe local level.

Strategic planning: The industrial relations strategy is developed with an understanding
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of variation among workforces throughout the enterprise. Policies are set globally, but
practices are developed locally. Practices must conformto the global policies.

Set limits and approve exceptions: Some local adaptations may be made but only after
review and approval by headquarters HR.

Integration of headquarterand line managementin field: Labor decisions are made
jointly.

2. Trade Union

A trade (labor) unionis an organization made up of members (a membership-based
organization) and its membership must be made up mainly of workers. One of a trade
union's main aims is to protect and advance the interests of its membersinthe workplace.
The origin of labor unions dates back to the eighteenth century and the industrial
revolutionin Europe. During this time there was a huge surge of new workersintothe
workplace that needed representation.

Globalizationandincreasing economic integration have important consequences not only
for product markets, but also for labor markets. On the one hand, increasing global
economic competition and capital mobility, rise of cross-border production networks
combined with outsourcing, rapid pace in technological innovation, privatization,
contraction of the manufacturing sector and expansion of the services sector, changes in
production processes, and growing employer resistance to unionization have reduced the
number of “organized worker”.

On the other hand, workers are increasingly linked togetheracross borders by virtue of
beingemployed by the same multinational employerorby working in the same global
production or distribution chain. The trade union movementis one of the most dynamic
movementsthat organize internationally to tackle the problems of free market
globalization.

2.1. Objectives of Trade Union

Most trade unions are independent of any employer. However, trade unions try to
develop close working relationships with employers. This can sometimes take the form

of a partnership agreement betweenthe employerandthe trade union which
identifies theircommoninterestsand objectives.

e Negotiate agreements withemployers on payand conditions.
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e  Discuss major changes to the workplace such as large scale redundancy.
e  Discuss theirmembers; concerns withemployers.

e  Accompany theirmembersin disciplinary and grievance meetings.

e  Provide theirmembers with legal and financial advice.

) Provide education facilities and certain consumer benefits such as discounted
insurance.

2.2. Trade Union Recognition

Trade (Labor) unionsrepresentworkerinterests and the collective bargaining process
provides a way to manage the conflictin dealingwith employers. The union's primary
goal is to gain official “recognition” from the employer of those employees.

Recognition means that an employerrecognizesthe unionas beingentitled to conduct
collective bargaining on behalf of the workersina particular bargaining unit.

. Collective
Recognition Bargaining

) ( ) 4 )

Protectand
advance the Both parties
interestsofits negotiate a fair
membersinthe Request employment
workplace. recognition from relationship

"Works councils” the employer and prevents
will be conducted costly labor
toadjustthese disputes
agreements.

J N _/ \- J
Goals of Unionization
2.2.1. Union

As an employeryou may needto work withtrade unions that represent groups of your
employees, sometimes known as bargaining units. Trade unions will negotiate with you
on working conditions, for example pay and holiday. You need to recognize the trade
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union before they can negotiate with you. Please note that Works councils are not
directly trade union bodies. But the unions have a major influence ontheir operation.

2.2.2. Recognition

When a trade union and an employeragree to bargain about employmenttermsand
conditions, the employerissaid to recognize the trade union. Employers which
recognize a union will negotiate with it over members' pay and conditions. Many
recognition agreements are reached voluntarily, sometimes with the help of the Labor
Relations Agency. In most of global convention, if agreement can't be reached and the
organization employs more than 20 people, a union may apply forstatutory
recognition. To do so, it must firstrequest recognition from the employerin writing. If
this is unsuccessful, the union can apply to the Industrial Court for a decision.

In consideringthe union's application, the Court must assess many factors including
the level of union membership and the presence of any other unions. Often, the Court
will organize a ballotamong the affected workforce to decide whetherrecognition
should be awarded. Throughout the process, the emphasisis on reaching voluntary
agreement.

2.2.3. Collective bargaining

If a union isformally recognized by an employer, it can negotiate withthe employer
over termsand conditions. Thisis known as 'collective bargaining'. Once a union has

achievedrecognition, eitherviaa voluntary or the statutory procedure, you and the
union - 'the parties' - needto agree how you will conduct collective bargaining.

For collective bargainingto work, unionsand employers need to agree on how the
arrangementis to operate. They might, for example, make agreements providing for
the deduction of union subscriptions from members'wages, who is to represent
workersin negotiations and how often meetings will take place.

Both these agreements on procedure and agreements between employers and unions
changing the terms applyingto workers (like a pay increase for example) are called
'collective agreements'. Collective agreements usually cover pay arrangements and
other terms and conditions of employment. Your contract of employmentwill probably
set out which collective agreements coveryou. It's possible thata union may negotiate
on your behalfevenifyou're not a member.

Recognized unions also have rights to consultation where redundancies or a transfer of



business are proposed. There is a regular subscription cost for union membership and
differentrates may apply to trainees and part-timers. Unions will not normally help
with problems which pre-date membership.

2.3. Why join a union?
Some workers join a trade union because they believe thata union can:

e  Negotiate betterpay

e Negotiate betterworking conditions, like more holidays orimproved health and

safety
e  Providetrainingfor new skills

e  Givegeneral advice and support

Union members have the right to be accompanied to a discipline or grievance hearing
by a trade union representative (although trade unions are not compelledto provide
this). Allemployees, regardless of whethertheyare union membersor not, are
entitled to be accompanied by a work colleague.

Recognized unions also have rights to consultation where redundancies or a transfer of
business are proposed. There is a regular subscription cost for union membership and

differentrates may apply to trainees and part-timers. Unions will not normally help
with problems which pre-date membership.

2.4. Trade union-relatedrights

Global labor conventions give workers the right to join a trade union wherever they
work. This right applies whethera union has been recognized or not. They're protected
from being disadvantaged forbeinga union member. Specifically trade union
membershipisan unlawful reason for:

e  Refusingthememployment

e  Dismissingyou

e Selectingyoufor redundancy

The global labor conventions give works the right not to join a trade union. The same

protection appliesto them as it does to union members. In particular, employersare no
longer permitted to operate a 'closed shop' (that is, make all workers join the
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employer's preferred union). An employercan'tdeduct payments from them, to a
unionor charity in lieu of union membership without their permission.

When a unionis recognized by an employer, members have the right to time off at an
appropriate time to take part intrade union activities. These mayinclude:

e Votinginballotson industrial action
e Votinginunion elections

e Meetingto discussurgent matters
e Attendingtheannual conference

e Time off fortrade uniondutiesand activities

However, they don’t have the right to be paid for any time spent takingindustrial
action.

2.5. Blacklisting

Workers can’t be discriminated against because they are ina union or because of their

union activity. With rare exceptions, it’salsoillegal to compile, use, sell orsupply a
‘blacklist’ of union members that will be used to discriminate againstthem.

. Collective Bargaining

Collective bargainingisa fundamental right. It is rooted in the ILO Constitution. Collective
bargainingis a key means through which employers and their organizations and trade
unions can establish fairwages and working conditions. Italso provides the basisfor sound

labor relations.

Collective bargainingallows both sides to negotiate a fairemploymentrelationship and
prevents costly labor disputes. Indeed, some research has indicated that countries with
highly coordinated collective bargainingtend to have lessinequality in wages, lowerand
less persistent unemployment, and fewer and shorter strikes than countries where

collective bargainingis less established.

The role of collective bargainingis rapidly changing across the world, and ina variety of
ways. In many (but not all) developed countries bargainingis declining. In many (but not
all) new democracies the role of collecting bargainingin regulating working conditionis
increasing. Globalizationis one of the drives of change. Because of capital greaterease of
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movement, workers’ bargaining power has been weakened.

3.1. Collective Bargaining Process

The collective bargaining process comprises of five core steps:

Come to an
agreement

Timeline for Each Set up to

negotiation parties continue

set ground present further
rules proposals discussion

Preparation

of both
or

settlement

\

parties
\ \ AN a\

3.1.1. Prepare:

This phase involves composition of anegotiation team. The negotiation team should
consist of representatives of both the parties with adequate knowledge and skills for
negotiation. Inthis phase both the employer's representatives and the union examine
theirown situationin order to develop the issuesthat they believe will be most
important. The first thingto be done isto determine whetherthere isactually any
reason to negotiate at all. A correct understanding of the main issues to be covered
and intimate knowledge of operations, working conditions, production norms and
other relevant conditionsisrequired.

3.1.2. Discuss

Here, the parties decide the ground rules that will guide the negotiations. A process
well begunis half done and this isno less true in case of collective bargaining. An

environment of mutual trust and understandingis also created so that the collective
bargaining agreementwould be reached.

3.1.3. Propose

This phase involvesthe initial opening statements and the possible options that existto
resolve them. In a word, this phase could be described as 'brainstorming'. The
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exchange of messages takes place and opinion of both the partiesis sought.

3.1.4. Bargain

Negotiations are easy if a problem solving attitude is adopted. This stage comprises the
time when 'what ifs'and 'supposals' are set forth and the drafting of agreements take
place.

3.1.5. Settlement

Once the parties are through with the bargaining process, a consensual agreementis
reached upon wherein both the parties agree to a common decision regarding the
problem or the issue. This stage is described as consisting of effective joint
implementation of the agreement through shared visions, strategicplanningand
negotiated change.

3.2. Basic Rules of Collective Bargaining

A government may not require the two parties to come to a resolution overlabor
disputes, butonly to bargain in good faith. If arbitration fails to resolve the conflict, the
employees may choose to strike, or stop working, to pressure management to accept
theirterms. Management could also decide to lock out workers until an agreementis
reached. Occasionally, the collective bargaining process fails completely and contract
disputes must be settled by the courts. Some Basic Rulesin Collective Bargainingare
indicated as follows:

e  Anegotiatorshouldview negotiations as an exercise with both sides walking
towards each other, rather than away from each other. This will enable the
negotiatorto keepin mindthat the final objective is a satisfactory agreement. It
will alsolead to a search for, or identification of, common ground while also

addressingthe differences.

e  Anegotiatorshould be good at listening carefully to the other party who will,
otherwise, feel that disagreement with his positionisdue to a lack of
understanding. Thisis also necessary to encourage the other party to listento
you. Some indication should be given to suggestthat the party has understood
the other's position. Body language often communicates a party's reactions.

e Anparty shouldbuilditscase ina logical sequence and, as far as possible, try to
obtainagreementat each stage of the process. This will narrow the areas of
disagreementand facilitate focusing on those aspects.



94

e  Counterproposals and conditions attached to concessions should be indicated as
early as possible, sothat the basis on which a party is prepared to agree or

compromise is understood.

e  Wheneverpossible, invite the other party to look at the problem fromthe
opposite perspective, e.g. awage increase as an additional cost which, due to
competitive pressures, requires managementto find ways to absorb it. It is
sometimes useful to ask the unionfor suggestions on how it can cooperate to
facilitate absorption of the increase.

e [tisusuallypreferable toavoid taking up at the outset the positionthat a
particularitemis not negotiable. Itis more productive to requesta party to justify
its claim, and then point out why that claimis unreasonable. Takingup a non-

negotiable position canlead to the perception that the position has nothingto do
with the merits and that the party is not willingtolisten.

3.3. Collective Bargainingin Global Conventions

Freedom of association ensuresthat workersand employers can associate to efficiently
negotiate work relations. Combined with strong freedom of association, sound
collective bargaining practices ensure that employers and workers have an equal voice
in negotiations and that the outcome will be fair and equitable. Collective bargaining
allows both sides to negotiate a fairemploymentrelationship and prevents costly labor
disputes. Indeed, some research has indicated that countries with highly coordinated
collective bargainingtend to have lessinequality in wages, lowerand less persistent
unemployment, and fewerand shorter strikes than countries where collective
bargainingis less established. Established collective bargaining practices were an
elementthatallowedthe Republicof Koreato weatherthe Asian financial crisis and
enabled South Africato make a relatively peaceful transitioninto the post-apartheid

era. ILO standards promote collective bargainingand help to ensure that good labor
relations benefiteveryone.

3.3.1. Rightto Organize and Collective Bargaining Convention

This fundamental convention provides that measures appropriate to national
conditions shall be taken, where necessary, to encourage and promote the full
developmentand utilization of machinery forvoluntary negotiation between

employers oremployers'organizations and workers' organizations, with a view to the
regulation of terms and conditions of employment by means of collective agreements.

3.3.2. Labour Relations (PublicService) Convention
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The convention promotes collective bargaining for publicemployees, as well as other
methods allowing publicemployees' representatives to participate inthe
determination of their conditions of employment. Italso provides that disputes shall
be settled through negotiation between the parties or through independentand
impartial machinery, such as mediation, conciliation and arbitration.

3.3.3. Collective Bargaining Convention

Defines collective bargainingand calls for its promotionin all branches of economic
activity, including publicservice.

4. Employee Engagement

Gallup found that whether unionized or not, world-class organizations have two crucial
things incommon: They recognize that talented managers are the core of an organization's
success, and they understand and leverage the fact that engagement predicts
performance. Employee engagement has become a widely used and popular term, and it
has its basis in practice rather than theoryand empirical research, while its construct often
overlaps with other constructs, such as organization commitment, job involvement, or
organizational citizenship behaviors (OCB). However, engagementis notan attitude;itis
the degree to which an individual is attentive and absorbed in the performance of their
roles. In HR practice, the concept is commonly seen as capturing levels of commitmentand
discretionary effort exhibited by employees.

*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".

An engaged employeeisa personwho is fullyinvolvedin, and enthusiasticabout, his or
her work. Truly engaged employees are attracted to, and inspired by, theirwork (“l want
to do this”), committed (“l am dedicated to the success of what | am doing”), and
fascinated (“I love what| am doing”). Engaged employees care about the future of the

company and are willingtoinvest the discretionary effort — exceeding duty’s call —to see
that the organization succeeds.

According to Aon Hewitt, there are three dimensions through which organizations can
measure the strength of their employee engagement —which the consulting firm defines
as “the psychological state and behavioral outcomes that lead to better performance”.



96
These dimensions are labelled by Aon Hewitt simply as Say, Stay and Strive.

Engaged employees: Say—speak positively about the organization to coworkers, potential
employees and customers; Stay—have an intense sense of belongingand desiretobe a
part of the organization; and Strive —are motivated and exert effort toward successin
one’sjob and for the company.

Engagement Engagement Business
Drivers Outcomes Outcomes
o
Brand Talent L
Reputation Retention
Brand/EVP Absenteeism
Corporate responsibility Wellness
Leadership
Senior leadership . @ﬁ
BU leadership Operational
Productivity
Safety
Performance

Career opportunities
Learning and development

Performance management Customer i‘

People management SHiEEEE

Rewards and recognition NPS

Retention

Company Practices The Basics The Work
Communication Benefits ; Collaboration Financial =
Customer focus Job security Empowerment/autonomy Revenue/sales growth
Diversity and inclusion ~ Safety Work tasks Op. income/margin
Enabling infrastructure  Work environment Total shareholder return
Talent and staffing Work/life balance

Employee Engagement Model
Source: Aon Hewitt

Aon Hewitt’s Engagement Model also covers “Engagement Drivers.” These are the areas
over which management has a great deal of control —the action areas. Their extensive
research formed the six major categories of the work experience thatinclude the work
people do, the people they work with, opportunities, total rewards, company practicesand
general quality of life.

4.1. Brand

The organizational reputation of a companyisn’t justimportant from a consumer point
of view, says Aon Hewitt. The consulting firm explains that how the businessis
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perceived, bothinternallyamongemployees and externally to the publiccan have a big
impact on employee engagement. Itistherefore importantto consideryour employee
value proposition, or EVP, and recognize itsrole in connecting “an external brand
promise to customers with delivery onthe internal brand promise to employees”. Aon
Hewitt revealed thataround 82 per cent of employeesvalue this aspect of a company’s
brand, and a solid reputation as an employer of choice can go a long way in engaging
employees.

4.2. Leadership

A company does not become a bestemployerwithout strong leadership. Companies
that excel at leadership are differentiated through fourdisciplines: 1) Leaders setthe
tone forthe importance of leadership by cultivating and developingtalent; 2) they
pursue an unrelentingfocus ontalentbeyond a typical performance management
cycle; 3) leadership programs and practices are aligned with business strategy; and 4)
leadershipisa way of life—itisembeddedinto the values and expected behaviors and
culture of the organization. Leaders play an important role in employee engagement
and becoming a best employercompany. They do thisin directand indirect ways. First,
leaders have an indirect “multiplier effect” on all the top engagementdriversand other
bestemployerindices. Ultimately, leaders make the decisions on brands, performance

goals, pay and recognition, communicationto employees, work process and
innovation.

4.3, Performance

Lastly, a strong “performance focus” is essential to employee engagement. Gettingreal
about employee engagementrequires moving beyond ageneric concept and clarifying
the behaviorsin which youwould like employeesto go above and beyond. For many
employersthereisincreasing need for agility, speed and flexibility —these traits and
behaviors will vary by industry and job profile. Clarifying what engagementlooks like
for employeesisaprerequisite totheirengagement. Aligning performance
management, people management, learningand development, and rewards and

recognition with these engaged behaviorexpectations will focus, enable and reinforce
employees’ effortsand energy.

4.4. The Basics

Many organizations with lowerlevels of engagement struggle tojump right to a
“culture of engagement.” Leaders should not overlook the positive impact of strong
company practices and enablinginfrastructure; basics like benefits, safety and work-life



balance; or fulfilling work itself. Many companies that have had significantincreasesin
employee engagementina short period of time focus on fixingissuesinsome of these
basic elements. Getting the foundationrightis often the firststepin buildinga culture

of engagement, and cracks in thisfoundation can quickly erode employee engagement
for any organization.

4.5. The Work

Collaboration: The act of working with other people to achieve a mutual benefitisvital
to employee engagement. Surveysindicate that being cared about by colleaguesisa
strong predictor of employee engagement. Thus, a continuous challenge forleadersis
to rallyindividuals to collaborate on organizational, departmental, and group goals,
while excludingindividuals pursuing their self-interest.

Empower/autonomy: Employees are given the freedom and authority they need to
make necessary decisions. Empowermentistherefore critical todriving higher

performance. Give people more autonomy, empowerthemto act and you increase the
chances of them deliveringmore.

Work task: Meaning and purpose are core employee performance motivators that
money doesn’t compare to. Meaningful workis work that makes sense because we
know what’s expected and have the resources to do it, while understanding how our
part contributesto a greater company goal and how it benefits others.

4.6. Company Practices

Communication: Internal communicationis important for building a culture of
transparency between managementand employees, and it can engage employeesin
the organization’s priorities. Executives employ avariety of communication methods,
including face-to-face communication, to communicate with employees. The
executives’ chosen communication strategies aim to build trust and engagement with
employees.

Customer Focus: Customerfocus and employee engagement are two sides of the same
coin. Clearlyif your customers are going to be satisfied it takes an engaged workforce
that is passionate about their work and holds a strong desire to deliver great
experiences. Inline with meaning of work, employees become disengaged when they
lose meaningin their work. This meaning can only come from recognitionand
acknowledgment from customers (whetherinternal or external).
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Diversity and inclusion: Diversity and Inclusion are values that reflecta company’s
culture of respect for people and the value it place on differences. An openand more
inclusive environment will build trust and confidence within the organization and
generate a culture in which everyone feels valued and respects their colleagues, and
therefore increase employee engagement.

The business outcomes oftenresult from strong engagementdrivers and higher
employee engagementlevels. Researches have consistently found that companies with
higherengagementlevels also have bettertalent, operational, customerand financial
outcomes.

5. Employee Survey

MNCs regularly conduct employee engagementorinternal climate survey to assistin

making accurate HR decisionsforattracting and retaining HCNs. Employee survey ‘season’
is now infull flow and it’s a great chance for HR to show their expertise and added value.

A well conducted and executed employee survey helps organizations create impact by
increasing key focus areas such as employee engagement, aswell asimproving
organizational performance. A poorly conducted and executed employee survey will
damage employees’ confidence in future employee surveys, aswellasin HR.

Many of the most successful approaches to employee surveys are tailored to that
organization, and there is no one size fits all versions. While each survey will require a
different plan, this article aims to highlight some of the key aspects for considerationinthe
setting up of an effective employee survey process, and how to use that data in a way that
benefits yourorganization and your people. Your organization’s culture, employee profile,
leadership approach and even geographical location will dictate the format and content.
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« Internal communications « Determining the survey objectives
+Action planning Preparation + Creating buy-in
*Monitoring + Determining the survey method

-Repeating the survey * Guaranteeing anonymity
« Designing the questionnaire

Action planning Communication

« Creating a project plan
« Designing communication materials

Analysis Implementation
« Benchmarking « Distribution of questionnaires
« Setting priorities * Response period
« Identifying trends « Data collection
« Verifying responses
* Reporting

Employee Survey Process
Source: Barends, A.(2014). 5 stepsto create impactful employee surveys. Effectory.

5.1. Preparation

How to create impactful employee surveys tackles the preparation of your employee
survey. Do you have a clear idea of your survey aim? Are your stakeholdersinvolved
from the start? Can you guarantee anonymity?

There are many thingsto rememberif youwant a successful employee survey. First of

all, you have to have a clear idea of the aim of your survey. Secondly, it is importantto

involve stakeholdersinthe survey right from the start. Which method is appropriate to
your organization? How should you draw up a questionnaire? And how will you handle
the anonymity of the employees?

5.1.1. Determine the Survey Objectives

You carry out an employee survey to gain insightsintoyour employees’ perception of
theirwork. The aim is to use this to make targeted improvementsto your organization.
Are your employeesengaged? Are teams productive? What issues are important
withinyour organization? Amongother things, your employee survey gives you an

insightinto the satisfaction, employee commitment, employee engagement, loyalty,
motivation and customer orientation of the employees.
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There are many constructs regarding the objectives of employee survey. HR
professionals should distinguish among these terms as follows:

Job satisfaction defined as degree to which employees have a positive affective
orientation towards employment by the organization. Employee satisfaction depends
on company and administrative policies, supervision, salary, interpersonal relations,

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

Organizational commitment has been defined as an individual’s dedication and loyalty
to an organization. Organizational commitmentembracesthe followingthree
elements. These are (a) the acceptance of organizational goals and a strongbeliefin

these goals (b) willingness to perform substantial efforts on behalf of the organization
(c) havinga definite desire to maintain organizational membership.

Organizational climate may be defined as “members’ collective perceptions about

theirorganization with respect to such dimensions as autonomy, trust, cohesiveness,
support, recognition, innovation and fairness.

Job involvement is defined as the degree to which a person psychologically identifies
with, and isrelated with the work motivation that a person has with a job. Job
involvementis grouped into four diverse categories. These categories: 1) work as a

central life interest, 2) active participationin the job, 3) performance as central to self-
esteem, and 4) performance compatible with self-concept.

Employee engagement has become a widely used and popular term, and it has its
basis in practice rather than theoryand empirical research, while its construct often
overlaps with other constructs, such as organization commitment, job involvement, or
organizational citizenship behaviors (OCB). However, engagementis not an attitude; it
is the degree to which an individual is attentive and absorbed in the performance of

theirroles. In HR practice, the concept iscommonly seen as capturing levels of
commitmentand discretionary effort exhibited by employees.

In order to clarify the purpose of your survey, ask yourself: Why do you want to gain an

insightintothe work perceptions of your employees? Without a clear objective, your
surveywon’t succeed and it won’tlead to improvement.

5.1.2. Creatingbuy-in

As well as havinga clear objective, it’simportant to create broad support for your
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survey withinthe organization. Too many surveysend up in the bottom drawer because
the results are ultimately not accepted or applied. To avoid this pitfall, itis essential to
involve all the relevant stakeholdersinthe survey from an early stage. The aim is that
various groups should be able to take action afterwards on the basis of the results. The
support of these groups for the survey must be won in advance.

The stakeholdersthatshould be involvedinthe survey from an early stage are:

e (Line)managers

e  Otherdirectreports

e  HR directorsand managers

° Top management

e  Executive Board / Supervisory Board
e  Communicationdepartment

e  Works Council (if applicable)

e  Trade unions (if necessary)

It's advisable toinvolve works council representatives from the outset, not only to
adhere to rules and expectations butalso because a works council can playan
important role in embedding the surveyin the organization. If youwork at an
international level, get the branch managements/unitsinvolved as well.

5.1.3. Determiningthe survey method

When setting up your survey, think about which survey method is appropriate for your
organization. Thisis also the time to consider whetheryou should implement the survey
and the associated follow-up yourself orengage an external agency. There are three
phases of the methodology to be considered:

e  Distribution: How can you distribute the questionnairesin such fashion as to reach
everyone with ease?

e  Participation: What is the easiest way for respondents to participate inthe survey?

e Data collection: How do you ensure that you receive 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/orviaa written
guestionnaire. Choose the method that best suits your situation and make it easy for
employeestocomplete the questionnaire.

A good survey also leads to a high response rate. If, despite everything, you anticipate a
low response rate, you might considerschedulinga time whenall the employeesfillin
the questionnaire together, such as the end of a shift. In that case, do make sure that an
external personsupervisesit. Employees can address any question to that person.
Moreover, this approach avoids consultation between respondents as the
guestionnaires are completed. If that happens, you will be recording group opinions
instead of individual perspectives.

5.1.4. Guaranteeinganonymity

As well as a high response, you also want a reliable one. You want employeestofeel
free to give their honestopinion. Can you guarantee that employees will be able to

complete the questionnaire anonymously? Inthe interests of anonymity, you should
observe the following pointsata minimum:

e  Ensure that employeescan complete the questionnaire where colleagues cannot

watch them;
° Make sure that answers are received and stored on a secure server;

e Keepquestionsabout personal characteristics to a minimum (avoidinsofaras

possible questions on gender, educational level, years of service etc.);
e  Converthandwrittenanswersinto standard (computer) fonts;

e  Whenreportingthe results, keepitat group level insofaras possible.

In addition, prevent situations where employees can fill in the questionnaire more than
once. To avoid duplicationand unreliable results, employees should only be able to give
theiropiniononce. Therefore, be sure to work with unique login codes that can only be
used once.

5.1.5. Designingthe questionnaire

Keepit simple. The participationrate can be very adversely affected if employees are
daunted by the time it will take to complete the survey or if they feel the questions are
irrelevanttothem. Employee survey questionnaires allow an organization to understand
theiremployeesandto see what can be done to increase theirsatisfaction, their
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engagementand theircommitmentto the organization. Employee surveys can be
designedin-house orby an external consultant. If you wish to do your own, there are

some stepsto followtoensure you will getthe results you need to build positive
employee relations toimpact your business.

e Determinethe needfor your survey. Employee survey questionnaires can evaluate
a wide range of topics including overall satisfaction, engagement, organization
commitment, job involvement, pay and benefit perception, careeradvancement,
supervision, communication, processes and policies, productivity and efficiency,
job stress and work-life balance. The aim of your survey will determine the types of

guestions you will ask.

e  Choose which questions needto be askedto get the answersyou needto evaluate

your employee perceptionsin regard to the need of your questionnaire.

e Selectthe methodologyyou will use to ask your questions and gather you data. It
can be both quantitative and qualitative. The way you ask your questions will be
greatlyinfluenced by the methodology you pick. It is possible to write an employee
survey questionnaire that mixes both methodologies foramore complete

evaluation of the situation.

e  Decide which vehicle youwill use to send the survey and gather the results. You
can offeryouremployees multiple options oryou can decide ahead of time that all
staff members have to fill out the questionnaire on a paper format, via email, or via

a secure online website.

e  Proof and testyour questionnaire before sending the survey to your employees.
This stage allows you to ensure the validity of the result and that you will get the
desired results. If the results are positive, you have completed the design of your
employee survey questionnaire. If the results are not conclusive enough, start
again and try changing questions or methodology until you have testing results
satisfyingenough to send the survey to your employees.

If the surveyis to be taken by employees from othercountriesand culturestheniitis
best practice to have the surveyitems checked both for the accuracy of language
translation and cultural fit. If possible, have a native speaker of each language translate
so that the correct phraseology and wordingis used to ensure consistency of meaning
for each item. This is very important when thereis a need to compare resultsfrom
different countries.
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5.2. Communication

How you communicate your employee survey to stakeholders, managers and
employees has a dramatic impact on the response rate of the survey. Well thought out

communicationis key to avoidingresistance and a poor response rate, and this blog
providesyou with practical steps on how to create a successful communication plan.

Keepingyouremployeesinformed aboutthe survey’s progress, as well as clear
communicationin every phase of the surveyare essential toits success. Promoting
your employee surveytoall the stakeholders as early as possible isa must for there to

be adequate support, and having people involved from the beginning of the process
will favorably affect the response rate.

If people feelinvolved in the survey, this will considerably increase theirwillingness to
act on the results. If you do not communicate clearly with employe es onimportant
issues (such as information about anonymity), they may resistit. In the worst case,

employeeswon’ttrust the survey and could even sabotage the survey by deliberately
giving wrong answers.

5.2.1. Creatinga project plan

A good communication process requires time, energy and experience and isvital to the
success of the survey.

e  Beforethe Survey

All employees must understand why you are conducting the survey and what the
benefits will be if they cooperate (i.e. ‘what’sin it for me’). You should promote the

survey before the actual start of the projectand letemployees know what they can
expect from the survey. Rememberto clearly communicate the following:

v' The start date of the survey

v" The planningschedule forthe survey

v" Theintendedaim

v" The guarantee of strictly anonymous participation
v" The deadline forcompletion of the questionnaire

v" The possibilities for asking questions about the survey
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v" How you will announce the results

v What will be done with the results

The more thorough your communicationis, the better. You will find that response to
the surveyincreases substantially and don’t forget to thank the employees fortheir
cooperation!

e  Start of the Survey

Whether you have optedfor a paper questionnaire or online, all employees should
receive a survey package. If you have chosenfor a written survey, your employees
shouldreceive an envelope containing the questionnaire and an accompanying letter.
In the letteryoushould explain whatis expected of the employeesand why. Don’t
forgetto include an anonymity guarantee, and forfurther details, you can alsoto
include a pamphletexplaining the background and purpose of the survey. Completing
the package by including the postage-paid envelope also makesiteasierforemployees
to return the questionnaire.

For logistical reasons, it may be a betterideato issue the questionnaires onsite. For
example, you may wish to do this if you do not have the home addresses of your

employees. Insome sectors, such as retail and manufacturing, thisis often the 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 survey and anonymityin completingthe questionnaire. If some employees have no

email address, you can also opt to provide login codes by written letter. If necessary,
these codes can be made anonymous by means of a scratch-off layer.

e Duringthe Survey

Of course, you want to avoid any last-minute surprises. It'simportant to track the
response daily while the surveyis underway and address the following:

v" What isthe response so far?
v" Which departments are showing the most response?

v" How much timeis there leftto respond?

It’s advisable toinform managers after three or fourdays as to how theirgroups are
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responding, which can be done easily by email. If the response is disappointing, you
can resend the survey invitation and also encourage managers to remind employeesto
complete the questionnaire.

e  Afterthe Survey

Share what the initial results are and what steps for improvementare going to be taken
togetherwith your employees. Indicating what the actual planningfor these are will

helpyou generate the right expectations with regard to the follow-up period. In
addition, it also has a positive effect on the response generated duringthe nextsurvey.

5.2.2. Designing communication materials

There are many ways of bringingthe survey to the attention of others. Some
possibilities are listed below, although you may have other ideas on how to promote
the surveyin a creative manner. Ways to communicate your surveyinclude:

° Letter
) Email
o  Flyer

e  Staff magazine

e  Posters

e Intranet

e  On-screenpop-up

e  Workplace meetings
e  Short Message Service (SMS)
e Holidaycard

e Introductory video

e  Presentation

e  Soapboxaddresses
e  Employee meetings

e Slogan
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5.3. Implementation

You’'ve prepared and communicated your employee survey. Now forthe practical part-
implementing-review the distribution, data collection, verification and the re porting
associated with your employee survey.

5.3.1. Distribution of questionnaires

In principle, you should distribute the questionnaire to every employee. If you are
conducting the employee survey yourselfinasmall or medium-sized organization (up
to 500 employees), itis perfectly feasible to printthe questionnaires yourself. If you
work for a larger organization, itis often betterto outsource the printingand
distribution.

If you are usingan online questionnaire, make sure you have a system that works
properly. Consider, forexample, havingan email with a link to the questionnaire, plus
the possibility tosave what has beenfilledinso far and return to it at a latertime.

Which questionnaire forwhom? If you work with multiple business units across
international borders and with a variety of cultures, keepin mindthe differencesthat
you will encounter. You should therefore adapt questionnaires to take into account the
nature of the different parts of the organization. By customizing questionnaires for

each business unit, you will increase the employee commitmentacross the entire
organization.

5.3.2. Response period

The 80/20 rule also appliesto survey response times. By far the largest response is
generated during the firstfew days. Allowing 2 weeks forresponsesis usually enough,
but if the response is disappointing, you can always extend the deadline by a week.

5.3.3. Data collection

How to get the completed questionnaires back to you? With a digital survey, thisis
simple. Written (paper) questionnaires can be returned to a freepostaddress. In view
of the anonymity guarantee, we recommend that you designate a freepostaddressto
be used specifically forthe survey.

If the questionnairesare distributed onsite, you could still use return e nvelopes but
another optionis to place collection boxes at the various locations. Sometimes, to

promote a high response rate, it isimportant to offeremployees the facility to deposit
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theircompleted questionnairesina collection box as soon as they have filledthemin.
This can offera solution forsafeguardingyour planningschedule, especiallyif you are
centrally directing the survey inan international organization.

How will you recognize the various questionnaires returned by different departments?
The bigger and more international yourorganization, the greaterthe needto draw up
specificquestionnaires. You can distinguish aquestionnaire in English from one in
German at a glance, but how easily can you tell the difference between one from the
marketing departmentand one from the salesdepartment?

Itis therefore always practical to mark the questionnaires with a specificcode
according to surveyed group, for example perteam. To maintain anonymity, write only
the group name on the questionnaire.

5.3.4. Verifyingresponses

How to process the returned questionnaires? Processing data by hand is time -
consuming and requires precision. You can save a lot of time by having people
complete the questionnaire viathe internet, providingyou have set up a good system.
In most cases the bestoption isto have your data processed by a specialized bureau,

who can automaticallyimportthe completed questionnaires (optical character
reading).

How to process open questions? Employees’ answersto open questions, such as “What
suggestions would you make for...”, constitute an additional source of information. As
previously mentioned, itisimportant that handwritten answers are converted to

standard fonts to maintain anonymity. It is also a good ideato process the commentsin
such a way to not lose their content.

When processing answers, eliminate personal criticisms, you can also delete any coarse
language, such ‘creative’ words frequently attract undeserved attention and usually
demotivate the people involved. Revisingopen answersinthis manner resultsina

more authoritative survey. If necessary, you can choose to distribute the unrevised
versionsamong a limited audience.

5.3.5. Reporting

What should you mentioninthe reports? In effect, youshouldinclude everythingin
your report. Why was the survey conducted? What was the response? And of course,
the results. Do keepitconcise. Be sure to substantiate the scores by includinga
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statistical analysis of the results and displaying answers to open questionsisim portant
to helpyou get a betterfeel forthe results.

How do you report? We recommend using graphics, charts for example. They allow you
to see the progress that is made at a single glance. Use as many colors or icons as
necessary to visualize issues that score well and to indicate areas in which
improvementis required. Pages full of text do not inspire reading, and so, will not
inspire action either. Try to divide the answers to open questionsinto as few categories
as possible. When presenting the results for a group, make sure that you hold people’s
attention. Visualize the results, usingimages as well as text. Afterall, a picture is worth
a thousand words.

At what level should you report your results? The survey pays for itself when
stakeholders get reports that they can truly make use of. You should therefore attune
the reports to the level of the various stakeholders:

® An A4 sheetwith the main outlines forthe Board of Management;
» A detailedreportfor HR;

e An action-oriented reportforthe businessunitand/or the department or manager.

5.4. Analysis

The employee survey has been completed, and the data has beencollected. The
issue now is how to analyze the results: How should you structure the data? Should
you use benchmarks? How should you prioritize? Taking care to correctly analyze your
employee surveyisessential in orderfor there to be impact. Without adequate
analysis, your organization might address the wrong issues. The results of your survey
shouldimmediately disclose the state of affairsinyour organization. As a rule of

thumb, the data should therefore be structured to immediately reveal: the successes
and the areas in need of improvements

5.4.1. Benchmarking

Whilstthere may be some debate surrounding benchmarks, our experience has shown
us that benchmarkingis an essential addition tothe structured data. A comparison of
your results with those of similar companies or of the countries where you have
branches can reveal valuable insights.

One of the questions you should ask is do you have good benchmark data? Much time
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is often wasted by drawing hasty, incomplete conclusions. Forexample, asubject such
as remuneration usually getsa low score in an organization. Afterdiscovering the low

score, you may come to the conclusion that you should act upon the low score. This
howeveris not always wise.

A good benchmark can inform you where your organizations stand in comparison to
others. In the case above, the benchmark could inform you that despite yourlow score,
your organization scores betterthan many comparable organizations. Such insights can

really helpyou decide where to take action, and further help ensure that you do not
devote unnecessary time and money to an area where it isnot needed.

5.4.2. Settingpriorities

What do your employees considerimportantand in which areas is your organization’s
score (relatively) low? A statistical programis a useful tool in this prioritization. It
enablesyouto measure the effect of each factor on various HR themes. In this way you
obtaina list of priorities showing which aspects employeesare proud of and which
ones call forimprovement. You can see at a glance where the prioritieslie and which
points have a direct impact on the way your employees perceive theirwork.
Furthermore, it immediately becomes clear which elements make you stand out as an
employerinthe labor market.

5.4.3. Identifyingtrends

Compare your current scores with those from the previous surveyin order to follow
trends inthe results. This will provide insightinto the effectiveness of the improvement

measures you have taken. Once again, communicate this clearly to the organization.
This will show employeesthatthe surveyis havingan effect.

5.5. Action planning

An employee survey only becomes effective when somethingis done with the results.
To delve furtherinto processissues: not tellingemployeesthe results of a surveyis
frustrating, but, worse, it tellsthem theirinput is not really wanted. That can resultin
disengagement, apathy, and “working by the rules,” not positive outcomesinan
increasingly competitive and dynamicworld.

The biggest challenge liesin ensuring that your organization takes action. But how can
you ensure that thereis action throughout the entire organization?
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Afteryour survey iscomplete and the resultsare in, you should begin informing people
withinyour organization. Itis advisable to consult with employees about how action
can be taken, and to monitorthe progress of planned actions. Finally, inorder to
establish whetherthe actions have really led to improvements, conduct a repeat survey
and consider makingan employee survey apermanentfixture in the calendar year.

5.5.1. Internal communications

Providinginformationin broad terms. Plan the initial presentation of the survey
immediately afterdelivering the results. First, present the results to the higher

echelons (directors, Management Board or senior management). However, make sure
that the setup has beenapproved by the projectgroup before presentingthe results.

What should you present? Show the facts and figures, but don’t make an exhaustive list
of them. Omit everythingirrelevant, but make sure that you presentthe low and high
scores. Where possible, make comparisons: comparisons with other companies,
countries, teams and equivalent groups. Having heard the facts, the management will
immediately wanttolook for explanations and causes, which is fine. You give the
directorssome ‘homework’ so they can discuss the resultstogetherand make concrete
improvements. Thisis how organization-wide points forimprovement are created.

The result presentation should last no longer than one hour, otherwise those present

will lose interest. Moreover, observing this time limit will ensure that the meetingdeals
with the most relevant points.

Providinginformation at group level. Afterthe meeting with the management, let
employees know what form the follow-up procedure will take. Making clear
arrangements will prevent the project fromlosing momentum. Think about who is

responsible forgiving feedback on the team results; consider when and how you will
give feedback on the results at group level:

Considerwhere the responsibility lies forthe follow-up. Taking action starts with
informingthe employees. Don’t waittoo long, and be honest. Employeeswill soon
realize if you are procrastinating. The fasteryou show the results, the quicker
something can be done about them. Don’t stop at presenting problems, but also pay
specificattention to the positive points. It isimportant that you carefully discussissues
that cannot be remedied with youremployees. The report contains meaningful
information, enabling you to discuss things togetherand then take jointaction. At a
minimum, you shouldinform all employees with regard to the following points:
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. Response
° Important scores
e  Pointsto be proud of

° Points for improvement

Considerwhetherto schedule extra presentations, forexample to the (European)
works council or the group managers. In some countries, the trade union is an

important stakeholder; decide when and how you wantto give feedback to all the
employees.

5.3.2. Actionplanning

How do you ensure that immediate action can be taken on the results? The signal to
take action should follow immediately afteremployees have been informed about the
outcomes of the survey. The basis was created at an earlierstage witha clear report

available, foreverylevel. The important thing now is to translate the reportinto
concrete, well-coordinated actions.

e Decidewho s responsible fordrawingup action plans;

e Setadeadlinefordrawingup the action plans.

The responsible managers, project ownersand team managers need to discuss the
results. These are then discussed with the employees. Any uncertaintiesamongthe
management members can be discussed at that time. The dialogue with the employees
can beinitiated perbusiness unitor team in orderto arrive at improvement plans at
operational level. When that has been accomplished, the path leads upward again. You
compare your plans with those of other business units or teams. Frequently, the same
improvements can be adopted. You should also check that the improvement plans are
in line with your organization’s vision and objectives.

5.5.3. Monitoring

Once you have drawn up plans forimprovement, itisimportantto monitor progress.

e Decide whois responsible for monitoring the action plans;

e  Considerthe extenttowhich the resultsand action plans are incorporatedin the

year plan and the evaluation system;



114
e  Communicate regularly regarding the progress of the improvement projects.
5.5.4. Repeatingthe survey

Have the actions you have takenledto positive results? The next surveyis the ideal
time to establish the effects yourinvestments have had and how much employees have
appreciated the effort. If you establishthe employee survey as a permanent
instrument, you increase the likelihood that the results will continue toimprove. As you
gain insight, adapt the surveyto include different or additional questions or action
points.

There are as many different ways to survey employeesas there are organizationsinthe
world. The specificquestions are not the most important thing though; the critical
components are the actions that follow. There is no reason to waste resources on a survey

that does not lead to change within the organization. Every company has areas of
opportunity, especially when it comes to getting theiremployees more engaged.

6. European Works Councils (EWCs)

Employees of large multinational companies basedinthe UK and with a presence
elsewherein Europe have a rightto ask for a European Works Council (EWC) to be set up.
An EWC is a body that represents employees of the multinational in the European
Economic Area in discussions with managementon transnational issues.

Apply to 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
togetherworkers' 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 togetheremployee
representatives fromthe different European countriesin which a multinational company
has operations. During EWC meetings, these representatives are informed and consulted
by central managementon transnational issues of concern to the company’s employees.
The EWC Directive appliestoall companieswith 1,000 or more workers, and at least 150
employeesineach of two or more EU Member States. About 10 million workers across the

EU have the right to information and consultation on company decisions at European level
through these EWCs.

6.1. Special negotiating body

This body, comprising a minimum of three and a maximum of the number of Member
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 arrangements forimplementingaprocedure for
the information and consultation of employees;

e may decide, by at least two-thirds of the votes, not to open negotiations or to
terminate the negotiations already opened; such a decision would stop the

procedure to conclude the agreementand would nullify the provisions of the
Annex.

The members of the special negotiatingbody and of the European Works Council, and

any experts who assist them, will not be authorized to reveal any information which
has expressly been provided tothemin confidence.

6.2. Exemptions fromthe Directive

Community-scale undertakings and Community-scale groups of undertakingsin which
thereis already an agreement coveringthe entire workforce, providingforthe
transnational information and consultation of employees, will not be subject to the
obligations arisingfromthe Directives. When these agreements expire, the parties
involved may decide jointly to renew them. Where thisis not the case, the provisions
of the Directiveswill apply.
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6.3. Subsidiary requirements

Subsidiary requirements laid down by the legislation of the Member State in which the

central managementissituated will apply:

where the central managementand the special negotiating body so decide, or;

where the central managementrefuses to commence negotiations withinsix
months of the initial requestto convene the special negotiating body, or;

where, afterthree years from the date of this request, they are unable to
conclude an agreementto establish a European Works Council or an information
and consultation procedure, and the special negotiating body has not taken the
decision not to open negotiations orto terminate the negotiations.

These subsidiary requirements must satisfy the provisionssetout inthe Annex,

whereby:

the competence of the European Works Council will be limited toinformation and
consultation on matters which concern the Community-scale undertakingas a
whole or at least two establishments or group undertakings situated in different

Member States;

the European Works Council isto have a minimum of three and a maximum of 30
members and, where its size so warrants, isto elect a select committee from
among its members, comprising at most three members;

four years after the European Works Council is established, itis to consider
whetherto open negotiationsforthe conclusion of the agreementon the
arrangements for implementing the information and consul tation of employees,
or to continue to apply the subsidiary requirements adoptedin accordance with
the Annex;

the European Works Council will have the right to meet with the central
managementonce a yearinorder to be informed and consulted, on the basis of a
report drawn up by the central management, on the progress of the business of
the Community-scale undertaking or Community-scale group of undertakings and

its prospects;

where there are exceptional circumstances affectingthe employees'intereststo a
considerable extent, particularly inthe event of relocation, closure or collective

redundancy, the select committee or, where no such committee exists, the
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European Works Council will have the right to be informed;

e the members of the European Works Council are to informthe employees'

representatives of the content and outcome of the information and consultation
procedure;

e the operatingexpensesof the European Works Council are to be borne by the

central management;in compliance with this principle, the Member States may
lay down budgetary rulesregarding the operation of the European Works Council.

7. ILO Standards

The International Labour Organization (ILO) is devoted to promoting social justice and
internationally recognized human and labor rights, pursuingits founding mission thatlabor

peace is essential to prosperity. Today, the ILO helpsadvance the creation of decent work
and the economic and working conditions that give working people and business people a

stake in lasting peace, prosperity and progress. Its tripartite structure providesa unique
platform for promoting decent work forall women and men. Its main aims are to promote

rights at work, encourage decentemployment opportunities, enhance social protection
and strengthen dialogue on work-relatedissues.

7.1. Four strategic objectives of ILO

e  Promote and realize standards and fundamental principles and rights at work.

e Create greater opportunitiesforwomenand men to decent employmentand
income.

e  Enhance the coverage and effectiveness of social protection for all.

e  Strengthentripartismand social dialogue.

7.2. Functions of ILO

In support of its goals, the ILO offers unmatched expertise and knowledge about the
world of work, acquired over more than 90 years of respondingto the needs of people
everywhere fordecentwork, livelihoods and dignity. It servesits tripartite constituents
- and society as a whole - in a variety of ways, including:

e  Formulation of international policies and programs to promote basic human
rights, improve workingand living conditions, and enhance employment
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opportunities.

Creation of international labor standards backed by a unique systemto supervise

theirapplication.

An extensive program of international technical cooperation formulated and
implementedinanactive partnership with constituents, to help countries put

these policiesinto practice in an effective manner.

Training, education and research activities to help advance all of these efforts.

7.3. Fundamental Principles and Rights

Adoptedin 1998, the ILO Declaration on Fundamental Principles and Rights at Work is
an expression of commitment by governments, employers'and workers' organizations
to uphold basic human values - values that are vital to our social and economic lives.

The Declaration covers four fundamental principles and rights at work as showed
below:

Elimination of discrimination ' Freedom of association and
in respect of employment the effective recognition of
and occupation the right to collective
bargaining

AT
&i@ Category 2

International Labour
“ Organization
Effective abolition of child Elimination of all forms of

labour - forced or compulsory labour

Four Fundamental Principles and Rights at Work of ILO

Category 1

7.3.1. Freedom of association and the effective recognition of the right to collective
bargaining

The freedoms to associate and to bargain collectively are fundamental rights. They are
rootedin the ILO Constitution and the Declaration of Philadelphiaannexedtothe ILO
Constitution. These enabling rights make it possible to promote and realize decent
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conditions at work. ILO Declaration on Social Justice for a Fair Globalization noted that
freedom of association and the effective recognition of the right to collective bargaining
are particularly important to the attainment of all ILO strategic objectives.

Strong and independent workers’ and employers’ organizations, and the effective
recognition of theirright to engage in collective bargaining, are major tools for labor
market governance. Collective bargainingis a way of attaining beneficial and productive
solutions to potentially conflictual relations between workers and employers. It
provides a means of building trust between the parties through negotiation and the
articulation and satisfaction of the differentinterests of the negotiating partners.
Collective bargaining plays this role by promoting peaceful, inclusive and democratic
participation of representative workers’ and employers’ organizations.

The continuingimportance of collective bargainingin the twenty-first century derives
from its potential as a powerful tool for engagement between employers’ and workers’
organizations to address economic and social concerns. It can strengthen weak voices
and reduce poverty and social disadvantage. This can be done by applying collective
bargainingto the needs of the parties and promotingvoluntary agreements that sustain
the well-being of individuals and enterprises.

The recognition of the right to collective bargainingis the key to the representation of
collective interests. It builds on freedom of association and renders collective
representation meaningful. Collective bargaining can play an importantrole in
enhancingenterprise performance, managing change and building harmonious

industrial relations.

Collective bargaining, as a way for workers and employerstoreach agreementon issues
affecting the world of work, is inextricably linked to freedom of association. The right of
workersand employers to establish theirindependent organizationsis the basic
prerequisite for collective bargainingand social dialogue. The right to strike has been
recognizedinternationally asa fundamental right of workers and their organizations
and as an intrinsiccorollary to the right to organize. Nevertheless, these fundamental
rights are still notenjoyed by millions around the world, and where these rights are
recognized, there continue to be challengesin applyingthem. In some countries certain
categories of workers are denied the right of association, and workers’ and employers’
organizations are illegally suspended ortheirinternal affairs are subject to interference.
In extreme cases trade unionists are threatened, arrested orevenkilled.

The exercise of the rights to freedom of association and collective bargainingrequiresa



120

conducive and enabling environment. A legislative framework providing the necessary
protections and guarantees, institutions to facilitate collective bargaining and address
possible conflicts, efficientlaboradministrations and, very importantly, strong and
effective workers’ and employers’ organizations, are the main elements of a conductive
environment. The role of governmentsin providingforan enablingenvironmentis of
paramount importance.

7.3.2. Elimination of all forms of forced or compulsory labor

Economic circumstances can compel people to barter away their freedom, and labor
exploitation can occur in many forms. But forced labor (to use a short comprehensive
term) is something quite distinct. It occurs where work or service is exacted by the State
or individuals who have the will and powerto threaten workers with severe
deprivations, such as withholdingfood orland or wages, physical violence orsexual
abuse, restricting peoples' movements or locking them up.

The ILO Declaration on Fundamental Principles and Rights at Work obliges member
Statesto eliminate forced labor. A work relationship should be freely chosen and free
from threats.

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

countriesshould not fall, butthey can naturally achieve higher standards of protection
of workers.

7.3.3. Effective abolition of child labor

Children enjoy the same human rights accorded to all people. But, lacking the
knowledge, experience or physical development of adults and the powerto defend
theirown interestsinan adult world, children also have distinct rights to protection by
virtue of their age. One of these is protection from economicexploitationand from
work that is dangerousto the health and morals of children or which hampers the
child's development.

The principle of the effective abolition of child labor means ensuring that every girl and
boy has the opportunity to develop physically and mentally to her or hisfull potential.
Its aim is to stop all work by children that jeopardizes theireducationand development.
This does not mean stoppingall work performed by children. International labor
standards allow the distinctionto be made between what constitutes acceptable and
unacceptable forms of work forchildren at different ages and stages of development.
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To achieve the effectiveabolition of child labor, governments should fixand enforce a
minimum age or ages at which children can enterintodifferentkinds of work. Within
limits, these ages may vary according to national social and economic circumstances.
The general minimum age foradmissionto employmentshould not be lessthan the age
of completion of compulsory schoolingand never be lessthan 15 years. But developing
countries may make certain exceptionstothis, and a minimum age of 14 years may be
applied where the economy and educational facilities are insufficiently developed.
Sometimes, light work may be performed by childrentwo years youngerthan the

general minimum age.
7.3.4. Elimination of discriminationin respect of employmentand occupation

Discrimination at work can occur in many different settings, from high-rise office
buildings torural villages, and in a variety of forms. It can affect men or womenon the
basis of theirsex, or because theirrace or skin color, national extraction or social origin,
religion, or political opinions differ from those of others. Often countries decide to ban
distinctions or exclusions and forbid discrimination on other grounds as well, such as
disability, HIV status or age. Discrimination at work denies opportunities forindividuals
and robs societies of what those people can and could contribute.

Eliminating discrimination starts with dismantling barriersand ensuringequalityin
access to training, education as well as the ability to own and use resources such as
land and credit. It continues with fixing conditions forsetting up and running
enterprises of all types and sizes, and the policies and practices related to hiring,
assignment of tasks, working conditions, pay, benefits, promotions, lay-offsand
termination of employment. Merit and the abilitytodo ajob, notirrelevant
characteristics, should be the guide.

Discriminationinemploymentor occupation may be direct or indirect. Direct
discrimination existswhen laws, rules or practices explicitly cite a particular ground,
such as sex, race, etc. to deny equal opportunities. Forinstance, ifa wife, butnot a
husband, must obtainthe spouse's consent to applyfor a loan or a passport neededto
engage in an occupation, this would be direct discrimination on the basis of sex.

Indirect discrimination occurs where rules or practices appear on the surface to be
neutral but in practice leadto exclusions. Requiringapplicantsto be a certain height
could disproportionately exclude women and members of some ethnicgroups, for
example. Unlessthe specified heightis absolutely necessary to perform the particular
job, thiswouldillustrate indirect discrimination.
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Equality at work meansthat all individuals should be accorded equal opportunities to
develop fully the knowledge, skillsand competenciesthat are relevant tothe economic
activitiesthey wish to pursue. Measures to promote equality need to bear in mind
diversityinculture, language, family circumstances, and the ability to read and to deal
with numbers. For peasantsand owners of small or family enterprises, especially the
women and ethnicgroups, equal access to land (including by inheritance), training,
technology and capital is key.

In the case of both employeesand self-employed or (own-account) workers, non-
discrimination at work depends on equal access to quality education prior to entering
the labor market. This is of chiefimportance for girls and disadvantaged groups. A more
equal division of work and family responsibilities in the household would also permit
more women to improve theirwork opportunities.

7.4. ILO Conventions and Recommendations

The ILO standards, in particular, serve as the foundation for the vast majority of
employmentlaws and acceptable management practices throughout the world, and
theyshould, therefore, play a key role in business decision making. International labor
standards are legal instruments drawn up by the ILO's constituents (governments,
employers and workers) and setting out basic principlesand rights at work. They are
eitherconventions, which are legally bindinginternational treaties that may be ratified
by memberstates, or recommendations, which serve as non-binding guidelines.
Conventions are international treaties thatare legally binding once ratified.
Recommendations are nonbinding guidelines designed to assist countriesin the
implementation of ratified conventions.

International laborstandards are legal instruments drawn up by the ILO's constituents
(governments, employers and workers) and setting out basic principles andrights at
work. They are either conventions, which are legally bindinginternational treaties that
may be ratified by member states, or recommendations, which serve as non-binding
guidelines. In many cases, a convention lays down the basic principles to be
implemented by ratifying countries, while arelated recommendation supplementsthe
convention by providing more detailed guidelines on how it could be applied.
Recommendations can also be autonomous, i.e. not linked to any convention.

7.5. Fundamental Conventions of ILO

The ILO's Governing Body has identified eight conventions as "fundamental", covering
subjects that are considered as fundamental principles and rights at work: freedom of
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association and the effective recognition of the right to collective bargaining; the

elimination of all forms of forced or compulsory labor; the effective abolition of child

labor; and the elimination of discriminationin respect of employmentand occupation.

Fundamental Conventions of ILO

Freedom of Association and
Protection of the Rightto
Organise Convention, 1948

Right to Organise and
Collective Bargaining
Convention, 1949

Forced Labour Convention,
1930

Abolition of Forced Labour
Convention, 1957

Minimum Age Convention,
1973

Worst Forms of Child Labour
Convention, 1999

Equal Remuneration
Convention, 1951

Discrimination (Employment

and Occupation) Convention,

1958

Source: www.ilo.org

Protection against discrimination forjoininga trade union

and taking collective action.

The right to collective bargaining with an employerthrough

a trade union.

Obligation formembersto "completely suppress such
forced or compulsory labour", with exceptions for military,
civil service, court orders, foremergencies and minor
communal orders.

Positive obligation on member states to ensure that all

forced labouris abolished.

The requirement that people are at least 15, or a higher
age determined by memberstates, or 14 for member
states whose education systems are developing, before

working, and 18 years old before dangerous work.

Duties upon member states to identify and take stepsto
prohibitthe worst forms of child labour (slavery,

prostitution, drug traffickingand other dangerous jobs).

The right to equal pay, without any discrimination on
grounds of gender.

The right to not be discriminated against on grounds of
"race, colour, sex, religion, political opinion, national
extraction or social origin", or other grounds determined

by memberstates, in employment.



124

8. OECD Guidelines

Organization for Economic Cooperation and Development (OECD)-An organization thatacts
as a meeting ground for 30 countries which believe strongly in the free market system, The
OECD providesa forum for discussingissues and reaching agreements, some of which are
legally binding. The OECD strivesfor good relations within companies. Thisis reflectedin
certain recommendations to be foundin the Guidelines. Investingin good relations will be
rewardingin the long run.

The OECD “Guidelinesfor Multinational Enterprises” (Guidelines) embody what OECD
governments have agreed are the basic components of responsible corporate conduct.
They cover a range of issues such as labor and human rights, bribery and corruption,
environmentand information disclosure. Though voluntary for companies, governments
that have endorsed the Guidelines are essentially conveying that they expect multinational

companiesto follow these principles and standards of good conduct in their operations
worldwide.

The MNCs and partners in the value chain should pay attention to the followingin
accordance withthe OECD guidelinesto Employee and Industrial relations:

. Respectemployeestojointrade unionsand representative organizations
. Provide information to workers’ representatives

. Consultation and co-operation between employers and workers

. Favorable standards of employmentand industrial relations

. Employlocal workers and provide training

. Appropriate lay-offs or dismissals

. No threaten to transferthe whole or part of an operatingunit

8. Enable authorized representatives the workersin collective bargaining

OECD Guidelines: Employmentand Industrial Relations

Source: www.oecd.org
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8.1. Respect of Join Trade Unions

Respectthe right of workers employed by the multinational enterprise to establish or
jointrade unionsand representative organizations of theirown choosing. Respect
the right of workers employed by the multinational enterprise to have trade unions and
representative organizations of theirown choosing recognized forthe purpose of
collective bargaining, and engage in constructive negotiations, eitherindividually or
through employers'associations, with such representatives with a view to reaching
agreements on terms and conditions of employment.

Contribute to the effectiveabolition of child labor, and take immediate and effective
measuresto secure the prohibition and elimination of the worst forms of child labor as
a matter of urgency. Contribute to the elimination of all forms of forced or compulsory
labor and take adequate stepsto ensure that forced or compulsory labor doe s not exist
in theiroperations.

Be guided throughout their operations by the principle of equality of opportunity and
treatmentin employmentand not discriminate against their workers with respect to
employmentor occupation on such grounds as race, color, sex, religion, political
opinion, national extraction or social origin, or other status, unless selectivity
concerning worker characteristics furthers established governmental policies which
specifically promote greater equality of employment opportunity or relatesto the
inherentrequirementsofajob.

8.2. Provide Information to Workers’ Representatives

Provide such facilitiesto workers’ representatives as may be necessary to assistin the
development of effective collective agreements. Provide information to workers’
representatives which are needed for meaningful negotiations on conditions of
employment. Provide information to workers and theirrepresentatives which enables

them to obtaina true and fair view of the performance of the entity or, where
appropriate, the enterprise asa whole.

8.3. Cooperation between Employers and Workers

Promote consultation and co-operation between employers and workers and their
representatives on matters of mutual concern. Observe standards of employmentand
industrial relations notless favorable than those observed by comparable employersin
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8.4. Favorable standards of employmentandindustrial relations

When multinational enterprises operate in developing countries, where comparable
employers may not exist, provide the best possible wages, benefits and conditions of
work, within the framework of government policies. These should be related to the
economic position of the enterprise, butshould be at least adequate to satisfy the

basic needs of the workersand theirfamilies. Take adequate stepstoensure
occupational health and safety in their operations.

8.5. Employ local workers and provide training

In their operations, to the greatest extent practicable, employ local workers and

provide training with a view to improvingskill levels, in co-operation with worker
representatives and, where appropriate, relevant governmental authorities.

8.6. Appropriate lay-offs ordismissals

In considering changes in their operations which would have major employment
effects, in particular in the case of the closure of an entityinvolving collective | ay-offs
or dismissals, provide reasonable notice of such changes to representatives of the
workersintheir employmentandtheir organizations, and, where appropriate, to the
relevant governmental authorities, and co-operate with the worker representatives
and appropriate governmental authorities so as to mitigate to the maximum extent
practicable adverse effects. In light of the specificcircumstances of each case, it would
be appropriate if management were able to give such notice prior to the final decision
beingtaken. Other means may also be employedto provide meaningful co-operation
to mitigate the effects of such decisions.

8.7. No threatento transferthe whole or part of an operating unit

In the context of bona fide negotiations with workers’ representatives on conditions of
employment, orwhile workers are exercisingaright to organize, not threatento
transferthe whole or part of an operating unit from the country concerned nor transfer
workersfrom the enterprises component entitiesin othercountriesin order to
influence unfairly those negotiations orto hinderthe exercise of aright to organize.

8.8. Enable authorized representatives the workersin collective bargaining

Enable authorized representatives of the workersin their employmentto negotiate on
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collective bargaining orlabor-management relationsissues and allow the partiesto
consult on matters of mutual concern with representatives of managementwho are
authorized to take decisions on these matters.

9. The UN Global Compact’s Labor Principles

The United Nations (UN) Global Compact is a strategic policy initiative for businesses that
are committedto aligningtheir operations and strategies with ten universally accepted
principlesinthe areas of human rights, labor, environment and anti-corruption. By doing
so, business, asa primary driver of globalization, can help ensure that markets, commerce,
technology and finance advance in ways that benefiteconomiesand societies everywhere.

As social, political and economic challenges (and opportunities) — whetheroccurring at
home orin other regions — affect business more than ever before, many companies
recognize the needto collaborate and partner with governments, civil society, labourand
the United Nations. This ever-increasing understandingis reflected in the Global
Compact's rapid growth. With over 12,000 corporate participants and other stakeholders
from over 145 countries, itis the largestvoluntary corporate responsibility initiative inthe
world.

The Ten Principles of the United Nations Global Compact are derived from: the Universal
Declaration of Human Rights, the International Labour Organization’s Declaration on
Fundamental Principles and Rights at Work, the Rio Declaration on Environmentand
Development, and the United Nations Convention Against Corruption.

9.1. Human Rights

Principle 1: Businesses should support and respect the protection of internationally
proclaimed human rights; and

Principle 2: make sure that they are not complicitin human rights abuses.

9.2. Labour

Principle 3: Businesses should uphold the freedom of association and the effective
recognition of the right to collective bargaining;

Principle 4: the elimination of all forms of forced and compulsory labour;

Principle 5: the effective abolition of child labour; and
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Principle 6: the elimination of discriminationin respect of employmentand
occupation.

9.3. Environment

Principle 7: Businesses should support a precautionary approach to environmental
challenges;

Principle 8: undertake initiatives to promote greater environmental responsibility; and

Principle 9: encourage the developmentand diffusion of environmentally friendly
technologies.

9.4. Anti-Corruption

Principle 10: Businesses should work against corruption inall its forms, including
extortionand bribery.
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Part Four: Global HR Technology

1. HR Transformation through Information Technology (IT)
1.1. Personnel to Human Resources

In the 20th century, Human Resource (HR) departments were called personnel
departments, and these departments created procedures, forms, and levels of
authorization to process personnel recruiting, payroll, attendance and leave, and
performance appraisals. These departments also helped organizations meetthe
requirements of government laws, rules, and regulations relating to equal
employmentopportunities, occupational safety and health, and employee benefits.
Because the department’s functions are largely administrative, the development of
information technology (IT) focused on operational efficiency within these
departments. Personnel departmentsimplemented Human Resource Information
Systems (HRIS) to automate theirinternal workflows. By gathering, storing,
integrating, and transforming HR administrative datainto information that can be
utilized in HR decision making, HRIS can improve the quality and efficiency of HR
departments and can relieve the administrative burden of HR’s day-to-day duties.

As more transactional services became provided electronically via HRIS, HR personnel
obtained greater opportunities to focus on human relations tasks, such as training,
development, employeerelations, and total rewards. By the end of the 1980s,
personnel departments had generally beenrenamed HR departments. This
development marked the first wave of the transformation of HR departments.
However, HRIS were insufficient forthe new role of HR departments. Line managers
and employeesincreasingly believed thatinformation systems should not only
improve HR processesinterms of business planningand personnel capabilities but
also allow company employeesto manage their own personnel information.

1.2. Human Resourcesto Business Partners

During the 1990s, electronichuman resource management(e-HRM) emerged due to
the growth of corporate intranets. In contrast to HRIS, e-HRM extends beyond
traditional HR-related administrative functionsto provide aweb-based HR channel for
the entire organization. Infact, e-HRMis an umbrellatermthat coversall of the
possible integration mechanisms and content of HR and IT, such as HR portals, talent
profile mapping, e-learning, and human capital dashboards. The primary goal of e-
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HRM is to support decision makingand to provide self-service capabilities forinternal
corporate stakeholders, includingemployees and line managers. Thus, HR has become
a business partnerthat helpsalign business functions with HR-related policies and
practices. This evolution constitutes the second wave of the HR transformation.

1.3. Business Partnersto Business Drivers

Alterationsin HR functions are expectedto continue. In the late 1990s, Fortune
magazine published a story about “blowing up the HR function”; this story indicated
that HR was not considered to be a department that adds strategicvalue to a firm. As
business partners, HR departments can deliverimmediate HR services, management
decisionsupport, and human capital metrics, but they cannot deliverbusiness results.
Therefore, HR is expected to cease beinga passive business partner and instead
becomesa proactive business driverthat seeks solutionsthat involve and influence
the perspectives of external stakeholders (i.e., investors and customers) and thereby
directlyimpact businessresults. Although the management of external stakeholdersis
traditionally the domain of sales, marketing, and public relations, the expansion of HR
intothis new territory can allow these departmentsto follow a top-down process to
derive service strategies that are driven by outcome measures. For example, by
connecting with customers, HR can ensure that a firm’s talentacquisition,
development, reward, and retention programs all function to encourage the skills that
are required for customer satisfaction. Connections with investorscan allow a firm’s
intangible assets, includingits quality of leadership and human capital, to be observed
in a manner that is not evident fromits financial reports; thus, these connections can
provide investors with confidence ina firm’s future earnings. Therefore, the shift of
HR departments from passive business partners to active businessdriversis projected
to be the third wave of HR transformation.

However, the global economy has forced many HR departmentsto operate with
limited budgets, raising questions about how HR value can be most efficiently
deliveredforbothinternal and external stakeholders. Many organizations are turning
to Web 2.0 and social networkingsitesto promote and deliverinformation to their
target audiences. The most interactive way of sharing thisinformationinvolves virtual
worlds that provide three-dimensional (3D) graphics, self-determined gameplay, user-
created content, and life-like human interactions; these traits differentiate virtual
worlds from other social mediaand render these virtual worlds particularly interesting

for corporate purposes.

V-HRM is an integrated HR strategy that enhances the management of human capital

and increases the visibility of human capital to worldwide stakeholders through the
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establishment of an online virtual world. These online virtual worlds allow companies
to conduct recruitment centers, job fairs, new employee onboarding, orientation,
corporate universities, outdoortraining, and networkinginan internet-based,
simulated environmentthatrepresents the real world. The strength of v-HRM is that it
enables HR professionals to interact with stakeholdersin real time via personalized
avatars and to demonstrate HR practices ina 3D virtual environment. The HR

transformation roadmap is illustrated in following Figure.

Business Driver » External Customer Satisfaction

v-HRM 2010s * Investor Evaluation

Business Partner * Immediate HR Services
e-HRM * Management Decision Support

1990s + Human Capital Metrics

Human Resource * Human Relations (training, development,
HRIS 1980s employeerelations, and total rewards)
onnel * Recruiting, Payroll, and Performance Appraisal
1900s » Compliance and records keeping

Source: Suen, H.Y. & Chang, H.L. (2017). Toward Multi-Stakeholder Value: Virtual Human
Resource Management. Sustainability, 9(12), 2177.

2. Human Resource Information System (HRIS)

Human Resource Information System (HRIS) can be briefly defined asintegrated systems
usedto gather, store, and analyze information regardingan organization’s human
resources. But, as isthe case with any complex organizational information system, an HRIS
is not limited tothe computer hardware and software applications that comprise the
“technical” part of the system;it alsoincludesthe people, policies, procedures, and data
requiredto manage the human resourcesfunction. Thus, a functional HRIS must create an
information system that enables an assimilation of the policies and procedures usedto
manage the firm’s human capital as well as the procedures necessary to operate the
computer hardware and software applications.

HRIS isan information system (IS) used to acquire, store, manipulate, analyze, retrieve, and
distribute information regarding an organization’s human resources. The purpose of the
HRIS isto provide service, in the form of accurate and timely information, tothe “clients”
of the system. Asthere are a variety of potential users of HR information, it may be used
for strategic, tactical, and operational decision making(e.g., to plan for needed employees
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in a merger); to avoid litigation (e.g., toidentify discrimination problemsin hiring); to
evaluate programs, policies, or practices (e.g., to evaluate the effectiveness of a training
program); and/or to support daily operations (e.g., to help managers monitor time and
attendance of their employees). All these uses mean that there is a mandatory
requirementthat data and reports be accurate and timely and that the “client” can
understand how to use the information.

Because of the complexity and data intensiveness of the HRM function, it is one of the last
management functionsto be targeted for automation. This fact does not mean that an
HRIS is not important; it just indicates the difficulty of developingandimplementingit
compared with other business functions —forexample, billingand accounting systems.
Powered by information systems and the Internet, today almost every process in every
function of HRM is being computerized.

HRIS isoftento be used for administrative purposesin organizations. This purpose s
related to administrative and operational efficiency, which reduces costsand time.
Traditionally, HR in any organization faces several challenges such as information storage
and retrieval (How to manage large quantities of paper?), hiring & firing (How to deal with
applicanttracking, black lists, social security issues, and other reports forthe
government?), training (How to develop training programs that fit the new digital
economy?), performance tracking (How to track employee performance worldwide?), and
cost figures (How to lowerthe businessinformation system costs?).

Organizationsvary inthe types of information that they consider useful and important to
collect. Organizations develop at least two kinds of human resource information systems.
The first HRIS replaces many of the administrative functions once performed by peoplein
the organization. Human resource information systems, which perform administrative tasks
fasterthan people and require feweremployees, are designed to produce a wide range of
vital information at the lowest cost. Companies, in some instances, have implemented
human resource information systems as a tool and approach to downsizing. The second
HRIS is based on organizational reengineering. HRIS that reengineer organizational
processesare based on optimization of the wayin which HR managers use information.
HRIS with reengineered processes ofteninclude interactive employee information kiosks or
Internet-based Web applications. Reengineered HRIS provide employees and managers the
opportunity to interact with the organization’s databasesto apply forjobs, review
organizational regulations, and to facilitate communications between employees,
managers, and labor unions.

2.1. Benefits of HRIS

The systems and process focus helps organizations keep the customer perspective in
mind, since qualityis primarily defined and operationalized in terms of total customer
satisfaction. Today’s competitive environment requires organizations to integrate the
activities of each functional department while keepingthe customerin mind. An
effective HRIS helps by providing the technology to generate accurate and timely
employee information to fulfill this objective. There are several advantagesto firmsin
using HRIS. They include the following:
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. Providinga comprehensive information picture as a single, comprehensive
database; this enables organizations to provide structural connectivity across units
and activitiesand increase the speed of information transactions

. Increasing competitiveness by improving HR operations and improving
management processes

. Collecting appropriate data and convertingthem to information and knowledge for
improved timeliness and quality of decision making

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

*  Streamliningand enhancing the efficiency and effectiveness of HR administrative
functions

. Shifting the focus of HR from the processing of transactions to strategic HRM
. Reengineering HR processes and functions

. Improvingemployee satisfaction by delivering HR services more quickly and
accurately to them

The ability of firmsto harness the potential of HRIS depends on a variety of factors,
such as:

*  thessize of the organization, with large firms generally reaping greater benefits;
*  the amount of top management support and commitment;
*  the availability of resources (time, money, and personnel);

*  the HR philosophy of the company as well asits vision, organizational culture,
structure, and systems; managerial competence in cross-functional decision
making, employee involvement, and coaching; and

*  the ability and motivation of employeesinadopting change, such as increased
automation across and between functions

In assessingthe benefitsand impact of an HRIS to an organization, typical accounting
methods do not work with the HRM function. While there are several tangible benefits
in implementingan HRIS, such as payroll efficiencies and reductionin labor costs due to
automation, there are several intangible or hidden benefitsaswell. Theyinclude
employee satisfaction with streamlined and efficient HR processes and freeingup HR
from routine, administrative matters tofocus on strategic goals.

Furthermore, HR practices can help organizations untangle the rigidity and inertia
associated with the mechanistic, routine nature of enterprise resource planning (ERP).
ERP software applications are a set of integrated database applications or modulesthat
carry out the most common business functions, including HR, general ledger, accounts
payable, accounts receivable, order management, inventory control, and customer
relationship management. Obviously, HRM’s emphasis on knowledge management,
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human capital stewardship, and relationship building can provide considerable
assistance in the implementation and use of ERPs. Therefore, active engagement of HR
professionalsinthe introduction and ongoingfunctioning of an ERP is importantso that
organizations can realize the strategicbenefits associated with these systems.
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2.2. Types of HRIS

There are multiple typologies forthe classification of computer-based systems;
however, we are going to define the most basic types of systems and then apply them
to their development and use withinan HRIS. One of the earliestbooksin the field of
computer-based systems placed systems underthree basic categories: Electronic Data
Processing (EDP), Management Information Systems (MIS), and Decision Support
Systems (DSS). EDP is primarily electronicstorage of information and was first applied
to automate paperwork.

2.2.1. EDP

The EDP category of HRIS was the earliestformintroducedin the HR field and fitsin
with the transactional level of HR activities. The EDP’s basic characteristics include:

*  Afocus on data, storage, processing, and flows at the operational level
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. Efficienttransaction processing
. Scheduled and optimized computerruns
. Integratedfilesforrelatedjobs

*  Summary reports for management
2.2.2. MIS

The MIS type of HRIS emerged as technology improved overtime, and it fitsthe
traditional level of HR activities, such as recruitment, selection, and compensation. The
characteristics of MIS include:

* Aninformationfocus, aimed at middle managers
. Structured information flows
. Integration of EDP jobs by business function (production MIS, marketing MIS ...)

. Inquiry and report generation (usually with a database - a collection of information
that is organized so that it can easily be accessed, managed, and updated. In one
view, databases can be classified accordingto types of content: bibliographic, full -
text, numeric, and images.)

2.2.3. DSS

HRIS at DSS level beganto emerge in the cost-effectiveness eraof HRM development,
and it fitsthe transformational level of HR activities—adding value to organizational
processes. DSS are focusedstill higherin the organization, with an emphasis on the
following characteristics:

. Decision focused, aimed at top managersand executive decision makers
. Emphasis on flexibility, adaptability, and quick response
. User initiated and controlled

. Support for the personal decision-making styles of individual managers

There isanother type of HRIS which should be used in organizations to maximize the
effect of computer-generated knowledge on managerial decision making. There are
numerous reports generated on a regular basis from both the EDP and the MIS types of
HRIS—for example, overtime and benefits usage. The critical questionis: “how many of
these reports are used by either line managers or HR professionalsin theirdaily work,
particularly in their decision-making capacity?” All HRIS software is designed to
generate a standard set of reports, but surveys and reports from both managers and HR
professionalsindicate that many of these reports are typically discarded. Thus, it is
apparent that another type of HRIS exists—the human resources management decision
system (HRMDS). This type of system could be described as the ideal system ssince it
provides critical information fordecisionsinvolvingthe humanresources of the
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company, and thus, should be used as a standard for the developmentand application
of any HRIS. This type has the following characteristics:

. Report formation and generation based on identified managerial needs for
decision making

. Categorization of reports by managementlevel

* Timing of report generation based on frequency of managerial use: daily, weekly,
monthly

. Historical information retained and reportedin a timely mannerso that managers
and HR professionals can see the results of theiruse of the informationintheir
previous decisions

2.3. Core HR

There are at least thirteen common human resource information subsystems.

2.3.1. Recruitmentand Selection

The recruitmentand selection system ensures that the listis current all the time and
can beviewedbya prospective applicant anytime; generates various statistics like jobs
with high turnover and the average time it takes to fill a vacancy; and testsand
evaluates candidates’ personality, knowledge, and skills at different company locations.

2.3.2. Personnel Administration

The personnel administration subsystem warehouses information about employee
names, birth dates, service dates, race, sex, salary, department code, job code, location
code, and employment status.

2.3.3. Time, Labor, and Knowledge Management

The time, labor, and knowledge management subsystem tracks and identifies work
schedule patterns, absenteeism, and tardiness, allocates resources, and determines
proceduresto administereithertime-related orknowledge-related tasks orfunctions
based upon an employee knowledge profile.

2.3.4. Trainingand Development

The trainingand development subsystem provides programmed instructions and self-
paced trainingto employees; plans classes, sets up training schedules, organizes
training courses’ activities, and collects fees; and tracks the developmental plan of each
employee withinthe company and their learning progress.

2.3.5. Pension Administration

The pensionadministration subsystem streamlines plan set-up, record keeping,
pension calculations, and retiree payments and statements.
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2.3.6. Compensation and Benefits Administration

The compensation and benefitsadministration subsystem providesinformation on
flexibleand non-flexible healthcare plans, shortand long-term disability plans, savings
plans, retirementplans, pension plans.

2.3.7. Payroll Interface

The payroll interface subsystem streamlines payroll and accounting by providing data
on salary, wages, and benefits.

2.3.8. Performance Evaluation

The performance evaluation subsystem aids management with periodicevaluations of
employees. This subsystem performs multiplereview functionsincluding auditing and
analyzing employee competency; analyzing the congruence between employee
performance and organizational objectives; and measuring and monitoring the
employer’slearning progress and performance.

2.3.9. Outplacement

The outplacement subsystem provides supportinformation fordischarged or displaced
employeessuch as links to self-help books, career counselors, and training programs on
job search techniques, resume development, interviewing strategies, and negotiating
salary.

2.3.10. Labor Relations

The labor relations subsystemincludesinformation about work policies on privacy,
sexual harassment, and workforce diversity.

2.3.11. Expense and Travel Administration

The expense and travel administration subsystem facilitates and automates employee
reimbursement for business expenditures on travel, entertainment, and supplies.

2.3.12. Organizational Management

The organizational management subsystem providesinformation aboutall job
positionsina company, theirhierarchy, and job descriptions; generates decisionson
employee hiring, promoting, transferring, retiring, and firing; and reporting
requirements of various employment laws.

2.3.13. Health and Safety

The health and safety subsystem providesinformation about the federal, state, and
local health and safety regulations relevant to the organization or workplace as well as
information onthe company’s safety record, injury/illness prevention plan, safety
compliance procedures, and worker compensation.
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Numerous organizations have shifted the responsibility of updatingemployee records
from human resource staff to the employees themselves. Self-service systems require
less direct managementand more technological oversight and support. Web-based
HRIS allow for global access for telecommuting and traveling employees. Common self-
service web-based HRIS applicationsinclude Personal Information, Banking
Information, Benefits Inquiriesand Open Enrollment, Time Entry and Time Off, Cross
Application Time Entry, Travel Expenses, Electronic Pay-stubs, Organization Directory,
Employmentand Salary Verification, Training Overview and Enroliment, and Change
Password.

2.4. Self-Services

The use of technology to offerservices that would be performed by an HR
representative. Commonly called Manager Self-Service (MSS) and Employee Self-
Service (ESS), these fall into two (2) categories, informational and transactional

2.4.1. Informational Self-Service

Informational Self-Service refers to tools that are offered to provide informationto
employees. These tools are commonly referredtoas “Knowledge Management”
systems. They contain information about HR policies, processesand can include
benefitsand compensationinformation. They are informational in that employees
cannot perform a transaction within these systems; they are used for reference
purposesonly. These can be presentin eithercentralized or decentralized service
delivery models and are almost always found when HR services are outsourced.

2.4.2. Transactional Self Service

These tools are offered for managers and employeesto change information capturedin
HRIS. Employee Self-Service applicationsinclude information that the employee
changes, whichis typically personal in nature. Common changes that occur in an ESS
system are employee address, emergency contact, tax withholdings and benefit
elections. Manager Self-Service applicationsinclude information thata manager
changes, whichis related to the employeesthey manage. These most often replace
paper-based processes forchange of employee information like job changes,
promotions, transfers and pay changes. MSS applications can also include processes for
supporting performance reviews, compensation events and staff planning.

MSS applications commonly use workflow to automatically manage the approval and
the routing of information changes. Workflow is a technology that routesan
information change to another person for verification orapproval before it records the
change in the system of record. ESS/MSS applications can be presentineither
centralized ordecentralized service delivery models and are almost always found when
HR services are outsourced.

HR self-service benefitsinclude the accuracy of information, consistency of process and
reduction of time HR professionals spendin administrative activities.
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2.4.3. HR Portals in Self-Service

A portal is a Web application that residesonthe intranet (internally) or Internet
(externally) thatis designed to aggregate and personalize information foraccess from a
single source. The HR portal in an intranetapplicationis used to perform informational
or transactional self-service. Based on an employee’srole inthe organization as defined
withintheirsecurity authorizations, the HR portal will presentthe applicationsand
informationthe personis allowed to access. Through the use of single sign on
technology, an employee canaccess an HR application through the portal without
havingto loginto that application, thereby simplifyingthe process for the employee
and eliminatingthe need for multiple passwords. The other benefit of an HR Portal is
that information can be distributed throughout the organization while being centrally
maintained. Policy information and corporate communications can be accessed by all
employeesregardless of location even though the actual informationis stored centrally.

2.5. Knowledge Management (KM)

Knowledge Management (KM) isthe umbrellaterm for the management of
unstructured information - that is, all kinds of documents. KM can be defined as the
process of capturing, distributing and using knowledge effectively. Inorderto
effectively share an organization’s information assets (think: policies, procedures but
also expertise and experiences), that knowledge needs to be identified, captured,
evaluated and easily retrieved. There are three main approaches to knowledge
management:

e  Technocentric: Focuses on technology, especially software that boosts knowledge
sharing and creation.

e  QOrganizational: Looks at how to design an organization to best promote knowledge
processes.

e  Ecological: Encourages a knowledge exchange through collaborative networks,
rather than through direct management.

KM with HRIS self-service portal providesan opportunity within your organization to
"connect those who know with those who need to know". Its functions may help
companies manage all facets of unstructured information - from collaborative authoring
and publishingto advanced search and navigation.

Knowledge Management (KM) isa discipline that promotes an integrated approach to
identifying, capturing, evaluating, retrieving, and sharing all of an enterprise's
information assets. These assets may include databases, documents, policies,
procedures, and previously un-captured expertise and experience of individual works.

Researchers suggested that the mainingredient behind successful innovation was nota
cleverway of thinking or brainstorming. Instead, it was a place where people could
share ideas, letthem bump into each other, and in so doing, evolve into new, more
powerful forms. The coffee-shops of Paris served this purpose during the
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Enlightenment, allowing for fantasticnew scientificand philosophical conceptsto be
born.

2.6. Talent Management Systems

The systems that support the processes of onboarding, recruiting, performance
management, compensation management, succession planningand learning
management are commonly referred to as Talent Management Applications.

2.6.1. ATS

Recruiting Applications, also known as Applicant Tracking Systems (ATS) or talent
acquisition systems, supportthe process of sourcing and selecting candidates for open
jobs. They include the creation of requisitions forthe recruitment of a particular job
and storing and tracking the résumés of applicants and can include screening of
candidatesvia assessments. Recruiters can use search tools and queriesto weed
through the mountain of applications fora particular job. Hiring managers are
presented candidates fortheir positions electronically.

Recruiting applications provide benefits on the compliance side as well. Tracking for
Affirmative action purposes becomes streamlined. The total cost of sourcingand
selecting candidates can be reduced with a recruitment management system. HRIS job
and organizational information can be interfaced to the recruitment systems for
consistency purposes.

2.6.2. Onboarding

Onboardingrefersto 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, ordering of equipment (workstations,
PC’s, phone, company credit cards), and integration with security systems to establish
an ID and access. Integration with a core HRMS automates setting up of the new hirein
that system. Onboarding systems provide benefits toa company by reducing the
amount of time that it takes to bring an employee into the company, making them a
more productive workerinlesstime and reducing the total cost of hire. Many recruiting
systemsinclude onboarding modules.

2.6.3. Performance Management

Performance Management refersto those applications that manage the process by
which employee’s performance is evaluated. These applications can support annual, as
well as more frequentreview cycles, and they typically include a process for the setting
of goals forthe organization and the individual. As a result the individual’s goals are
aligned with the organization goals. These systems include the ability for an employee
to perform online self-assessments, as well as manager reviews of theiremployees.
Online automated confidential peerreviews (known as 360 assessments) can also be
managed through these applications. These applicationsrely on the job and
organizational managementdata in the HRMS to build goals of various organizational
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unitsand to establish workflow for managementapproval. These systems provide
benefits tothe company by eliminating paper-based manual processes, providing
information forjob and pay decisions and ensuring compliance of the performance
management processes.

2.6.4. Competency Management

Competency Management providesthe ability to create a set of competencies by job.
Ideally the integration of the application will allow the sharing of competencies with
performance managementfor the evaluation of an employee based on the
competencies, compensation forthe evaluation of jobs and to determine
appropriateness of pay, career planningfor the identification of career paths, and
succession planningto identify successorsto jobs based on competencieseither
demonstrated through a performance evaluation or those tied to previous jobs held.
Learning management systems also use competencies forlinkages to training activities.

2.6.5. Learning Management

Learning Management includes all of the functions around trainingemployees. It
includes establishment of courses and curriculum, scheduling of training events,
deliveringonline training courses and tracking the trainingtaken. It also supports the
ability to prescribe learning plans based on the jobs a person is performingor career
paths for them to pursue. These systems can provide hard dollarbenefitstothe
organization by offeringinstructor-led training activities as online courses, eliminating
the time and travel expenses associated with face-to-face trainingand the need for
instructors. Other benefits of online traininginclude less time away from ones job and
greater availability of training.

2.6.6. Succession Planning

Succession Planning features the ability to assess an employee’s fitfortheircurrent job,
readinessto take on a new job and be potential successors for others. In an integrated
suite, performance managementand compensation data isincludedto provide a full
picture of the employee’sfitto current and future jobs. Oftentimesthisisdonein a
graphical way using organizational charts. When integrated with a learning
management system, a person can be givenlearningassignments to better qualify
them for new job assignments.

2.6.7. Compensation Management

Compensation Management referstothose applicationsthat support the joband pay
processes withinthe compensation department, as well as employee pay actions.
Within the compensation department these applications support the processes
surroundingjob creation and evaluation. Theyinclude features such as online job
descriptions, integration with salary survey providers, and establishment of pay
ranges/bands for jobs and support of market pricing or point-based evaluation
methods. These systems benefita company by providingaccurate and timely
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information forthe compensation professional and management with regards to how
to create and establish pay practices.

Employee pay actions are supported for merit pay, incentive pay and bonus payments.
Typically, these solutions allow for the provisions of salary plansthat are tied to jobs.
The employee participatesinthat salary plan by virtue of beingassignedto the job.

Pay for performance processes, also known as merit increase, are typically automated
in compensation management systems through manager self-service. Usinginformation
found within the core HRMS for job, pay and organizational structure, a manager can
make pay actions on theiremployees. These systems allow forbudget management
withinthe merit process for determination and allocation of available budget. These
systems eliminate the need for manual spreadsheet based processes, improve accuracy
and eliminate the need for manual entry or complexinterfacestothe HRMS for the
reflecting of these pay actions.

2.7. Workforce Analytics

Workforce analytics referto strategies forcombining data elementsinto metricsand for
examiningrelationships orchanges in metrics. There is a fundamental distinction
between “HR metrics” and “workforce analytics”. Metrics are data (numbers) that
reflect some detail about given outcomes, e.g., success inrecruitingnew employees.
These metrics reflect characteristics of the organization’s HR programs and activities.
Analyticsreferto strategies for combining data elementsinto metrics and forexamining
relationships or changes in metrics.

2.7.1. Benchmarking

The Saratoga Institute’s benchmarking efforts were the first to develop information on
standard HR metrics regarding the use and management of human capital.
Benchmarking data is useful inthat it providesinsightsinto what is possible.

However, a challenge in using HR metrics as benchmark data is that an organization’s
human resource practices and the use of its HR staff reflect current challenges facing
that organization. As a result, most organizations have an HR department, but the

specificfunctions performed by these departments vary widely across organizations.

Consequently, direct comparisons of HR benchmarking data from one’s own
organization to data from other organizations may not provide realisticguidelinesfor
eithergoal setting or forecasting the potential effectiveness of remedial actions an
organization mightundertake.

2.7.2. Data Mining and “Big” data

Interestin data mining human capital information has been on the rise since the
implementation of integrated HRIS and digitized HRM processes.

Data mining refersto efforts to identify patterns that exist within data and that may
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identify unrecognized causal mechanisms that can be used to enhance decision making.
To identify these causal mechanisms, data mininguses correlationand multiple
regression methods to identify patterns of relationshipsin extremely large datasets.
Data mininghas a numberof important applications, but the caveat withits use isthat
it can alsouncover spurious and nonsensical relationships (e.g., talleremployees make
betterleaders; olderemployees have longertenures).

Current interestin Big Data reflects efforts to analyze the extremely large datasets
created by many transaction systems. Often these datasets can be many terabytes (210
gigabytes) or more. Many web based applications and transaction sites, like those
generated by Amazon.com, Google, and many social mediasites generate large
numbers of transactions. Effortsin Big Data reflect attemptsto mine these very large
data sets for patterns that can provide addition insight for managers about customer
preferences orprocess characteristics that managers can use to drive greatersales,
higher customer satisfaction and reduce costs.

2.7.3. Predictive Analyses

Predictive analysisinvolves attempts to develop models of organizational systems that
can be used to predict future outcomes and understand the consequences of
hypothetical changesin organizations For example, if the organization discovered a
correlation between employee job satisfaction and turnover, HR could use this data to
suggest modifications to the employees’ work situation or their benefits.

Effortsto develop balanced scorecards are examples of elementary predictive systems.
They involve identifying leading indicators of important organizational outcomesand
the nature of the relationships expected tolead to them. Engaging in effortsto test the
assumptionsin these models overtime can lead to enhancementsinthe quality of the
models’ underlying predictive analyses, either by identifying additional leading
indicators or better specifying the nature of the relationships between predictors and
outcomes.

2.7.4. Operational Experiments

The evidence-based management movementargues that managers should base their
decisions on data drawn from the organization and evidence about the actual
functioning of its systems rather than using personal philosophies or untested personal
models or assumptions about “how things work.” One of the most effective methods
for developingthe evidence on which to base decisionsisthrough operational
experiments conducted within the organization.

Google usesoperational experiments to test the effectiveness of the ad words used on
its Web site. Rather than simply relyingonintuition or “expertjudgment” about which
ad wording is more effective, it creates an experiment. It configuresits site to alternate
the presentation of competingad textto visitorsto its site and then tracks the number
of “click-through” on the ad for a period of time. Giventhe large number of daily hits,
Google can get objective data on the effectiveness of the various ads in a relatively
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short time and then adopt the ad wording demonstrated to be most effective.
2.7.5. Workforce Modeling

Workforce modeling attemptsto understand how an organization’s human capital
needs would change as a function of some expected change in the organization’s
environment. This change may be a shiftin the demand for the organization’s product,
entry intoa new market, divestiture of one of the organization’s businesses, ora
pendingacquisition of or mergerwith another organization. This process involves
establishingahuman resource planning program.

2.7.6. StrategicRealignment

Strategicrealignmentinvolvesthe set of activities most commonly known today as
human resource planning. These planningefforts focus on long-term plans forneeded
strategicchanges in the organization. Strategicrealignmentalso extendsthe use of
HRM analytics to planningfor new situations and circumstances, i.e., mergers,
acquisitions, divestitures, orentriesinto new geographic or product markets.

2.7.7. HR Reporting

For individuals conducting metrics and analytics work, payingattentionto the
capabilities and needs of the targeted audience is critically important. The information
reported must be relevanttothe issuesfacingthe managers who receive it. Further,
simply providing numbers to managers is unlikely to be of much use to them until they
can understand the meaning of the information fortheir decision situations.

HR metrics and analytics information can be reportedin a number of ways. Generally, a
combination of “push” and “pull” means of communication will work for most
organizations. Push systems like email are excellent for gettinginformation to decision
makers. Pull systems are ways of makinginformation available to managers so that they
can access any of it at a pointin time when itwill be most useful fortheirdecision
making, e.g., posting HR metrics and analytics analyses and reports on internal
company Web sites.

Please note that the primary objective of developing capabilitiesin HR metrics and
workforce analytics isto increase organizational effectiveness. It is not simply to
generate a static menu of HR metrics reports or dashboards. Dashboards are a
component of reporting. Dashboards reflect effortsto alignreal-time analysis of
organizational and HR processes as well as an increased capacity to aggregate
organizational data.

2.8. Global HRIS

Numerous organizations have shifted the responsibility of updatingemployee records
from human resource staff to the employeesthemselves. Self-service systems require

less direct management and more technological oversight and support. Web-based
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HRIS allow forglobal access for telecommuting and travelingemployees. Common
self-service web-based HRIS applicationsinclude Personal Information, Banking
Information, Benefits Inquiries and Open Enroliment, Time Entry and Time Off, Cross
Application Time Entry, Travel Expenses, Electronic Pay-stubs, Organization Directory,
Employmentand Salary Verification, Training Overview and Enroliment, and Change
Password.

HRIS contain confidential and private information. Access to private data must be
controlled. Organizations monitorand control confidential information through

management strategies, physical security, and information security.

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 safety precautions.
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Designingglobal HRIS is challenging due to different national regulations, standards,
security measures, and business cultures. Transnational business organizations must
decide whethertheirorganization will create independentand unconnected systems
in each country of operation or link the entire corporation undera single network.
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
transnational organizations ofteninclude both global data fields and country
customization. Country customizationis necessary when national headquarters
cannot agree about what information or data should be collected. Transnational HRIS
are technological challenges as systems that link multiple countries require proper
networking technology, trained programming staff throughout the world, global legal
knowledge, and knowledge of cultural specificapproaches and uses of technology.
Despite the challenges, effective global HRIS improve the efficiency and strategic

importance of human resources.

3. Employee Data Privacy and Protection

A HRIS contains highly sensitive data, including employees’ social security numbers,
payrollinformation, and even medical information. Information leaks and data breaches
of the HRIS can be detrimental toindividual employees and yourorganization as a whole.

As such, it is important to take stepsto make sure that that informationisas safe as
possible, from both internal and external threats.

The General Data Protection Regulation (GDPR) came into effecton 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. Keep HR data secure

The GDPR requires ‘personal data’ to be processedin a manner that ensuresits
security. Personal data is defined as ‘any information relating to an identifiable person
who can be directly or indirectlyidentified in particular by reference to an identifier’,
and covers paper files, spreadsheets and digital documents. The onus is on you as the
data controllerto demonstrate, forexample, that you know where the informationis

held, whyyou collectit, how it isused and who has access to it, as well as have
effective systemsin place to secure it and report any data breaches.

Anotherconsiderationisthe location of your data. The Information Commissioner’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), inthe event of a hard Brexit,

the converseisnot true and recommends that British businesses review how they
handle personal data.

HR can store all your HR informationina single, secure online HR system. You’ll benefit

from advanced security at every level, from dataencryptionand role-based accessto
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your HR system, to hosting in anywhere with Amazon Web Services (AWS) or Microsoft
Azure - the world-leadersinrobust, secure Cloud-hosting.

Improve data accuracy

Under GDPR you are required to ensure that personal data isaccurate and complete
and to putit rightwhen it is not. This could be almostunmanageable if employees
can’t see what data you hold about themin the first place. 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 direct access to his or her information.

You can combines an easy-to-manage employee self-service with roles-based security
and approval workflows, soyou can allow employeesto check and update theirown
information while stayingin control. You can configure HRIS to fit your own processes.
For example, todecide what information employees can be allowed to edit, whether
changes should be approved and by whom, and where local variations make sense. It’s

an effective —and secure — way of helping you with compliance, while simultaneously
deliveringaservice that makes life easier foremployees and their managers.

Manage data subject requests

Employees(andjob candidates) have the right to request a copy of the data you hold
about them. GDPR requiresthat yourespond to data subject requests
comprehensively and quickly and without charging (at least the firsttime).

By storing your HR data and documents in HRIS, you’ll always know what information
you hold about each of your employees. Straightforward reportingand export to Excel
for HR administrators means you are better positioned torespondto data subject
requests, as well as another requirement of GDPR: the data subject’sright to take their
data with them ina manageable, digital format.

Track employee consent

In an employment context, consentis not the most appropriate option for processing
most employee data. However, there may be occasions whenyou will need to obtain
consent. For example, when collecting and storinginformation about employees that
is not obviously needed torun your organization, like tracking movements through
remote control technologies, or passingemployee 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 inthe same way. As everythingis stored centrally, it’s easierforyou to see
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 longerneed personal data forthe purpose for whichit was collected, data
protection legislation saysitshould be deleted unlessyou have other grounds for
retainingit. These could be for legislative reasons, orif discarding the data too soon
would disadvantage your business. To make matters more complicated, the GDPR
expressly authorizesindividual memberstatestoimplement more specificrulesin
respect of the processing of HR-related personal data. That meanitis important to

follow national law developments, in addition to more generic GDPR requirements,
and adjust your policiesto match.

An important first stepis to understand what employee datayou hold and why. For
example, isitnecessary forcompliance with a legal obligation, orfor the
establishment, exercise or defense of legal claims? This will help to inform the basis

and timeframe forretainingor deleting dataand 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 policiesthat automate
this process, so you're less likely to retain data that could breach the regulation. For
example, apolicy could be definedthat deletes some information at the time an
employee leaves, and then deletes or anonymizes otherdata, such as information
relatingto pay, working hours, performance or disciplinaries, whenthe relevant period
relating to statutory requirements has elapsed.

Build a culture of privacy

Data-compliance is a company-wide issues, so ensuring that your employeesreceive
appropriate trainingis part of the solution. With HRIS, you can easily review employee
roles and responsibilities, allocate them to appropriate training activities, and setup

notificationstotrigger a reminderwhentrainingor certificationis up for renewal or
should be refreshed.
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And, with the integrated onboardingand performance modules, you can embed data
security best-practice and discussions around GDPR compliance into new joiner
processesand employee appraisals, soyou can ensure it becomes part of your
organization’s DNA. Whateveryour approach, itisimportant that both a regular review
process and methodical cleansing of HR databases (and paper-basedrecords)isin
place.

Keep employeesinformed

The GDPR regulations require you provide much more information to employeesabout
how (and why) you use, manage and secure theirdata, and the rights they have over
that data. Some of this is better managed through one-to-one communications,
especially whentracking or consentis required. However, thereisalsoan argumentfor

embeddingyourprivacy statementsinyour HR system, or creating an information hub
that’s always on and always available.

HRIS can provide the optionto upload privacy statementsto the employee home page,
generate and track personalized documents for e-signature, and create dedicated
workplaces targeted at different groups of employeesif required. Forexample, to
address country-specificrequirements.

The portal manager, or managers (who can be anyone you nominate) will be able to
upload relevantdocumentation, include links to relevant third-party sites, post
updates with notificationsif required, and provide a question and answersforum for
employees. It’s an easy way to ensure GDPR visibility and keep compliance issues top
of the agenda.
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