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Part One: Organizational Development

1. Human Resource Development (HRD)

HRD is about adult human beings functioning in productive systems. The purpose of HRD is
to focus on the resource that humans bring to the success equation —both personal
success and organizational success. The two core threads of HRD are (1) individual and
organizational learning and (2) individual and organizational performance.Some view
learning and performance as alternatives or rivals, while most see them as partnersin a
formula for success. Thus, assessment of HRD successes or results can be categorized into
the domains of learning and performance.

Human Resource Development (HRD) is a process of developingand unleashing expertise
for the purpose of improving individual, team, work process, and organizational system
performance through organizational development (OD) and personnel training and
development (T+D) for the purpose of improving performance. OD primarily focuses at the
organizational level and connects with individuals, while T+D primarily focuseson
individuals and connects with the organization.

HRD encompasses a range of organizational practices that focus on learning: training and
development; performance management; career developmentand lifelong learning;
organization development; organizational knowledge and learning.

Org Strategy

W orkforce
Strategy

Individual N Organizational
Performance Performance

Individual Organizational
Competencies Capabilities

N

d ™, \.\".
Training & Career Organization
Development Management Development

Human Resource Development

Source: Swanson, R.A. & Holton, E.F. (2009). Foundations of Human Resource
Development, San Francisco: Berrett-Koehler Publishers.

HRD strategies flow from business strategies, but they have a positive role in helping to
ensure that the business attains its goals. To do this, it is essential to develop the skills
base and intellectual capital the organization requires as well as ensuring that the right



guality of people are available to meet presentand future needs.

First, HRD facilitates the development of core capabilities that are critical in developing
and maintaining sustained competitive advantage. Second, HRD enables the firm to
make the best use of existing firm-specific capabilities and through the development of
new capabilities and skills enable sit to cope with change. Third, HRD must focus on
evaluating the linkages among organizational strategies. Fourth, HRD must be sensitive
to both emergentand planned strategies.

2. Organizational Development (OD)

OD is system wide application behavioral science knowledge to the planned development,
improvement, and reinforcement of the strategies, structures, and processes that lead to
organization effectiveness.

Organization change, in contrast, is more broadly focused and can apply to any kind of
change, including technical and managerial innovations, organization decline, or the
evolution of a system over time. These changes may or may not be directed at making the
organization more developedin the sense implied by OD. The Process of OD includes the

following steps:

-Entering and Contracting

-Diagnosing Organizations, Groups, and Jobs

-Collecting, Analyzing, and Feeding Back Diagnostic Information
-Designing Interventions

-Leading and Managing Change

. i Changin
. . Analvzin Interventions ging

Presentissues  QOrganizations ~ Data collect Readiness Interpersonal
PlanChange  Groups Dataanalysis  Capability Technological
Jobs Data feedback  Culture context  Structural
Change agent

Source: Swanson, R.A. & Holton, E.F. (2009). Foundations of Human Resource
Development, San Francisco: Berrett-Koehler Publishers.



2.1. Entering and Contracting

The entering and contracting processes constitute the initial activities of the OD
process. They setthe parameters for the phases of planned change that follow:
diagnosing, planning and implementing change, and evaluating and institutionalizing it.

Organizational entry involves clarifying the organizational issue or presenting problem,
determining the relevant client, and selecting and OD practitioner. Developing an OD
contract focuses on making a good decision about whetherto proceed and allows both
the client and the OD practitioner to clarify expectations about how the change
process will unfold.

2.2. Diagnosing Organizations, Groups, and Jobs

An organization-level diagnostic model consists of environmental inputs; a set of design
components called a strategic orientation; and a variety of outputs, such as
performance, productivity, and stakeholder satisfaction. Diagnosis involves
understanding each of the parts in the model and then assessing howl the elements of
the strategic orientation align with each other and with the input. Organization
effectivenessislikely to be high whenthere is good alignment.

Group diagnostic models take the organization’s design as the primary input; examine
goal clarity, task structure, group composition, performance norm, and group
functioning as the key design components; and list group performance and member
quality of work life as the outputs. As with any open-systems model, the alignment of
the parts is the keyto understanding effectiveness.

At the individual job level organization design, group design, and personal
characteristics of individuals occupying jobs are the salient input. Individual jobs have
five key dimensions: skill variety, task significance, task identity, autonomy, and
feedback that work togetherto produce outputs of work satisfaction and work quality.

2.3. Collecting, Analyzing, and Feeding Back Diagnostic Information

The four major techniques for gathering diagnostic data are questionnaires, interviews,
observations, and unobtrusive measure (from secondary sources, such as company
records and archives). Benchmarking is a useful data collecting method to examine the
best practices of other organizations and make changes in operations based on what is
learned.

Data analysis techniques fall into two broad classes: qualitative and quantitative.
Qualitative techniques generally are easier to use because they do not rely on
numerical data. That fact also makes them easier to understand and interpret.
Quantitative techniques, on the other hand, can provide more accurate reading of the
organizational problem.

Data feedbackis concerned with identifying the content of the data to be feedbackand
designing a feedback process that ensures ownership of the data. Feeding back data is
a central activity in almost any OD program. If members own the data, they will be
motivated to solve organizational problems.



A special application of the data-collection and feedback processis called survey
feedback. It is one of the most accepted processesin OD. Survey feedback highlights
the importance of contracting appropriately with the client system, establishing
relevant categories for data collection, and feeding back the data as necessary stepsfor
diagnosing organizational problems and developing interventions for resolving them.

2.4. Designing Interventions

An intervention is a set of planned activities intended to help an organization improve
its performance and effectiveness. Effective interventions are designed to fit the needs
of the organization, are based on causal knowledge of intended outcomes, and transfer
competence to manage change to organization members.

Intervention design involves understanding situational contingencies such as individual
differences among organization members and dimensions of the change process itself.

Four key organizational factor-readiness for change, capability to change, culture
context, and the capabilities of the change agent-affect the design and implementation
of almost any intervention.

2.5. Leading and Managing Change
2.5.1. Change Process Theory

-Unfreezing stage: Getting people to accept that the change will occur. Ending
things that resist change is vital at this stage.

-Moving stage: Getting people to accept the new, desired state.

-Refreezing stage: When the new ideal becomes a regular part of the organization.
2.5.2. Implementation Theory

-Interpersonal strategies

Interpersonal intervention strategies deal with work relationships between
employees. These interventions are directed at improving interpersonal,
intrapersonal, intergroup, and intra group relations. In organizations with
multiple layers, interpersonal approaches are often difficult because the layers
are usually accompanied by "proper" channels for communication.

- Technological strategies

Technological intervention strategies focus on processes. The processes must
provide adequate resources to achieve the company's goals. Technological
development oftenincludes such activities as job design, job simplification and
specialization, grouping jobs into departments by function or product, and
analyzing work flow and human factors to achieve coordination and
communication among departments.

-Structural strategies

Structural intervention strategies look at how the structure of the organization is
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2.5.3.

helping or hindering the organization. They examine issues such as span of
control and reporting relationships. For example, a company may decide that it
has too many mid-level managers and may restructure to cut waste, reduce
redundancy, and improve profits.

Effective Change Management

Companies that are able to manage change effectively can gain distinct
advantages over their competition that can lead to even greater success. When
done right, change management can alleviate uncertainty among employees
about how the change might impact them, reduce the potential for a negative
impact on productivity, and engage or re-engage the company’s workforce.

Companies who want to successfully lead employees through adoption of an
organizational change must follow a systematic, proactive approach that
incorporates four primary steps: overcoming resistance, engaging employees,
implementing change in phases and communicating the change.

o Overcoming resistance

Although employee resistance is a natural reaction to widespread organizational
changes, you can overcome that resistance by focusing on several key strategies:

Clearly and consistently communicate about the change well in advance of its
implementation.

Help employees betterunderstand the need for the change and the rationale
behind the decisions, as well as the ways the change may affect them.

Ensure that your change management team includes change champions who can
help spread positive messages about the change, as well as take the temperature
of employee reactions to the change.

Provide strong support for the changing environment, such as ensuring that
managers are provided with the training and information they need to answer
employee questions.

e Engaging employees

Employees who are engagedin the change are more likely to putin the effort
necessary to help implement the change and ensure a positive outcome for the
organization. Help create high levels of employee engagementduring your
change process by:

Developing a team approach that includes employees’ perspectivesfroma
variety of departmentsand levels.

Assigning and clarifying roles and responsibilities.
Increasing your focus on the workers who are affected most by the change.

Including resistance leaders in the change process to help overcome pushback
from other employees.
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Understanding and taking into account the different motivational factors for each
employee.

¢ Implementing change in phases

For companies planning a major change initiative, taking a phased approach can
help ensure that the transition to a new system or process is as smooth and
seamless as possible. Here are recommendations with three phases:

Prepare for change — By taking stepssuch as defining your change management
strategy, developingyour change managementteam, and outlining key roles.

Manage the change — By creating and executing change management plans that
include communications, operations and resistance management.

Reinforce the change — By collecting and analyzing feedbackand then
implementing corrective actions where needed.

e Communicating change

Failing to tell employeesin advance about organizational changes can increase
employee misconduct by 42 percent. An integral part of every stage of the
change management process, communication must be a two-way streetin order
to ensure the success of the organizational change.

Think quality over quantity when it comes to communicating with employees,
and consider these communication strategies for successfulimplementation:

Pre-and post-surveys allow for feedback both before and after the change has
beenimplemented, which can enhance the overall process.

Engage resistors in one-on-one sessions prior to the solution’s implementation to
allow them to provide their input.

Be clear, consistent and explicit, especially whenit comes to timeline and
responsibilities.

Use both formal and informal communication approaches, including email,
intranet, in-person meetings, and signage and voice mails.

Offeropportunities for employeesto provide feedbackinto the process, and then
be sure to use the input to inform the plan.

Gather employeesto explore worst-case scenarios and then develop strategies to
address them.

3. Leading Change

Change managementis about people, performance and leadership, ergo, one would think
HR should be leading the charge (or at least playing a major role). Leading the leadership
in providing the organizational guidance is where HR can bring tremendous value because
HR has, or should have, a top-levelview of people, programs and process. They have a
unigue vantage point to breach silos and facilitate organizational change. If HR is going to
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“lead the change” process, they need the knowledge, skills and resources to make it
happen.

3.1. Creating a Climate for Change (Step1-Step3)

3.1.1. Stepl: Create Urgency

For change to happen, it helps if the whole company really wants it. Develop a sense of
urgency around the need for change. This may help you spark the initial motivation to
get things moving. This isn't simply a matter of showing people poor sales statistics or
talking about increased competition. Open an honest and convincing dialogue about
what's happening in the marketplace and with your competition. If many people start
talking about the change you propose, the urgency can build and feed on itself. For this
step, the actions you should take are as follows:

e Identify potential threats, and develop scenarios showing what could happen in
the future.

e  Examine opportunities that should be, or could be, exploited.

e  Start honestdiscussions, and give dynamic and convincing reasonsto get people
talking and thinking.

e  Requestsupportfrom customers, outside stakeholders and industry people to
strengthen your argument.

Implementing and
sustaining change

Engaging and enabling
the whole organization

Creating a climate
for change
. . l 7

Create Create a Developa Communicate Empower Get quick Leverage Embedin
Urgency Coalition vision and the vision action wins winsto culture
strategy drive
change

*The 8-Step Process for Leading change — Dr. John Kotter

Kotter, J.P.(2007). Leading Change Why Transformation Efforts Fail. Harvard Business Review.
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3.1.2. Step2: Create a Coalition

Convince people that change is necessary. This often takes strong leadership and visible
support from key people within your organization. Managing change isn't enough —you
have to lead it. You can find effective change leaders throughout your organization —
they don't necessarily follow the traditional company hierarchy. To lead change, you
needto bring together a coalition, or team, of influential people whose power comes
from a variety of sources, including job title, status, expertise, and political importance.
Once formed, your "change coalition" needsto work as a team, continuing to build
urgency and momentum around the need for change. For this step, the actions you
should take are as follows:

e Identifythe true leaders in your organization.
e Askforan emotional commitment from these key people.
e  Work on team building within your change coalition.

e Check yourteamfor weak areas, and ensure that you have a good mix of people
from different departments and different levels within your company.

3.1.3. Step3: Develop a Vision and Strategy

When you first start thinking about change, there will probably be many great ideas
and solutions floating around. Link these concepts to an overall vision that people can
grasp easily and remember. A clear vision can help everyone understand why you're
asking themto do something. When people see for themselves what you're trying to
achieve, thenthe directives they're given tend to make more sense. For this step, the
actions you should take are as follows:

e  Determine the values that are central to the change.

e Developa short summary (one or two sentences) that captures what you "see" as
the future of your organization.

e  Create astrategy to execute that vision.
e  Ensure that your change coalition can describe the vision in five minutes.

e  Practice your "vision speech" often.

3.2. Engaging and Enabling the Whole Organization (Step4-Step6)

3.2.1. Step4: Communicate the Vision

What you do with your vision after you create it will determine your success. Your
message will probably have strong competition from other day-to-day communications
within the company, so you need to communicate it frequently and powerfully, and
embed it within everythingthat you do. Don't just call special meetingsto
communicate your vision. Instead, talk about it every chance you get. Use the vision
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daily to make decisions and solve problems. When you keep it fresh on everyone's
minds, they'll rememberit and respond to it. It's also important to "walk the talk."
What you do is far more important — and believable — than what you say. Demonstrate
the kind of behavior that you want from others. For this step, the actions you should
take are as follows:

e Talk oftenabout your change vision.
e  Openly and honestly address peoples' concerns and anxieties.

e  Apply your vision to all aspects of operations
—from training to performance reviews.
—Tie everything back to the vision.

3.2.2. Step5: Empower Action

If you follow these steps and reach this point in the change process, you've been talking
about your vision and building buy-in from all levels of the organization. Hopefully, your
staff wants to get busy and achieve the benefits that you've been promoting. But is
anyone resisting the change? And are there processes or structures that are getting in
its way? Put in place the structure for change, and continually check for barriers to it.
Removing obstacles can empowerthe people you need to execute your vision, and it
can help the change move forward. For this step, the actions you should take are as
follows:

e Identify, orhire, change leaders whose main roles are to deliver the change.

e Look at your organizational structure, job descriptions, and performance and
compensation systemsto ensure they're in line with your vision.

e  Recognize and reward people for making change happen.
e Identify people who are resisting the change, and help them see what's needed.

e  Take action to quickly remove barriers (human or otherwise).
3.2.3. Step6: Get Quick Wins

Nothing motivates more than success. Give your company a taste of victory early in the
change process. Within a short time frame (this could be a month or a year, depending
on the type of change), you'll want to have some "quick wins" that your staff can see.
Without this, critics and negative thinkers might hurt your progress. Create short-term
targets — not just one long-term goal. You want each smaller target to be achievable,
with little room for failure. Your change team may have to work very hard to come up
with these targets, but each "win" that you produce can further motivate the entire
staff. For this step, the actions you should take are as follows:
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e Look forsure-fire projects that you can implement without help from any strong
critics of the change.

e Don't choose early targets that are expensive. You wantto be able to justify the
investmentin each project.

e  Thoroughly analyze the potential pros and cons of your targets. If you don't
succeed with an early goal, it can hurt your entire change initiative. Reward the
people who help you meet the targets.

3.3. Implementing and Sustaining Change (Step7-Step8)

3.3.1. Step7: Leverage wins to drive change

Many change projects fail because victory is declared too early. Real change runs deep.
Quick wins are only the beginning of what needsto be done to achieve long-term
change. Launching one new product using a new system is great. But if you can launch
10 products, that means the new system is working. To reach that 10th success, you
needto keep looking for improvements. Each success provides an opportunity to build
on what went right and identify what you can improve. For this step, the actions you
should take are as follows:

e  Aftereverywin, analyze what went right and what needs improving.
e  Setgoals to continue building on the momentum you've achieved.
e  Learn about kaizen, the idea of continuous improvement.

e Keepideas fresh by bringing in new change agents and leaders foryour change
coalition.

3.3.2. Step8: Embed in culture

Finally, to make any change stick, it should become part of the core of your
organization. Your corporate culture often determines what gets done, so the values
behind your vision must show in day-to-day work. Make continuous effortsto ensure
that the change is seenin everyaspect of your organization. This will help give that
change a solid place in your organization's culture. It's also important that your
company's leaders continue to support the change. This includes existing staff and new
leaders who are brought in. If you lose the support of these people, you might end up
back where you started. For this step, the actions you should take are as follows:

e Talk about progress every chance you get. Tell success stories about the change
process, and repeat other stories that you hear.

e Include the change ideals and values when hiring and training new staff.

e  Publicly recognize key members of your original change coalition, and make sure
the rest of the staff — new and old — remembers their contributions.
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e Create plans to replace key leaders of change as they move on. This will help
ensure that their legacy is not lost or forgotten.

e  Communicate regularly with employeesis the mostimportant role for HR in
Leading Change.

3.4. Unfreeze, Change and Refreeze

Kurt Lewin (1890 — 1947) was a psychologist. He is often called the father of modern
social psychology. He suggested that change requires three steps: unfreezingthe
organization, implementing the change, and refreezing the organization. The first step
of unfreezinginvolves convincing those that are affected by the change that the
change is indeed necessary. Once the affected stakeholders have accepted the need
for change, the nextstep of Lewin’s model is to implement it. The last stepafter
implementation of the change is to take actions to reinforce and support it so that the
change becomes a permanent way of doing business.

This is the beauty of Lewin’s model: it is simple consisting of three steps. First,
convince the organizational stakeholders that the change you propose is necessary,
make the change, and then make it a permanent way of doing business. Sounds great,
but in today’s modern workplace the Lewin model alone is simplistic. This is where
Kotter’s model can be used in combination with Lewin’s model to convince senior
leadership of the needfor an orderly process for instituting organizational change.

John Kotter’s modelis compatible with Kurt Lewin’s model and is in reality an
extension of it (like all social progress that builds on the work of earlier pioneers). As
shown in the following chart, Kotter’s eight steps for leading change are aligned with
Lewin’s model as follows:

D @D

1.Establish a senseof

urgency 5. Empower board based

2.Cr heguidin action

coali('ac?c;cr:Et cguiding 6. Generate short-term 8.Anchor new
3.Develop a vision and wins approaches tothe
strategy 7. Consolidate gains and culture
4.Communicate the make morechange

change vision > >

Source: Tanner, R. (2009). Unfreeze, Change, Refreeze:Is This a Child’s Game? Retrieved
from managementisajourney.com

In combining the models, language is important. A usefulapproach is to describe the steps
of the Lewin model as phases and then explain the corresponding Kotter steps for each
phase.
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3.4.1. Unfreeze

e  Establish a sense ofurgency;

e  Create the guiding coalition;

e  Develop avision and strategy; and
e  Communicate the change vision.

3.4.2. Change

e  Empower board based action
e  Generate short-termwins
e  Consolidate gains and make more change

3.4.3. Refreeze

® Anchor new approaches to the culture
4. Learning Organization

A learning organization is a place where employees excelat creating, acquiring, and
transferring knowledge. There are three building blocks of such institutions: (1) a
supportive learning environment, (2) concrete learning processes and practices, and (3)
leadership behavior that reinforces learning. Such learning organizations would be able to
adapt to the unpredictable more quickly than their competitors could.

4.1. Key features in Learning Organization

4.1.1. Employees share learning with each other and use a job as a basis for applying
and creating knowledge.

4.1.2. Systems are developed forcreating, capturing, and sharing knowledge

4.1.3. Employees are encouraged to think in new ways, see relationships and feedback
loops, and test assumptions.

4.1.4. Learning is rewarded, promoted, and supported by managers and company
objectives.

4.1.5. Employees are free to take risks, innovate, explore new ideas, try new processes,
and develop new products and services.

4.1.6. System and environment focus on ensuring the developmentand well-being of
every employee.

4.2. The Five Disciplines

4.2.1. Systemthinking is a conceptual framework that makes patterns clearer and helps
one see how things interrelate and how to change them.
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4.2.2. Mental models are our deeply ingrained assumptions that influence how we
understand the world and how we take action.

4.2.3. Personal mastery is the high level of proficiency in a subject or skill area.

4.2.4. Teamlearning is aligning and developing the capacity of a team to create the
results its member’s desire.

4.2.5. Shared vision is a look into the future that fosters genuine commitmentandis
shared by all who need to possessiit.

Learning Organization

The Five Disciplines

I
I
+ Sharing climate I+ Personal mastery
+ Knowledge acquire and sharing I+ Mental models
+ Feedback and test | - Shared vision
I
I
I
I

Features

+ Reward learning * Teamlearning
+ Risk taking for new + System thinking

+ Wellbeing
A4

Organization Learning

Capability

* asupportive learningenvironment
* concrete learning processes andpractices
* |leadership behavior that provides reinforcement.

Changing
Environment

Source: Senge, P. (1990). The Fifth Discipline: the Art and Practice of the Learning
Organization. New York: Doubleday.

4.3. Organizational Learning vs. Learning Organization

Both the learning organization and organizational learning are very similar in that they
connect to each other, but differin that one involves the actual learning in an
organization and the otherinvolves the course of gaining the learning in the
organization.

Organizational Learning is defined as “the process of improving actions through better
knowledge and understanding”. In other words, the "learning organization is a firm that
purposefully constructs structures and strategies, to enhance and maximize” the
learning in an organization.

The learning organization is classified as “organizational learning that is the ‘activity
and the process by which organizations eventually reach the ideal of a learning
organization’. It is the process of learning about what organizations do now, what they
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need to work on or change in order to be more competitive or create a monopoly,
what they are doing right, who the people are that work there and with their
competitors, and what they are like as individuals.

Both the learning organization and organizational learning are similar in that they both
involve learning. Whether being the process of learning or the actual institutionalizing
of learning, it has become popular in organizations today. The reason is because of the
idea that one needsto be better than one’s competitors. Learning has also become
more popular because of the everchanging environment that we all live in today.
Organizations are becoming more and more competitive with each other and without
some strategy of becoming better, organizations fall and go out of business, or even
worse, go bankrupt. The strategy of learning in an organization has become the answer
to businessesall around the world.

The learning organization and organizational learning are slightly differentin that the
learning organization is the process to change and organizational learning is having the
process and strategies and implementing change throughout an organization. Simply
put, one is the plan, the other is the action.

It would be very smart to implement these strategies in order to remain competitive in
today’s society. Especially in the global economy today with the economy dropping, it
is important that an organization be very wise, innovative, and has some sort of
strategy in order to stay in business.

5. Knowledge Management

Knowledge Management (KM) is a discipline that promotes an integrated approach to
identifying, capturing, evaluating, retrieving, and sharing all of an enterprise'sinformation
assets. These assets may include databases, documents, policies, procedures, and
previously un-captured expertise and experience of individual works.

An author suggested that the main ingredient behind successfulinnovation was not a
clever way of thinking or brainstorming. Instead, it was a place where people could share
ideas, let them bump into each other, and in so doing, evolve into new, more powerful
forms. The coffee-shops of Paris served this purpose during the Enlightenment, allowing
for fantastic new scientific and philosophical concepts to be born.

Philosopher lkujiro Nanaka and others developed a model of knowledge creation that
captures all the ways knowledge moves and morphs within a network, and the one main
technique that managers can use to encourage its development. The model suggested by
Nanaka’s team details the ways that knowledge changes hands and transforms. To begin,
he divides knowledge into two types: Explicit Knowledge, which can be described with
numbers, science, or manuals, and Tacit Knowledge, the emotional, difficult-to-describe
variety. Both kinds of knowledge are necessary, both for everyday living and for business
ventures. These two kinds of knowledge interact with four processes: Socialization,
Externalization, Combination, and Internalization (SECI) as the below figure.
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creation theory: Evolutionary paths and future advances. Organization Studies, 27(8),
1179-1208.

5.1. Socialization

Socialization is the process where tacit knowledge it transmitted between people.
Because tacit knowledge is rarely successfully expressed, socialization simply involves
spending time with coworkers, enjoying their company and conversation until you
learn how they think feel. Youlearn how they look at their tasks, their perspectives. It’s
possible — and necessary — to do this with your customers, too. Those who are ina
position to interact with the customers directly need to learn the skills needed to see
how they think and feel, and through the other processesin the model, transmit that
model to other parts of the organization.

5.2. Externalization

This process allows tacit knowledge to be morphed into explicit knowledge. Through
interaction between an individual and other groups in the organization, the individual’s
tacit knowledge is expressed through whatever terms are possible, such as metaphors
and stories. Effective communication skills are a necessity; developing these and
increasing opportunities for externalization are the main ways managers can encourage
this process.

5.3. Combination

Through teams, or a creative individual, the explicit knowledge injected into the
organization is transmuted through the process of Combination. Knowledge
throughout the organization is collected and compiled into a more effective form of
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explicit knowledge, allowing the more refined forms to be distributed throughout the
organization. An example would be a team in a tech firm whose job is to publish
reports of successful products made throughout the company.

5.4. Internalization

Internalization is where the model comes full circle: as we started with an individual
sharing tacit knowledge, it ends with the same individual converting the e xplicit
knowledge supplied either by the firm or outside sources into personally applicable

tacit knowledge. An HR official runs through this process when he reads the company’s
training manual for conflict resolution, then puts it into practice. Internalization doesn’t
just referto an individual; the collective tacit knowledge of the organization is morphed
from its explicit knowledge through internalization.

Now that we understand the main mechanisms whereby knowledge moves throughout an
organization, the only piece missing is this: What are we, as managers, supposed to do
about it? How can we apply this information? Here, we return with Nanako to the
introduction of this article: a space that encourage the flow of ideas, which can allow all
the SECI processesto occur. Nanako introduces a concept from Japanese, called “Ba”,
which generally translates as “Place of J

Ba, when applied to business, refersto the concept of having a place for knowledge
processesto occur. This place can be physical, virtual, or mental (such as a shared
perspective or set of values). Managers’ main purpose in knowledge managementis to
provide this Ba, and to tailor the characteristics of each Ba to the processes it’s meant to
encourage. For example, if one is trying to encourage Socialization, it would be
counterproductive to encourage virtual interaction. Why? Socialization requires face -to-
face interaction, as the very act of an individual expressing his/her tacit knowledge
transmutes it to explicit knowledge, making it Externalization instead of Socialization.
Considerations such as these should become vital to a manager’s strategy.

Ba is a powerful tool, and regulated or not, it’s an integral componentin a company’s
culture. When underutilized, Ba will develop independent of a manager’s direction, and
will likely be counterproductive to the company’s goals. However, when used properly, Ba
can encourage the flow of ideas throughout an organization, and as such, allow for greater
innovation and creativity. Enjoy, and good luck, Change makers!

. HR Roles in Organizational Development

Should we do away with HR? In recentyears, a numberof people who study and write
about business—along with many who run businesses—have been debating that question.
The debate arises out of serious and widespread doubtsabout HR’s contribution to
organizational performance. As David Ulrich, a very famous researcher and professorin HR
filed said, He must agree that there is good reason for HR’s beleaguered reputation. It is
oftenineffective, incompetent, and costly; in a phrase, it is value sapping. Indeed, if HR
were to remain configured as it is today in many companies, | would have to answer the
question above with a resounding “Yes—abolish the thing!”

But the truth is, HR has neverbeen more necessary. The competitive forces that managers
face today and will continue to confront in the future demand organizational excellence.
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The effortsto achieve such excellence —through a focus on learning, quality, teamwork,
and reengineering—are driven by the way organizations get things done and how they
treat their people. Those are fundamental HR issues. To state it plainly: achieving
organizational excellence must be the work of HR.

The question for senior managers, then, is not Should we do away with HR? but What
should we do with HR? The answer is: create an entirely new role and agenda for the field
that focusesit not on traditional HR activities, such as staffing and compensation, but on
outcomes. HR should not be defined by what it does but by what it delivers —results that
enrich the organization’s value to customers, investors, and employees.

More specifically, HR can help deliver organizational excellence in the following four ways:

First, HR should become a partner with senior and line managers in strategy execution,
helping to move planning from the conference room to the marketplace.

Second, it should become an expertin the way work is organized and executed, delivering
administrative efficiency to ensure that costs are reduced while quality is maintained.

Third, it should become a champion for employees, vigorously representing their concerns
to senior managementand at the same time working to increase employee contribution;
that is, employees’ commitment to the organization and their ability to deliver results.

And finally, HR should become an agent of continuous transformation; shaping processes
and a culture that together improve an organization’s capacity for change.

Make no mistake: this new agenda for HR is a radical departure from the status quo. In
most companies today, HR is sanctioned mainly to play policy police and regulatory
watchdog. It handles the paperwork involved in hiring and firing, manages the
bureaucratic aspects of benefits, and administers compensation decisions made by others.
When it is more empowered by senior management, it might oversee recruiting, manage
training and development programs, or design initiatives to increase workplace diversity.
But the fact remains: the activities of HR appear to be —and often are —disconnected from
the real work of the organization. The new agenda, however, would meanthat everyone
of HR’s activities would in some concrete way help the company betterserve its customers
or otherwise increase shareholder value.

Can HR transform itself alone? Absolutely not. In fact, the primary responsibility for
transforming the role of HR belongs to the CEO and to everyline manager who must
achieve business goals. The reason? Line managers have ultimate responsibility for both
the processesand the outcomes of the company. They are answerable to shareholders for
creating economic value, to customers for creating product or service value, and to
employees for creating workplace value. It follows that they should lead the way in fully
integrating HR into the company’s real work. Indeed, to do so, they must become HR
champions themselves. They must acknowledge that competitive success is a function of
organizational excellence. More important, they must hold HR accountable fordelivering
it.

Of course, the line should not impose the new agenda on the HR staff. Rather, operating
managers and HR managers must form a partnership to quickly and completely reconceive
and reconfigure the function—to overhaul it from one devotedto activities to one
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committed to outcomes. The process will be different in every organization, but the result
will be the same: a business era in which the question Should we do away with HR? will be
considered utterly ridiculous.

6.1. Why HR Matters Now More Than Ever

Regardless of their industry, size, or location, companies today face five critical

business challenges. Collectively, these challenges require organizations to build new
capabilities. Who is currently responsible for developingthose capabilities? Everyone —
and no one. That vacuum is HR’s opportunity to play a leadership role in enabling
organizations to meetthe following competitive challenges:

6.1.1. Globalization.

Gone are the days when companies created products at home and shipped them
abroad “as is.” With the rapid expansion of global markets, managers are struggling to
balance the paradoxical demand to think globally and act locally. That imperative
requires them to move people, ideas, products, and information around the world to
meetlocal needs. They must add new and important ingredients to the mix when
making strategy: volatile political situations, contentious global trade issues,
fluctuating exchange rates, and unfamiliar cultures. They must be more literate in the
ways of international customers, commerce, and competition than everbefore. In
short, globalization requires that organizations increase their ability to learn and
collaborate and to manage diversity, complexity, and ambiguity.

6.1.2. Profitability Through Growth.

During the past decade, most Western companies have been clearing debris, using
downsizing, reengineering, de-layering, and consolidation to increase efficiency and
cut costs. The gains of such yard work, however, have largely beenrealized, and
executives will now have to pay attention to the otherpart of the profitability
equation: revenue growth.

The drive for revenue growth, needless to say, puts unique demandson an
organization. Companies seekingto acquire new customers and develop new products
must be creative and innovative, and must encourage the free flow of information and
shared learning among employees. They must also become more marketfocused—
more in touch with the fast changing and disparate needs of their customers. And
companies seeking growth through mergers, acquisitions, or joint ventures require
other capabilities, such as the finely honed skills needed to integrate different
organizations’ work processes and cultures.

6.1.3. Technology.

From videoconferencing to the Internet, technology has made our world smaller and
faster. Ideas and massive amounts of information are in constant movement. The
challenge for managers is to make sense and good use of what technology offers. Not
all technology adds value. But technology can and will affecthow and where work gets
done. In the coming years, managers will need to figure out how to make technology a
viable, productive part of the work setting. They will needto stay ahead of the
information curve and learn to leverage information for business results. Otherwise,
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6.2.

they risk being swallowed by a tidal wave of data—not ideas.
6.1.4. Intellectual Capital.

Knowledge has become a direct competitive advantage for companies selling ideas and
relationships (think of professional service, software, and technology-driven
companies) and an indirect competitive advantage for all companies attempting to
differentiate themselves by how they serve customers. From now on, successful
companies will be the ones that are the most adeptat attracting, developing, and
retaining individuals who can drive a global organization that is responsive to both its
customers and the burgeoning opportunities of technology. Thus the challenge for
organizations is making sure they have the capability to find, assimilate, develop,
compensate, and retain such talented individuals.

6.1.5. Change, Change, and More Change.

Perhaps the greatest competitive challenge companies face is adjusting to—indeed, embracing—
nonstop change. They must be able to learn rapidly and continuously,

innovate ceaselessly, and take on new strategic imperatives faster and more

comfortably. Constant change means organizations must create a healthy discomfort

with the status quo, an ability to detect emerging trends quicker than the competition,

an ability to make rapid decisions, and the agility to seek new ways of doing business.

To thrive, in other words, companies will needto be in a never-ending state of

transformation, perpetually creating fundamental, enduring change.

HR’s New Role

The five challenges described above have one overarching implication for business: the
only competitive weapon left is organization. Sooner or later, traditional forms of
competitiveness—cost, technology, distribution, manufacturing, and product
features—can be copied. They have become table stakes. You must have them to be a
player, but they do not guarantee you will be a winner.

In the new economy, winning will spring from organizational capabilities such as speed,
responsiveness, agility, learning capacity, and employee competence. Successful
organizations will be those that are able to quickly turn strategy into action; to manage
processes intelligently and efficiently; to maximize employee contribution and
commitment; and to create the conditions for seamless change. The needto develop
those capabilities brings us back to the mandate for HR set forth at the beginning of
this article. Let’s take a closer look at each HR imperative in turn.

We’re not going to argue that HR should make strategy. Strategy is the responsibility of
a company’s executive team—of which HR is a member. To be full-fledged strategic
partners with senior management, however, HR executives should impel and guide
serious discussion of how the company should be organized to carry out its strategy.
Creating the conditions for this discussion involves four steps.
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6.2.1. Becoming a Partnerin Strategy Execution.

First, HR should be held responsible for defining an organizational architecture. In
other words, it should identify the underlying model of the company’s way of doing
business. Several well-established frameworks can be usedin this process. Jay
Galbraith” s star model, for example, identifies five essential organizational
components: strategy, structure, rewards, processes, and people. The well-known 7-S
framework created by McKinsey & Company distinguishes seven components in a
company’s architecture: strategy, structure, systems, staff, style, skills, and shared
values.

It’'s relatively unimportant which framework the HR staff usesto define the company’s
architecture, as long as it’s robust. What matters more is that an architecture be
articulated explicitly. Without such clarity, managers can become myopic about how
the company runs—and thus about what drives strategy implementation and what
stands in its way. They might think only of structure as the driving force behind actions
and decisions, and neglect systems or skills. Or they might understand the company
primarily in terms of its values and pay inadequate attention to the influence of
systems on how work—thatis, strategy execution—actually gets accomplished.

Senior management should ask HR to play the role of an architect called into an
already-constructed building to draw up its plans. The architect makes measurements;
calculates dimensions; notes windows, doors, and staircases; and examines the
plumbing and heating infrastructures. The result is a comprehensive set of blueprints
that contains all the building’s parts and shows how they work together.

Next, HR must be accountable for conducting an organizational audit. Blueprints can
illuminate the places in a house that require immediate improvement; organizational-
architecture plans can be similarly useful. Theyare critical in helping managers identify
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which components of the company must change in order to facilitate strategy
execution. Again, HR’s role is to shepherd the dialogue about the company’s
blueprints.

Consider a company in which HR defined the organization’s architecture in terms of its
culture, competencies, rewards, governance, work processes, and leadership. The HR
staff was able to use that model to guide management through a rigorous discussion of

“fit”—did the company’s culture fit its strategic goals, did its competencies, and so
forth. When the answerwas no, HR was able to guide a discussion of how to obtain or
develop what was missing.

The third role for HR as a strategic partner is to identify methodsfor renovating the
parts of the organizational architecture that needit. In other words, HR managers
should be assigned to take the lead in proposing, creating, and debating best practices
in culture change programs, for example, or in appraisal and reward systems. Similarly,
if strategy implementation requires, say, a team-based organizational structure, HR
would be responsible for bringing state-of-the-art approaches for creating this
structure to senior management’s attention.

Fourth and finally, HR must take stock of its own work and set clear priorities. At any
given moment, the HR staff might have a dozen initiatives in its sights, such as pay-for-
performance, global team-work, and action-learning development experiences. But to
be truly tied to business outcomes, HR needs to join forces with operating managers to
systematically assess the impact and importance of each one of these initiatives.
Which ones are really aligned with strategy implementation? Which onesshould
receive attention immediately, and which can wait? Which ones, in short, are truly
linked to businessresults?

Because becoming a strategic partner means an entirely new role for HR, it may have
to acquire new skills and capabilities. Its staff may need more education in order to
perform the kind of in-depth analysis an organizational audit involves, for example.
Ultimately, such new knowledge will allow HR to add value to the executive team with
confidence. In time, the concept of HR as a strategic partner will make business sense.

6.2.2. Becoming an Administrative Expert.

For decades, HR professionals have beentagged as administrators. In their new role as
administrative experts, however, they will needto shed their traditional image of rule -
making policy police, while still making sure that all the required routine work in
companies is done well. In order to move from their old role as administrators into
their new role, HR staff will have to improve the efficiency of both their own function
and the entire organization.

Within the HR function are dozens of processesthat can be done better,faster,and
cheaper. Finding and fixing those processes is part of the work of the new HR. Some
companies have already embraced these tasks, and the results are impressive. One
company has created a fully automated and flexible benefits program that employees
can manage without paperwork; another has used technology to screen résumésand
reduce the cycle time for hiring new candidates; and a third has created an electronic
bulletin board that allows employees to communicate with seniorexecutives. Inall
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three cases, the quality of HR work improved and costs were lowered, generally by
removing steps or leveraging technology.

But decreased costs aren’t the only benefit of HR’s becoming the organization’s
administrative expert. Improving efficiency will build HR’s credibility, which, in turn, will
open the door for it to become a partner in executing strategy. Consider the case of a
CEO who held a very low opinion of the company’s HR staff after they senta letterto a
job candidate offering a salary figure with the decimal point in the wrong place. (The
candidate called the CEO and joked that she didn’t realize the job would make her a
millionaire.) It was only after the HR staff proved they could streamline the
organization’s systems and proceduresand deliver flawless administrative service that
the CEO finally felt comfortable giving HR a seat at the strategy table.

HR executives can also prove their value as administrative experts by rethinking how
work is done throughout the organization. For example, they can design and
implement a system that allows departments to share administrative services. At
Amoco, for instance, HR helped create a shared-service organization that encompassed
14 business units. HR can also create centers of expertise that gather, coordinate, and
disseminate vital information about market trends, for instance, or organizational
processes. Such groups can act as internal consultants, not only saving the company
money but also improving its competitive situation.

6.2.3. Becoming an Employee Champion (Employee Advocate).

Work today is more demanding than ever—employees are continually being asked to
do more with less. And as companies withdraw the old employment contract, which
was based on security and predictable promotions, and replace it with faint promises
of trust, employeesrespondin kind. Their relationship with the organization becomes
transactional. They give their time but not much more.

That kind of curtailed contribution is a recipe for organizational failure. Companies
cannot thrive unless their employees are engaged fully. Engaged employees —that s,
employeeswho believe they are valued —share ideas, work harder than the necessary
minimum, and relate better to customers, to name just three benefits.

In their new role, HR professionals must be held accountable for ensuring that
employeesare engaged—thatthey feelcommitted to the organization and contribute
fully. In the past, HR sought that commitment by attending to the social needs of
employees—picnics, parties, United Way campaigns, and so on. While those activities
must still be organized, HR’s new agenda supersedesthem. HR must now take
responsibility for orienting and training line management about the importance of high
employee morale and how to achieve it. In addition, the new HR should be the
employees’ voice in management discussions; offeremployees opportunities for
personal and professional growth; and provide resources that help employees meet
the demands put on them.

Orienting and training line management about how to achieve high employee morale
can be accomplished using several tools, such as workshops, written reports, and
employee surveys. Such tools can help managers understand the sources of low morale
within the organization—not just specifically, but conceptually. For instance, HR might
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inform the line that 82% of employeesfeeldemoralized because of a recent
downsizing. That’s useful. But more than that, HR should be responsible for educating
the line about the causes of low employee morale. For instance, it is generally agreed
by organizational behavior experts that employee morale decreases when people
believe the demands put upon them exceed the resources available to meetthose
demands. Morale also drops when goals are unclear, priorities are unfocused, or
performance measurementis ambiguous. HR servesan important role in holding a
mirror in front of senior executives.

HR can play a critical role in recommending ways to ameliorate morale problems.
Recommendations can be as simple as urging the hiring of additional support staff or
as complex as suggesting that reengineering be considered for certain tasks. The new
role for HR might also involve suggesting that more teams be used on some projects or
that employees be given more control over their own work schedules. It may mean
suggesting that line managers pay attention to the possibility that some employeesare
being asked to do boring or repetitive work. HR at Baxter Healthcare, for example,
identified boring work as a problem and then helpedto solve it by redesigning work
processesto connect employees more directly with customers.

Along with educating operating managers about morale, HR staff must also be an
advocate for employees—they must representthe employeesto management and be
their voice in management discussions. Employees should have confidence that when
decisions are made that affect them (such as a plant closing), HR’s involvement in the
decision-making process clearly represents employees’ views and supports their rights.
Such advocacy cannot be invisible. Employees must know that HR is their voice before
they will communicate their opinions to HR managers.

6.2.4. Becoming a Change Agent.

To adapt a phrase, Change happens. And the pace of change today, because of
globalization, technological innovation, and information access, is both dizzying and
dazzling. That said, the primary difference between winners and losers in business will
be the ability to respond to the pace of change. Winners will be able to adapt, learn,
and act quickly. Losers will spend time trying to control and master change.

The new HR has as its fourth responsibility the job of building the organization’s
capacity to embrace and capitalize on change. It will make sure that change initiatives
that are focused on creating high-performing teams, reducing cycle time for
innovation, or implementing new technology are defined, developed, and deliveredin
a timely way. The new HR can also make sure that broad vision statements (such as,
We will be the global leader in our markets) get transformed into specific behaviors by
helping employees figure out what work they can stop, start, and keep doing to make
the vision real. At Hewlett-Packard, HR has helped make sure that the company’s value
of treating employees with trust, dignity, and respect translates into practices that, for
example, give employees more control over whenand where they work.

Change has a way of scaring people —scaring them into inaction. HR’s role as a change
agent is to replace resistance with resolve, planning with results, and fear of change
with excitementabout its possibilities. How? The answer lies in the creation and use of
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a change model. HR professionals must introduce such a model to their organizations
and guide executive teams through it—that is, steer the conversation and debate that
answers the multitude of questionsit raises. The model, in short, must be a managerial
tool championed by HR. It helps an organization identify the key success factors for
change and assessthe organization’s strengths and weaknesses regarding each factor.
The process can be arduous, but it is one of the most valuable roles HR can play. As
change agents, HR professionals do not themselves execute change —but they make
sure that it is carried out.



30

Part Two: Performance Management

1. Performance Management System

Performance management is a system for managing organizational business performance,
managing employee job performance, and integrating the management of business and
job performance. Performance management aims specifically to improve achievement of
strategic objectives, daily effectiveness, and the core competencies within the

organization.
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1.1. Managing Business Performance

Most companies’ operational and management control systemsare built around
financial measures and targets, which bear little relation to the company’s progress in
achieving long-term strategic objectives. Thus the emphasis most companies place on
short-term financial measures leavesa gap betweenthe development of a strategy
and its implementation. A strategic business performance management has four new
management processes that, separately and in combination, contribute to linking long-
term strategic objectives with short-term actions.

1.1.1. Strategic Planning

Performance Management begins with strategic planning. Translating the vision helps
managers build a consensus around the organization’s vision and strategy. Despite the
bestintentions of those at the top, lofty statements about becoming “best in class,”
“the number one supplier,” or an “empowered organization” don’t translate easily into
operational terms that provide useful guides to action at the local level. For people to
act on the words in vision and strategy statements, those statements must be
expressed as an integrated set of objectives and measures, agreed upon by all senior
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executives, that describe the long-term drivers of success.
1.1.2. Communicating and linking

Communicating and linking lets managers communicate their strategy up and down
the organization and link it to departmental and individual objectives. Traditionally,
departments are evaluated by their financial performance, and individual incentives
are tied to short-term financial goals. The scorecard gives managers a way of ensuring
that all levels of the organization understand the long-term strategy and that both
departmental and individual objectives are aligned with it.

1.1.3. Budgeting

Budgeting is the process by which a company or individuals evaluate their earnings
and expenses and project their cash flow for the future. Budgeting enables companies
to integrate their business and financial plans. Goal setting is a key elementto making
a budget. Almost all organizations today are implementing a variety of change
programs, each with its own champions, gurus, and consultants, and each competing
for senior executives’ time, energy, and resources. Managers find it difficult to
integrate those diverse initiatives to achieve their strategic goals—a situation that
leads to frequent disappointments with the programs’ results. But when managers use
the ambitious goals set for performance measures as the basis for allocating resources
and setting priorities, they can undertake and coordinate only those initiatives that
move them toward their long-term strategic objectives. After that, cascading the
strategic objectives and translate the corporate-wide objectives down tofirst business
units, support units or departments and then teams or individuals.

1.1.4. Performance Measurement

Performance measurement, also called performance metric, refersto numerical
information that quantifies input, output, and performance dimensions of processes,
products, services, and the overall organization outcomes. Performance measurement
can provide feedback and learning that gives companies the capacity for what we call
strategic learning. Existing feedback and review processes focus on whetherthe
company, its departments, or its individual employees have met their budgeted
financial goals. If the balanced scorecard (BSC) is implemented at the center of its
management systems, a company can monitor short-term results from the three
additional perspectives—customers, internal business processes, and learning and
growth—and evaluate strategy in the light of recent performance. The scorecard thus
enables companies to modify strategies to reflect real-time learning.

Managing Job Performance

Job performance is defined as the set of behaviors that are relevant to the goals of the
organization or the organizational unit in which a person work. Job performanceis
what the organization hires one to do, and do well. Job performance is not the
consequence or result of action, it is the action itself. However, if the action does not
produce a result that is useful to shareholder, the action does not count. The criterion
domain of job performance:

1.2.1. Task Performance
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Task performance refers the proficiency with which job incumbents perform activities
that are formally recognized as part of their job or activities that contribute to the
organization’s technical core. It often belongs to “can do behavior”. The components of
task performance are:

e Declarative Knowledge:fact, principles, goals, self-knowledge.

e Procedural Knowledge and Skill: cognitive skill, psychomotor skill, physical skill, Self-
managementskill, interpersonal skill.

e Motivation: choice to perform, level of effort, persistence of effort.
1.2.2. Contextual Performance

Other activities do not fall underthe category of task performance but are still
important for organizational effectiveness. It often belongs to “will do behavior” and
called Organizational Citizenship Behavior (OCB). The components of task performance
are:

e Interpersonal citizenship behaviors: helping & cooperating with others.

e Organizational citizenship behaviors: endorsing, supporting & defending
organizational objectives; following organizational rules & procedures.

e Job/Task citizenship behaviors: Persisting with enthusiasm & extra effortasto
complete own task activities successfully.

1.2.3. Job Performance Management Process

Job Performance management, often called “Performance Management”in an
individual level, is the process of identifying, executing, evaluating, and developingthe
performance of the human resources in an organization.

The performance management process from two perspectives: a). the upstream
component encompasses planning, objective setting, and measurement, which lends
itself to standardization of performance management practices; b).The downstream
component includes the performance appraisal itself. This component often reflects
localization of performance management practices.

An effective Performance Management process establishes the groundwork for
excellence by:

e Performance planning is a discussion for developing a common understands of the
objectives or performance standard that needto be achieved.

e Performance monitoring is a day-to-day managementbehaviorto assurethe
objectives could be accomplished.

e Performance appraisal is the process that measures the degree to which employee
accomplishes work requirements.

e Performance developmentisan ongoing cyclical process aims to develop, maintain
and improve your skills, knowledge and job performance through performance
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planning, monitoring, and appraisal.
1.3. Integrating the management of Business and Job performance

One of the biggest challenges for any company lies in achieving organizational
alignment: that desired state in which the entire enterprise is working together to
achieve business goals. Key to alignment is ensuring that employees understand the
relevance of their contributions and taking the appropriate measuresto ensure they
remain engaged.

Alignment between organizational strategy, group and individual goals is necessary to
ensure that individuals can see how their individual effortand performance contribute
to the attainment of strategic goals. When alignment is successfully achieved, clear
goals are evident at the top of the organization / group and are clearly communicated
at all hierarchical levels. Executives have to ensure alignment throughout the
organization to establish a strong link between differentlevels of performance
management.

Traditionally, performance managementin an organizational context has been divided
into three levels: strategic, operational and individual performance management.

1.3.1. Strategic Level

At strategic level, performance management deals with the achievement of the overall
organizational objectives. Practitioners refer to it as corporate, business, organizational
or enterprise performance management, this being the highest and most complete
level of usage of performance management principles in organizations. Strategic
managementis a key driver of performance management at this level, as the key
processes related to performance management systems are strategy formulation and
implementation.

1.3.2. Operational Level

Performance management at operational levelis linked to operational management,
as its focus is on the achievement of operational objectives. Although aligned with
corporate strategy, the focus here is more functional / tactical.

The evolution of operational performance managementis linked to the evolution of
accounting and managementin history. This is due to the fact that operational
performance was evaluated in terms of efficiency and effectiveness. And the easiest
way to do this is by using financial indicators, provided by the accounting function in
organizations.

Over time, as internal and external operating environments became more complex,
organizations started to look at nonfinancial indicators of performance. This made the
connection with operations management and other aspects of the general
managementdiscipline.

1.3.3. Individual Level

The traditional level at which performance management is used in organizations is the
individual level, looking at the performance of individuals in an organizational context.
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At individual level, performance managementis represented by an integrated and
planned system for continuously improving the performance of all employees. It
involves defining work goals and standards, reviewing performance against these
standards, actively managing all levels of performance, and maximizing learning and
development.

2. Performance Planning

Performance planning is a formal structured process for identifying and communicating
the organizational and individual goals expected of the employee. The performance plan
consists of performance expected of an employee and an Individual DevelopmentPlan.

Performance plans are decided collaboratively between the supervisorand employee
working together. They togetherdetermine the performance expectations and
development objectivesto be accomplished during the review period. They discuss goals,
objectives and expectations for the review period. The process helps to improve the
communication and discuss the career development plan of the employee. Here are some
important issues regarding performance planning:

2.1. Performance Standard

Objectives or goals(the term are interchangeable) define what organizations, functions,
departments, teams and job holders are expected to perform and accomplish. Some
cultural factors that may influence performance management standards:

e Some cultures value performance of the group over the individual as follow.

e Insome cases, an open and honest exchange of issues can occur. Inothercultural
contexts, a more formal, reserved relationship is the norm.

e The appropriateness of forms and the meaning of rating scales vary significantly
from culture to culture and location to location.

e Insome cultures, only positive feedback is provided so employees can save face.
e The act of ranking employees within a group can be difficult in collective cultures.

o Compensation practices vary widely across borders, cultures, and legal systems. The
perceived value of the rewards can also vary from culture to culture.

e This practice may not be accepted in collective cultures and those with high
ascribed value dimensions.

e Appraisals can be highly culturally specific. Even the meaning of the term
"performance" can vary among individual and collective cultures. Also, the process
of gaining input from colleagues can be easy and expectedin some cultures but
very guarded in others.

2.2. Management by objectives (MBO)

MBO can be defined as a process whereby the employees and the superiors come
togetherto identify common goals, the employees set their goals to be achieved, the
standards to be taken as the criteria for measurement of their performance and
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contribution and deciding the course of action to be followed.

No objectives will have significant incentive power if they are forced choice unrelated
to a person’s needs. Job holder should set his or her own goal, checking them out with
the superior, and should use the performance planning session as a counseling device.
Thus, the superior would become one who helped subordinates achieve their own
objectivesinstead of a dehumanized inspector of products.

C Vision & Mission
Org/Team Obijectives C

Work
Objectives

Specific
* Measurable
* Attainable
* Relevant
* Time-bound

2.2.1. Vision & Mission
Refine and validate previously developed work unit vision or mission (if available).
2.2.2. Strategies

Strategies at difference level must lead directly to the achievement of business unit and
corporate strategies, meaning that all levels of strategy support and enhance each other
to ensure that the organization is successful. Please referto module one.

2.2.3. Strategic goals

Strategic goals are statements of what you wish to achieve over the period of the
strategic plan (e.g. over the next year, five years, ten years.)

2.2.4. Objectives

Objectives are usually specific statements (they are actually a particular kind of goal)
that contribute to the achievement of "bigger" goals. In other words they are actually
goals, but they are more specific. The major objectives a company must achieve —for
example, profitable growth

2.2.5. Measures

The observable parametersa company usesto measure its progress toward reaching its
objectives. For example, acompany might measure its progress toward the objective of
profitable growth by growth in net margin.
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2.2.6. Targets
The specific target values for the measures—forexample, +2% growth in net margin
2.2.7. Initiatives

Action programs a company initiates to meetits objectives

2.3. Goal Setting

Goal setting theoryis widely recognized as one of the best motivational theories in self
help, personal development, and personal growth. Specific and difficult goals led to
bettertask performance than vague or easy goals.

Employee goals can be clarified through performance and development planning, with
attention to the level of performance needed and the specific desired results. Goal
setting is most effective when it is combined with feedback, so progress can be
monitored. Direct feedback and coaching is an often underutilized approach that
enhances communication and bottom-line results. SMART goals include five elements
in each objective:

Objectives Standards Weight
Balanced Qualitative ) - Percentage
Achievement [ Difficul
perspective Quantitative 4 %
Results » Specific
[ )
Behaviors eMeasurable How
o . a
«Competencies sAchievable | whathave | How Lhmep;ggt iy
. »Relevant to difficultto gy
*Mind-set : accomplish | achieve or
e Time-bound P stakeholders’
value

2.3.1. Specific

Specific goals outline exactly what we hope to accomplish. A specific goal is a focused
goal. It will state exactly what the organization intends to accomplish. While the
description needsto be specific and focused, it also needsto be easily understood by
those involvedin its achievement. It should be written so that it can be easily and
clearly communicated.

2.3.2. Measurable

A goal is measurable if it is quantifiable. Measurable goals can be evaluated to
determine whetherwe have been accomplished. Measurementis accomplished by
first obtaining or establishing base-line data. It will also have a target toward which
progress can be measured, as well as benchmarks to measure progress along the
way.

2.3.3. Attainable
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Attainable goals figure out ways we can make them come true. There should be a
realistic chance that a goal can be accomplished. This does not mean or imply that
goals should be easy. On the contrary, a goal should be challenging. It should be set
by or in concert with the person responsible for its achievement. The organization's
leadership, and where appropriate its stakeholders, should agree that the goal is
important and that appropriate time and resources will be focused on its
accomplishment. An attainable goal should also allow for flexibility. A goal that can
no longer be achieved should be altered or abandoned.

2.3.4. Relevant

Individual goals should be appropriate to and consistent with the strategic and
operational goals of the organization. Each goal adopted by the organization should
be one that movesthe organization toward the achievement of its strategic goals.
Relevant goals will not conflict with other organizational goals. It is important that all
short-term goals be relevant (e.g., consistent) with the longer-termand broader goals
of the organization.

2.3.5. Time-bound

Finally a goal must be bound by time. Timely goals outline actions we can apply

immediately. That is, it must have a starting and ending point. It should also have
some intermediate points at which progress can be assessed. Limiting the time in
which a goal must be accomplished helps to focus effort toward its achievement.

3. Performance Monitoring

Once the performance-planning phase has been completed, it is time to get the job done—
to execute the plan. Performance monitoring is the second phase of an effective
performance management process. For the individual, the critical responsibility in this
phase is getting the job done —achieving the objectives. For the appraiser-people manager,
there are several major responsibilities to create a conditions that motivate, and
confronting and correcting any performance problems:

Self-
assessment

* Eliminating Obstacle or
Updating Objectives

* Reinforcing Effective
Behaviors

* Adjust goals if necessary

* Feedback, Counseling, and
Coaching

Performance

Expectation

Ongoing
Basis

Manager
Feedback
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3.1.

3.2.

Eliminating Obstacle or Updating Objectives

The guru of quality management, W. Edwards Deming, said the system factor account
for 94 percentof variance in performance result, which are beyond the control of
performer. Circumstances beyond a performer’s control can have the effect of either
facilitating or constraining the level of performance. As a people manager, he or she
should help the subordinates eliminate any obstacle to achieve performance objective,
while the manager should collaborate with subordinates to update the objectives if
necessary.

Reinforcing Effective Behaviors
3.2.1. Positive Reinforcement

This reinforcementimplies giving a positive response when an individual shows
positive and required behavior. For example,immediately praising an employee for
coming early for job. This will increase probability of outstanding behavior occurring
again. Reward is a positive reinforce, but not necessarily. If and only if the employees’
behavior improves, reward can said to be a positive reinforce. Positive reinforcement
stimulates occurrence of a behavior. It must be noted that more spontaneousis the
giving of reward, the greater reinforcementvalue it has.

Stimulus Desirability of | Contingencies of | Strength of
stimulus reinforcement response

Positive
Pleasant reinforcement Increases
Presented
Unpleasant Punishment Decreases
Pleasant Extinction Decreases
Withdrawn
Negative
Unpleasant reinforcement Increases

3.2.2. Negative Reinforcement

This reinforcement strengthens a behavior because a negative condition is stopped or
avoided as a consequence of the behavior. This implies rewarding an employee by
removing negative / undesirable consequences. Both positive and negative
reinforcement can be used for increasing desirable or required behavior.

3.2.3. Punishment

Punishment weakens a behavior because a negative condition is introduced or
experienced as a consequence of the behavior. It implies removing positive
consequences so as to lower the probability of repeating undesirable behavior in
future. In other words, punishment means applying undesirable consequence for
showing undesirable behavior. For instance, suspendingan employee for breaking the
organizational rules. Punishment can be equalized by positive reinforcement from
alternative source.
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3.2.4. Extinction

Extinction removes something in order to decrease a behavior. It implies absence of
reinforcements. In other words, extinction implies lowering the probability of
undesired behavior by removing reward for that kind of behavior. For instance - if an
employee no longer receives praise and admiration for his good work, he may feelthat
his behavior is generating no fruitful consequence. Extinction may unintentionally
lower desirable behavior.

Adjust goals if necessary

In many organizations, HR may initiate the Mid-Year Performance Review (or check in)
process. Afterit has beeninitiated, employees need to self-assess their performance
expectations prior to manager review.

Mid-year reviews should be a mix of structured and unstructured conversation
between managers and employees, with the structure coming from a list of clearly
defined expectations established at the start of the year.

Consider whether new goals have arisen and/or priorities have changed during the
year. Review whetherthe employee’s progress on set goals and projects, including
managerial goals, has been effective overall. Adjust goals if organizational or
departmental needs have changed. Revise established goals and identify new goals for
the balance of the year as needed.

Confirm any new or revised performance goals forthe balance of the year. Document
any additional support or guidance to be offered to the employee to fostersuccess.

Feedback, Counseling, and Coaching

Feedback, counseling, or coaching is part of the day-to-day interaction betweena
supervisor and an employee.

3.4.1. Feedback

Feedback provides information to people on their performance, which helps them to
understand how well they have been doing and how effective their behavior has been.
Cultural differences can affectthe degree of need for feedback, inhibit employees
from seeking necessary feedback, and determine the most effective form of feedback.

3.4.2. Counseling

Counseling uses a set of skills and techniques to help people to take responsibility for
and to manage their own decision-making whetherit work related or personal. A
counseling sessionis a meeting between the supervisor and the employee which may
focus on a specific incident, a particular aspect of an employee's performance which
the supervisor has identified as needing improvement, or the employee's overall
performance or conduct. The counseling process is initiated and executed at the
departmentlevel by the supervisor and is not discipline. It is a face-to-face
communication betweenthe supervisor and the employee, conductedin private, and
is intended to have a constructive goal of providing feedback to the employee to
correct the problem.
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3.4.2. Coaching

Coaching can be usedto help people develop their competencies during normal day-
to-day activities. Coaching often provides positive feedback about employee
contributions. At the same time, regular coaching brings performanceissues to an
employee's attention when they are minor, and assists the employee to correct them.

4. Performance Appraisal

Performance Appraisal is the systematic evaluation of the performance of employees and
to understand the abilities of a person forfurthergrowth and development. Performance
appraisal is generally done in systematic ways which are as follows:

e The supervisors measure the pay of employees and compare it with targets and
plans.

4.1.1. Improvement

The process should help both the employee and the organization to get betterresults,
to get better results, improving quality, efficiency, effectiveness, alignment, and the
like.

4.1.2. Coaching

In the traditional managementview, appraisal providesa managerial tool and
framework for coaching, counseling, and motivating employees.

e The supervisor analyses the factors behind work performances of employees.
e The employersare in position to guide the employees fora betterperformance.

4.1. Objectives of Performance Appraisal
Performance appraisals can serve multiple purposesin an organization

Performance Appraisal

This tool aims to ensure employees’
performance contributes to
business objectives, and should be
used as part of a holisticapproach
to managing performance.

A major challenge for performance
: appraisal systems is to have its

= maximum acceptability among
employees.

* Distributive Justice

\ * Procedural Justice

\ * Interactionallustice

Rewards
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4.1.3. Feedback

Appraisal is intended to enhance communication betweenthe employee, supervisor,
and others in the organization, including feedback on employee performance.

4.1.4. Rewards

By trying appraisal to compensation (salary increases, bonuses), purportedly people
will work harder.

4.1.5. Staffing

Appraisal attempts to provide information to enable the organization to fairly and
effectively select employeesfor promotion, layoffs, or reductions in force (RIF). It is
also used to identify staffing and training needs and assist employeesin their career
development.

4.1.6. Termination and Legal Documentation

Effectively written appraisals should provide objective and impartial documentation
that is necessary or useful in disciplinary and discharge decisions. Some organizations
applied performance-based layoff strategy to ensure that successful employees with
excellent performance records remain with the company, regardless of their personal
affiliations with managers or owners. This approach relies on employee testing or
evaluations (similar as forced distribution) to determine the efficacy of each worker,
with only those scoring in the lowest percentiles, or below a predetermined standard,
losing their jobs.

4.1.7. Training

Performance appraisals can identify the necessary training and developmentthe
employee needsto close the gap between current performance and desired
performance. By reviewing the data from performance appraisals, HR can make good
decisions about where the organization should conce ntrate company-wide training
efforts. If the performance appraisal procedure includes a requirement that individual
development plans be determined and discussed, individuals can then make good
decisions about the skills and competencies they need to acquire to make a greater
contribution to the company.

4.2. Process of Performance Appraisals

A performance appraisal is a formal interaction betweenan employee and her
manager. This is when the performance of the employee is assessed and discussed in
thorough detail, with the manager communicating the weaknesses and strengths
observedin the employee and also identifying opportunities for the employee to
develop professionally. Here is the process involved in performance appraisal

4.2.1. Conducting Job analysis.

This is logically our first step because if we don’t know what a job consists of, how can
we possibly evaluate an employee’s performance? We should realize that the job must
be based on the organizational mission and objectives, the department, and the job
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itself.
4.2.2. Establishing Performance Standards

In this we use as the base to compare the actual performance of the employees. In this
step it requires to setthe criteria to judge the performance of the employees as
successful or unsuccessful and the degrees of their contribution to the organizational
goals and objectives. The standards setshould be clear, easily understandable and in
measurable terms. If employee doesn't come up to expectance, thenit should be taken
extra care for it.

4.2.3. Communicating the standards

Itis the responsibility of the management to communicate the standards to all the
employees of the organization. The employees should be informed and the standards
should be clearly explained. This will help them to understand their roles and to know
what exactly is expected from them.

4.2.4. Measuring the actual Performance

The most difficult part of the performance appraisal process is measuring the actual
performance of the employeesthat is the work done by the employees during the
specified period of time. Itis a nonstop process which involves monitors the
performance all over the year. This stage requires the watchful selection of the suitable
technigues of measurement, taking care that individual bias does not affect the
outcome of the processand providing assistance rather than interferingin an
employeeswork.

4.2.5. Comparing the Actual with the Desired Performance

In this the actual performance is compared with the desired or the standard
performance. The comparison tells the deviations in the performance of the employees
from the standards set. The result can show the actual performance being more than
the desired performance or, the actual performance being less than the desired
performance depicting a negative deviation in the organizational performance. It
includes recalling, evaluating and analysis of data related to the employees'
performance.

4.2.6. Discussing Results

The result of the appraisal is communicated and discussed with the employeesonone-
to-one basis. The focus of this discussion is on communication and listening. The
results, the problems and the possible solutions are discussed with the aim of problem
solving and reaching consensus. The feedback should be given with a positive attitude
as this can have an effect onthe employees' future performance. The purpose of the
meeting should be to solve the problems faced and motivate the employees to perform
better. Performance feedback can be very different across cultures. Managers must
learn how feedback that should be given in that culture.

4.2.7. Decision Making

The last step of the process is to take decisions which can be taken eitherto improve
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the performance of the employees, take the required corrective actions, or the related
HR decisions like rewards, promotions, demotions, transfers etc.

4.3. Acceptability of Performance Appraisals

Performance appraisal is provided the employees perceive the system as accurate is a
major component of Performance Management System which measuresemployees’
performance relevantto the specified standards and against clearly defined objectives.
A major challenge for performance appraisal systemsis to have its maximum
acceptability among employees. The systemitself and its outcomes can have an
important influence on the employees, attitude towards their work, their supervisors
and their organization. The system can also become a source of frustration and
extreme dissatisfaction if it is considered to be biased unreliable or irrelevant.

Organizational justice prevails whenits employees believe that rewards are fair and
justified. In the HR existing literature, perceptions of fairness are ordinarily categorized
as Distributive, Procedural Interactional and Informational. In the context of
performance appraisal, distributive justice focuseson the perceived fairness of the
appraisal rating or outcome received in relation to the actual work performed, whereas
procedural justice focuses on the perceived fairness of procedures followed to arrive at
that outcome (ratings). Interactional justice focuseson the perceived fairness of the
interpersonal treatment employees receive during the appraisal process. Informational
justice refersto the explanation of decisions and communication environmentin the
organization.

Procedural/Interactional/
Informational
Justice

Distribution
Justice

@,
e .
> Performanceappraisal process Appraisal
outcome
Procedural/Interpersonal/Informational Fairness

Unfair Fair
Positive outcome Perceive fair Perceive fair
Negative outcome|  perceive unfair Perceive fair

4.3.1. Distributive Justice / Fairness

Distributive Justice, concept originated from Adam’s Equity Theory, which claims that
individuals formulate fairness perceptions by comparing their perceived work
outcomes (rewards) to their perceived work inputs (contribution) in relation to the
perceived input to outcome ratio of a coworker. Thus, employeesview their appraisal
rating and any consequent rewards, as fair when these reflect the individual’s inputs
and contributions. The fairness of outcomes in the appraisal context meansfairness of
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the performance ratings given by the supervisors. Perception of fairness will prevail if
employeessee raters trying to motivate employees, improve performance and expand
their perception of satisfaction. Howeverfairness perception will not prevail if element
of conflict avoidance, favoritism and politics is seenin appraisals. Many appraisers have
a vestedinterestin making their subordinates look good on papers which, in most
cases, reflect a problematic organizational culture that may be intolerant of failures or
appraisers may be fearful of repercussions — both for themselves and the appraisee.
Researchers found that accuracy in appraisals is impossible to achieve because people
protect their own personal interest while playing social and political games. Some
managers consciously fudge the numbers when they are let loose no matter what
checks and balances are put in place. Many managers have actually defended fudging
appraisal results by declaring it as an effective managementtactics. There can be
different motives for fudging, for example; hope for a better future performance, avoid
unpleasant confrontation, hide employee weaknesses, punish or reward an employee.
Therefore the rater s likely to have biases that distort ratings and this influences
employee perception of accuracy and fairness.

4.3.2. Procedural Justice / Fairness

Procedural Justice / Fairness means the fairness of the procedures adopted to decide
the outcomes. Process of assigning well trained raters, mutually establishing
performance criteria and having appeals process adds to employee perception of
procedural justice. A justice model for performance appraisal, rooted in the due
process of law and possessingthree basic factors: adequate notice, a fair hearing and
judgmentbased on evidence. Adequate notice involves giving employees knowledge of
the appraisal system and how it affectsthem. More specifically, it entails developing
performance standards and objectives before the appraisal period commences which
must be well documented, clearly explained, fully understood and preferably set by
mutual agreement with employees so that they are only held accountable for
standards and objectives properly communicated to them. Adequate notice also
involves giving employees constant feedback on a timely basis throughout the
performance evaluation period, so that employees can rectify any performance
deficiencies before the appraisal is conducted. Studies show that adequate notice is
important to employee perceptions of procedural fairness. Clarity of appraisal
expectations and a thorough employee understanding of the appraisal process were
important predictors of procedural fairness. The second factor that affects employee
perceptions of procedural fairness is a fair hearing which means: an opportunity to
influence the evaluation decision through evidence and argument, access to the
evaluation decision and an opportunity to challenge the evaluation decision.
Fundamentally, afair hearing entails two-way communication, with employee input or
‘voice’ in all aspects of the appraisal decision-making process. The third procedural
justice factor is judgment based on evidence. This means convincing employees that
ratings do accurately reflect performance by justifying evaluation decisions in terms of
performance-related evidence. Ratings overtly based on tangible performance records
and evidence appears objective and unbiased. Those based on covert evidence appear
subjective and judgmental. If a judgmentis based on the evidence, it necessarily means
that it is not based on external pressure, personal bias and dishonesty. A performance
rating must therefore withstand scrutiny and reflect principles of sincerity and fairness.
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4.3.3. Interactional Justice / Fairness

Interactional Justice / Fairness refersto the quality of appraisal interview, appraisal
system and performance interaction betweenthe rater and the rate. Individuals are
highly influenced by the emotional intelligence of their supervisors and other
representatives within the organization. This is especially true when raters show
concern for employees regarding the outcomes that they receive. Other expressions of
remorse by raters, especially apologies, have enabled to reduce employees’ perception
of unfairness. There are four factors that influence how fairly employees feelthey have
beentreated by supervisors: deception, invasion of the employee’s privacy,
disrespectful treatment and derogatory judgments. Deception occurs if a supervisor’s
words and actions are inconsistent, as, forexample, when a supervisor promised a pay
increase if performance improved, but later refused to honor that promise. Invasions of
privacy occur if the supervisor gossips, spreads rumors, or unnecessarily discloses
confidential information about an employee. Disrespect is demonstrated if supervisors
are abusive or inconsiderate in their words or actions. Abuse includes every
conceivable kind of insult from racist remarks to ‘name-calling’ to public humiliation.
Derogatory judgments refer to wrongful and unfair statementsand judgments about
the employee’s performance, for example when a supervisor fails to supply adequate
resources and yet accuses a subordinate of not having satisfactorily completed a task.
No one enjoys being accused of doing something he / she had not actually done or was
not responsible for having done.

4.3.4. Informational Justice / Fairness

Informational Justice / Fairness is concerned with fairness perception based on
clarification of performance expectation and standards. The focus of informational
justice is on clarification of events which determine outcome, just like the procedural
justice, but perceptions are socially determined. Information can take the form of
honest, sincere and logical explanations of allocation process. In the context of
appraisals it involves setting performance objectives feedback and explanations during
performance interviews. The importance of employee’s perception of fairness,
accuracy and satisfaction with the appraisal is a well recognized issue in performance
management function of HR. Accurate and adequate feedback about performance
through performance appraisal reviews has been regarded as an important source of
employees’ ability and motivation to perform effectively. Perception of fairness with
performance appraisal has often been conceptualized in terms of satisfaction with
appraisal interview, appraisal systemand performance ratings.

5. Performance Development

Performance development is a broad term that includes performance management and
employee development. It describes both managing/assessing the work that needs to be
done and providing opportunities for professional growth and development. Performance
developmentis the ongoing process between supervisorand employee of communicating
and clarifying position responsibilities, priorities and performance expectations to
guarantee mutual understanding and to enhance effectiveness in achieving the campus
and departmental mission and goals.
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Many organizations may define their performance review as a good opportunity to
develop employees’ competencies and performance. There are two acronyms like ‘PIP’
and ‘IDP’ during the performance review:

* Document Performance Issues
¢ Develop anAction Plan

* Reviewthe Performance Plan
¢ Meet with the Employee

¢ Follow Up

* EmploymentDecision

¢ Conducting a skills-assessment
* Completingthe IDP
* Implementingthe IDP

5.1. Performance Improvement Plans (PIPs)

From time to time, it may become apparent that a person in your department is not
performing up to expectations. If a frank ‘sit down’ conversation isn’t effective, they
may need the structure of a Performance Improvement Plan (PIP) to help them regain
the focus and execution prowess needed forthem to be successful.

The communication of poor performance should neverbe a surprise. The key is to have
regular conversations with each person concerning their performance — the good, the
bad and the ugly. If you and your direct reports are not perfectly aligned on your
perception of their performance, you are failing them as their leader.

Remember, PIPs are (or should be) designed to correct poor performance and put the
individual on a path toward success. They should neverbe usedto railroad someone
out of an organization. The first person to know that their performance is sub-par s, of
course, the employee. Constructing a PIP is similar as goal setting that must follow the
S.M.A.R.T principle.

5.1.1. Document Performance Issues

The first stepin the PIP process is for the supervisor to document the areas of the
employee's performance that need improvement. In documenting the main
performance issues, the supervisor should be objective, factual and specific and
provide facts and examplesto further clarify the severity or pattern of performance
concerns. Examples of detailed documentation are included in the two scenarios at the
end of this guide. When developing a performance improvementplan, it is generally a
best practice to use an established format to ensure consistency in the information
given to all employeesand to help protect the employer should legal claims arise at
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some point in the future. The format of the performance improvement plan will vary by
employer and should include the following components:

e  Employee information.

e  Relevant dates.

e  Description of performance discrepancy or gap.
e  Description of expected performance.

e  Description of actual performance.

° Description of consequences.

e  Plan of action.

e  Signatures of the manager and the employee.

e  Evaluation of the plan of action and overall performance improvement plan.

At the end of this guide are sample performance improvement plan templates that may
assist supervisorsin their documentation and communication.

5.1.2. Develop an Action Plan

Next, the supervisorshould establish a provisional action plan forimprovement, which
may be adjusted based on employee feedbackin the meeting. Making the process
collaborative can help in identifying areas of confusion or misunderstanding on the
employee's part and can encourage ownership of the issue by the employee. This
action plan should include specific and measurable objectives that are accurate,
relevant and time-bound (otherwise known as SMART goals). When developinga
performance improvement plan, it would be useful to draw on the job description and
HR policies to clearly identify the performance or behavioral issues and expectations.

The supervisor should determine if the employee may need any additional resources,
time, training or coaching to meetthese objectives. The plan should identify exactly
what management will door provide to assist the employee in achieving these goals.

This action plan should help set performance expectations and should include a
statementabout the consequences for not meeting those objectives. If termination is a
possibility, it should be clearly communicated in the plan document.

5.1.3. Review the Performance Plan

Prior to meeting with the employee, the supervisor should seek assistance from his or
her manager or an HR professional to review the PIP. This third party should ensure the
documentation is stated clearly and without emotion. The third party can also review
the suggested action plan to make certain it is specific, measurable, relevantand
attainable within the PIP timeline (PIP timelines are commonly 60 or 90 days in length).

5.1.4. Meetwith the Employee
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During this meeting, the supervisor must clearly lay out the areas for improvementand
plan of action. The supervisor may need to modify the action plan slightly after
receiving the employee'sinput and feedback. After changes to the plan are made, the
supervisor and the employee should sign the PIP form.

5.1.5. Follow Up

The employee and supervisor should establish regular follow-up meetings (weekly,
biweekly or monthly), which can be outlined in the PIP. These meetings should discuss
and document progress toward objectives. But ultimately, it is best whenan employee
is provided the opportunity in follow-up meetings to ask questions and seek guidance
or clarification on performance expectations. The supervisor should ensure that any
potential roadblocks are discussed and that the employee has been provided the
necessary tools and training.

Successful progress made toward the goal should be recognized as a means of
motivating the employee to continued improvement.

If an employeeis unable to improve or refusesto commit to the PIP, or if his or her
performance actually worsens, then the employershould close the PIP and consider a
possible reassignment, transfer or demotion or terminate employment based on the
specific circumstances.

When the employee does show some improvement but is unable to achieve some or
all of the established action plan objectives within the PIP timeline, there are a few
options:

5.1.6. Employment Decision

If the employee is doing his or her best but just cannot meetone or more objectives,
the employer may agree to extend a PIP for a few more weeks or months.

If the employerdeterminesin retrospect that the objectives were too hard or not
completely within the employee's control, the employer may decide to either extend
the PIP or end the PIP due to the progress that was observed.

If the employerdeterminesthe employee is not a good fit oris not really trying to
improve even after all this effort, then the employer should consider job reassignment,
transfer or demotion or terminate employment based on the specific circumstances.

5.2. Individual DevelopmentPlans (IDPs)

An individual developmentplan (IDP) is a tool that helps facilitate employee
development. It’sa two-way commitment between an employee and their manager on
what they are going to do to grow. IDPs are often used as a way to drive leadership
developmentor to develop high potential employees.

An IDP is the road map to the future success of each individual professional in your
department. It’s also a huge signal to that individual that you, as his/her leader, are
making the concerted effort necessary to architect a customized approach to help that
person developinto a much more valuable asset for the organization. The IDP identifies
those skill sets and experiencesthat each person needsto reach their full professional
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potential. We tendto do a great job ‘training’ our people for their current roles, but not
such a good job ‘developing’ them for tomorrow’s requirements.

The IDP requires a series of steps to be conducted by the mentee, and then discussed
and corroborated with his/her manager or mentor. These steps representan interactive
effortthat requires full engagement by the employees and managers.

5.2.1. Conducting a skills-assessment

Conduct an assessment of employees’ strengths, weaknesses, and skills; then request a
review of the assessment with their managers.

5.2.2. Completing the IDP

Develop and document the employee’s career goals and complete the IDP in
accordance with S.M.A.R.T. principle.

5.2.3. Implementing the IDP

Arrange an appointment or series of meetings betweenthe employee and the
manager. Discuss and refine the employee’s IDP with his/her manager; implement the
stepsoutlined in the employee’s IDP; periodically review the progress, and modify it.
IDP based on the outcome of the review and the progress toward goal attainment.

6. Managing Performance in Cross Culture Context

With more and more companies outsourcing work and hiring employeesin different
countries at some pointin your career as you move up the corporate ladderyou are likely
going to find yourself managing a cross-cultural team. While it may seem like a new and
exciting experience at first as you get to learn about new people in other countries and
their culture, you will soon find that there are many challenges when it comes to managing
a cross-cultural team.

6.1. Cross Cultural Communication

Communication is keyin the workplace and whenyou are in charge of a cross cultural
team that can present your with many unique challenges in terms of the language,
dealing with accents and the different meanings of words in different countries. When
you are striving to provide a clear message of the work that needsto be done, you may
find that projects you though were on track have veered off course due to a
misunderstanding or due to differencesin communication.

One way to combat this issue is to make sure you are always on the same page as team
members. Anything that is spoken over the phone should be followed up with an email
communication so they have the project plan in writing so they can verify what they
heard. If people ask you questions on conference calls, paraphrase and repeat back
what they said to make sure you understand their question.

Because you are not meeting face-to-face with people in a conference room, you have
to be very clear and concise in your message when sending out email communications
so don’ttry to add in jokes or sarcasm that others may not understand or interpret the
wrong way.
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Anotherissue in communicating is dealing with time zone differences. If there is an
important decision that needsto be made at a certain point in a project, youneed to
be sure that a chain of command has been established for contacts so the people with
authority are able to make the decisions and the decision is not left to alower-level
employee that may not understand the scope of the work.

6.2. Cross Cultural Training

If you are rolling out a tool or new application that will require training, you need to
consider how you are going to provide training for people that are located in different
countries and in differenttime zones so they all get the same message and are able to
use the tools in the same way. You need to consider the cost of sending someone out
to do the training on site versus the cost of doing web based training or a Live Meeting
where everyone is viewing the training in front of their computer. You also may needto
do a train the trainer soyou have several trainers in different countries unless you have
a trainer on site that is able to work all hours of the day to cover the differenttime
zones.

6.3. Managing a Virtual Team

Anotherchallenge you will face is managing a virtual team. When you have staff on
site, it is easy to pop into their office or cubicle to check how theyare doing or to know
they are at work and doing their job. When you have people in other countries on
different clocks, the employee has to be very self-sufficient to do theirjob with no boss
around. Consider how often and what types of communication you will needto have
with your remote employees and how you can stay on top of the work they are doing
in order to ensure that the work is getting accomplished.

Despite all of the challenges with managing a cross cultural team, there are several
benefits as well. Because of overlapping time zones, you may have close to 24 x 7
coverage for your team so you are able to always get work done on projects or tasks
throughout the day. You also have a team that has cultural differences so they bring
many different backgrounds and viewpoints to the table which gives you different
perspectives whenyou are trying to work through business problems to find a solution.

7. Employee Disciplinary Procedure

A disciplinary procedure is a process for dealing with perceived employee misconduct.
Organizations will typically have a wide range of disciplinary procedures to invoke
dependingon the severity of the transgression.

A disciplinary procedure is sometimesthe bestway for an employer to tell their employees
when something is wrong. It allows them to explain clearly what improvementis needed
and should give the employees an opportunity to put their side of the situation. Employer
can put their disciplinary procedurein writing, and make it easily available to you (for
example, by giving details in the employee handbook). It should include the rules, what
performance and behavior might lead to disciplinary action, and what action the employer
might take.

Disciplinary proceduresvary between informal and formal processes. Informal disciplinary
procedures may not be codified and may be handled ‘discretely’ by a manager, while
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formal proceduresare more likely to be codified in a company handbook or employment
contract and followed closely by the employer because disagreement over handling could
result in an employment tribunal.

Before a disciplinary procedure is invoked at all, the employee should be informally
counselled about his conduct, attendance, work standards, or whatever it is that’s causing
the problem. The pre-disciplinary procedure informal counselling should be carried out to
ensure the employee knows the standards expected, and should be carried out by a
supervisor/manager. If this informal counselling does not bring about the required
improvementthe formal disciplinary procedure will be invoked.

The steps in the disciplinary procedure generally follow graduated steps including a verbal
warning, written warning, final written warning, and dismissal. However, in cases of gross
or serious misconduct it is permissible to start at stage 3 of the procedure.

Offense Steps
Communicate standard
Minor |::> Informal discussion -
=X
S
Verbal warning 3
Moderate |::> e 4
. . <
Written warning ™
o
g.
Serious |:: > Suspension =
o} =3
Investigation ®

Dismissal hearing
Dismissal

7.1. Stage 1: Verbalwarning

Generally an employee should receive a verbal warning for a first transgression. Even
though the employeris “only” giving a verbal warning, it is still part of a formal
disciplinary process and the principles of natural justice, fair procedures, and
equity/fairness would apply at all times.

This would involve a meeting with the employee at which the employee could bring a
colleague or other representative. There is no right to bring a legal representative,
unless the employeragrees.

This may be a trade union representative, even though the employer may not formally
recognize or engage with the union. His role will be as a minute taker and witness, not
an advocate or spokesperson.

At the meeting the employee should be advised of what the problem is and invited to
respond and explain his actions. There should be no rush to judgementby the
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employer as the meetingis investigatory.

Following the meeting a confirmatory letter should be given to the employee. This
letter confirms that the employee has been given a verbal/oral warning. It should also
contain the improvements required of the employee in respect of the behavior which
led to the warning and the timeframe within which the improvement must be made.

This letter should also state that failure to improve will lead to the 2nd stage of the
disciplinary procedure and ultimately dismissal.

It should also state the time period for which it will remain on the employee’sfile,
after which it will be removed. 3 months would be a reasonable period for this 1st
verbal warning to stay on file, but it could remain for 6 months.

If an employee was suspended with pay pending an investigation it is vital that he
knows how long the suspensionis to last and the investigation must be held within a
reasonable time frame. “Justice delayed is justice denied”.

Once this disciplinary procedure has started the employer should assist the employee
to improve conduct or performance, whichever was the source of the problem in the
1st place.

The employer should record the details of this 3 month monitoring period and
retraining or relocation should be considered, if possible and reasonable.

However, if the employee fails to improve or there is a repeat of the activity that
caused the oral warning in the 1st place the employercan then issue a first written
warning.

7.2. Stage 2: Written Warning

The 1st written warning can be issued within the period of time advised for
monitoring after the verbal warning, provided there is no improvementin conduct or
performance.

Before issuing it the employee should be invited to another meeting, told of the
transgression, and given the opportunity to respond.

The written warning will then be issued and last for another 3 months. This warning
should also clearly set out the nature of the problem, suggest solutions such as
retraining, and advise of the possible sanctions (including dismissal) if no
improvementis observed within the 3 months.

The employer should again afford all reasonable assistance to the employee to help
him improve conduct and/or performance. Howeverthe empo9yer must be mindful
of his duty of care to other employees also.

If the requiredimprovement is not forthcoming within the 3 month period after the
1st written warning then a 2nd written warning may be issued. This is entirely a
matter for the employer and it is common for many employers to only issue a 1st and
final written warning.
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This warning is done in a similar fashion to the other 2 warnings referred to above but
you would consider giving a 6 month monitoring period to allow improvement.

7.3. Stage 3: Final Warning

If the required improvement is not happening then a final written warning would be
issued with a 12 month monitoring period. The letter confirming this warning will
advise that if there is no improvement or if the bad behavior/performance is repeated
then dismissal will occur.

This warning letter will be the final one prior to dismissal so it is important that it is
well drafted as it will be scrutinized closely by the employee and probably his legal
advisor. This letter should only referto the matters which have beenthe subject of the
disciplinary procedure to date, no other matters which have neverbeen put to the
employee.

7.4. Stage 4: Dismissal or action short of dismissal

If there is no improvement after the final written warning then dismissal is the likely
outcome. A meetingshould be called and the employee and his representative
invited.

The employershould remind the employee of the behavior/conduct that has led to
this point, the repeated transgressions/failure to improve performance sufficiently,
and that the dismissal is in accordance with the disciplinary procedure.

The employee should be given the opportunity to appeal within 14 days. He should
also be given a letter confirming the dismissal and the right to appeal, the time period
for appeal, and who to appeal to.

7.5. Gross or Serious Misconduct

Gross or serious misconduct will be normally dealt with underthe final stage - stage 3
or stage 4, dependingon how many stages you use in your procedure. Serious/gross
misconduct should be dealt with as follows:

7.5.1. Notify the employee of the allegation without delay

This would involve, firstly, a preliminary gathering of the facts and, secondly, an invite
to the employee to attend a meetingto lay the allegation. The employee should be
told he can bring a work colleague or union representative to this meeting.

It is important that strict confidentiality is maintained as the employee is innocent
until proven otherwise and is entitled to the protection of his good name.

7.5.2. Investigation

An investigation will be carried out and the employee may be suspended with pay
pending the outcome of this investigation.

It should be carried out as quickly as possible by a party/parties with the necessary
expertise, agreeable to employerand employee, and in accordance with the terms of
reference for the investigation. The terms of reference should set out
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e the timescale of the investigation and

e the scope of the investigation, that is, deciding whether or not the allegation has
been upheld.

A written record of all meetings should be keptand confidentiality maintained. The
investigator should be able to interview any employee who may be able to assist the
investigation.

The employee against whom the allegation has been made should be given copies of
all written notes prior to and during the investigation, e.g., witness statements, details
of the alleged misconduct, notes. He should also be allowed representation at any
meetings during the investigation process.

Once the investigation has completed a written report setting out the investigator’s
decision, based on the balance of probabilities, will be given to senior management
and the employee. If the allegation has been upheld a further disciplinary meeting will
be held with the employee.

7.5.3. Disciplinary hearing
The employee should be advised of the disciplinary meetingin writing and told:
. Itis a formal disciplinary meeting under Stage 4 or 5 of the disciplinary procedure

e The purpose of the meeting is to hear representations on behalf of the employee
and to decide whethera disciplinary sanction is appropriate

e The possible outcome of the hearing
e Theright to be accompanied

Once representations have been made, and the hearing is not to look into the
allegations again, the meeting will then be adjourned to allow the decision maker to
decide what action, if any, is to be taken.

The meeting will be reconvened and the decision advised to the employee who will
also be told of his right to appeal the decision.

None of the above will apply to situations of gross misconduct which may lead to
instant dismissal. Also, more serious transgressions of conduct may lead to the
procedure being started with a written warning or at a different point in the
procedure.

The key point is that there is a procedure that is fair and transparent and both
employer and employee know where they stand. Equally important is that other
employeessee the procedure as fair and equitable and that they will get fair
procedures whenthereis a problem.
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Part Three: Talent Development

1. Adult Learning

Learning is a relatively permanent change in behavior based on an individual's interactional
experience with its environment.

Malcolm Knowles developed anew theory - which he called "Andragogy" - in the context
of adult learners. This is often contrasted with the child's learning methods - pedagogical
learning. The central idea in the context of adult learning is that it is only after convincing
him- or herself of the rationale of learning that an adult will decide to learn. Hence, adults
cannot be treated like children. Therefore it is assumedthat workshopsand seminars
organized by the students themselves create a betterlearning environment than those
organized externally. There are five assumptions about adult learning:

+ The need to know

+ Learner self-concept

* learners' experience

+ Readiness to learn

« Orientation tolearning

Andragogy vs. Pedagogy

Trainability

Readiness to learn
,~Fand motivation

. Learning Curves
Visual learners

! |Level of ability . : Levels of Learning

k Auditory learners Decreasing

! |Perceptions of the \ ) !

| . Kinesthetic learners | Increasing Knowledge

! |work environment

| S-shaped Comprehension

\ Plateau Application

\

| Self-aware? Analysis

v Motivation?

\ Learning style? Synthesis

Learning outcome?
Behavior change? Evaluation

e The needto know: adult learners need to know whythey needto learn something
before undertakingto learn it.

e Learner self-concept: adults need to be responsible for their own decisions and to be
treated as capable of self-direction

e Role of learners' experience: adult learners have a variety of experiences of life which
representthe richest resource forlearning. These experiences are howeverimbued
with bias and presupposition.

e Readinessto learn: adults are ready to learn those things they need to know in order
to cope effectively with life situations.
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e  Orientation to learning: adults are motivated to learn to the extentthat they perceive
that it will help them performtasks they confront in their life situations.

1.1. Trainability

The principles of adult learning clearly illustrate that how peoplelearn is a direct result
of an interaction between forces within the individual and the environment. This
interaction can be summarized in one concept trainability, which concerned with these
factors:

1.1.1. Readiness to learn and motivation
1.1.2. Level of ability

1.1.3. Perceptions of the work environment

1.2. Learning Styles

Learning styles describe the ways individuals learn and how they process ideas. An
awareness of these styles allows HR professionals to interpret and reflect upon ways to
accommodate each style in learning situations. There are three distinct learning styles:

1.2.1. Visual learners remember best what they see pictures, diagrams, flow charts,
time lines, films, and demonstrations.

1.2.2. Auditory learners, called verbal learners; it’s a learning style in which a person
learns through listening. An auditory learner depends on hearing and speaking as
a main way of learning.

1.2.3. Kinesthetic learners, also known as tactile learners, learn bestthrough a hands-
on approach. They preferto actively explore the physical world around them.

1.3. Learning Curves

Learning curves graphically depict individual rates of learning over time, with learning
proficiency indicated vertically and elapsed time indicated horizontally.

1.3.1. Decreasing returns occur whenthe amount of learning or skill levelincreases
rapidly at firstand thenthe rate of improvement slow. The beginning of the
curve is slow while the basics are being learned; then performance takes off as
skills and knowledge are acquired.

1.3.2. Increasing returns pattern is most common when a person s learning something
completely new.

1.3.3. S-shaped curve is a combination of increasing and decreasing returns. There is a
presupposition that the individual is learning a difficult task that also requires
specific insight.

1.3.4. Plateau curve refersthe learning is fast at first, but it then flattens out and there
is no apparent progress.
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1.4. Levels of Learning
1.4.1. Knowledge simply means that the learner can recall specific facts.
1.4.2. Comprehension allows the learner to translate or interpret information.
1.4.3. Application is the ability to use learned information in a new situation.

1.4.4. Analysis means understanding information to the level of being able to break it
down and explain how it fits together.

1.4.5. Synthesisis the level at which the learner would be able to respondtonew
situations and determine trouble-shooting techniques and solutions.

1.4.6. Evaluation is the highest level of learning because it allows one to make
judgments.

Some people resist change because they fearthey will not be able to develop the new
competencies that will be required. Accepting change is more difficult for some than for
others, even when they realize it is a good one.

If employees do not trust that training is worthwhile or have had negative experiencesin
the past, they will not commit the attention and energy to make it worthwhile.

Many employees are influenced by their coworkers' perceptions. If employees perceive
that an HRD program is inconsequential, those perceptions may transfer to othersin the
department.

2. Employee Training

Training is the process through which knowledge and skills are developed, information is
provided, and attributes are nurtured, in order to help individuals who workin
organizations to become more effective and efficient in their work.

Education is 'mind preparation' and is carried out remote from the actual work area.

Developmentis education, job experiences, relationships, and assessments of personality
and abilities that help trainees prepare for the future.

Instructional Systems Design (ISD) involves a systematic process for the assessmentand
development of training solutions, designed specifically for the purpose of formal training
delivery. There are two widely recognized instructional design models in use today by
both educational institutions and corporate training functions. The most traditional is the
ADDIE model:
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2.1. Analysis

Needsanalysis refersto the process of determining learning needs and opportunities
and determining whether training is necessary. Needs analysis or assessmentinvolves
organizational analysis, person analysis, and task analysis. This multi-level perspective
helps to guarantee that different perspectives are taken into account during the
assessment process.

2.1.1. Organization Analysis

Organization analysis involves determining the appropriateness of training for the
organization overall, given its strategy, resources, and support for training.

2.1.2. Person Analysis

Person analysis involves determining whether performance deficiencies result from
lack of ability or from a motivational or work-design problem. It also involves
determining who needs training and employee readiness for training.

2.1.3. Task Analysis

Task analysis identifies the important tasks, knowledge, skills, and behaviors that need
to be addressedin training.

Because the goal of needs assessmentis to determine whethera training need exists, it
is important that all relevant stakeholders be involved. Stakeholders include those who
have an interest in training and whose supportis important for determining its success.
Key stakeholders include company leaders, mid-level managers, trainers, and
employees.

2.1.4. SMEs
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Subject matter experts (SMEs) should also be consulted in the needs assessment
process. SMEs have expertise knowledge about the training issue at hand. SMEs could
include a variety of individuals such as employees, managers, technical experts,
suppliers, and academics who are knowledgeable.

2.2. Design

Training program design refersto the organization and coordination of the training
program. Program design is the heart of effective training because it directly influences
knowledge and skill acquisition. Accordingly, it is imperative that training programs be
carefully designed to ensure that maximum learning is achieved. Training Design
includes “Setting Objectives”, “Defining Target” and “Selecting Trainer” as below
explanation:

2.2.1. Setting Objectives

Learning objectives are the results that the participants will be able to perform at the
end of the program.

2.2.2. Defining Targets

When designing the training, the target audience's aptitude, prior knowledge and
skills, and attitudes and perceptions must be takeninto account.

2.2.3. Selecting Trainers

A key decision is whetherto develop a training program "in-house" or to purchase it
"off the shelf."

2.3. Development

At this stage, you can begin to create the courses. You will be heavily guided by the
prototype/storyboards at this point. Each element of the course should be developed
to match the design phase. The core of the content has already been decided. All you
needto add is a level of detail and polish to the courses. This is done by adding
graphics, choosing colors and deciding on fonts.

2.3.1. OJT vs. OffJT Training

On the job training (OJT) involves imparting training in the real work environmenti.e. it
believesin learning by doing; while off the job training (OffJT) involves imparting
training outside the real work environmenti.e. the principle of learning by acquiring
knowledge is adopted.

Underon the job training the training and performance goes simultaneously so
production is not hindered at the time of training; while under off the job training
methods first training is imparted and then the real performance follows and therefore
does not add anything to actual production during training.

On the job training aims at developingthe best practices for a specific job and getting
the job done; while off the job training methods aim at learning basic facts and skills
and is more general in nature.
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On the job training is usually imparted by experienced workers and first line
supervisors at the workplace; while off the job training is imparted usually by the
academicians and professionals at any place other than the real workplace.

On the job training methods are suitable when the trainees are limited in numbers and
the job is not hazardous in nature; while off the job training methods can be utilized to
train any numbers of employeesand forjobs that involve risks.

On the job training methods are simple and less-expensive because they utilize the
actual workplace and firm’s supervisors for imparting training; while off the job training
methods are quite expensive asthey need a complete differentset-up. Training hereiis
imparted in an artificial set-up and outside experts are hired for the purpose.

Most popular on the job training methodsinclude job rotation and apprenticeship
training; while the popular off the job training methods include classroom lectures and
simulation exercises.

On the job training is generally imparted in case of manufacturing firms for production-
related jobs; while off-the-job training is mostly imparted for managerial and non-
production related jobs.

2.3.2. Online versus Offline Training

Employing the use of online trainings allows 24 hours per day, 7 days per week access
without having to worry about any time constraints, time differencesand/or overtime
work. Online training also allows an employee to participate in the training sessionin a
more comfortable environment rather than in an office or a crammed meeting room.

For companies with smaller budgets, online training sessions are cheaper alternatives

to offline trainings.

Online programs are flexible when adapting to company standards and provide the
luxury of completion without having to rebook trips forincomplete courses, costs for
employeestotravel, and any other costs that might be needed forthe employeesto
attend an offline training session.

However, there are still some setbacks with online trainings. Situations that call for a
hands-on approach are not easily accomplished when relying on a computer for those
experiences. Additionally, offline trainings tend to have group activities forthe
employees to participate in like dealing with actual customer needs, team building and
social interaction. Anotherissue with online training is that the employee might not be
able to get to interact with a lecturer and ask questions. Without asking questions,
some employees might find it difficult to completely comprehend the training.

The most significant advantage with offline training is the human interaction. This
aspect can help to build cohesiveness within a company and provide for a more
enjoyable work experience. Additionally, dependingon the subject, some training
sessions involve role playing and or physical actions to properly learn a duty, task or
position.

The one problem though with offline training sessions are the additional costs brought
about by travel expenses foremployees, catering, supplies and othertraining expenses.
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Additionally, if many of the employees are attending training, then this could leave the
place of work with few employees to operate the business. In some cases, a business
might have to shut down for the day so that the employees could attend an offline
meeting. This could cost a company a lot of money.

Both, online and offline trainings provide advantages and disadvantages. A company
must weigh the benefits for each one if they must choose. However, it's probably more
efficient for a company to have a balance of both training options (blended training).
As previously mentioned, some topics might be better suited for offline training.
Therefore, instead of trying to cram everythinginto one mode, choosing which form of
training for each specific topic appears to be the best choice for efficiently and
effectively training employees.

2.3.2. Selfvs. Social Learning

Social learning is learning that takes place through social interaction between peers
and it may or may not lead to a change in attitudes and/or be havior. More specifically,
to be considered social, a process must: (1) demonstrate that a change in
understanding has taken place in the individuals involved; (2) demonstrate that this
change goes beyond the individual and becomes situated within wider social units or
communities of practice; and (3) occur through social interactions and processes
between actors within a social network.

Social learning is clearly the most widely used learning strategy in adult learners. As
employees, we are more comfortable with the “watch and learn” job learning strategy.
By sharing performance experiences, lessons learnt, possible solutions and creative
ideas, we are able to gain a wider spectrum of knowledge. We also experience a
greater control over our learning.

According to the 70/20/10 ratio of learning and development used in training, 70
percent of our knowledge is derived directly from observing others during on-the-job
scenarios. 20 percent of the learning is achieved through interactions. And only 10
percent from formal learning methods.

2.4. Implementation

The most familiar of the elementsis implementation. At implementation, the design
plan meetsthe learner, and the content is delivered. The evaluation process that most
designers and learners are familiar with takes place in this element. Evaluation is used
to gauge the degree to which learners meet objectives and facilitators or technologies
deliver the project.

2.4.1. Utilizing pilot programs

A pilot program involves offering the program initially in a controlled environment with
a segment of the target audience, and evaluating the sequencing of content.

2.4.2. Revising content

Based on the feedback provided by the pilot audience, now is the time to make
adjustmentsto the program prior to final delivery.
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2.4.3. Scheduling the program

Scheduling the program involves paying attention to the target audience, the intended
learning outcomes, the deadlines for completion, whetherregular work hours or
evenings and weekends are required, participation at a distance, etc. Selecting qualified
facilitator(s) and selecting a facility are also important factors to consider.

2.4.4. Marketing the program.

An effective way to increase interest in an upcoming training program is to launch an
internal marketing campaign. Giving participants a preview of the topics and agenda
creates interest, motivation, increased attendance, and increased preparation and
learning.

2.5. Evaluation

Evaluation doesn’t deserve to be listed last in the ADDIE model because it takes place
in every elementand surrounds the instructional design process. Evaluation is a
constant guard at the gate of failure. The advantages of using an instructional system
are numerous, the most important being the ability to design projects quickly and
efficiently. Nothing is leftto chance or ignored when a designer stays within the
framework of the ADDIE or other ISD models. One possible disadvantage is the
necessity of a designer to be familiar with the ISD process.

Donald Kirkpatrick, Professor Emeritus at the University of Wisconsin and past
president of the American Society for Training and Development (ASTD), first published
his Four-Level Training Evaluation Modelin 1959, in the US Training and Development
Journal.

The model was then updated in 1975, and again in 1994, when he published his best-
known work, "Evaluating Training Programs." Let's look at each level in greater detail.

2.5.1. Level 1: Reaction

Organizations evaluate the reaction level by administering surveysor by conducting
interviews with the participants immediately after the conclusion of the program.
Reactions evaluation is usefulfor severalreasons. It can provide usefulfeedback for the
design and improvement of training initiatives, and it helps improve employee relations
by showing that the organization pays attention to training. The immediate reaction,
however, really measuresonly how people liked the program and the environment
rather than their level of learning.

Perceived training efficiency: refersto perceptions about the organizational aspects of
the training initiative in terms of the materials, tools and premises used.

Perceived usefulness of training: relates to each person’s perceptions of the utility of
the training for his or her present work situation and future development.

Perceived trainer performance: entails the individual perception of the quality of the
trainer’s performance in terms of contentand process.

2.5.2. Level 2: Learning
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This level involves measuring how well participants learned facts, ideas, concepts,
theories, and attitudes. To measure learning, it's helpful to use tests or experimental
methods. Experiments may be setup in several different ways:

Post Test: measure tests consist of training a group of employees and then assessing
what they have learned and how they perform on the job. However, this method
cannot determine whether participants' knowledge or skill levels have changed, much
less attribute the changes to the program.

Pre-Post Test: once participants have attended the program, a second measurement of
knowledge or skill is obtained, and the two sets of scores are compared for possible
improvements. Intervening variables other than the program may still influence the
post-test scores.

Pre-Post Test with control group: involve two groups that have their performance
evaluated. Then one group participates in the program while the other group does not.
Afterward, the performance of both groups is reevaluated to determine if the group
that received the training performs significantly betterthan the group that did not.
Ethical considerations may be involved in this type of testing. Control group members
may feel discriminated against if they are not offered the same opportunity for
attendance. Another possible pitfall of this method is that training group members may
interact with control group membersand "teach" them what they learned.

2.5.3. Level 3: Behavior

Performance test that contain actual samples of content taught in the program are
administered to participants. This type of test measuresfor behavior changes that
transfer to the work environment.

In the critical incidents method, significant positive and negative incidents are recorded
and used to measure program outcomes. Ordinarily, an employee's manager would
conduct this evaluation.

The 360-degree feedback process evaluates performance using self, peers, direct
reports, management, and other relevant perspectives such as customers and
suppliers.

Simulations provide an experiential bridge between the program and its actual real-
world context. How well the participant performs the simulation can be a
measurement of program effectiveness.

Observations assess complex performance that is difficult to evaluate by means of a
guestionnaire, interview, or simulation. An observation checklist can be organized to
list categories and frequency of behavior to be observed. The checklist becomes the
instrument used to help quantify performance.

2.5.4. Level 4: Result

Progress toward organizational objectives will tell managementwhethertraining
programming is working well. These programs should advance the company toward its
mission. If the bottom line is improving, management may approve additional funding
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for training initiatives.

Performance appraisals evaluate how well employees measure up to various
performance standards. During a performance appraisal, the supervisor compares the
actual performance to the performance standards and judges whether skills taught in
training are practiced in the workplace.

The cost-benefitor return on investment (ROI) analysis is to determine results. Because
results such as productivity, turnover, quality, time, sales, and costs are more concrete,
comparing records before and after training can perform this type of evaluation.

2.5.5. Others

Training is not always meant to produce output at all levels but rather sometimes aims
for specific objectives — such as integrating new employees, retaining knowledge
workers and motivating workers through stronger team spirit — that most training
evaluation models cannot detect.

2.6. Training Transfer

Learning refersto a relatively permanentchange in human capabilities that can include
knowledge, skills, attitudes, behaviors, and competencies. Transfer refersto trainees
effectively and continually applying what they have learned in training to their jobs.
There are two important goals for transfer—generalization and maintenance.
Generalization refersto a trainee’s ability to apply what was learned to situations that
are similar but not necessarily identical to those encountered during training.
Maintenance refersto the process of trainees continuing to use what they learned over
time. Effective learning and transfer require that consideration be paid to trainee
characteristics, training design, and characteristics of the work environment. There are
several implications for instruction. Instruction refersto the trainer’s manipulation of
the environmentin order to help trainees learn.

2.6.1. Employees needto know the objectives

Individuals learn best whenthey understand the training objectives. Objectivesreferto
the purpose and expected outcomes of the training activities.

2.6.2. Employees need meaningful training content

Employees are more likely to learn when the training is linked to current job
experiences and tasks that have meaning for them. To enhance meaningfulness,
material should be presented using concepts, terms, and examples that are familiar to
trainees.

2.6.3. Employees need opportunities to practice

For practice to be effective, it needsto involve the trainee actively, include overlearning
(repeated practice), take the appropriate amount of time, and include the appropriate
unit of learning. It is best to provide a variety of examples and practice, rather than all
practice.

2.6.4. Employees need a number of pre-practice conditions
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There are a number of steps trainers can take at the beginning of training to enhance
trainees’ motivation to learn and facilitate retention of training content.

2.6.5. Employees need practice involving experience

Learning will not occur if employees practice only by talking about what they are
expectedto do. They needdirect practice and overlearning. Overlearning involves
continuing to practice the new skill or behavior beyond the point at which the learner
has demonstrated proficiency more than once. This maximizes the likelihood of
transfer.

2.6.6. Employees need to commit training contentto memory

Make trainees aware of how they are creating, processing, and accessing memory. To
create long-term memory, training programs must be explicit on content and elaborate
on details.

2.6.7. Employees need feedback

Employees needfeedback about how well they are meeting training objectives. The
feedback should be specific and should follow the behavior as closely as possible.

2.6.8. Employees learn through observation, experience, and interaction

Individuals learn through observation and imitating the actions of models. There are
three ways employeescan learn through interaction.

2.6.9. Encourage trainee responsibility and self-management

Trainees need to take responsibility for learning and transfer, which includes being
involved and engaged during training and using content back on the job. Self -
managementtraining may help promote taking responsibility. Self-managementrefers
to a person’s attempt to control certain aspects of decision making and behavior. Self -
management training involves setting goals to use skills on the job, identifying
obstacles that might hinder transfer and ways to overcome them, and self-
administering rewards.

2.6.10. Ensure that the work environment supports learning and transfer

A number of obstacles in the work environment can inhibit learning and transfer—
obstacle work conditions, lack of peer support, and lack of managementsupport. One
way to ensure that learning and transfer of training occur is to ensure that the climate
for transfer is positive. Climate for transfer refers to trainees’ perceptions about a wide
variety of characteristics of the work environment.

3. Employee Development

Developmentrefersto learning activities and experiencesthat help employees grow and
prepare for the future. Development ofteninvolves voluntary learning that is not tied
directly to the employee’s current job. Training, on the other hand, is related to the
current job and is typically required. Development prepares employeesfor other positions
and increases their ability to move into jobs that may not yet exist. Developmentis
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especially important for senior managers and employees with leadership potential.

There are several approaches to employee developmentthat can be usedto help manage
and improve employee performance. The best programs incorporate several methods,
choosing options appropriate for the composition of your workforce, the objectivesyou
needto accomplish, and to allow for individual differencesin learning styles.

Coaching

PASOC DS Temporary
%’ gt Assignments, Projects,
- 3 Enlargement Volunteer Work, and

i Experiences*& Sabbaticals

Transfers,
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Downward Moves

Job
Rotation

3.1. Assessment

Assessment involves the collection of information, followed by the provision of
feedback to employeesabout themselves, including information about their
behaviors, learning or communication styles, aptitudes or skills.  Data may be
collected from the individual, peers, the manager, and customers.

In addition to using assessmentas an effective selectiontool, more and more

businesses are using it as a foundation for employee development. “Readiness” for

the future has become a primary concern of many organizations today, and

assessment can assist companies in ensuring employee readiness. Assessmentenables
reu

them to compare their people’s “current state” to the “desired state,” and then close
the identified gaps.

Assessment is often used to identify employees with managerial potential, to measure
the strengths and weaknesses of current managers, to identify managers with
executive potential, and/or to measure the strengths and weaknesses of team
members and team functions.

3.1.1. Assessment Center (AC)

The assessment center (AC) refersto a process involving multiple raters or assessors
on multiple exercises or activities. The entire process is usually conducted off-site.
Outcomes include identifying managerial potential in terms of personality
characteristics, administrative skills, and interpersonal skills; and identifying
employees with team skills. Exercises may include:

Leaderless group discussion, involving a team of employees who must solve an



3.2

67

assigned problem in a given amount of time.

An in-basket, which is a simulation of managers’ administrative tasks which must be
addressed.

Role plays, typically involving the participant playing the part of a managerin a
predetermined situation which must be resolved.

Personality, interest and ability tests may also be involved.

Note: Myers-Briggs Type Indicator (MBTI) is a highly popular psychological test used
foremployee assessment and development. Organizations use it to improve
communication, teamwork, and leadership. People in relationships of all kinds use it to
better understand one another, to enhance communication, and to reduce conflict,
resulting in more positive and productive interactions. However, research on the
reliability and validity of the MBTI is inconclusive.

3.1.2. Benchmarking

Benchmarks is an instrument designed to measure keyfactors in being an effective
employees ormanagers. ltems measure employees’ or managers’ skills in dealing with
stakeholders, acquiring resources, and creating an effective work climate, based on
research on critical learning eventsin their careers. Self-ratings and ratings of others
are incorporated into a summary report or profile.

3.1.3. 360-degree feedback

360-degree feedbackis the process of appraising performance by collecting
evaluations from all the way around the employee, i.e., from subordinates, peers,
customers, the manager, and his/herself. These different perspectives can be
compared and create a summary of perspectives on the employee’s performance

Education
3.2.1. Formal Education

Formal education programs may take many forms. They include on-site or off-site
programs tailored specifically for a company’s employees, short courses offered by
consultants or academic institutions, and on-campus university programs. Many
companies rely on in-house development programs, rather than programs sponsored
by universities. They do so because content can be directly tied to business needs and
because top management more readily supports in-house efforts.

3.2.2. Executive Education

Executive education programs typically involve a blendedlearning approach. For
example, managers visit campus for face-to-face instruction, and then between
sessions they work online and independently on assignments such as team projects,
cases, or reading assignments. In addition to blended learning, business schools and
other educational institutions have begun offering companies in-house, customized
programs. These programs are desirable because thereis less disruption as managers
do not needto travel to campus.
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3.2.3. Tuition Reimbursement

Enrollment in executive education programs may be limited to managers and
employeesidentified as having management potential. Asa result, many companies
provide tuition reimbursementas a benefitfor all employeesto encourage themto
develop on their own. Companies have found that these programs increase employee
retention, readiness for promotion, and job performance.

3.3. Job Experiences

Most development occurs through job experiences, which include the demands,
responsibilities, problems, and relationships that employees deal with in their jobs. A
major assumption is that developmentis most likely to occur when employees are
given stretch assignments. Stretch assignments referto those where there is a
mismatch betweenthe employee’s skills and the skills required for future success.

Oneissue is whetherjob experiences are viewed as positive or negative stressors. Job
experiences that are perceived as positive stressors challenge employees to stimulate
learning. Those viewed as negative stressors create high levels of harmful stress.
Research suggests that all job demands, with the exception of obstacles, are related to
learning.

3.3.1. Job Enlargement

Job enlargementinvolves adding challenges and new responsibilities to an employee’s
current job. These development experiences could include special project
assignments, switching roles within a work team, or researching new ways to serve
clients and customers. Some companies enlarge jobs by giving two managers the
same job title and responsibilities and then allow them to divide the work. This is
known as “two-in-a-box.”

3.3.2. Job Rotation

Job rotation and lateral moves give employees a series of job assignments in various
functional areas of the company or navigate among jobsin a single functional area or
department. Job rotation helps employees gain an overall appreciation of the
company’s goals, increases their understanding of different company functions, and
helps develop a network of contacts. Despite the advantages, there are some
limitations. The rotation may create a short-term orientation, and employees may not
be given enough time in a position to receive challenging assignments. Productivity
losses and workload increases may be incurred both by the departmentgaining the
rotating employee and the departmentlosing the employee.

Lateral moves help companies retain talented employees who want new job
experiences. They also help identify employee strengths and weaknesses, and allow
employeesto learn about new areas of the business. Employees are afforded the
opportunity to work on new projects and problems and apply their skills in a new way.

3.3.3. Transfers, Promotions, and Downward Moves

A transfer refersto reassigning an employee to a differentjob in a differentarea of the
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company, most likely a lateral move. Job responsibilities and compensation are not
necessarily increased. Transfers may involve relocating, which can be very stressfulto
employees, and transfers are not always well received. The employees most willing to
transfer are those with high career ambitions, a belief that their future with the
company is promising, and a belief that accepting the transferis necessary to advance
in the company.

A downward move involves giving an employee a position with less responsibility and
authority. A downward move may involve a move to another position at the same
level (a lateral demotion), a temporary cross-functional move, or a demotion because
of poor performance. Temporary cross-functional movesto lower-level positions,
which give employees work experience in different functional areas, are most
frequently used for development.

A promotion involves advancing an employee into a position of greater challenge,
responsibility and authority. Promotions usually involve an increase in compensation.
Obviously, employees are more willing to accept promotions than they are to accept
lateral moves or downward moves.

3.3.4. Temporary Assignments, Projects, Volunteer Work, and Sabbaticals

Temporary assignments refer to job tryouts, project work, employee exchanges,
sabbaticals, and voluntary assignments. All temporary assignments have a
predetermined ending date after which the employee returns to his or her permanent
position.

Temporary assignments with other organizations may emerge from two companies
agreeing to exchange employeesin order for the companies to betterunderstand
each other.

Volunteer assignments, where employees serve their community and its members,
may provide opportunities to manage change, teach, take on more responsibility, and
learn new skills.

A sabbatical involves a leave of absence from the company to renew or develop skills.
Employees on sabbatical often receive full pay and benefits. Sabbaticals reduce stress
and burnout and help employees acquire new skills and perspectives.

3.4. Mentoring

Mentoring involves an experienced, productive senior employee (the mentor) helping
develop a less experienced employee (the protégé). Most mentoring relationships
develop informally based on shared interests, values, or work assignments. Mentoring
relationships may also develop through formal company mentoring programs.
Mentoring programs help socialize new employees, develop managers, and provide
opportunities to employees withoutregard to race and gender.

In group or peer mentoring programs, the mentor is paired with a group of four to six
protégés. Protégésare not only able to learn from the mentor, butfrom eachother.
Reverse mentoring involves youngeremployees mentoring older employees.



3.4.1. Benefits of mentoring to protégés include:

e Careersupport—coaching, protection, sponsorship, and providing challenging
assignments, exposure, and visibility

e  Psychosocial support—servingas a friend and role model, providing positive
regard and acceptance, and creating an outlet forcommunication

o  Skill development

e Higher rates of promotion and higher salaries

e  Greaterorganizational influence

3.4.2. Benefits of mentoring to mentorsinclude:

e Developing interpersonal skills

o Increasedself-esteemandsense of worth to the company
e  Accessto new knowledge in their field

3.4.3. Challenges of mentoring to mentors

One challenge of formal mentoring programs is that the relationship may not “stick” if
it has been “artificially” created. To enhance formal mentoring programs, companies
should:

e  Make participation voluntary for mentors and protégés

e  Ensure the matching process does not hinder the formation of informal
relationships

e Chose mentors who have a good record developing employees and have the
willingness to serve

e  Match based on how the mentor’s skills can help meetthe protégé’s needs
e  Clarify roles and expectations for both mentors and protégés
e  Specify a minimum amount of contact time between mentors and protégés

e  Provide a formal time period for the program, but encourage continued
relationships

e  Evaluate theprogram
e Rewardemployee development
. Coaching

A coach is a peer or manager who works directly with an employee to help develop
skills, motivate, and provide feedback. The best coaches are empathetic, supportive,
practical, and confident. In line with performance management cycle, coaching means
providing ongoing feedback and support to the employee throughout the year.
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Coaching is a sophisticated management style that requires developing a relationship
that empowers employees by building confidence and competence. Coaching gives
the employee an opportunity to hear about aspects of his or her performance in "real
time" and to play a role in figuring out how to best adopt or modify their behavior for
success. There are four main dimensions to the coaching role:

3.5.1. Providing Direction

This involves articulating the department's goals and values in a clear concise manner
and is especially important in the planning phase of the performance management
cycle. Employeesneedto understand the contextin which they work so that they can
see the link between their performance and the department's overall success. The
clearer the departmentgoals are, the easier it will be for employeesto translate them
into their own individual goals. Coaching direction involves ensuring that employees
stay focused and understand priorities. Employees may also need technical direction
in terms of learning new tasks or taking on new assignments. Finally, the manager as
coach is responsible for establishing the commitments that will move employees
toward achieving results

3.5.2. Improving Performance

As a coach, the manager is responsible for creating a learning environment where
employees are supported in their efforts to continuously improve to meettoday's
challenges. The coach does this by:

e  assessing current capability

e providing feedback

e helping the employee to identify what is needed
e creating opportunities to fill in the gap

If continuous improvement is to occur, the coach must provide a "safe" environment
for creativity and risk taking. Mistakes must be viewed as lessons learned. Setbacks
are opportunities for development. With this kind of support, the employee will have
the confidence necessary to attain the nextlevel of ability.

3.5.3. Opening up Possibilities

One of the goals of coaching is to develop capabilities for the employee to solve
problems and make decisions. This is done by asking the right questions, challenging
the employee's thinking, offering new options, supplying additional information that
expands employee's understanding or providing a new interpretation to a situation.
Coaching empowers the employee to be part of the decision making process.

3.5.4. Resource for Removing Obstacles

In some cases the coach may take an active role in paving the way for the employee
by confronting, when necessary, those people who are obstacles to the employee's
progress or providing additional resources if necessary. At other times, the coach
servesas a sounding board for the employee as he/she develops his/her own strategy
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for overcoming the obstacle.
4. Management Development

Management Development (MD), also referred to as Leadership Development, is a process
to foster managementand 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 leaders.

4.1. Leadership Style

Leadership is a crucial investment for successful organizations. Leaders inspire and
motivate the workforce, while managers plan, organize, and coordinate projects.
These important contributors require training and support to maximize their
effectiveness. A popular framework for thinking about a leader’s ‘task versus person’
orientation was developed by Robert Blake and Jane Mouton in the early 1960s.
Called the Managerial Grid, or Leadership Grid, it plots the degree of task-
centerednessversus person-centeredness and identifies five combinations as distinct
leadership styles.
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As the above figure, the Managerial Grid is based on two behavioral dimensions:
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Concern for People — This is the degree to which a leader considers the needs of team
members, their interests, and areas of personal development when deciding how best
to accomplish a task.

Concern for Results — This is the degree to which a leader emphasizes concrete
objectives, organizational efficiency and high productivity when deciding how best to
accomplish a task.

Using the axis to plot leadership ‘concerns for results’ versus ‘concerns for people’,
Blake and Mouton defined the following five leadership styles:

4.1.1. Impoverished Management — Low Results/Low People

This leader is mostly ineffective. He/she has neither a high regard for creating systems
for getting the job done, nor for creating a work environment that is satisfying and
motivating. The result is disorganization, dissatisfaction and disharmony.

4.1.2. Country Club Management— High People/Low Results

This style of leader is most concerned about the needsand feelings of members of
his/her team. These people operate under the assumption that as long as team
members are happy and secure thenthey will work hard. What tends to result is a
work environmentthat is very relaxed and fun but where production suffers due to
lack of direction and control.

4.1.3. Authority-Compliance Management — High Results/Low People

Also known as Authoritarian or "Produce or Perish" Leaders, people in this category
believe that employeesare simply a means to an end. Employee needs are always
secondary to the need for efficient and productive workplaces. This type of leader is
very autocratic, has strict work rules, policies, and procedures, and views punishment
as the most effective means to motivate employees.

4.1.4. Middle-of-the-Road Management— Medium Results/Medium People

This style seemsto be a balance of the two competing concerns, and it may at first
appear to be an ideal compromise. Therein lies the problem, though: When you
compromise, you necessarily give away a bit of each concern, so that neither
production nor people needs are fully met. Leaders who use this style settle for
average performance and often believe that this is the most anyone can expect.

4.1.5. Team Leadership— High Production/High People

According to the Blake Mouton model, this is the best managerial style. These leaders
stress production needs and the needs of the people equally highly.

The premise hereis that employees understand the organization's purpose and are
involved in determining production needs. When employees are committed to, and
have a stake in the organization’s success, their needsand production needs coincide.
This creates a team environment based on trust and respect, which leads to high
satisfaction and motivation and, as a result, high results.
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Itis important to recognize that the Team Managementstyle isn’t always the most
effective approach in every situation. While the benefits of democratic and
participative leadership are widely accepted, there are times that call for more
attention in one area than another.

If your company is in the midst of a mergeror some other significant change, it can be
acceptable to place a higher emphasis on people than on production. Likewise, when
faced with an economic hardship or physical risk, people concerns may be placed on
the back burner, for the short-term at least, to achieve good results and efficiency.

4.2. Situational Leadership

Situational leadershipis a theory of leadership that is part of a group of theories
known as contingency theories of leadership. Generally speaking, contingency
theories of leadership hold that a leader's effectivenessis related to the leader's traits
or behaviors in relation to differing situational factors. According to situational
leadership theory, a leader's effectivenessis contingent on his ability to modify his
management behavior to the level of his subordinates' maturity or sophistication.

The Situational Leadership Model suggests that there is no “one size fits all” approach
to leadership. Depending on the situation, varying levels of “leadership” and

“management” are necessary. However, leaders must first identify their most
important tasks or priorities. Second, leaders must consider the readiness level of
their followers by analyzing the group’s ability and willingness. Depending on the level
of these variables, leaders must apply the most appropriate leadership style to fit the
given situation. The four different types of situational leadership are:

4.2.1. Directing

This leadership approach is most appropriate when the followers have low
willingness and low ability for the task at hand. When the followers cannot do the job
and are unwilling or afraid to try, then the leader must take a highly directive role.
Directing requiresthose in charge to define the roles and tasks of the followers, and
supervise them closely. Decisions are made by those in charge and communication is
one-way. If the leader focused more on the relationship in this situation, the
followers would become confused about what must be done and what is op tional.
Directing is often used whenthe issue is serious or comes with drastic consequences
if not successful. The leader maintains a directive position to ensure all required
actions are completed.

4.2.2. Coaching

This leadership approach is most appropriate when the followers have high
willingness but low ability for the task at hand. Like Directing, Coaching still requires
leaders to define roles and tasks clearly, but the leader seeks ideas and suggestions
from the follower. Decisions remain the leader's prerogative, but communication is
much more two-way. Followers needing coaching require direction and supervision
because they are still relatively inexperienced, butthey also need support and praise
to build their self-esteem, and involvementin decision-making to restore their
commitment. While Coaching, the leader spendstime listening, advising, and helping
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the follower gain necessary skills in order to do the task autonomously next time.
4.2.3. Supporting

This leadership approach is most appropriate when the followers have low
willingness but high ability for the task at hand. Supportive leadership works when
the follower can do the job, but is refusing to do it or showing a lack of commitment.
The leader need not worry about showing them what to do, but instead should be
concerned with finding out why the followers are refusing and work to persuade
them to cooperate. The key to supportive leadership is motivating and building
confidence in people! Clarification on the details of the process won’t matter, as the
follower already knows what to do but lacks the motivation to act. Supportive
leadership involves listening, giving praise and making the followers feelgood when
they show the necessary commitments for success.

4.2.4. Delegating

This leadership approach is most appropriate when the followers have high
willingness and high ability. Leaders should rely on delegating when the follower can
do the job and is motivated to do it. There is a high amount of trust that the follower
will do well, and the follower requires little supervision or support. Delegating still
keepsthe leader involved in the decisions and problem-solving, but executionis
mostly in the hands of the followers. Because the follower has the most control, he is
responsible for communicating information back up to the leader. Followers at this
level have less need for support or frequent praise, although as with anyone,
occasional recognition is always encouraged.

Situational Leadership Model
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In line with situational leadership, all of the leaders do not get the things done in the
same manner. Their style varies. The leadership style varies with the kind of people
the leader interacts and deals with. Here is another classification of the important
leadership styles as follows:

4.2.5. Autocratic

Autocratic leaders make decisions without consulting their team members, even if
theirinput would be useful. This can be appropriate when you need to make
decisions quickly, when there'sno need for team input, and when team agreement
isn't necessary for a successful outcome. However, this style can be demoralizing, and
it can lead to high levels of absenteeism and staff turnover.

4.2.6. Democratic

Democratic leaders make the final decisions, but they include team membersin the
decision-making process. They encourage creativity, and people are often highly
engaged in projects and decisions. As a result, team members tend to have high job
satisfaction and high productivity. This is not always an effective style to use, though,
whenyou need to make a quick decision.

4.2.7. Laissez-faire

Laissez-faire leaders give their team members a lot of freedomin how they do their
work, and how they settheir deadlines. They provide support with resources and
advice if needed, but otherwise they don't get involved. This autonomy can lead to
high job satisfaction, but it can be damaging if team members don't manage their
time well, or if they don't have the knowledge, skills, or self motivation to do their
work effectively. (Laissez-faire leadership can also occur when managers don't have
control over their work and their people.)

4.2.8. Consultative

This style focuses on using the skills, experiences, and ideas of others. However, the
leader or manager using this style still retains the final decision-making power. To his
or hercredit, they will not make major decisions without first getting the input from
those that will be affected.

4.2.9. Bureaucratic

Here the leaders strictly adhere to the organizational rules and policies. Also, they
make sure that the employees/team also strictly follows the rules and procedures.
Promotions take place on the basis of employees’ ability to adhere to organizational
rules. This leadership style gradually develops overtime. This leadership style is more
suitable when safe work conditions and quality are required. But this leadership style
discourages creativity and does not make employeesself-contented.

4.3. Leadership Competencies

Managers need to have leadership competencies in many differentareas in order to
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effectively influence the behaviors of others — and ultimately achieve desired results.

Competenceis defined as “the quality of being competent; adequacy; possession of
required skill, knowledge, qualification, or capacity.” Organizations should have
defined competency requirements for their leadership team. This allows for the
organization to be managed with a consistent competency model.

It is common for large organizations to have required competencies that are aligned
with management development programs. These organizations often have the
resources to have an in-house training departmentthat is focused on developing
employees by training in all competency areas.

Smaller organizations should spend some time thinking through desired competencies
and identify appropriate training options for managers and supervisors. Some
competencies come naturally for people while others need to be learned and
practiced.

Leadership Competencies
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4.3.1. Supervising Others

Managing others can be a challenge for the new supervisor who has not had
management experience. Training new managers on what to do, as well as what not
to do, can help to minimize issues related to supervising others.

4.3.2. Conflict Resolution

Conflict in the workplace is an inevitable reality. It is important to manage this conflict
because it can affect relationships between people and groups of people — which can
have a major impact on organizational culture and worker productivity.

Leaders should be able to manage conflict and create win-win situations for those
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involved. This can be done by identifying the source of conflict and working with both
parties to negotiate and collaborate to resolve issues.

4.3.3. Emotional intelligence

Emotional intelligence, or its casual shorthand EQ, is defined as “the capacity to be
aware of, control, and express one’s emotions, and to handle interpersonal
relationships judiciously and empathetically.” Emotional intelligence is a skill that can
be learned and is a mark of professional maturity. It can take years to develop and a
lifetime to master.

There is an ongoing debate as to whether EQ is a natural or trained ability.
Regardless, it is an important leadership competency that every manager and
supervisor needs to perfect.

4.3.4. Communication Skills

Managers need to have good written and verbal communication skills to effectively
manage employees. Additionally, there needsto be a structured communication
processes to filter information throughout the organization.

4.3.5 Manage Performance

To effectively manage employees, managers need to understand the basics of
managing performance. To do this successfully, managers needto do the following:

e Setclear expectations for job assignments.

e  Write and monitor employee goals.

e Hold employees accountable forjob responsibilities and achieving goals.
e Rewardemployees fordoing a good job.

e  Mentor, coach and discipline employees when necessary.

4.3.6. Interviewing Skills

Having the ability to identify the right person for open positions helps to ensure the
organization secures the besttalent for the job.

4.3.7. Team Building

Leaders needto be able to build strong teams that rally around the mission and vision
of the organization. This necessitates managers to have basic team leader skills that
help them develop teams, minimize team conflict and manage team dynamics.

4.3.8. Delegation

Anyone who has ever managed projects understands the importance of delegation.
Delegating helps develop employees by gradually increasing job responsibilities and
accountability. And, effective delegationis the result of forethought and strategy.

Successful delegation is knowing the people you work with and is an innate
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understanding of what others can do — if given the chance. Learning to trust and
develop others to perform tasks takes skill and practice. However, once learned it can
be very liberating for a manager and allows them to perform higher level tasks.

4.3.9. Coaching

Being a good coach is one of the most rewarding aspects of managing others. Helping
others build on their strengths and improve weaknesses is part of the professional
development process.

4.3.10. Problem Solving

Managing people and processes requires problem solving skills. Problems could be
with employees, work processes or related to product or service quality. Managers
must be able to identify problems, understand basic problem solving techniques and
facilitate a process to solve problems and resolve issues within the work environment.

4.3.11. Motivating

Leaders needto understand what inspires and motivates their employees. There are
many different motivation models that can be incorporated into a manager’s strategy
for motivating employees. And, itis important to rememberthat we are all
motivated differently. The trick is to identify what motivates employeesand develop
systems and processesthat support those motivators.

4.3.12. Facilitation

Facilitation is provided by a person, called a facilitator, who leads pairs of people or
groups to obtain knowledge and information, work collaboratively, and accomplish
their objectives. Facilitation is a powerful tool that is used to help individuals and
groups more effectively and efficiently achieve their purpose. Underthe leadership of
a skilled facilitator (one who provides facilitation services), meetings, team building
sessions, and training classes achieve results not possible without facilitation.

4.4. Leadership Development Methods

Organizations are increasingly reliant on HR departmentsto build a leadership
pipeline of managers capable of leading performance through turbulent times.
However, there appears to be a growing belief among managers and senior executives
that the leadership programs that they are attending are ofteninsufficient to help
them develop their capacities to face the demands of their current role. The most
common leadership development methodsare:

4.4.1. Developmental Assignment

Some example of these assignments include managing a new project or start-up
operation, serving as the department representative on a cross-functional team,
chairing a special task force to plan a major change or deal with serious operational
problem, developing and conducting a training program for the organizational unit,
and assuming responsibility for some administrative activities previously handled by
the boss. Research show that diverse, challenging assignments early in one’s career
facilitated career advancement.
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4.4.2. Action Learning

Action Learning solves problems and develops leaders simultaneously because its
simple rules force participants to think critically and work collaboratively. Action
Learning is particularly effective for solving complex problems that may appear
unsolvable. It elevates the norms, the collaboration, the creativity, and the courage of
groups. The managers meet periodically with a skilled facilitator to discuss, analyze,
and learn from their experiences.

4.4.3. Executive Coaching

Having a coach provides the unusual opportunity to discuss issues and try out ideas
with someone who can understand them and provide helpful, objective feedback and
suggestions, while maintaining strict confidentiality. Executive coaching is especially
useful in conjunction with techniques that provide information about developmental
needs but do not directly improve skills. The person who provides the coaching may
be externalor internal consultant.

4.4.4. Mentoring

Mentoring is a relationship in which a more experienced manager helps a less
experienced protégé; the mentoris usually at a higher managerial level and is not the
protégé’simmediate supervisor. Mentors can facilitate adjustment, learning, and
stress reduction during difficult job transitions, while mentors may also benefitfrom
the experience, because it is likely to increase their job satisfaction and help them
develop their own leadership skills. Within any mentoring program, successfully
matching and pairing mentors and menteesis critical. The business objective will
determine the matching criteria that are most important fora given program. In
truth, there is no one universal set of matching criteria that will generate ideal pairs
for any program. With mentoring, one size doesn’tfit all, and each objective will
warrant a unique set of criteria. Successful mentoring programs match mentors and
mentees based on their competencies with defined personality traits, characteristics,
and knowledge.

4.4.5. Multisource feedback

Multi-source feedback is an effective leadership developmenttool because each
feedback report addresses the specific leadership needs of the individual undergoing
the assessment. After getting a comprehensive assessment of strengths and
weaknesses, individuals can then work on the specific skills and behaviors that will
make him or her a more effective leader. The best 360-degree assessments help users
transform feedback into into action plans that target leadership developmentgoals.
Mentors and coaches can be very helpful in this step of the process by providing
insight, guidance and accountability.

4.4.6. Formal Training

Formal training appears to be more valuable early in a leader’s career to build the
foundational skills they’ll draw upon later and is increasingly replaced by the benefits
they receive from developmental assignments as they rise to the top.
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5. Career Development

Career developmentis the process by which employees’ progress through a series of
stages, each characterized by a different set of developmentaltasks, activities, and
relationships. Career development consists of two processes-career planning and career
management. Career planning are actions and activities that individuals perform to give
direction to their work life. Career Management is the process through which employees
become aware of their own interests, values, strengths, and weaknesses; obtain
information about job opportunities within the company; identify career goal; establish
action plans to achieve career goals.

Today’s careers are often characterized as protean careers. A protean career is based on
self-direction, whereby the employee’s career is driven by the person rather than the
organization. A key goal in protean careers is to achieve psychological success, the feeling
of pride and accomplishment that comes from achieving life goals.

When companies offertraining and development programs, employees learn skills that
help them advance in their careers. This helps the employee make more money and gain
more confidence in his ability to do the job. Companies benefitwhen employees enhance
their career capabilities because they gain promotable employees. Sponsoring employee
career growth can also help a company foster more loyalty from its top employees.

Employees needto develop new skills rather than rely on a static knowledge base to be
successful. The emphasis on continuous learning has altered the direction and frequency
of movementwithin careers. Traditionally, employees progressed through a linear
hierarchy in the organization. Today, it is becoming more common to see career patterns
across specializations.

The most appropriate view of today’s careers is that they are boundaryless.
Boundaryless means that individuals identify more with a job or profession than with
their employer. Most employees are unlikely to stay at one company for their entire
careers or even for a significant portion. A career can also be considered boundarylessin
the sense that career plans or goals are influenced by personal demandsand values.

5.1. Career Management Matters

Employees usually feel more engaged when they believe that their employer is
concerned about their growth and provides avenuesto reach individual career goals
while fulfilling the company's mission. A career development path provides
employees with an ongoing mechanism to enhance their skills and knowledge that
can lead to mastery of their current jobs, promotions and transfers to new or
different positions. Implementing career paths may also have a direct impact on the
entire organization by improving morale, career satisfaction, motivation, productivity,
and responsivenessin meeting departmental and organizational objectives.

Aligning the employee's career goals with the performance management and training
and development of the organization not only helps the organization achieve its goals
but also helps the organization in the following ways:

5.1.1. Position employervalue
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Research shows that organizations that do not invest in training and development of
their human capital lose valuable employeesto their competition. Employers can
easily differentiate themselves from competitors by investing in their employees'
career development. Even a relatively small employer investment has a positive
impact on loyalty.

5.1.2. Retain key talents

Managing employee perceptions of career developmentopportunitiesis a keyto
enhancing engagement and loyalty among employees. Organizations should identify
workers who are central to the execution of business strategy and then develop or
update retention plans to meet theneeds and expectations of these employees.
Critical workersinclude those who drive a disproportionate share of key business
outcomes, significantly influence an organization's value chain or are in short supply
in the labor market. Providing identifiable career paths is an important aspect of
retention plans, along with coaching and mentoring employees with high potential
and moving proven performersinto new roles that fit skills developed overtime.

5.1.3 Keepyoungeremployees

Employees' views of work and growth opportunities vary by generation. For example,
GenerationY workers (those born between 1980 and 1987) are the least likely to be
interestedin pay increases and most likely to be interestedin learning new skills.
They are also more likely to value a career path than any other generation. Randstad
also found that high percentages of GenerationsY and X (those born between 1965
and 1979) want pathways to personal growth.

5.1.4. Decrease turnover after an economic downturn.

Employers in the globe are facing a "talent paradox." Despite relatively high national
unemployment, many organizations confront shortages in areas where they most
needto attract and retain experienced workers. As the economy recovers from a
downturn, employersshould be concerned about losing critical and high-potential
talent. A spike in voluntary turnover typically occurs after a recession. The cost of
voluntary turnovercan be significant, and it includes loss of productivity, lost
institutional knowledge and relationships, and added burdens on employeeswho
must pick up the slack.

5.2. HR Roles in Career Management

Nowadays, an organization is no longer able to promise a position on the ladder, ora
climb to the top. Though an organization can provide resourcesand tools to assist
employeesin developing their skills and abilities, the organization is no longer the sole
option that employees have. The challenge to HR is not only to continue to provide
career opportunities to employees but also to provide job enhancementand job
enlargement opportunities. Training and developmentshould be focused on
preparing the employee for a lifetime of employability versus a lifetime of company
employment.

Managers are responsible for incorporating the organization's definition of success
into employee feedback, evaluations and development plans. Helping managers
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develop career paths for their employeesis another area in which HR professionals
can take the lead. HR professionals should help managers view employees not as their
exclusive resources but as organizational resources. When managers think this way,
they are more apt to encourage employeesto develop themselvesinareas outside
their existing departments to the benefit of the entire organization. When employees
move up internal career ladders through internal promotions, HR can contribute to
the process of moving an employee up the career ladder by:

e  Establishing fair, workable and consistently administered promotion policies and
procedures. This includes establishing policies for posting—or not posting—
available positions and the content and timing of promotion announcements.

e Facilitating promotions within their organizations by providing employees with
career coaching, helping managers develop clear selection criteria and
cushioning the blow for those not selected for promotion.

e Helping newly promoted employees make a smooth transition.

o Helping nonselected candidates continue to strengthen their skills in expectation
of future opportunities within the organization.

Although HR professionals have many responsibilities related to designing and
implementing career paths and methods for employeesto grow and advance, they
must also receive guidance themselvesin navigating and advancing their own careers.

5.3. Stages in career development
As the below figure, there are four stages in career development:
5.3.1. Exploration Stage

In this stage, individual attempt to identify the type of work that interests them.
They consider their interests, values, and work preferences, and they seek
information about jobs, careers, and occupations form co-worker, friends, and family
members. Therefore they can begin pursuing the needed education or training. From
the company’s perspective, orientation activities are necessary to help new
employees get as comfortable as possible with their new jobs and co-workers.

5.3.2. Establishment Stage

In this stage, individuals find their place in the company, make an independent
contribution, achieve more responsibility and financial success, and establish a
desirable life-style. Employee need to become more actively involved in career
planning activities, while the company needs to develop policies that help balance
work and non-work roles.

5.3.3. Maintenance Stage

In this stage, the individual is concerned with keepingskills up to date and being
perceived by others as someone whois still contributing to the company. A major
issue for company is how to keep employeesin the maintenance stage from
plateauing and ensure that employees’ skills do not become obsolete.
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5.3.4. Disengagement Stage

In this stage, individuals prepare for a change in the balance betweenworkand non-
work activities, while maintain self-esteem. Some may be forced to leave due to
downsizing or merger; others may leave because of their interest, values, or abilities,
and then back to the exploration stage. For the company’s perspective, the major
career management activities in this stage are retirement planning and
outplacement.

5.4. Career Paths and Ladders

Career paths and career ladders are two traditional methods by which an employee
can develop and progress within an organization. Career ladders are the progression
of jobs in an organization's specific occupational fields ranked from highest to lowest
based on level of responsibility and pay. Career paths encompass varied forms of
career progression, including the traditional vertical career ladders, dual career
ladders, horizontal career lattices, career progression outside the organization and
encore careers.

In today's business environment, many organizations are unable to advance all
employees up traditional career ladders due to low turnover, limited growth or
financial constraints. In such situations, other kinds of development opportunities
offerways to retain and engage employees, including job redesign, job rotation, dual
career ladders, horizontal career paths, accelerated and "dialed down" career paths,
and encore career paths.

Career Management

* Position employer value.
* Retain key talents
* Keep younger employees
* Decrease turnover

5.4.1. Job redesign

As organizations have experienced downsizing, new technologies and demographic
changes, the result has been flatter organizations that provide less opportunity for
career advancement via promotions. Job redesignis an important ingredient in
continuing to challenge employeesto do their best work.

Job redesign can provide increased challenges and opportunities for employeesto get
more out of their jobs while staying on the same rung of their ladders. Commonly
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used job redesign strategies are job enlargementand job enrichment.

Job enlargementinvolves broadening the scope of a job by varying the number of
different tasks to be performed. Job enrichment involves increasing the depth of the
role by adding employee responsibility for planning, organizing and controlling tasks
of the job.

These strategies can be usedto add variety and challenge to a job while also allowing
the individual to learn new skills and to furtherrefine and develop existing skills to
better prepare for advancement opportunities when they do occur. However, when
jobs are enlarged but not enriched, motivational benefits are unlikely. Although the
distinction between job enlargementand enrichment is fairly straightforward,
employees may not correctly perceive the changes as enrichment or as enlargement.

5.4.2. Job rotation

Job rotation involves the systematic movement of employees from job to job within
an organization. Typically, formal job rotation programs offer customized assighnments
to promising employeesin an effort to give thema view of the entire business.
Assignments usually run for a year or more. Rotation programs can vary in size and
formality, dependingon the organization.

Job rotations are not new, but they can be highly effective. Low-levelworkersinjob
rotations can gain variety and perspective, so they do not get bored. For managers,
rotations are typically designed to broaden their expertise and make them better
prepared to move to the nextlevel. As middle managementjobs have disappearedin
recent years, rotations for managers have become more important.

But there is a downside to job rotation programs. Such programs may increase the
workload and decrease productivity for the rotating employee and for other
employees who must take up the slack. In addition, line managers may be resistant to
high-performing employees participating in job rotation programs. Finally, costs are
associated with the learning curve on new jobs.

5.4.3. Dual ladders

A dual career ladder is a career development plan that allows upward mobility for
employees without requiring that they be placed into supervisory or managerial
positions. This type of program has typically served as a way to advance employees
who may have particular technical skills or education but who are not interested or
suited to management.

To be effective, a dual career ladder program must be well managed, as the program
can become a "dumping ground" for lower-performing managers. Additionally, there
may be resentment from employees not chosen forthe program or from managers
who feelthe dual career employees are receiving similar pay as managers without the
added burdens of supervising staff.

5.4.4. Horizontal paths

The concept of horizontal career paths (also called "career lattices") was introduced in



86

many large organizations in the mid-to-late 1990s. In organizations with limited
number of managementand leadership positions, employees are encouraged to think
of career paths both horizontally and vertically.

5.4.5. Accelerated paths

A few organizations have recognized that employees want a voice in tailoring their
career paths to their life stagesand as to whethertheywant to be on an accelerated
path or a "dialed-down" path at a particular stage.

Some organizational projectsrequire high intensity and othersdo not, but all are
important to the organization. An employee who is in a stage of acceleration may
have a better success rate on high-intensity projects, such as a mergers-and-
acquisition project that requires a lot of hours and travel. On the other hand, if
someone is in dial-down mode for personal reasons, then a lower intensity project
would be a betterfit.

5.4.6. Encore paths

The concept of purpose-driven work in the second half of life has only recently
become an issue. An encore career is the opportunity for an individual to do work
that has a social impact after midlife work. Many nonprofit organizations have
traditionally relied on Baby Boomers to perform volunteer or part-time work that
came with only modest stipends. These opportunities will be less appealing as people
live longer and traditional retirement plans disappear. HR functions in the nonprofit
sector should consider adapting hiring policies to employeesinterestedin encore
careers. Moreover, nonprofit employers may want to reshape job descriptions to offer
part-time and flexible work options, use online resources to make finding encore jobs
easier, and provide education and training to meet new job requirements.

6. Talent Management

Talent management as activities and processes that involve the systematic identification 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
incumbents to fill these roles, and the development of a differentiated human resource
architecture to facilitate filling these positions with competentincumbents and to ensure
their continued commitment to the organization.

Talent pool is referto the pool of high potential and high performing incumbents that the
organization can draw upon to fill pivotal talent positions.

The term “talent management” is used to broadly recognizing that there is considerable
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 bestto evaluate and manage talent. One group assumed that some
employeeshad 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
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group had a more inclusive view, believing that too much emphasis on the top players
could damage morale and hurt opportunities to achieve broader gains.

Talent Management Practices
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Source: Stahl, et al. (2012). Six Principles of Effective Global Talent Management. MIT Sloan Management

Review, Winter, 24-32

6.1. 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 strategy is 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 less to do with
strategic planning than with attracting, recruiting, developingand deploying the right
people to drive the effort. According to its CEO, the company’s talent management
systemis its most powerfulimplementation tool. For instance, to support a renewed
focus on technological leadership and innovation, GE began targeting technology skills
as a key development requirementduring its annual organizational and individual
review process, which GE calls Session C. In all business segments, a full block of time
was allocated to areview of the business’s engineering pipeline, the organizational
structure of its engineering function and an evaluation of the potential of engineering
talent. In response to the CEO’s concern that technology-oriented managers were
underrepresentedin GE’s senior management ranks, the Session C reviews moved
more engineersinto GE’s senior executive band. Talent management practices also
helpedto drive and implement GE’s other strategic priorities (for example, establishing
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a more diverse and internationally experienced managementcadre).

In a similar vein, a recent survey of chief human resource officers of large
multinationals highlighted another approach to aligning talent management with the
business strategy.

Strategic flexibility is important, 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-
setting and performance appraisal process was no longer adequate. Management
wanted to add some nonfinancial and behavior-based measuresto encourage people
to focus on team targets, leadership goals and governance. This necessitated a
significant overhaul of Oracle’s existing performance management systems, investment
in line management capability and overall changes to the mind-set of line managers
and employees.

6.2. Internal Consistency

Implementing practices in isolation may not work and can actually be counter-
productive. The principle of internal consistency refers to the way the company’s talent
management practices fit with each other. The study shows that consistency is crucial.
For example, if an organization invests 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 over time. For example, a MNC has tied
everythingrelated to talent management togetherin such a way that internal
consistency among the various HR elementsis virtually guaranteed. The company
recruits 10 to 12 graduates per year, assigns the new hires to a learning campus (a
network for top new graduates within the division) and assessesthem at the
development center. Later, the designated employees go through a leadership quality
analysis and review procedure, including feedback and performance appraisal, and
become part of the mentoring program led by top managers. The whole process is
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 consistent across its subsidiaries. To achieve this
alignment, IBM combines qualitative and quantitative data collected quarterly to
ensure that its practices are consistently introduced and implemented. The company
also conducts an HR customer satisfaction survey twice a year to learn how employees
are responding to the programs and to detectareas of employee dissatisfaction.

6.3. Cultural Embeddedness

Many successful global companies consider their corporate culture as a source of
sustainable competitive advantage. They make deliberate efforts to integrate their
stated core values and business principles into talent management processessuch as
hiring methods, leadership developmentactivities, performance management systems,
and compensation and benefits programs. For example, whereas companies have
traditionally focused on job-related skills and experience to select people, some
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multinationals we studied have expanded their selection criteria to include cultural fit.
These companies assess applicants’ personalities and values to determine whetherthey
will be compatible with the corporate culture; the assumption is that formal
qualifications are not always the best predictors of performance and retention, and

that skills are easier to develop than personality traits, attitudes and values.

IKEA, the Sweden-based furniture retailer, for example, selects applicants using tools
that focus on values and cultural fit. Its standard questionnaire downplays skills,
experience or academic credentials and instead explores the job applicants’ values and
beliefs, which become the basis for screening, interviewing, and training and
development. Later, when employees apply internally for leadership positions, the main
focus is once again on values in an effortto ensure consistency.

Researchers found that a strong emphasis on cultural fit and values was common
among successful global companies. In evaluating entry-leveljob applications, Infosysis
willing to trade off some immediate skill requirementsfor a specific jobin favor of good
cultural fit, the right attitude and what it refers to as “learn ability.” In addition to
evaluating the applicant’s college record, Infosys puts applicants through an analytical
and aptitude test, followed by an extensive interview to assesscultural fit and
compatibility with the company’s values.

Rather than selecting employees for attitude and cultural fit, a more common approach
to promoting the organization’s core values and behavioral standards is through
secondary socialization and training. Standardized induction programs, often
accompanied by individualized coaching or mentoring activities, were widely used
among the companies that we studied. Leading companies used training and
development not only to improve employee skills and knowledge but also to manage
and reinforce culture.

In addition to inculcating core values into young leaders, successful companies often
make focused effortsto adapt their talent management practices to the needsofa
changing work force. Consider the growing interest in healthy work-life balance. As the
number of employees seeking balance between their personal and professional lives
has increased, more companies have begun to offer flexible working arrangements in
an effort to attract the best talent and retain high-potential employees.

Consistent with an increased emphasis on values, some companies have introduced
what might be called “values-based” performance managementsystems: They assess
high-potential employees notonly according to what they achieve but also on how they
reflect or exemplify shared values.

6.4. Management Involvement

Successful companies know that the talent management process needs to have broad
ownership — not just by HR, but by managers at all levels, including the CEO. Senior
leaders need to be actively involved in the talent management process and make
recruitment, succession planning, leadership developmentand retention of key
employees their top priorities. They must be willing to devote a significant amount of
their time to these activities.
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One of the most potent tools companies can use to develop leaders is to involve line
managers. It means getting them to play a key role in the recruitment of talent and
then making them accountable for developing the skills and knowledge of their
employees. Unilever, for example, believesin recruiting only the very best people. To
make this happen, top level managers must make time for interviews, evenin the face
of all their other 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 for talent development extends beyond managers. Employees need
to play an active part themselves by seeking out challenging assignments, 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 value in job rotations and new assignments for career development, many
companies lack the ability to implement them. A possible explanation is the tendency
of managers to focus on the interests of their own units rather than the whole
organization; this narrowness may hinder talent mobility and undermine the
effectiveness of job rotation as a career developmenttool. A McKinsey study found that
more than 50% of CEOs, businessunit leaders and HR executivesinterviewed believed
that insular thinking and a lack of collaboration prevented their talent management
programs from delivering business value.

6.5. Balance of Global and Local Needs

For organizations operating in multiple countries, cultures and institutional
environments, talent management is complicated. Companies need to figure out how
to respond to local demands while maintaining a coherent HR strategy and
management approach. 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
responsiveness to local conditions and 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 being static, a company’s position may evolve over
time in response to internal and external pressures. Many companies are moving
toward greater integration and global standards while simultaneously continuing to
experience pressure to adapt and make decisions at local levels. For example, Rolls
Royce has global standards for process excellence, supported by a global set of shared
values and a global talent pool approach for senior executives 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 companies is to be both global and local at the
same time. Companies need a global template for talent management to ensure
consistency but needto allow local subsidiaries to adapt that template to their specific
circumstances.

Most companies have introduced global performance standards, supported by global
leadership competency profiles and standardized performance appraisal tools and
processes. Activities that are seen as less directly linked with the overall strategy of the
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corporation and/or where local institutional and cultural considerations are viewed as
crucial (for example, training and 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 is used
worldwide with only minor adaptations. But subsidiaries may develop other policies
and practices to address local conditions and cultural norms.

While locally adapted approaches create opportunities for diverse talent pools, they
limit a company’s ability to build on its global learning in hiring, assessing, developing
and retaining top global talent. This requires more integration across business units.
When companies do not coordinate hiring and development efforts across its different
divisions, so eventhough it had diverse talent pools, it wasn’t able to take advantage of
cross-learning opportunities.

6.6. Employer Branding Through Differentiation

Attracting talent means marketing the corporation to people who will fulfill its talent
requirements. In order to attract employees with the right skills and attitudes,
companies needto find ways to differentiate themselves from their competitors.

MNCs differ considerably in how they resolve the tension between maintaining a
consistent brand identity across business units and regions and responding to local
demands. Shell, for example, uses one global brand for HR excellence and several global
practices or processes for all its businesses. The brand highlights talent as Shell’s top
priority; each businessis thenable to take that global brand and apply it locally. This
means that rather than having all branding efforts coming from corporate
headquarters, each subsidiary receives its own resources to build the brand in
accordance with the local market demands and the need for differentiation.

Intel takes a differentapproach. It positions many of its top-levelrecruiters outside the
United States to ensure that the Intel brand is promoted worldwide. For instance, Intel
has recently set up a large production facility in Vietnam. To staff the operation, the
company sent a top-levelHR manager from its California corporate office to build local
awareness of Intel as an employer. “Hiring top talent, no matter where 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 off immediately, but they put roots in the ground in
countries that see hundreds of foreign companies come and go each year.

One way companies are trying to getan edge on competitors in attracting talent is by
stressing their 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 news releases and media events at key
recruitment locations.

In addition to adhering to a common set of talent management principles, leading
companies follow many of the same talent-related practices. Although many global
corporations continue to use overall HR management systems that align with their
cultures and strategic objectives, the companies are becoming more similar — and also
more sophisticated — in how they manage talent.
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Severalfactors seemto be driving the convergence. First, companies compete forthe 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 their approaches to talent recruitment, development and managementto
ensure internal consistency. And third, the visibility and success of companies such 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 applied in a 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 profound
implications for talent management. Even with the global convergence in terms of the
practices used, companies cannot simply mimic top performers. They need to adapt talent
management practices to their own strategy and circumstances and align them closely
with their leadership philosophy and value system, while at the same time finding ways to
differentiate themselvesfrom their competitors. Multinational corporations that excelin
managing talent are likely to retain a competitive edge.

7. Replacement Planning vs. Succession Planning vs. Talent Management
7.1. Replacement planning

Replacement planning is the process of identifying short-term and long-term
emergency backups to fill critical positions or to take the place of critical people. Short-
term replacement planning focuses on finding backups while a critical person is out for
a short time, such as on vacation or out sick. Long-term replacement planning focuses
on finding backups to fill critical positions or to fill in for critical people when they
become absent for long periods, or perhaps even forever, as a direct result of a death,
disability, sudden resignation, or other sudden loss (such as being held hostage).
Replacements should not necessarily mean people who will take a job forever; rather,
they can meet the requirements of a job or jobholder in an acting capacity long enough
for the organization to do a proper search. Eventhose from outside the organization —
such as “temp” workers — may meet the requirement.

Itis important to emphasize that replacement planning is no panacea. Its focus is on
meeting the demands of emergencies. It can avoid long delays in having important
decisions made when the people who make them are gone. Although some senior
leaders may question the value of any HR-related effort, most of them can immediately
recognize the value of having key backups identified in case of short-term or long-term
emergencies. That is, in fact, a key selling point forreplacement planning: its
introduction usually leads to little opposition, and often much support, from otherwise
skeptical senior leaders. Replacement planning usually focuses on findingbackups
inside the organization. It thus works well in corporate cultures characterized by strong
‘silos’ (divisions or specialty areas).

7.2. Succession planning

Succession planning is different from replacement planning. It does not focus on
finding internal backups from within departments; rather, it examines the needs by
level (such as the move from middle to senior manager). All talent at each level
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is “pooled”. Talent pools are thus defined as all people who are considere d promotable
to the nextlevel up on the organization chart regardless of department. When need s
great — such as may occur when all members of a group (like senior executives) are at
or near retirementage — then a special focus may be placed on accelerating the
development of the talent pool. Such a group, targeted for faster development, is
called an acceleration pool.

The organization commits to develop all who expressinterest in promotion — and that
is by no means everyone. But organizational leaders manage expectations by indicating
that when a vacancy occurs, the best applicant to meet the organization’s needs will be
chosen — and that may mean someone from outside the organization.

Succession planning is part of a broader talent management program. Succession
planning aims to attract the best-fit talent, retain those individuals, and develop them
through well-targeted development efforts. Succession planning helps build the bench
strength of an organization to ensure the long-term health, growth and stability.

Succession planning is based on identifying and analyzing training, learning and
developmentrequirements, which are then enhanced and built upon. And here’sa
simple but effective six-step ‘how to’ guide:

7.2.1. Analysis of the future

In order to be a meaningful, succession planning should be closely linked to the
business plan. Therefore, the first step involves:

e  Looking at the organization’s goals and strategies for the next few years

e |dentifying the job roles that will be critical to achieving those objectivesand
strategies

e  Establishing what kind of employees, particularly at the senior/managerial level,
that the organization will require to fill those roles.

7.2.2. Role analysis

Once key future job roles have beenidentified, the next stage is to pinpoint what core
managerial competencies — that is, skills, knowledge and attributes - will be necessary
to fill them. This can be done by using tools such as job descriptions, person
specifications and competency frameworks.

7.2.3. People analysis

In order to analyze individuals effectively, existing performance management processes
can be employed, but they will needto be finely tunedin line with steps one and two
above.

This means that performance reviews should be undertaken on the basis of both
objectivesand competencies in order to identify what people are achieving and how
well they are performing.

Bear in mind, however, that it may be tricky to identify some areas of skills, knowledge
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or attributes if the employee concerned is not in a position to fully demonstrate them.

In these cases, it can be useful to assess themin more detail using tools such as
psychometric and ability tests, group exercises, Occupational Personality
Questionnaires and other assessmenttools.

As well as exploring individuals’ potential though, it is also important to look at their
career aspirations, preferencesand constraints in order to ensure that external factors
such as work-life balance are addressed.

7.2.4. Training, learning and development needs analysis

Employees’ individual training, learning and developmentneedscan be identified using
techniques taken from all of the above stages. But the keyto success is to devise
specific action or development plans for each staff member.

The aim here is to ensure that, rather than simply subjecting people to ad-hoc
activities, they have access to a structured development program that is geared
towards them reaching certain capability levels.

To this end, it is helpful to ask questionssuch as ‘what do people needto be able to
do/do differently/do betterin order to deliver the organization’s future vision?’

The key point hereis to identify the ‘skills gap’ — the gap between where people are
now and where they needto be in the future. The focus then moves on to how to fill
that gap.

7.2.5. Learning and development activities

This stage is about providing employees with suitable training, learning and
development opportunities. However, any opportunities should be ‘stretch’
assignments that are gearedto the level being aimed for rather than the levelthat they
are currently at.

it is essential that the people going through this process are actively involved in it and
are communicated with effectively so that they are fully aware of what they are doing
and why. The advantage of this approach is that it enables them to take responsibility
for their own progression and developmentand to have input into their own future
career path.

7.2.6. Employee placement

Having done the groundwork, the ultimate aim is to get the right people with the right
skills, knowledge and attributes into the right jobs at the right time. Therefore, an
effective selection process is still necessaryto ensure equality of opportunity both for
people within and outside of the acceleration pool.

But the end result of taking the time to do this is that people will be promotedinto
high-level positions based on merit rather than length of service or current jobrole.

Finally, a few notes on making succession planning as effective and successful as
possible. Having a process that lacks transparency and fails to provide equality of
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opportunity can be divisive and counter-productive.

Itis also important not to dependtoo heavily on internal promotion activity or the
organization could run the risk of stagnating due to a lack of new blood to bring in new
ideas, practices and experience. Therefore, there should always be a suitable balance
between home-grown talent and external hires (around 3:2 is usually about right).

Also be flexible - avoid the ‘eggs in one basket’ situation of engaging in person-specific
and job-specific succession planning in order to broaden out the potential
opportunities for those involved as much as possible.

Admittedly, not all employees are desperate to scramble up the career ladder — many
preferto ‘bloom where they’re planted’. But it doesn’t mean that they should be
excluded from the process, which likewise should not be focused solely on senior roles.

Good succession planning should also enable individuals to make cross-boundary
career moves because, let’s not forget, movement within organisations can be
horizontal as well as vertical.

Like any form of planning, the succession type isn’t all about predicting the future or
even being prepared for it. Instead it is about creating a future that the organisation
wants and needs.

So to that end, start putting a suitable process in place today rather than leave the
future of your business to the fickle finger of fate.

7.3. Talent management

Talent management moves beyond succession planning. Although a term that has been
variously defined, talent management is often defined as a process of “attracting the
best people, developingthe best people, and retaining the be st people”. It is that
threefold, integrated focus that distinguishes talent management from succession

planning.
Replacement Succession Talent
Planning Planning Management
Identification Yes Yes Yes
of Successors
Development | [jttle or none Yes Yes (often
of Successors Talent Pools)
Managerial Toptwo or Toptwoor All, including
Levels three three any key
positions

Source: Rothwell, W.J. (2011). Replacement planning: a starting point for succession
planning and talent management. International Journal of Training and Development,
15(1), 87-99.
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In sum, Replacement Planning is a process of identifying short-term or long-term backups
so that organizations have people who can assume responsibility for critical positions
during emergencies. Individuals identified as ‘replacements’ are not promised promotions;
rather, they are prepared to the point where they can assume a critical position long
enoughfor the organization’ leadersto do a properinternal and externalsearch fora
permanentreplacement. It should not be confused with Succession Planning, which
focuses on developing a pool of people to consider for promotion, or Talent Management,
which focuseson attracting, developing, deploying and retaining the best people. Using a
case study approach, this article describes how one organization used replacement
planning as a means to raise and consider important issues as a starting point for the
eventual implementation of succession planning.

8. A Positions and A Players

A great workforce is made up of great people. What could be more intuitively obvious? Is it
any wonder, then, that so many companies have devoted so much energy in recent years
to identifying, developing, and retaining what have come to be known as “Aplayers” ?
Firms like GE, IBM, and Microsoft all have well-developed systemsfor managing and
motivating their high-performance and high-potential employees—and for getting rid of
their mediocre ones. Managementthinkers have widely endorsed this approach.
Researchers call this sort of differentiation among employees “the mother’s milk of
building a performance culture.”

But focusing exclusively on A players puts, well, the horse before the cart. High performers
aren’t going to add much value to an organization if they’re smoothly and rapidly pulling
carts that aren’t going to market. They’re going to be effective only when they’re
harnessedto the right cart—that is, engagedin work that’s essential to company strategy.
This, too, may seem obvious. But it’s surprising how few companies systematically identify
their strategically important A positions—and then focus on the A players who should fill
them. Even fewercompanies manage their A positions in such a way that the A players are
able to deliver the A performance needed in these crucial roles.

While conventional wisdom might argue that the firms with the most talent win, Mark A.
Huselid, Richard W. Beatty, and Brian E. Becker publish a paper on Harvard Business
Review. They argued that, given the financial and managerial resources needed to attract,
select, develop, and retain high performers; companies simply can’t afford to have A
players in all positions. Rather, they argued that the firms with the right talent win.
Businesses needto adopt a portfolio approach to workforce management, placing the very
best employeesin strategic positions, good performersin support positions, and
eliminating nonperforming employeesand jobs that don’t add value.

One thing to keepin mind: Effective management of your A positions requiresintelligent
management of your B and C positions, as well.
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8.1. Identifying Your A Positions

People traditionally have assessed the relative value of jobs in an organization in one of
two ways. Human resource professionals typically focus on the level of skill, effort, and
responsibility a job entails, together with working conditions. From this point of view,
the most important positions are those held by the most highly skilled, hardest-working
employees, exercising the most responsibility and operating in the mostchallenging
environments.

Economists, by contrast, generally believe that people’s wages reflect the value they
create for the company and the relative scarcity of their skills in the labor market. Thus,
the mostimportant jobs are those held by the most highly paid employees. The trouble
with both of these approaches is that they merely identify which jobsthe company is
currently treating as most important, not the onesthat actually are. To do that, one
must not work backward from organization charts or compensation systems but
forward from strategy.

That’s why the authors argued the two defining characteristics of an A position are first,
as you might expect, its disproportionate importance to a company’s ability to execute
some part of its strategy and second—and this is not nearly as obvious—the wide
variability in the quality of the work displayed among the employeesin the position.

Plainly, then, to determine a position’s strategic significance, you must be clear about
your company’s strategy: Do you compete on the basis of price? On quality? Through
mass customization? Then you need to identify your strategic capabilities—the
technologies, information, and skills required to create the intended competitive
advantage. Wal-Mart’s low-cost strategy, for instance, requires state-of-the-art logistics,
information systems, and a relentless managerial focus on efficiency and cost reduction.
Finally, you must ask: What jobs are critical to employing those capabilities in the
execution of the strategy?

Such positions are as variable as the strategies they promote. Consider the retailers
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Nordstrom and Costco. Both rely on customer satisfaction to drive growth and
shareholder value, but what different forms that satisfaction takes: At Nordstrom it
involves personalized service and advice, whereas at Costco low prices and product
availability are key. So the jobs critical to creating strategic advantage at the two
companies will be different. Frontline sales associates are vital to Nordstrom but hardly
to be found at Costco, where purchasing managers are absolutely central to success.

The point is, there are no inherently strategic positions. Furthermore, they’re relatively
rare—less than 20% of the workforce —and are likely to be scattered around the
organization. They could include the biochemist in R&D or the field sales representative
in marketing.

So far, the authors’ argument is straightforward. But why would variability in the
performance of the people currently in a job be so important? Because, as in other
portfolios, variation in job performance represents upside potential —raising the
average performance of individuals in these critical roles will pay huge dividends in
corporate value. Furthermore, if that variance exists across companies, it may also be a
source of competitive advantage for a particular firm, making the position strategically
important.

Sales positions, fundamentalto the success of many a company’s strategy, are a good
case in point: A salesperson whose performance is in the 85th percentile of a
company’s sales staff frequently generates five to ten times the revenue of someonein
the 50th percentile. But they are not just talking about greater or lesser value
creation—they are also talking about the potential for value creation versusvalue
destruction. The Gallup organization, for instance, surveyed 45,000 customers of a
company known for customer service to evaluate its 4,600 customer service
representatives. The reps’ performance ranged widely: The top quartile of workers had
a positive effecton 61% of the customers they talked to, the second quartile had a
positive effecton only 40%, the third quartile had a positive effecton just 27% —and
the bottom quartile actually had, as a group, a negative effect on customers. These
people—atthe not insignificant cost to the company of roughly $40 million a year
(assuming average total compensation of $35,000 per person) —were collectively
destroying value by alienating customers and, presumably, driving many of them away.

Although the $40 million in wasted resources is jaw-dropping, the real significance of
this situation is the huge difference that replacing or improving the performance of the
subpar reps would make. If managers focused disproportionately on this position,
whetherthrough intensive training or more careful screening of the people hired for it,
company performance would improve tremendously.

The strategic job that doesn’t display a great deal of variability in performanceis
relatively rare, evenforthose considered entry-level. That’s because performance in
these jobs involves more than proficiency in carrying out a task. Consider the job of
cashier. The generic mechanics aren’t difficult. But if the position is part of a retail
strategy emphasizing the customers’ buying experience, the job will certainly involve
more than scanning products and collecting money with a friendly smile. Cashiers
might, for example, be required to take a look at what a customer is buying and then
suggest other products that the person might want to consider on a return visit. In such
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cases, thereis likely to be a wide range in people’s performance.

Some jobs may exhibit high levels of variability (the sales staff on the floor at a big-box
store like Costco, for example) but have little strategic impact (because, as we have
noted, Costco’s strategy does not depend on sales staff to ensure customer
satisfaction). Neither dramatically improving the overall level of performance in these
jobs nor narrowing the variance would presentan opportunity for improving
competitive advantage.

Alternatively, some jobs may be potentially important strategically but currently
representlittle opportunity for competitive advantage since everyone’s performance is
already at a high level. That may either be because of the standardized nature of the
job or because a company or industry has, through training or careful hiring, reduced
the variability and increased the mean performance of workers to a point where further
investmentisn’t merited. A pilot, for example, is a key contributor to most airlines’
strategic goal of safety, but owing to regular training throughout pilots’ careers and
governmentregulations, most pilots perform well. Although there definitely is a
strategic downside if the performance of some pilots were to fall into the unsafe
category, improving pilot performance in the area of safetyis unlikely and, evenif
marginal gains are possible, unlikely to provide an opportunity for competitive
advantage.

So a job must meetthe dual criteria of strategic impact and performance variability if it
is to qualify as an A position. From these two defining characteristics flow a number of
others—forexample, a position’s potential to substantially increase revenue or reduce
costs—that mark an A position and distinguish it from B and C positions. B positions are
those that are either indirectly strategic through their support of A positions or are
potentially strategic but currently exhibit little performance variability and therefore
offerlittle opportunity for competitive advantage. Although B positions are unlikely to
create value, they are oftenimportant in maintaining it. C positions are those that play
no role in furthering a company’s strategy, have little effecton the creation or
maintenance of value—and may, in fact, not be needed at all.

It's important to emphasize that A positions have nothing to do with a firm’s
hierarchy—which is the criterion executive teams so often use to identify their
organizations’ critical and opportunity-rich roles. As natural as it may be foryou, as a
senior executive, to view your own job as among a select group of vital positions in the
company, resist this temptation. As we saw in the case of the cashier, A positions can be
found throughout an organization and may be relatively simple jobs that nonetheless
needto be performed creatively and in ways that fit and further a company’s unique
strategy.

A big pharmaceutical firm, for instance, trying to pinpoint the jobs that have a high
impact on the company’s success, identifies several A positions. Because its ability to
test the safety and efficacy of its products is a required strategic capability, the head of
clinical trials, as well as a number of positions in the regulatory affairs office, are
deemed critical. But some top jobs in the company hierarchy, including the director of
manufacturing and the corporate treasurer, are not. Although people in these jobs are
highly compensated, make important decisions, and play key roles in maintaining the



100

company’s value, they don’t create value through the firm’s business model.
Consequently, the company chooses not to make the substantial investments (in, say,
succession planning) in these positions that it does for more strategic jobs.

A positions also aren’t defined by how hard they are to fill, eventhough many
managers mistakenly equate workforce scarcity with workforce value. A tough job to fill
may not have that high potential to increase a firm’s value. At a high-tech
manufacturing company, for example, a quality assurance manager plays a crucial role
in making certain that the products meet customers’ expectations. The job requires
skills that may be difficult to find. But, like the airline pilots, the position’s impact on
company success is asymmetrical. The downside may indeed be substantial: Quality
that falls below Six Sigma levels will certainly destroy value for the company. But the
upside is limited: A manager able to achieve a Nine Sigma defectrate won’t add much
value because the difference between Six Sigma and Nine Sigma won’t be great enough
to translate into any major value creation opportunity (although the difference
between Two-and Three-Sigma defect rates may well be). Thus, while such a position
could be hard to fill, it doesn’t fit the definition of an A position.

8.2. Managing Your A Positions

Having identified your A positions, you’ll need to manage them —both individually and
as part of a portfolio of A, B, and C positions—so that theyand the people in them in
fact furtheryour organization’s strategic objectives.

A first and crucial step is to explain to your workforce clearly and explicitly the reasons
that different jobs and people need to be treated differently. Pharmaceutical company
GlaxoSmithKline is identifying those positions, at both the corporate and business-unit
levels, that are critical to the company’s success in a rapidly changing competitive
environment. As part of that initiative, the company developed a statement of its
workforce philosophy and management guidelines. One of these explicitly addresses
“workforce differentiation” and reads, in part: “It is essential that we have key talent in
critical positions and that the careers of these individuals are managed centrally.”

But communication is just the beginning. A positions also require a disproportionate
level of investment. The performance of people in these roles needsto be evaluated in
detail, these individuals must be actively developed, and they needto be generously
compensated. Also, a pipeline must be created to ensure that their successors are
among the best people available. IBM is a company making aggressive investmentson
each of these four fronts.

In recent years, IBM has worked to develop what it calls an “on-demand workforce,”
made up of people who can quickly put together or become part of a package of
hardware, software, and consulting services that will meet the specific needs of an
individual customer. As part of this effort, IBM has sought to attract and retain certain
individuals with what it terms the “hot skills” customers want in such bundled offerings.

In the past year or so, the company has also focused on identifying its A positions. The
roster of such positions clearly will change as IBM’s business does. But some, such as
the country general manager, are likely to retain their disproportionate value. Other
strategic roles include midlevel manager positions, dubbed “deal makers,” responsible
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for the central strategic task of pulling together, from both inside and outside the
company, the diverse set of products, software, and expertise that a particular client
will find attractive.

8.2.1. Evaluation.

Because of their importance, IBM’s key positions are filled with top-notch people:
Obviously, putting A players in these A positions helps to ensure A performance. But
IBM goes further, taking steps to hold its A players to high standards through an explicit
process—determining the factors that differentiate high and low performance in each
position and then measuring people against those criteria. The company last year
developed a series of ten leadership attributes —such as the abilities to form
partnerships with clients and to take strategic risks—each of which is measured on a
four-point scale delineated with clear behavioral benchmarks. Individuals assess
themselves on these attributes and are also assessed by others, using 360-degree
feedback.

8.2.2. Development.

Such detailed evaluation isn’t very valuable unless it’s backed up by a robust
professional development system. Drawing on the strengths and weaknessesrevealed
in their evaluations and with the help of tools available on the company’s intranet,
peoplein IBM’s A positions are required to put together a development program for
themselvesin each of the ten leadership areas.

This is only one of numerous development opportunities offered to people in A
positions. In fact, more than $450 million of the $750 million that IBM spendsannually
on employee developmentis targeted at eitherfostering hot skills (both today’s and
those expectedto be tomorrow’s) or the development of people in key positions. A
senior-levelexecutive devotes all of his time to programs designedto develop the
executive capabilities of people in these jobs.

8.2.3. Compensation.

IBM supports this disproportionate investmentin developmentwith an even more
disproportionate compensation system. Traditionally at IBM, even employees with low
performance ratings had received regular salary increases and bonuses. Today, annual
salary increases go to only about half the workforce, and the best-performing
employees get raises roughly three times as high as those received by the simply strong
performers.

8.2.4. Succession.

Perhaps most important, IBM has worked to formalize succession planning and to build
bench strength for each of its key positions, in part by investing heavily in feederjobs
for those roles. People in these feeder positions are regularly assessed to determine if
they are “ready now,” “one job away,” or “two jobs away” from promotion into the
strategically important roles. “Pass-through” jobs, in which people can develop needed
skills, are identified and filled with candidates for the key strate gic positions. For
example, the position of regional sales manager is an important pass-through job on
the way to becoming a country general manager. In this way, IBM ensures that its A
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people will in fact be ready to fill its top positions.

8.3. Managing Your Portfolio of Positions

Intelligently managing your A positions can’t be done in isolation. You also need
strategies for managing your B and C positions and an understanding of how all three
strategies work together. The authors find it ironic that managers who embrace a
portfolio approach in other areas of the business can be slow to apply this type of
thinking to their workforce. All too frequently, for example, companies invest in their
best and worst employeesin equal measure. The unhappy result is often the departure
of A players, discouraged by their treatment, and the retention of C players.

To say that you need to disproportionately investin your A positions and players
doesn’t mean that you ignore the rest of your workforce. B positions are important
either as support for A positions (as IBM’s feeder positions are) or because of any
potentially large downside implications of their roles (as with the airline pilots). Put
another way, although you aren’t likely to win with your B positions, you can certainly
lose with them.

As for those nonstrategic C positions, you may conclude after careful analysis that, just
as you needto weed out C players overtime, you may needto weed out your C
positions, by outsourcing or even eliminating the work.

Roche is one firm that is placing more emphasis on the strategic value of positions
themselves. Overthe past few years, the pharmaceutical company has been looking at
different positions to determine which are necessary for maintaining com petitive
advantage. Regardless of how well a person performs in a role, if that position is no
longer of strategic value, the job is eliminated. For example, Roche looked at the
strategic value provided by data services in a recent project and as a result decided
which positions need to be added, which needed to change (or be moved) —and which,
such as data center services (DCS) engineer, needed to be eliminated. In a similar
manner, another pharmaceutical firm, Wyeth Consumer Healthcare, following a
strategic decision to focus on large customers, eliminated what had been a strategic
position for the company—middle-market account manager—as well as staff that
supported the people in this position.

The ultimate aim is to manage your portfolio of positions so that the right people are in
the right jobs, paying particular attention to your A positions. First, using performance
criteria developed fordetermining whoyour A, B, and C players are, calculate the
percentage of each currently in A positions. Then act quickly to get C players out of A
positions, replace them with A players, and work to help B players in A positions
become A players. GlaxoSmithKline currently is engagedin an initiative to push both
line managers and HR staff to ensure that only top-tier employees (as determined by
their performance evaluations) are in the company’s identified key positions.

8.4. Making Tough Choices

Despite the obvious importance of developing high-performing employeesand
supporting the jobs that contribute most to company success, firms that routinely make
difficult decisions about R&D, advertising, and manufacturing strategies rarely show the
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same discipline when it comes to their most valuable asset: the workforce. In fact, in
our long experience, the authors have found that firms with the most highly
differentiated R&D, product, and marketing strategies often have the most generic or
undifferentiated workforce strategies. When a manager at one of these companies
does make a tough choice in this area, the decision oftenrelates to the costs rather
than the value of the workforce.

It would be nice to live in a world where we didn’t have to make hard decisions about
the workforce, but we don’t. Strategy is about making choices, and correctly assessing
employeesand roles are two of the most important. For us, the essence of the issue is
the distinction between equality and equity. Overthe years, HR practices have evolved
in a way that increasingly favors equal treatment of most employees within a given job.
But today’s competitive environment requires a shift from treating everyone the same
to treating everyone according to his or her contribution.

This approach may not be for everyone, that increasing distinctions between
employeesand among jobs runs counter to some companies’ cultures. There s,
however, a psychological as well as a strategic benefitto an approach that initially
focuseson A positions: Managers who are uncomfortable with the harsh A and C player
distinction—especially those in HR, many of whom got into the business because they
care about people—mayfind the idea of first differentiating between A and C positions
more palatable. But shying away from making the more personal distinctions is also
unwise. We all know that effective business strategy requires differentiating a firm’s
products and services in ways that create value for customers. Accomplishing this
requires a differentiated workforce strategy, as well.
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9. Managing High Performers and High Potentials

Mistaking a high-performingemployee for a high-potential employee can be costly. If an
organization is not able to distinguish between performance and potential, it will have
difficulty identifying talent. This happens all the time. A top-performingsales rep is
promoted to sales manager, and struggles to transition from killing his sales goals to
helping a team of junior reps kill theirs. Meanwhile, the junior rep whose hard work has
facilitated the success of sales teams for years feels undervalued, and decides it’s time to
start looking for growth opportunities elsewhere. Both scenarios hurt morale and drive
turnover.

Performance and potential are not mutually exclusive. People always possessa
combination of both. But a manager who understands the difference will be more
effective in engaging and retaining employees who exemplify aptitude in one or both.

9.1. Identifying High Performers and High Potentials
9.1.1. High Performers

High performersstand out in any organization. High-performers give immediate return
on investment, with estimates averaging from more than 50% additional value, to as
much as a 100% increase in productivity over average performers. They consistently
exceed expectations, and are management’s go-to people for difficult projects because
they have a track record of getting the job done. They’re great at their job and take
pride in their accomplishments, but may not have the potential (or the desire) to
succeed in a higher-levelrole or to tackle more advanced work.

9.1.2. High Potentials (HiPo)

High-potentials are typically defined as those demonstrating high-level contributions,
organizational values, potential to move up to an identified position within a given
timeframe, and potential to assume greater responsibility. High potentials can be
difficult to identify, for two reasons. First, high performance is so blindingly easy to
observe that it drowns out the less obvious attributes and behaviors that characterize
high potentials—like change management or learning capabilities. Second, few
organizations codify the attributes and competencies they value in their ideal
employees—which means that managers don’t know precisely what to look for to
assess potential. As a result, most managers focus exclusively on performance, and
that can be a problem.

9.2. Assessing Performance vs. Potential

Because employees possess varying degrees performance and potential, you should
assess your employees across both dimensions. The following Table providesa
framework for identifying where an employee falls in the spectrum.

Afteryou’ve determined which quadrant an employee falls under, you can developa
plan for employee development. Each of these categories requires a specific approach
whenit comes to discussing development opportunities.
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Typical attributes of performance vs. potential

Low Potential High Potential

High Regularly exceeds expectations  Sets standard of excellence in

Performance Lacks skills for success at higher  role

level Model leadership candidate
Low Little-to-no aptitude Above-average aptitude
Performance Weak, unsatisfactory Inconsistent performance
performance

9.3. Development Strategies for High Performers and High Potentials

In an ideal world, every employee in your organization would be a high performer with
high potential-but that’s obviously not realistic. The appropriate questionis how to
move employees toward the upper-right quadrant, or at least to the high-performance
tier.

It’s not always possible, nor always the desired goal (you might want to keep your high
performersright where they are, for instance). There’s no one-size-fits-all strategy, but
the following table provides a general framework.

Development strategies to consider

Low Potential High Potential
High Keepthem where theyare, or Keepthem where theyare, or
Performance promote promote
Constantencouragement Provide autonomy

Challenging assignments
Soft skill development

Low Performance plan Pair with a High Performer
Performance Termination New role betteraligned with
skills
Training

Test with more responsibilities

9.3.1. High Performers with High Potential

Employees who are high performers with high potential needto be rewarded and
retained! They are your A-Team — especially the top performing/top-potential
employees. Efforts should be made and strategies devised to hold onto those
employeesfor as long as possible. Ensure that managers are aware of who these
individuals are, how to make sure that they are properly engaged and satisfied in their
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roles, and what positions they are primed to grow into.
9.3.2. High Performers without Potential or High Potentials without Performance

Employeesin these categories are special cases. They are either all performance or all
potential. One-on-one meetings with the employee should be conducted to assess
their level of engagement and historical data should be revisited to locate possible
trends or recent dips in performance or potential. Efforts should be made to answer.
What is going on with this employee, can it be remedied, and how? Is the employee
not given enough performance feedback? Have they been given the opportunity to
show potential? Are they engagedin their current role? We suggest that pairing high-
potential employees with established high performers who can serve as mentors. They
need to know that while they are high potential, they need seasoning

9.3.3. Poor Performers without Potential

Lastly, peoplein this category can be problematic. Are the low performing / low
potential employees at the right place? What is preventingthem from performing,
why do they have such a low potential? Is this a problem of motivation? How long
have they been working there? Are they just waiting for a better opportunity? How
driven were they in the past? Many things should be considered and acted upon —
quickly.

9.3.4. Mediocre Performers and Potentials

What if employeeswho have fair performance with mediocre talent or potentials?
They should be strategically developed and monitored in an effortto push them into
the nextlevel. Managers should be preparedto assess what is preventing better
performance or how to handle high-performers with low potential.

Managers play a bigger role in building a pipeline of thriving talent than they may
realize, and it’s increasingly important that you empowerthem to do this successfully.
While employee developmentis no cakewalk, failure to assess performance versus
potential is a very real business problem.

10. Diversity and Inclusion

In broad terms, Diversity is any dimension that can be used to differentiate groups and
people from one another. It means respect for and appreciation of differencesin
ethnicity, gender, age, national origin, disability, sexual orientation, education, and
religion. Inclusion is a state of being valued, respected and supported. It’s about focusing
on the needs of everyindividual and ensuring the right conditions are in place for each
person to achieve his or her full potential. Inclusion should be reflectedin an
organization’s culture, practices and relationships that are in place to support a diverse
workforce. In other words, diversity is the mix; inclusion is getting the mix to work well
together.

Research found that the most mature organizations have a “clear, targetedand
communicated talent strategy,” and one that is reinforced throughout the business and is
focused on developing leaders and a “learning culture.” However, the report identified a
strong approach to diversity and inclusion as the top differentiators between mature
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organizations and those that are immature with talent management strategies. Diversity
and inclusion not only have to be a key component of talent manage ment strategies, but
these are also concepts intrinsically tied to remaining successfuland competitive in
today’s evolving marketplace.

As global and regional demographics change, the continued growth of an organization
may be dependenton attracting and retaining qualified employees who offer different
perspectives and are betterable to understand the diverse backgrounds of the
customers, clients, and communities they serve. In order to attract and retain these
highly desired employees, organizations needto work diligently to incorporate an
effective diversity program into the workplace. Below are some general guidelines to
help organizations develop and leverage their diversity and inclusion programs.

10.1. Educate Managers

Increasing diversity in existing environments requires steadfast commitment and
contemplation on how to create change. To facilitate this, managers undergo training
to recognize and thereby reduce explicit bias. In addition, administrators and
executives unfamiliar with diversity initiatives seek mentorship from executive-level
diversity offices to provide insight and guidance.

10.2. Recognize Individuality

While it is easier to come to a decision when everyone thinks the same way,
appreciating individual perspectivesis a worthwhile endeavor. Company leaders
fosterdiversity by frequently, and openly, acknowledging each employee’s positive
contributions. This maximizes an employee’s desire to reach his/her full potential
contribution to the organization and serves as a catalyst for their growth. By
encouraging diversity rather than conformity, leaders incite creative thinking in the
workplace, a necessary value in a highly competitive marketplace.

10.3. Engage Others

It is quite common for managers who succeed with diversity and inclusion initiatives
to regularly seek out theideas and opinions of peers from a full range of experiences.
By associating with people of varying backgrounds, interests and relationship within
and external to their organization, leaders build genuine bonds and connect with
many cultures, making and offering valuable career contacts and improving
organizational effectiveness. Whenevernetworking with others, seek out those in
everyday work life and those whose histories are least like your own, because
everyone has something to teach you.

10.4. Prohibit Bias

When managers hear of or witness acts that appear discriminatory, it is their moral
and legal responsibility to respond. Leaders of enterprises have authority and a
requirementto act responsibly to create a hospitable work environment by guiding
others in practicing mutual respect. Overt and evenimplicit bias in workplace
undermines employee contributions. All people of varying ages, genders, ethnicities
and regional origins have valuable contributions to offer. The corporate and public
world draws from a global talent pool. Fostering understanding and collaborating is
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increasing in importance even for small organizations.
10.5. Be the Real Deal

Insincere diversity initiatives are ineffective. Employeesand those who visit the work
site carefully observe enterprise activity and can easily spot insincerity. Modern
enterprises historically have valued cultural uniformity, but in recent times a firm’s
engagementwith the broader community definesits brand identity and its
relationship with industry partners, employeesand the public.
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Part Four: Employee Relations

1. Psychological Contract

Psychological contract refersto mutual unwritten expectations that exist between an
employee and his/her employer regarding policies and practices in their organization. The
legal contract of employment offers a limited representation of the employment
relationship, with employees contributing little to its terms beyond accepting them. In this
sense, the psychological contract may be more influential as it governs the perceptions of
the employer-employee relationship and influences how employees behave from day to
day.

The psychological contract developsand evolves constantly based on communication, or
lack thereof, between the employee and the employer. Promises over promotion or salary
increases, for example, may form part of the psychological contract.

Managing expectationsis a key behavior for employers so that they don’t accidentally give
employees the wrong perception of action which then doesn’t materialize. Employees
should also manage expectations so that, for example, difficult situations or adverse
personal circumstances that affect productivity aren’tseen by managementas deviant.

Perceived breaches of the psychological contract can severely damage the relationship
between employerand employee, leading to disengagement, reduced productivity and in
some cases workplace deviance. Fairness is a significant part of the psychological contract,
bound up in equity theory — employees need to perceive that they’re being treated fairly
to sustain a healthy psychological contract.

Employee Relations involves the body of work concerned with maintaining employer-
employee relationships that contribute to satisfactory productivity, motivation, and
morale. Essentially, Employee Relations is concerned with preventingand resolving
problems involving individuals who arise out of or affect work situations.

Types of Psychological Contracts

Offer Inducement Expected Contribution
Low/Narrow High/Broad
Low/Narrow (1) Quasi-spot Contract (2) Under-Investment
High/Broad (3) Over-Investment (4) Mutual-Investment

Source: Tsui, A.S. & Wu, J.B. (2005). The new employment relationship versus the mutual
investmentapproach: Implications for human resource management. Human Resource
Management, 44(2), 115-121.
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1.1. Nature of Employee Relations

Scholars proposed a framework that juxtaposestwo key considerations in the
Employee Relations (ER). One consideration is the set of contributions an employer
may expectfrom employees, such as work performance, commitment, or suggestions
for organizational improvement. The other consideration is the array of rewards
(defined broadly) or inducements an employer offersto employeesin exchange for
their contributions. We use the terms expected contributions and offered
inducements to referto these two major considerations. The nature of the new
employmentrelationship can be understood within this framework.

1.1.1. Quasi-spot Contract

The new employment relationship is a quasi-spot contract (Cell 1 of Figure 1) defined
by a relatively narrow set of inducements offered by an employer and a narrow set of
contributions expected from an employee. Employers adopting this ER are interested
primarily in a high level of employee task performance without requiring commitment
from the employeesto the overall success of the organization. In return, employees
obtain the promised rewards once they meetthe predetermined output expectations.
Additionally, employees do not expectthe employer to provide long-term job security.

This employment relationship represents a pure economic exchange focusedon a
short-term and relatively well-defined set of duties s (e.g., brokerage firms’ contracts
with stockbrokers). Under competitive pressure, many well-regarded employers are
shifting to the use of temporary, part-time employees or contractors to keep from
paying benefits. All this breaks the traditional employer-employee contractand the
bond between the two parties.

Though this type of exchange is usually found in relationships with contractors in
unskilled, skilled, and even professional jobs, its application recently has extendedto
senior executives. Temporary executives, interim executives, and so-called “corporate
samurai” are becoming popular in today’s labor market. Rather than having a job, this
new employment relationship form focuses on doing a job. Clearly, firms use the
guasi-spot contract approach to gain flexibility in the employmentand deployment of
people resources.

1.1.2. Under-Investment

Anotherform of the new employmentrelationship is the underinvestmentapproach.
Underinvestment occurs when a firm offersa narrow set of inducements but in return
expectsa broad set of contributions from employees. This ER is imbalanced to the
advantage of employers because they get more (from employees) out of less (from
themselves). The economic downturn and slow recovery have increased market
competition, which pushesemployers to increase productivity with limited resources.
This demanding situation increases employee workload while holding inducements
constant. Without noticeable economic recovery, employees lack alternatives and
have to sustain this imbalance in the employment exchange. Some labor economists
have observedthat “not only are companies making people work harder, but some
people want to. .. they are trying to protect their job security”.



110

Organizations adopting the quasi-spot contract and the underinvestment approach
reported a number of unfavorable employee outcomes. These negative outcomes
included lower performance as rated by the supervisors, lower employee engage ment
in organizational citizenship behaviors (OCB: behaviors beyond the call of duty, such as
helping coworkers), expressinga tendency to leave the company if there were
alternative employment opportunities, and being less psychologically committed
toward the organization. The employeesalso perceived a lower level of fairness, had
less trust in their coworkers, and reported more frequentabsences. Thus, while firms
may gain some flexibility in employment, they may lose high-performing and
committed employees.

1.1.3. Over-Investment

Many state own organizations adopt overinvestmentapproach of ER, which arises
when organizations couple high or broad inducements with low or narrow expected
contributions. This exchange favors employees, who receive more than they give and is
practiced by governmentbureaucracies and quasi-monopolistic corporations. To
illustrate, Chinese state-owned enterprises historically supply lifetime jobs and cradle-
to-grave benefits to workers while demanding minimal productivity with few
responsibilities. Over-investment employers do not obligate sizeable returns, lessening
employees’ indebtedness. Consequently, they donot need to trust employees as
much—nor express as much trust— because they do not intend to fully collect on
those “debts.”

1.1.4. Mutual-Investment

According to many research findings, organization performance was the best when
firms adopted the mutual investment employment relationship. The goal of the
mutual investmentER is to solicit a broader range of behaviors and stronger
commitment from employees by offering a large number of inducementsin exchange
for significant employee contributions. The firm focuses on developing a long-term
and open-ended relationship with the employees. Under this approach, employees are
expectedto contribute broadly to their organization instead of focusing only on
performing their own jobs.

The underlying rationale for the effectiveness of the mutual investment ER is twofold.
First, when employees experience long-terminvestment from employers, they
reciprocate with loyalty to these organizations and contribute much more than simple
job performance. Second, the mutual investment ER sets higher performance goals
and expectations for employees. Empirical research confirms that difficult and
challenging goals lead to higher performance. Mutual investment is the “older and
wiser” approach, contrary to the common wisdom in most companies now facing
competitive pressure. Psychological research has shown that money is not a
motivating factor for employees (assuming that basic needs are being met), and other
factors, such as job satisfaction, respect, advancement, and work environment, are
much more important in influencing employee attraction, motivation, and retention.
In general, the mutual investment ER focuses on social and career investment more
than monetary benefits.
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1.2. Recruitment and Selection

To establish a mutual investment ER from the outset, employers must clearly
communicate their endorsement of the value of long term loyalty and commitment to
job applicants and show that they are looking for the same from employees.
Applicants especially should be informed about the company’s expectations of broad
contributions from employees.

Unfortunately, recruiters may exaggerate inducements (both tangible and intangible)
to attract talent while remaining vague about performance expectations. Peer
recruiting or work team interviewing could be a useful tool to facilitate the
communication of accurate expectations. Talking with their prospective colleagues will
give applicants a more realistic picture of what mutual commitment and trust mean in
the organization, how to contribute broadly, and what to expectin terms of a long-
term career within the firm.

1.3. Training and Development

To signal long-term investment, the focus of training and developmentis not on
improving skills to performthe current job but on preparing employeesfor future
responsibilities. Job rotation and participation in cross functional or cross-divisional
project teams are effective methods to build an organization wide perspective and to
promote organizational interests. Promotion from within and succession planning are
the core elements of a company’s broader development plans for its human resources.
Finally, in order for employees to make broad contributions, teamwork training is
essential for them to learn the skills of effective collaboration.

1.4. Performance Management

The mutual investment ER focuses employees’ attention on their teams and the
organization. Excellence in doing one’s own job is only a small part of a total
performance assessment. Performance appraisal criteria and processes should be
related to broad contributions. In addition to individual evaluation, performance
appraisal by peersand team-based performance are common features of the
evaluation process. The broad based contributions can be captured in a 360-degree
feedback system. Employees’ superiors, peers, subordinates, and even customers rate
their performance.

1.5. Compensation and Benefits

The key to using compensation and benefitsin building a mutual investmentER is not
focusing merely on increasing the absolute amount of pay or benefits but on
communicating preferred behaviors and accentuating long-term investmentin
employees. The important point is that compensation and benefits practices in the
mutual investment ER breed and facilitate mutual commitment rather than serve
merely as an economic bond.

The backbone of the mutual investment ER is generalized reciprocal loyalty, trust, and a
focus on a long-term relationship. It emphasizes a high level of both offered inducements
and expected contributions. Future human resource executives can shape a mutual
investment ER by using human resource practices that accentuate both dimensions.
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Evidence is strong that the mutual investmentER is a wise tool that will strengthenan
organization’s ability to compete in the dynamic global environmentthrough building a
committed workforce eager to contribute to the organization’s success.

. Employee Engagement

Gallup found that whetherunionized or not, world-class organizations have two crucial
things in common: 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 theory and 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 absorbedin the performance of their
roles. In HR practice, the conceptis commonly seen as capturing levels of commitment and
discretionary effort exhibited by employees.

*Organizationalcitizenship 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 employeeis a person who is fully involved in, and enthusiastic about, his or
her work. Truly engaged employees are attracted to, and inspired by, their work (“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 willing to invest the discretionary effort— exceeding duty’scall —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 betterperformance”.
These dimensions are labelled by Aon Hewitt simply as Say, Stay and Strive.

Engaged employees: Say—speak positively about the organization to coworkers, potential
employeesand customers; Stay—have an intense sense of belonging and desireto bea
part of the organization; and Strive —are motivated and exert effort toward success in
one’sjob and for the company.

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 that include the work
people do, the people they work with, opportunities, total rewards, company practices and
general quality of life.
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2.1. Brand

The organizational reputation of a company isn’t justimportant from a consumer point

of view, says Aon Hewitt. The consulting firm explains that how the businessis

perceived, both internally among employees and externally to the public can have a big
impact on employee engagement. It is therefore important to consider your employee

value proposition, or EVP, and recognize its role in connecting “an externalbrand

promise to customers with delivery on the internal brand promise to employees”. Aon
Hewitt revealed that around 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.
2.2. Leadership

A company does not become a best employerwithout strong leadership. Companies

that excelat leadership are differentiated through four disciplines: 1) Leaders set the

tone for the importance of leadership by cultivating and developingtalent; 2) they
pursue an unrelenting focus on talent beyond a typical performance management

cycle; 3) leadership programs and practices are aligned with business strategy; and 4)
leadership is a way of life—it is embedded into the values and expected behaviors and
culture of the organization. Leaders play an important role in employee engagement
and becoming a best employercompany. Theydo this in direct and indirect ways. First,
leaders have an indirect “multiplier effect” on all the top engagementdrivers and other
best employerindices. Ultimately, leaders make the decisions on brands, performance

goals, pay and recognition, communication to employees, work process and
innovation.
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Performance

Lastly, a strong “performance focus” is essentialto employee engagement. Gettingreal
about employee engagement requires moving beyond a generic concept and clarifying
the behaviors in which you would like employees to go above and beyond. For many
employersthere is increasing need for agility, speed and flexibility —these traits and
behaviors will vary by industry and job profile. Clarifying what engagement looks like
for employeesis a prerequisite to their engagement. Aligning performance
management, people management, learning and development, and rewards and
recognition with these engaged behavior expectations will focus, enable and reinforce
employees’ effortsand energy.

2.4. The Basics

2.5.

2.6.

Many organizations with lower levels of engagement struggle to jump right to a
“culture of engagement.” Leaders should not overlook the positive impact of strong
company practices and enabling infrastructure; basics like benefits, safety and work-life
balance; or fulfilling work itself. Many companies that have had significant increases in
employee engagementin a short period of time focus on fixing issues in some of the se
basic elements. Getting the foundation right is often the first step in building a culture
of engagement, and cracks in this foundation can quickly erode employee engagement
for any organization.

The work

Collaboration: The act of working with other people to achieve a mutual benefitis vital
to employee engagement. Surveys indicate that being cared about by colleagues is a
strong predictor of employee engagement. Thus, a continuous challenge for leaders is
to rally individuals to collaborate on organizational, departmental, and group goals,
while excluding individuals pursuing their self-interest.

Empower/autonomy: Employees are given the freedom and authority they needto
make necessary decisions. Empowermentis therefore critical to driving higher
performance. Give people more autonomy, empowerthem to act and you increase the
chances of them delivering more.

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

Company Practices

Communication: Internal communication is important for building a culture of
transparency between managementand employees, and it can engage employeesin
the organization’s priorities. Executives employ a variety 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: Customer focus and employee engagementare two sides of the same
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coin. Clearly if 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 meaning in their work. This meaning can only come from recognition and
acknowledgmentfrom customers (whetherinternal or external).

Diversity and inclusion: Diversity and Inclusion are values that reflect a company’s
culture of respectfor people and the value it place on differences. An open and more
inclusive environment will build trust and confidence within the organization and
generate a culture in which everyone feelsvalued and respects their colleagues, and
therefore increase employee engagement.

The business outcomes often result from strong engagementdrivers and higher
employee engagement levels. Researches have consistently found that companies with
higher engagement levels also have bettertalent, operational, customer and financial
outcomes.

3. Employee Survey

A well conducted and executed employee survey helps organizations create impact by
increasing key focus areas such as employee engagement, as well as improving
organizational performance. A poorly conducted and executed employee survey will
damage employees’ confidence in future employee surveys, as well as in 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 consideration in the
setting up of an effective employee survey process, and how to use that data in a way that
benefits your organization and your people. Your organization’s culture, employee profile,
leadership approach and even geographical location will dictate the format and content.

Objectives

* Brand the survey process

* Allocate sufficient
resources

* Define roles and
responsibilities

* Demonstrate
management
commitment.

* Ask the right questions
the right way.

Action Collection

Source: Tong, P.(2017). 10 Best Practices for Employee Surveys. Workforce Magazine.
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Participation in an employee surveyis a direct result of how well the survey process is
designed and implemented. Simply put, well-orchestrated surveys lead to higher return
rates. Following are five stepsand five success factors for survey design and
implementation and the implications of these best practices for employee response rates.

3.1. Objectives

Establish clear goals and objectives. In the early planning stage, articulate the overall
goals and objectives of the survey and define the anticipated return on investment.
These objectives should be developed with managementinput and clearly
communicated to employeesin order to demonstrate the importance of the process.
Without long-term objectives that are clearly linked to company performance, the
survey may fail to elicit the management support and secure the resources required for
success.

3.2 Communication

Develop a communication plan. Prepare a comprehensive communication plan to
support each stage of the survey. The plan should include a schedule of communication
“events” as well as a budget and formally assigned responsibilities. In the absence of a
communication plan, employees may not recognize the importance of the process or
see the connection between survey findings and subsequent follow -up actions.

Key question: Who should prepare and issue survey-related messages and when should
these messages be communicated?

3.3. Collection

Collect data the right way at the right time. Consider the data-collection methodology
that is best suited to your workforce. Traditionally, surveys have been administered
using printed questionnaires, but the technology is now readily available for
conducting online surveys that make data collection easier, more efficient, and less
costly. Ease and convenience translate into higher response rates.

In addition, unless there is a specific needto coordinate with other business processes
or a budgeting cycle, a survey generally should be administered at a time when it will
pose a minimal disruption to the businessand whena maximum number of employees
are available for participation. Times of peak business activity or when employees are
likely to be on vacation should be avoided. Similarly, data collection generally should
not be undertaken during times when management and employee relations are tense—
for example, during a contract negotiation, industrial action, or downsizing initiative.

Equally important, survey administration should be scheduled so that the findings are
available in time to beincluded in business plans. This will position the surveyas a
business-planning tool and secure the necessary budget for follow-up actions. Poor
scheduling for survey administration will invariably reduce line-management support
for data collection and may result in data being available too late to influence budget
or otherbusiness decisions.
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3.4. Action

Take clear follow-up action. The most effective way to build confidence in the survey
process, and thereby improve participation rates for future surveys, is for the
organization to take clear and visible action based on survey results. A realistic number
of areas should be targeted for follow-up action to allow the organization to
concentrate and focus resources on issues that will have the greatest impact on
performance. Failure to take action will create apathy toward the survey, and targeting
too many issues will diffuse the effectiveness of follow-up actions.

3.5. Review

Review and audit the process. A formal audit process should be planned to monitor the
effectiveness of follow-up actions and to measure progress against objectives. Actions
that meet with success should be widely communicated and celebrated. This audit
should also include an assessment of the ROl associated with follow-up actions in order
to determine where investments should be increased, reduced, or discontinued.
Measuring the effectiveness and ROl of follow-up actions will enhance the business
relevance of the survey for both employeesand managers. It sends out the signal that
the surveyisn’t simply a nice thing to do —It’s good for business.

3.6. Success Factors

3.6.1. Brand the survey process

The surveyshould be “branded” with a tagline and an identifiable graphic logo. The
branding will help to provide continuity across each stage of the survey and establish
the process as an ongoing activity, rather than a one-time event. When possible, the
survey should be linked to other ongoing change initiatives. Without branding, the
survey maybe seen by employeesas an unconnected initiative that will have limited
consequences for the organization.

3.6.2. Allocate sufficient resources

Estimate the resources that will be required to develop and implementyour surveyand
to support follow-up actions. These resources should be budgeted at the start of the
process and be taken into account in business plans. When this is not done, the survey
follow-up stage will lack the support required to be effective and will often meet with
resistance from line management. In addition, employees might be convinced to
participate in one survey, but if they see no tangible evidence of change after the
survey, they are not likely to make the effortto participate again in the future.

3.6.3. Defineroles and responsibilities

Support your survey by creating a network of internal survey champions with
responsibility foridentifying the requirements fortheir part of the business, managing
data collection, and supporting follow-up actions. Survey champions must be sold on
the value of the survey and given a clear description of their role requirements so that
they can budget their time accordingly. Similarly, managers who receive survey results
for their areas of operation also should be given clear instructions regarding their
responsibilities for survey follow-up. When this is not done, managementis less likely
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to communicate survey results to employees or take action in response to the findings,
and employees are less likely to have faith in the value of the survey process.

3.6.4. Demonstrate management commitment

The research process will have greater credibility if employees believe that it is
endorsed and supported by senior management. Senior management commitment can
reassure employeesthat their views will be takeninto account and acted on. When
management commitment is lacking, employees may view the survey asa public
relations exercise designed to project a “caring” management style rather than a
process foridentifying and acting on employee concerns.

3.6.5. Ask the right questionsthe right way

The survey should be designed to measure areas that are of concern to management
and employees. Even when the questionnaire includes standardized items, the wording
should be modified to reflect the culture of the company. An “off the shelf” instrument
that fails to address issues of concern or that fails to reflect the language and
terminology of the organization will be seenas lacking in relevance and will fail to
engage employees.

4. Employee Retention

As the economy continues to strengthen and job fluidity continues to shrink tenure,
retention will become an increasingly important factor in determining which companies
thrive and which struggle to maintain sufficient talent levels. While the ability to attract
and recruit talent is vital to any company’s success — many companies fail to have a
holistic approach to the entire candidate lifecycle from attraction through onboarding and
development. This disconnect creates a fractured process where companies over-
emphasize hiring and under-emphasize development, leading to retention issuesand
creating an endless loop of new recruiting.

Succeeding in employee retention efforts requires HR to think about things from the
team's point of view. All employees are different, of course, and each has unique desires
and goals. But it's a safe bet to assume that all of them want to know they are being paid
at or above market rates and have good benefits. They want to feel that they are
appreciated by their employerand treated fairly. They want to be challenged and excited
by the job they're asked to do.

4.1. Voluntary Turnover

Voluntary turnover too can be caused by many factors, some of which are not
employer controlled. Common voluntary turnover causes include job dissatisfaction,
pay and benefits levels, supervision, geography, and personal/family reasons. Career
opportunities in other firms, when employees receive unsolicited contacts, may lead
to turnover for individuals, especially those in highly specialized jobs such as IT.
Voluntary turnover may increase with the size of the organization, most likely because
larger firms are less effective in preventing turnoverand have more employees who
are inclined to move. Voluntary turnover, in turn, is broken down into avoidable and
unavoidable turnover.
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4.1.1. Avoidable Turnover

Employees leave for reasons that could be influenced by the employer. Avoidable
turnover is that which potentially could have been prevented by certain organization
actions, such as a pay raise or a new job assignment.

4.1.2. Unavoidable Turnover

Unavoidable turnover represents employee quits that the organization probably could
not have prevented, such as people who quit and withdraw from workforce through
retirement or returning to school. Other examples of unavoidable turnover are people
who quit due to: dual career problems, pursuit of a new and different career, health
problems that require taking a different type of job, child care and elder care
responsibilities, and leaving the country. Even though some turnover is inevitable,
employersrecognize that reducing turnoversaves money, and that they must address
the turnover that is controllable. Organizations are betterable to keep employees if
they deal with the concerns of those employeesthat might lead to the controllable
turnover.

Causes of Turnover

Voluntary turnover depends on three factors:

4.2.1. Desirability of leaving

Low job satisfaction, shocks to employee, and personal (non-job) reason.
4.2.2. Ease of leaving

Favorable labor market conditions, general & transferable KSAOs, and low cost of
leaving.

4.2.3. Alternatives
Internal new job possibilities and external job offers.
Functional or Dysfunctional Turnover

Not all turnover is negative for organizations; on the contrary, functional turnover
represents a positive change. Some workforce losses are desirable, especially if those
who leave are lower-performing, less reliable, and/or disruptive individuals. Of course,
dysfunctional turnover also occurs. That happens when key individuals leave, often at
crucial times.

4.3.1. Functional Turnover

Lower-performingor disruptive employees leave

4.3.2. Dysfunctional Turnover

Key individuals and high performersleave at critical times

For example, a software project leader who leaves in the middle of a system upgrade
in order to take a promotion at another firm could cause the system upgrade timeline
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to slip due to the difficulty of replacing the employee and could also lead other
software specialists in the firm to seek out and accept jobs at competitive firms.

4.4, Cost of Turnover

4.4.1. Lowered productivity

The person who left was doing something, right? And who is doing that job now that
the position is vacant? No one? That's lost productivity right there. What if you just
farm out the tasks to other people? Chances are, the most important tasks will get
done, but other things will fall by the wayside.

4.4.2. Overworked remaining staff

Can you measure this in dollars? If your employees are exempt, their paychecks
remain the same, so how is this a cost? Well, as they get stretched thin, their quality
of work goes down as does their satisfaction and engagement. Which means that they
are more and more likely to start looking for a new joband leave. And the longer they
stay in their overworked roles, the harder it will be foryou to regain their goodwill
even after you've filled the vacancy.

4.4.3. Lost knowledge

A ton of people can do what your former employee did, but they don't have the
specific knowledge she had. It's not just about putting numbersin a spreadsheet,
writing code, or selling a product. It's about knowing the people, the traditions, the
location of relevant information, what the boss likes and a million other things that
come from working for a company for a long period of time. All that goesaway when
someone quits. And sometimesit's more than just general company knowledge. How
many of your employees have their jobs documented well enough that someone
could figure it out with their documentation? Do you have people cross trained? Does
one person have control of the passwords?

4.4.4. Training costs

Paid training costs are obvious. If you have to pay $5,000 for a seminar to teach your
new employee your complex internal computer systems, that's a cost noted on a
spreadsheet. But, when there are no training classes to attend, there are still costs.
Someone has to sit there and show him what to do. Someone has to double check
work until the employee has proven himself. And that all takes the "trainer" away from
her regular job. Which meansyou're paying two people to do one job. Costly.

4.4.5. Hiring costs

If you have to pay travel expenses, that's costly. But if all your candidates are local, you
still have to take the time to go through resumes, talk with numerous people, do
formal interviews (which take an inordinate amount of time), talk with colleagues, and
figure out who is the bestemployee. In some business, you have dedicated HR or
recruiting staff that takes care of this. They all get paid. And for smaller businesses,
this task usually falls directly on the shoulders of the hiring manager--you know the
one who is extra busy because he's down one person? That costs too.
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4.5. Retention Initiatives

Every area of the employer-employee relationship in your organization deserves your
attention. Embrace the following initiatives within employment life cycle canimprove
your organization's employee retention:

4.5.1. Onboarding and orientation

Every new hire should be set up for success from the very start, from the first day of
work to the first week and beyond. The job orientation is just one component of
onboarding, which can last for weeks or months, depending on your

organization. Aim to develop an onboarding process where new staff members not
only learn about the job but also the company culture and how they can contribute
and thrive, with ongoing discussions, goals and opportunities to address questions
and issues as they arrive.

4.5.2. Mentorship programs

Pairing a new employee with a mentor is a great idea for onboarding. New team
members can learn the ropes from a veteran with a wealth of resources, and the
new hire offers a fresh viewpoint to experienced staff. Mentors shouldn't be work
supervisors, but they can offerguidance and be a sounding board for newcomers,
welcoming theminto the company culture.

4.5.3. Employee compensation

It's absolutely essentialin this competitive labor market for companies to offer
attractive compensation packages. That includes salaries, of course, but also bonuses,
paid time off, health benefits, retirement plans and all the other perks that can
distinguish one workplace from another. Every employee should have a full
understanding of all the benefits they receive from your organization.

4.5.4. Recognition and rewards systems

Every person wants to feelappreciated for what they do. Make it a habit to thank
your direct reports when they go the extra mile, whetherit's with a sincere email, a
gift card or an extraday off. Show your employeesyou appreciate them, and share
how their hard work helps the organization. Some companies set up rewards systems
that incentivize great ideas and innovation, but you can institute recognition
programs evenon a small team with a small budget.

4.5.5. Work-life balance

What message is your company culture sending? If staff are expectedto regularly
work long hours and be at your beck and call, you'll likely run into issues with
employee retention. Burnout is very real. A healthy work-life balance is essential, and
people need to know that management understandsits importance. Encourage staff
to take vacation time, and if late nights are necessary to wrap up a project, seeif you
can offerlate arrivals or an extra day off to compensate and increase job satisfaction.
Many companies offer telecommuting or flexible schedulesto improve work-life
balance for their employees.
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4.5.6. Training and development

In any position and industry, professionals want the possibility for advancement.
Smart managers invest in their workers' professional development and seek
opportunities for them to grow. Ask each of your direct reports about their short- and
long-term goals to determine how you can help achieve them. Some companies pay
for employeesto attend conferences or industry events each year, or provide tuition
reimbursementor continuing education training.

4.5.7. Communication and feedback

Keeping open lines of communication is essential for employee retention. Your direct
reports should feel that they can come to you with ideas, questions and concerns,
and likewise, they expectyou to be honestand open with them about improvements
they needto make in their own performance. Make sure you connect with each staff
memberon aregular basis — don't let issues build up for the annual review.

4.5.8. Dealing with change

Every workplace has to deal with unpleasant changes occasionally, and the staff looks
to leadership for reassurance. If your organization is going through a merger, layoffs
or other big changes, keep your staff informed as much as you can to avoid feeding
the rumor mill. Make big announcements face to face, and make sure you allow time
for their questions.

4.5.9. Fostering teamwork

When people work together, they can achieve more than they would have
individually. Foster a culture of collaboration that accommodates individuals' working
styles and lets their talents shine. Do this by clarifying team objectives, business goals
and roles, and encouraging everyone to contribute ideas and solutions.

4.,5.10. Team celebration

Celebrate major milestones forindividuals and for the team. Whethertheteam

just finished that huge quarterly project under budget or an employee brought home
a new baby, seize the chance to celebrate togetherwith a shared meal or group
excursion.

Rememberto assess your employee retention strategies at least once a year. You’ll
want to stay current on market salary rates and benefits, and best practices in
developing workplace culture and manager-employee relations.

4.6. Employee Surveys

Employee surveys can be used to diagnose specific problem areas, identify employee
needsor preferences, and reveal areas in which HR activities are well received or
viewed negatively. Whether the surveys are on general employee attitudes, job
satisfaction, or specific issues, the survey results must be examined as part of
retention measurementefforts. For example, a growing number of “mini-surveys” on
specific topics are being sent via e-mail questionnaires, blogs, and other means.
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Regardless of the topics in a survey, obtaining employee input provides managers and
HR professionals with data on the “retention climate” in an organization. By obtaining
data on how employees view their jobs, their coworkers, their supervisors, and
organizational policies and practices, these surveyscan be starting points for reducing
turnover and increasing the length of time that employeesare retained. Some
employers conduct attitude surveys yearly while others do so intermittently.

By asking employeesto respond candidly to an attitude survey, managementis
building employees’ expectations that actions will be taken on the concerns
identified. Therefore, a crucial part of conducting an attitude survey s providing
feedback to those who participated in it. It is especially important that even negative
survey results be communicated to avoid fostering the appearance of hiding the
results or placing blame.

4.7. Exit Interviews

One widely used means for assisting retention assessment efforts is the exit

interview, in which individuals who are leaving the organization are askedto give their
reasons. HR must regularly summarize and analyze the data by category (e.g., reasons
for leaving, department, length of service, etc.) to provide managers and supervisors
with information for improving company efforts.

In exit interview is an interview conducted when an employee is leaving with a
company. Exit interviews can have value not only in terms of assessing and improving
corporate culture but also in minimizing an employer's exposure in litigation.

The interview is administered by an employee who receives a request to close an
account. The interview can be conducted either in-person or via telephone. The
process is relatively simple.

Step 1 - Diagnose the Problem

Step 3 - Make a Counteroffer

Step 4 - The Follow-up Letter

Step 5 - Analyze the Data

Step 6 — Improve Retention
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4.7.1. Step 1 - Diagnose the Problem

A short series of questions should be asked of the customer to determine why she is
leaving.

4.7.2. Step 2 - Empathize

If any of the reasonsfor leaving are related to issues within the control of the
company, such as product or service problems, or pricing concerns, the employee
should apologize for the problem, state the importance of the customer relationship,
and ask if there is anything that could be done to keep the customer from leaving.
"Scripts" should be written for the entire process so that the employee does not have
to ad lib. Different scripts can be written for differenttypes of problems. The
employees who administer the exit interview should rehearse the scripts in advance
of conducting exit interviews.

4.7.3. Step 3 - Make a Counteroffer

It is possible that the customer will change her mind about leaving after receiving an
apology in Step 2. If not, it is appropriate to make a counteroffer. Counteroffers
should be scripted, and related to the specific problem identified in Step 1. A typical
counterofferto a pricing-related concern might be something as simple as "We really
hate to lose your business. Would you stay with us if | offered you 50% off your next
six months of service?"

4.7.4. Step 4 - The Follow-up Letter

Whether or not the employee is successful in keeping the employee from leaving, a
follow-up letter should be sentto the customer within one day. If the customer has
agreed to stay, the letter should state how much the company values the customer's
business. If the customer left for reasons within the control of the company, the letter
should extend another counteroffer.

4.7.5. Step 5 - Analyze the Data

The data collected should be enteredinto a database and analyzed to quantify the
main reasons customers want to leave

4.7.6. Step 6 — Improve Retention

The data analysis should clearly identify areas in need of improvement. Management
should address these areas, which may consist of the treatment customers receive
from employees, product problems, pricing, etc.

5. Employee Communication

Communication plays a very important role in our life, as people interchange their ideas,
information, feelings, and opinions by communicating. Communication could be verbal —
spoken or written, or non-verbal i.e. by means of sign language, body movements, facial
expressions, gestures, eye contact or even with the tone of voice. Someone said correctly
“The very attempt of, notto speak, speaksa lot”.
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In an organization, communication could be categorized into — formal and informal. In this
article excerpt, we are going to discuss about the difference between formal and informal
communication.

- Formal Communication Informal Communication

Definition Perceived Intentional Message Random Message
Perceived Intentional Setting  Relational Setting

Situation Strong Weak

Style Speech Conversation
Publication Personal Note
E-mail Blast Informal comment

Example Policies & Procedures Grapevine
Memoranda Chatting
Report Sharing

5.1. Formal vs. Informal Communication
1.1.1. Formal Communication

The communication in which the flow of information is already definedis termed as
Formal Communication. The communication follows a hierarchical chain of command
which is established by the organization itself. In general, this type of communication is
used exclusively in the workplace and the employees are bound to follow it while
performing their duties.

Example: Requests, commands, orders, reports etc.
The formal communication is of four types:

e Upward or Bottom-up: The communication in which the flow of information goes
from sub-ordinate to superior authority.

e Downward or Top-down: The communication in which the flow of information
goes from superior to sub-ordinate.

e Horizontal or Lateral: The communication between two employees of different
departments working at the same level.

e Crosswise or Diagonal: The communication between the employees of two
different departments working at different levels.

1.1.2. Informal Communication

The communication which does not follow any type of pre-defined channel for the
transmission of information is known as informal communication. This type of
communication movesfreelyin all directions and thus it is very quick and rapid. In any
organization, this type of communication is very natural as people interact with each
other about their professional life, personal life and other matter.

Example: Sharing of feelings, casual discussion, gossips etc.
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The informal communication is of four types:

e Single Strand Chain: The communication in which one persontell something to
another, who again tells something to some other person and the process goeson.

e Cluster Chain: The communication in which one person tells something to some of
its most trusted people and then they tells them to their trustworthy friends and
the communication continues.

e Probability Chain: The communication happenswhena personrandomly chooses
some personsto pass on the information which is of little interest but not
important.

e Gossip Chain: The communication starts when a person tells something to a group
of people and then they pass on the information to some more people and in this
way the information is passed on to everyone.

A very deepdiscussion on the difference betweenformaland informal communication has
beendone in this article. Nowadays, many big Transnational Organizations has started an
open-door policy, in which any employee of any department can communicate directly
with the head of an organization, about their complaints, grievances and requests. This
results in reducing the complexity of the formal communication.

5.2. Communication Process

The function of all elements of the HR management is to communicate, so HR
professionals must understand the communication process. This process can be very
complex; successful marketing communications depend ona number of factors,
including the nature of the message, the audience’s interpretation of it, and the
environmentin which it is received. For effective communication to occur, the sender
must encode a message in such a way that it will be decoded by the receiverin the
intended manner. Feedback from the receiver helps the senderdetermine whether

proper decoding has occurred or whethernoise has interfered with the communication
process.

Sender’s Receiver’s
Field of Field of
Experience Experience

Source .
/ Encoding Receiver
Sender

Feedback
Response

% Brain Drain
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e Source/Sender- the person or organization that has information to share

e  Receiver— person(s) with whom the senderis sharing thoughts

e Message— the information the source hopes to convey

¢ Channel—method by which the communication travels from source to receiver
e  Encoding — putting thoughts, ideas, or information into symbolic form

e Decoding —transforming the senders message back into thought

e Response-—receiver'sreactions after seeing, hearing, or reading the message

e Feedback— part of the receiver’s response that is communicated back to the
sender

¢ Noise — unplanneddistortion or interference
e  Brain gain — Receiver fully understand the messages send by the sender.

e  Brain drain — On whole process there is a possibility of misunderstandings at any
level and is called brain drain. It may arise on senderside if they do not choose
the adequate medium for delivery of message, by using default channelandit
may also arise when receiver does not properly decode the message. In other
words, we can say that it is breakdown of cycle at any level.

Successful communication is accomplished when the marketer selects an appropriate
source, develops an effective message or appeal that is encoded properly, and then
selects the channels or media that will bestreach the target audience so that the
message can be effectively decoded and delivered.

Employee Relations professionals as well as marketers are veryinterestedin feedback,
that part of the receiver’s response that is communicated back to the sender.
Feedback, which may take a variety of forms, closes the loop in the communications
flow and lets the sender monitor how the intended message is being decoded and
received.

5.3. Communication Channel

There are two sets of characteristics of organizational communication —internal and
external channels and formal and informal channels. Internal communication is shared
by people at all levels within a company. External communication occurs between
parties inside a company and parties outside the company, such as suppliers, customers,
and investors. Both internal and externalforms of communication include everything
from formal e-mail and official reports to face-to-face conversations and casual phone
calls. External communication also takes such forms as customer and supplier Web sites,
news releases, and advertising.

There are so many differentinternal communication channels to choose from in today’s
globalized and high-tech workplace, and each channel comes with its pros and cons. No
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two channels were created equal, you have to choose wisely depending on your
message content, audience, severity, and timing.

Source: Collins, K. (2012). An Introduction to Business.V.2.0

5.3.1 Handbook

The employee handbook is used to communicate standard operating procedures,
guidelines and policies. The handbookis also usedto communicate the organization's
mission, vision and values, helping to establish an organizational culture and
employmentbrand. While most employee handbooks have been traditionally in print
format, more organizations are moving toward electronic format, allowing for easy
updating, documentation and review, especially when all employees have access to
computers.

5.3.1. Newsletters

Newsletters are used to communicate new information about the organization, its
products and services, and its employees. Newsletters may be in print or electronic
format and may be sentto the employee as well as to his or her family, especially when
the news directly affects family members. Newsletters may be published on a regular
basis (weekly, monthly, quarterly) or wheneverthe organization has news to report.

5.3.2. Town hall meetings

Town hall meetings are an option to gather employeestogetherto share news,
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celebrate successes or communicate companywide information that affectsall
employees. These meetings are most effective when employees are physically located in
one geographic area, but for some critical meetings, employees may be brought to one
central location. Alternately, town hall meetings may be held in various locations when
employeesare widely dispersed geographically or may be held electronically via
webinars or teleconferences.

5.3.3. E-mail

Electronic communication is a fast and easy way to reach many employees at one time.
It may be best used when information is urgent, such as in emergencies. E-mail
communication presents some difficulties because tone of voice and inflection are
absent, making an ironic or sarcastic remark appear rude or harsh, which may not be
the intended message.

5.3.4. Face-to-face meetings

Face-to-face meetings with employees are one of the best ways to relay sensitive
information. During layoffs or restructuring or when handling employee performance
issues, face-to-face communication is generally preferred.

5.3.5. Telephone

The telephoneis another way to communicate information to employees. Whetherit be
in more traditional conversations when face-to-face communication is not physically
possible or in more state-of-the-art communication via webinars or voice mail blasts,
the telephone s a staple in communication vehicles.

5.3.6. Surveys/polls

Two-way communication is vital to any effective communication strategy, and
developing formal tactics to listen to employeesis essential. Employers can elicit fast
feedback through surveys and polls about issues (like a new benefit or policy) or general
concerns.

5.3.7. Stories

Storytelling creates a picture through words so the message becomes memorable.
Organizational leaders are beginning to understand how storytelling can be usedas a
powerfulbusiness tool to impart company culture, to create an employmentbrand, and
to build trust and loyalty among employees.

5.3.8. Social media

Many individuals regularly use social media sites like Twitter, LinkedIn and Facebook,
not only for recreational purposes but as a business communication tool. Social media
can help recruiters source top talent, help sales people identify potential contacts and
allow employeesto keepin touch with their leaders. HR professionals should e nsure
that company policies are updated so that social media is used appropriately in the
workplace. See Social Media Policy

5.3.9. Virtual team meetings
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Organizations may have employeeslocated across the city or across the globe and may
needto rely on virtual team meetings to get work done. Setting expectations and
establishing protocols are vital steps in ensuring that communication will be effective.
Since written communication, whetherin print or in electronic format, can hide tone of
voice, inflection and other nuances of communication, many work teamsrely on
videoconferences and Internet-based technologies to make virtual meetings more
productive.

5.3.10. The "grapevine"

One of the most used and undermanaged tools for employee communication is the
proverbial grapevine. Water cooler discussions are still a mechanism for employeesto
hear the latest news unfiltered by management, and they continue to be a source for
employeesin learning the inside story. Employers must be mindful that whateverformal
communication strategy is used, the grapevine still exists and will be tapped by
employeesat all levels. The grapevine should not be discounted when considering the
best tool to listen to and learn about employee issues.

5.3.11. Private, Group Messaging, & Chat Tools

Collaborative spaces with private, group messaging, and chat capabilities provide the
perfect business communication tools to keep teams working together. Such spaces are
important when business communication managers need updates on the progress of
projects or when they needto communicate with team members.

5.3.12. Discussion Forums

A discussion forum that brings together everybody, managementand employees, and
allows for an open discussion on any topic. Such a space will help in knowledge
dissemination and bring everybody closer together. Discussion forums are also great for
archiving organizational knowledge that may not be easily disseminated on blogs but
exists among individual employees.

5.4. Direction in Formal Communication

Some of the most important types of direction in formal communication are: 1).
Downward 2). Upward 3). Horizontal or Lateral and 4). Diagonal or Cross-wise! Formal
communication is designed by the management. It is an official communication which
takes place through the line of authority or chain of command. The basic purpose of
designing such communication is to connect various sub-systems of organization and
coordinating their functioning for achieving organizational goals. Such communication is
official and part of formal organization which operates through formal relationship of
superior and subordinate.
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5.4.1. Downward communication:

Communication in the first place, flows downwards. That is why, traditionally this
direction has been highlighted or emphasized. It is based on the assumption that the
people working at higher levels have the authority to communicate to the people
working at lower levels. This direction of communication strengthens the authoritarian
structure of the organization. This is also called Down Stream Communication.
Limitations of Downward Communication:

e Distortion/Dilution:

Quite often the communication originating at the highest level gets distorted or diluted
on the way to the lower levels. Sometimes the messages may get lost. It has to be
ensured that the receiver fully understands the purport/ instructions/directions coming
from above. This requires an efficient feedback system.

e Delay

Anotherdrawback of downward communication is that often it becomes time-
consuming. The more the levels the greater the chances of delay. That is why
sometimes managers choose to send their massages directly to the person concerned.

e  Filtering

Sometimes managers may withhold some valuable information from the employees. In
such a situation the employees become frustrated, confused and powerless. This may
spoil the employer-employee relationship.

5.4.2. Upward communication

The function of upward communication is to send information, suggestions, complaints
and grievances of the lower level workers to the managers above. It is, therefore, more
participative in nature. It was not encouraged in the past, but modern managers
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encourage upward communication. This is a direct result of increasing democratization.
This is also called Up Stream Communication. Limitations of upward communication:

e  Psychological

Certain problems, primarily of psychological nature, may come up in upward
communication.

° Hierarchical

Many managers do not like to be ‘told’ by their juniors. They may not be patient enough
to listen to them or may evensuppressthe message sent to them from below. Insuch a
situation the employees may feellet down.

e  Ombudsperson

In order to tide oversuch problems an Ombudsperson plays an important role. The
concept of Ombudsman or Ombudsperson was first used in Sweden to go into the
complaints of lower level employees against government officials or agencies.

Now a number of companies in many countries have established positions for persons
to investigate employees, complaints and grievances. An Ombudsperson, therefore,
effectively mediates between the employers and the employees and smoothens upward
communication.

e  Suggestion System

In order to improve communication in the organization, many companies use suggestion
systems. "Suggestion systems are programs designed to enhance upward
communication by soliciting ideas for improved work operations from employees."
Employees can express their recommendation by putting the written ideas in the
suggestion box. Sometimes, company has a reward for employee who has the best
suggestion. Another model related to suggestion systems is query systems. Employees
can find an answer for the frequently asking question.

5.4.3. Lateral or horizontal communication

This type of communication can be seen taking place between persons operating at the
same level or working under the same executive. Functional managers operating at the
same level, in different departments, through their communication, presenta good
example of lateral communication. The main use of this dimension of communication is
to maintain coordination and review activities assigned to various subordinates.

Occasions for lateral communication arise during committee meetings or conferencesin
which all members of the group, mostly peersor equals, interact. The best example of
lateral communication can be seen in the interaction between production and
marketing departments.

5.4.4. Diagonal or Cross-wise

Diagonal or crosswise communication takes place when people working at the same
level interact with those working at a higher or lower-level of organizational hierarchy
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and across the boundaries of their reporting relationships. Advantages of diagonal
communication:

° Coordination

This crosswise communication servesthe important purpose of coordination through
informal meetings, formal conferences, lunch hour meetings, general notices etc.

° Practicable

As we know not all communication takes place strictly on the lines of organizational
hierarchy, i.e., downwards or upwards.

e  Morale boosting

By providing opportunities to lower level workers to interact with managers in informal
meetings it gives their morale a boost and further commitment to the organization.
More and more organizations are now encouraging crosswise communication and
building up bonhomie.

The Limitations of Diagonal or Cross-wise are:
e  Fearof infringement

The superior may feelit an infringement that his subordinate has been given undue
importance and that he has been by passed.

° Resistance to compliance
The superior may not implement the suggestion as he has not been consulted.
e  Anarchy

The lack of accepted procedures may lead to internal anarchy and externalanimosity.
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