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Hourglass Figures...

How to Reset Your Wage and Hour
Practices to Avoid Litigation

Challenges about overtime pay are on the rise.
Despite the recent Supreme Court ruling which impacts
employment class actions, it is anticipated that wage and
hour litigation will continue to rise at an unprecedented
level. Furthermore, the value of major employment
discrimination class action settlements increased four-fold
(over 2009) and the top ten settlements of wage and hour,
ERISA, and governmental enforcement class actions
increased to $1.16 billion, the highest amount ever.*

Why are wage-hour issues unique?

Wage-hour issues are unique because they don't fit cleanly
into any one department or function in most organizations.
These issues cross employment law, human resources and
finance; in many organizations there’s little coordination
across these groups.

Join us for a free, one-hour Webinar entitled “Wage and
Hour Law: Your Company’s Not Exempt from Litigation” on
Tuesday, September 13, at 2:00 p.m. EDT/11:00 a.m. PST.
Presented by two of APTMetrics’ industrial-organizational
psychologists, Drs. Robert E. Lewis and Toni S. Locklear,
this seminar will demonstrate how the use of job analysis can
help you limit your company’s risk of experiencing wage and
hour issues and turn around those issues you may now face.

To register, visit www.talentmgt.com/webinars
by September 12, 2011.
For more information contact Kevin Tomczak,
Account Executive at KTomczak@APTMetrics.com
or (949) 218-50009.

*Seyfarth Shaw LLP’s Seventh Annual Workplace Class
Action Litigation Report (January, 2011).

NMetrics”

Global Strategies for Talent Management.

www.APTMetrics.com

© 2011 APTMetrics, Inc.



INCREASE THE VALUE OF YOUR TRAINING PROGRAMS
AND HELP YOUR EMPLOYEES SAVE TIME AND MONEY PURSUING THEIR DEGREE.

You invest thousands of dollars developing, implementing and delivering your training
programs. Did you know you can increase the value of those programs by converting

the curriculum into college credits? A Prior Learning Assessment (PLA) can do just that.

Ashford University’s® PLA department will assess your training program curriculum, at

no cost, to determine if it qualifies as college credit for a degree from Ashford University.

If eligible, your current training can satisfy some elective and general education course
requirements for your employees, which allows them to achieve their education goals faster.
A training assessment will also allow your organization to obtain the most from every dollar

you invest in training programs.

To learn more on how to take advantage

of this opportunity, please email us ‘\‘A, S I D SHFORD

®
at partners@ashford.edu or call 866.685.2190. NIVERSITY

PROFESSIONAL PARTNER FOUNDED 1918

TIACRPO724 « AC-0255

400 North Bluff Blvd., Clinton, IA 52732 = partners.ashford.edu
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[FROM THE EDITOR] by Mike Prokopeak

Compulsions, Creativity and Confusion

I have a compulsion, one with in-
sidious consequences. My problem
is news and information, and lots
of it. I can't get enough.

I blame my mother. As far as
mommy issues go, it's not a bad
one. She's an inveterate news
junkie. To compensate for her in-
ability to read the newspaper every
day, she'll stack up each edition of

the Chicago Tribune, saving them
for the weekend when she plows
through every one in sequential
order.

I've picked up her habit and ampli-
fied it. I read The Economist on my
iPhone as I commute to and from
work and during lunch breaks.
A stack of novels teeters by my
bedside and a mammoth pile of
magazines trips me up in our living
room. Right now, I'm caught up to
the February 2010 issue of National
Geographic and the December edi-
tion of The Atlantic, circa 2009.

Instead of newspapers, I browse
my RSS and Twitter feeds for ideas
and insights, zealously bookmark-
ing and organizing stories using
Evernote. At work, I have a stack
of business books, every one of
which looks fascinating in its own
way. From Campbell Soup CEO
Doug Conant’s TouchPoints to The
Talent Masters by Ram Charan
and Bill Conaty, my bookshelf is
overflowing, literally. Just ask my
co-workers.

That physical overflow is paralleled
by a mental overflow. As I write
this column, I've already checked
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and responded to email five times,
surfed to the New York Times Web
page to check out the latest busi-
ness news and browsed my Quora
feed. This is a problem.

My habit is making me more in-
formed, but also less focused and
more distracted as I surf from story
to story and jump from link to link.
My ability to put together a cogent

How do we help employees get
past information noise to generate
the insight and innovation that
are true long-term levers for
organizational growth?

set of ideas under a deadline suf-
fers, something longtime readers of
this column might say is a bit of an
ongoing problem.

Nicholas Carr makes a compelling
case for the negative impacts of this
endless information buffet in his
book The Shallows: What the Inter-
net Is Doing to Our Brains. Human
thought has been shaped for centu-
ries by the tools and technologies
we use, from ancient scrolls and
early books to typewriters, per-
sonal computers and tablets, and
griping about the aftereffects isn't
new. Carr relates how German
philosopher Friedrich Nietzsche
cursed his typewriter because it
inhibited his ability to think deeply
and write fluidly.

What is new is the explosion of
information coming from the In-
ternet era, causing our minds,
Carr argues, to become increas-
ingly shallow and unable to read
and think deeply. He's not the only
one raising the alarm. Informa-
tion overload and its close cousin,
multitasking, are damaging pro-
ductivity, impeding creativity and
making us anxious and stressed.

Researchers from Harvard Busi-
ness School examined the work
patterns of more than 9,000 people
and found that creative thinking —
one of the exact qualities needed in
rapid-fire, disruptive times — de-
creased significantly among people
whose days were filled with frag-
mented activities like meetings and
group discussions.

Unfortunately, corporate processes
and systems are making the prob-
lem worse. Setting aside the issue
of endless meetings, talent man-
agement tools may be a leading
culprit. Take, for example, internal
collaboration platforms like Yam-
mer or the social features added
to talent management suites in the
last two or three years. Intended
to connect employees, identify
subject matter expertise and pro-
vide managers with a window into
their talent pool, are they instead
creating distractions that keep
employees away from value-gener-
ating activities?

I hope most talent managers would
agree that tools and processes
should augment, not limit, our
ability to work. But how do we
help employees get past the noise
to generate the kinds of insight
and innovation that are the true
long-term levers for organizational
growth?

It's a step we often skip in our ef-
forts to link up talent management
functions, provide more and differ-
ent forms of employee development
and implement collaboration
platforms to boost performance.
Collaboration can lead to creativ-
ity, but it can just as easily lead to
confusion.

Mike Prokopeak
Editorial Director
mikep@talentmgt.com



don’t let the

dark side

take control

Every leader has a dark side that emerges under
pressure. From the occasional outburst to headline-worthy
despotism, when the dark side takes over, it can derail
even the brightest career.

The Hogan Development Survey is the only business-
related personality assessment that identifies
performance risks ahead of time to prevent career
derailment. Don't let the dark side get the best of your
leadership potential.

‘ 800.756.0632 www.hoganassessments.com mE TES
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GET CERTIFIED.
GET NOTICED.

Our certified HR professionals have their HR certification stories to share. Kristi West is one of them.
Will you have your certification story—Professional in Human Resources (PHR®), Senior Professional

in Human Resources (SPHR®) or Global Professional in Human Resources (GPHR®) to share?

7%
“To set myself apart, | pursued the SPHR certification as the key 7 i L=

differentiation tool. Combined with my HR experience, the SPHR » ' 'Hé
certification enabled me to think like a strategic partner of my {‘i - -"\

organization. Since then, | have also added the California and ’ M\
GPHR credentials to my title.” — Kristi West, SPHR-CA, GPHR 5 \

APPLY FOR THE 2011 HR CERTIFICATION EXAMS TODAY.

WINTER

Exam dates*: Dec. 1, 201 1-Jan. 31, 2012 Visit www.hrci.org/certified/tm7
July 11=Oct. 7, 2011 for more information on our HR

Applications accepted:
certifications.

Late applications duet:  Nov. 11, 2011

" GPHR exams are held December 1-31, 2011.
t A US$75 late fee will be assessed on applications received after the regular deadline.

Forcowuson BEE CERTIFICATION
and our CERTIFICATION MATTERS BLOG INSTITUTE
Web site: www.hrci.org © 2011 HRCI
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leaders with the information
and innovation they need

to become the architects
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Narendra Patil

If companies want to
maximize development,
managerial feedback is not
enough. Social networking
performance tools can help
gather input from others in
the organization.

Mike Brennan

Technology can be used

to grab an instant picture

of where diversity is in

an organization. That
information can then be used
to facilitate broader talent-
based decision making.

talent management magazine www.talentmgt.com

Herb Greenberg and
Patrick Sweeney

Managing and leading are
part of a continuum. Talent
managers should recognize
the challenge executives face
straddling these two parts
of themselves and help them
meet it.

Deanna Hartley

In today’s business
environment, the rate of
change is fast and furious.
As a result, organizations
have to develop leaders and
strategies who are willing to
be flexible.

Philip Johnson and
Vincent Milich

HR executives are more than
service providers. Their role
is to challenge line leader
counterparts so they can
move from transactional
work to generating strategic
business solutions.

Kevin Sensenig

Traditional mentoring

pairs expert with novice.
Tomorrow's programs will
be learner-driven as future
leaders leverage their people
skills to change the face of
the organization.
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[THINKING AHEAD] by John Boudreau

The Fatigue Factor

We all experience the demands of
the 24/7 workplace. The opportu-
nity to work where and when we
wish often evolves into the reality
of being on all the time. Jeffrey Im-
melt, CEO of GE, said, “There are
24 hours in a day, and you can use
all of them if you want.” Technol-
ogy creates massive productivity
enhancements, but at what cost?
Is fatigue just something each em-
ployee must deal with, or is it a
legitimate focus for talent manag-
ers? Recent reports of air traffic
controllers falling asleep on the job,
for example, offer a vivid warning
of the costs and risks that employee
fatigue can cause.

So, we must ask ourselves, are work
requirements that lead to stress
and burnout a threat to organiza-
tional sustainability? At the Center
for Effective Organizations, we are
studying the factors that will shape
the future of the HR profession. In
our discussions with leaders across
a wide array of organizations, they
frequently point to the fatigue fac-
tor as one of the most important,
yet most ignored, potential threats
to talent management and organi-
zational sustainability.

The answer likely isn't that or-
ganizations should strive for a
stress-free workplace — that's im-
practical. Yet, it is not sufficient to
just leave this issue to chance, or to
continue to demand more and more
from our employees. Talent manag-
ers have to find the balance.

I worked with a mining company
on a project to improve its human
capital planning and discovered the
organization was facing a short-
age of mining engineers and rising
turnover among its existing engi-
neers. The company was making
do with the engineers it had, which
meant giving every mine the nec-
essary engineering attention, but
nothing more. To do this, the com-
pany had to rotate engineers across
the mines at a faster rate than if
it were fully staffed. As a result,
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these engineers were constantly on
the move. They were under more
pressure, seeing their families less
and traveling far more than if the
company had a full complement of
engineers available.

How could talent planning address
this? We turned to another vital as-
set — the trucks that haul ore and

leave their organizations. Such
measures are seldom in the lexicon
of an organization’s leaders or tal-
ent management systems, yet they
provide the same early warning
about the deterioration of the min-
ing engineer as the maintenance
measures provided for trucks.

Yes, employees are tired, but hard

Employees are tired, but hard
work is not to be avoided. The key
is neither to push employees
beyond their limits nor to demand
so little you can’'t compete.

other materials around the mine.
Let's say a mine needs four trucks,
which allows each truck to be
driven at the optimal speed, keeps
wear and tear at optimal levels,
and allows optimal maintenance.
Truck health is measured relent-
lessly, including real-time speeds,
lubricant deterioration, tire pres-
sure and running hours. A mine
manager could make do with only
three trucks if they are run a little
faster, are allowed to depreciate
more and if the manager delays
maintenance. This would probably
even save money — in the short
run. Yet, all those aforementioned
measures ensure mine managers
never do this. They are held ac-
countable for optimal truck usage,
not short-run expedience.

So, why would a company tolerate
a shortage of engineers, with the
resulting pressure, stress, health is-
sues and turnover, when it would
never allow that for trucks? This
is even more troubling because
research in industrial psychology
and human resource management
has indicated measures of stress,
engagement, satisfaction and in-
tention can cause employees to

work is not to be avoided. The key
is neither to push employees be-
yond their limits nor to demand
so little you can't compete. Equip-
ment optimization means finding
the level of usage and maintenance
that is best for the truck and
its role. Employee optimization
means addressing the fatigue fac-
tor analytically with human capital
planning and measures, not just
opinions or hope.

Human beings are not trucks, but
doesn't talent deserve rigor on op-
timum health and productivity?
Shouldn't employee fatigue be as
much the focus of leader decisions
as truck depreciation?

John Boudreau is professor and research
director at the University of Southern
Cadlifornia’s Marshall School of Business
and Center for Effective Organizations, and
author of Retooling HR: Using Proven
Business Tools to Make Better Decisions
about Talent. He can be reached at
editor@talentmgt.com.
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Old. New.

The Talent Acquisition Executive Research Brief.

Acquiring new talent can be troublesome. Obtaining the right talent requires a commitment by organizations to
reskill and upskill employees, new hires and potential candidates. This Executive Research Brief is a condensed
study highlighting the findings from 266 organizations concerning their talent acquisition activities and initiatives.
Samples of topics addressed in this Executive Research Brief are:

¢ Alignment to business strategy. ¢ Expenditure on specific talent acquisition activities.
¢ Perceived availability of top talent. * And more!

For more information and to download your copy visit HumanCapitalMedia.com/newsstand
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[LEADING EDGE] by JacFitz-enz

To Be and to Become

I was blessed with low blood pres-
sure. This allows me, absent any
sense of guilt, to sit in my backyard
on a sunny afternoon with a good
cigar and read Bernard Darwin
On Golf while others flit anxiously
in pursuit of some ephemeral goal
even they cannot fully describe.

Although I expect one day soon I
will be coerced into purchasing a
Kindle or its kin, I thoroughly enjoy
the heft and texture of a good old-
fashioned book. But by the time my
2-year-old granddaugh-

ter enters elementary

school, she may not

have the pleasure of

holding a communica-

tions medium made

from a tree very often.

I pray I cannot yet be
viewed as an elder
statesman — though 80
is in sight — or worse,
an old fuddy-duddy, but
that impression may
prevail as I attempt
to make a connection
between enjoying lit-
erature in the backyard
and the purpose of talent manage-
ment.

My passion for such litera-
ture comes from having known
Abraham Maslow. In Toward a
Psychology of Being, Abe, as I
knew him, wrote of “being” versus
“becoming.” In short, he strove to
show the health-promoting and
soul-defining value of focusing not
on eternally striving only to at-
tain earthly goals, but rather on
dedicating oneself also to being the
best human being possible. He de-
scribed this state as a mensch.

Mensch is a Yiddish word mean-
ing a person of integrity and honor.
According to Leo Rosten, author
of The Joys of Yiddish, a mensch
is someone to admire and emu-
late, someone of noble character.
Before you rebut this ideal with
the practical facts of survival in
an organization, note that being a
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mensch does not preclude achieve-
ment. To become something grand
without being someone admirable
is a tragedy. The challenge and goal
is to do both.

We've all met accomplished people,
and we admire them. Conversely,
we see many who view life as being
solely about extrinsic rewards at
the expense of being about people.
This may begin to sound like the
quasi-philosophical rambling of the
aforementioned fuddy-duddy, but

To become

something grand

without being

someone admirable

i1s a tragedy.

let me share what I have learned
about leading people from nearly
four score years of triumphs and
tragedies.

Peter Koestenbaum, a retired phi-
losophy professor and executive
counselor who wrote on leader-
ship, has a model with two parts:
“self” and “others” — or internal
and external. The “self” is the “be-
ing” part. It is authenticity, which
includes vision, reality, ethics and
courage. This is the foundation of
greatness. With regard to the self
Koestenbaum said, “Unless the dis-
tant goals of meaning, greatness
and destiny are addressed we can-
not make an intelligent decision
about what to do tomorrow morn-
ing, much less set strategy for a
company.”

Koestenbaum’s others cover the
skills of dealing with and lead-

ing people. These are some of the
“becoming” traits. The truly great
leader is first an authentic human
being. Without that his or her ef-
forts will be perceived as false and
self-serving — think of Michael
Douglas in the movie “Wall Street.”
Today, I am forced to believe the
real Wall Street is bereft of men-
sches.

I've known only a few people who
exhibit both the “being” and the
“becoming.” One is Bob Noyce,
co-founder and vision-
ary of Intel. Bob was a
brilliant physicist and
businessman. The peo-
ple fortunate enough to
have known him would
also attest to his having
been an exemplary hu-
man being. He proved
you can be a millionaire
and still be a mensch,
although it is a struggle.

I had the good fortune
of having an authentic
man as a mentor when
in my 30s. His name
was Bill Howell. You've
never heard of Bill, but he was an
accomplished and admired Bay
Area businessman who taught me
the ultimate lesson in leadership.
One day he called me to his office
shortly after I had achieved a great
success for the company. He said,
“Jac, when we are successful, there
is glory enough for everyone. But
when we fail there are no heroes.”

His point — be a team player.
Whether one has low or high blood
pressure — you are worried or

carefree — the goal in life is to be
as well as to become.

About
the
Author

Jac Fitz-enz is founder and CEO of the
Human Capital Source and Workforce
Intelligence Institute. He can be reached
at editor@talentmgt.com.
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The Compensation and Benefits Executive Research Brief.

This Executive Research Brief is a condensed study highlighting the findings from 163 organizations about their compensation
and benefits activities. The findings show organizations are still struggling to determine the right reward mix for employees at all
levels. Surprisingly, 40 percent reported their compensation and benefits are not aligned with the business strategy.

Samples of topics addressed in this Executive Research Brief are:

¢ Alignment to business strategy. * How success of compensation and benefits programs is measured.
e Value to retaining top talent. * Awareness of competitive compensation and benefits programs.
¢ And more.

For more information and to download your copy visit HumanCapitalMedia.com/newsstand
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[MAKING IT WORK] by Marc Effron

Refuting the Experts

The past decade brought many
new ideas to the forefront of talent
management, including the advice
in Jim Collins’ book Good to Great
about the framework of strengths-
based leadership and the construct
of emotional intelligence. These
ideas’ proponents argue that their
concepts are backed by thorough
research. But when we test
their claims, we find the sci-

ence is either inconclusive,
controversial or contradicts
their assertions.

Let's start with Good to Great
— one of the most popular
management books in history.
Collins’ premise is that his
research has discovered a six-
step process that allows good
companies to become great
companies. His advice has in-
spired companies worldwide
to follow steps such as getting the
right people on the bus and discov-
ering their Hedgehog Concept.

However, only one of the 11
companies he cites as great has de-
livered above-market returns since
the book was published in 2001.
This suggests these six steps can't
sustain greatness even if they can
create it. Some scientists also argue
that firms included in his original
definition of great only met those
standards when their performance
was measured in a favorable way.

The fact that Collins’ ideas can't be
guaranteed to work doesn't mean
they lack value. In fact, many are
consistent with the advice offered
by other researchers and consul-
tants. Still, talent managers should
serve as the voice of reason when
executives decide to uncritically
follow Good to Great strategies
when the jury’s still out on their ef-
fectiveness.

Emotional intelligence is another
attractive concept with inconclu-
sive science. Popularized by Daniel
Goleman in Emotional Intelligence,
the theory proposes that emotional
intelligence (EI) is a unique con-
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struct — different from general
intelligence (IQ) or personality. One
of its definitions is that EI mea-
sures one’s ability to perceive, use,
understand and manage emotions.

The fact that EI has multiple
definitions hints at the larger
controversy. Since its introduc-

Talent
management
practitioners
should serve

as the voice
of reason.

tion, personality psychologists
have hotly debated its very exis-
tence. Their criticisms include that
there's no agreed-upon definition
for EI or consistent way to mea-
sure it. They also argue there's no
proof EI is actually different from
1Q or personality. Further compli-
cating the debate is the question of
whether EI, if it exists, is a trait —
personality based — or a state — a
changeable behavior.

Most important for talent manag-
ers is that little evidence exists that
EI has any unique impact on indi-
vidual performance or leadership
effectiveness. While it seems intui-
tive that one’s ability to recognize
and regulate emotion must contrib-
ute to effective leadership, where
research has tested that assertion,
it has proved it false.

Lastly, the concept of strength-
based development was originally
proposed in First, Break All The
Rules by Marcus Buckingham and
Curt Coffman. It suggests an ex-
clusive focus on one's strengths
— knowing them, building them
and finding places to apply them is
the key to sustained career success.

Leading personality scientists ar-
gue there are three barriers to the
correctness of the strengths-only
approach. First, most people have
fewer strengths than we might
think. Only 39 percent are stronger
than their peers in more than five
management competencies, and
those typically aren't the compe-
tencies that differentiate great
performers or fit with a com-
pany’'s needs. So, assuming
strengths alone will carry a
person doesn't work for most
of us.

Second, science is clear that
many management derail-
ers are overdone strengths.
This means too much focus
on our strengths can create
a weakness. Third, ignoring
weaknesses is often the pri-
mary cause of career failure.
In fact, it's challenging to identify
CEOs or senior leaders who failed
because they had not focused
enough on their strengths.

Again, because an idea isn't proven
doesn’'t necessarily make it the
wrong tactic for a talent manager
to embrace. It's fair to experiment
with emerging ideas or to decide
that the body of proof for a concept,
while not reaching scientific stan-
dards, is sufficient.

As practitioners, our challenge is to
make these decisions critically, not
to blindly accept the claims of those
commercially tied to a specific con-
cept. Our companies look to us for
advice on investing the scarce re-
sources available for development.
We owe it to them to be thoughtful,
science-based consumers.

Marc Effron is president of The Talent
Strategy Group and author of One Page
Talent Management. He can be reached
at editor@talentmgt.com.



¢¢ My HR skills made me a
team player.

Notre Dame’s Online Executive
Certificates helped me become
a team leader. 99

Transition From Technical Expert to Effective Leader: Master In-Demand Skills
In Leadership, Management and Negotiation in 8 Weeks — 100% Online.

Executive Certificate Series
Reach your potential and re-energize your
11 2 career with U.S. News-ranked Notre Dame.
11 Engage yourself in the convenience of online
xecuive Cerd o learning, as renowned Notre Dame program
j faculty reveal the secrets to achieving greater
. success by attaining superior interpersonal
Wl.)r}dReport and interdisciplinary skills.

Top-Ranked Excel in Three Critical Areas:

v’ Leadership & Management
v" Negotiation
v’ Business Administration

& Take Your Career Farther!
Call Today and Learn How to Save Over 15%

800-944-5166 | NotreDameOnline.com/TMMHR

EXPERIENCE, EXPLORE, EXCEL!

Learn the secrets to becoming
an effective leader with a
FREE CLASSROOM LECTURE
plus much more!

Visit: NotreDameOnline.com/TMMHR

© 2011 All Rights Reserved. Made Available by University Alliance® — The Nation's Leading Universities Online. SC: 196024zd1 | MCID: 13358
Company, products and service names may be trademarks of their respective owners. The University of Notre Dame partners with the University Alliance to present programs through NotreDameOnline.com.
Though the partnership, Notre Dame provides the program faculty and content, and University Alliance manages the marketing, enroliment, fulfillment and technical support.

e UNIVERSITY OF

NOTRE DAME
Mendoza College of Business

Executive Education

o TRADITION. ACADEMIC EXCELLENCE. ONLINE CONVENIENCE.



110z 1sndny

Narendra Patil

Tell Me About Me

Talent managers should emphasize the importance of
employees receiving social feedback from co-workers,
coaches, mentors and others to uncover hidden talents.

mployees ping, tweet, post, “like,” chat

and share every day. Although they can

pick their social media outlet, be it Twit-

ter, Facebook, LinkedIn or the like, they

are part of a culture in which social net-
working sites are ubiquitous. Because of this trend,
organizations spanning all industries are examining
how these tools can be used to solve real business prob-
lems. Specifically, the idea of social business is spilling
into HR departments, opening the door for a more col-
laborative approach to the way talent managers work.
To illustrate how a social networking mindset can be
effective in talent management, consider the following
example.

In 2002, the Oakland Athletics (A's), with an approxi-
mate payroll of $40 million, were competitive in the
American League with larger market teams such as the
New York Yankees, who spent more than $126 million
in payroll that season. Despite the A's lower budget,
they were able to grab key players who helped the
team finish first in the American League with 103 wins.

How the A's pulled this off highlights a valuable lesson
for the HR industry. The team was able to spot play-
ers undervalued by the market and unleash their skills
for the team's benefit, a skill missing from many HR
departments. More often than not, professional sports
scouts have clear visibility and insights into their orga-
nizational talent as well as the development trajectory
of key players. This has much to do with the fact that
those within professional sports constantly receive
social feedback through coaching and mentoring, and
actively network within the baseball ecosystem.

Corporate talent managers can learn from their pro-
fessional sports counterparts and take steps to gain
visibility, uncover hidden talent and develop underval-
ued assets by developing the organization’s information
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brokers and key talent, and give business executives
a sustainable competitive advantage. Relying solely
on traditional talent metrics and performance man-
agement data is not sufficient to promote employee
success. Instead, talent leaders should emphasize the
importance of receiving social feedback from co-work-
ers, coaches, mentors and others to uncover unique
characteristics and hidden talents. Managers can then
gather additional information about the employee, and
combine performance management data with word-
of-mouth information. For instance, talent managers
can start looking at social feedback such as how con-
nected, respected and influential an employee is in the
business network to identify additional strengths or
areas that require development or correction.

Social feedback from an individual's network benefits
both employees and their managers. The HR team's
ability to uncover and refine undervalued and hidden
talent, create a high-performance culture, fast-track
high potentials and develop leaders in line with a
company's growth agenda has a direct impact on com-
petitive agility and the success of their businesses.

All information can be used to make important talent
decisions about an employee related to areas such as
hiring, firing and promotions. For example, instead of
relying solely on annual or biannual performance re-
views, organizations should look to implement a social
networking infrastructure that enables them to gather
social feedback about an individual's performance
year-round. Having each piece of information add a dif-
ferent nuance to the evaluation process can help teams
develop more effective employees. As talent managers
examine their increasingly global, connected, mobile
and multi-generational workforce, considering differ-
ent sources of social data can help them identify how



social networking might play a greater role in aligning,
nurturing and engaging top talent.

Social Capability and HR Process

Social feedback is just one example of how social net-
working is transforming the way we work. Many of
the core HR processes, including performance reviews,
goal alignment, succession planning and compensation
management, can be transformed to achieve greater
business results.

For example, most companies are still stuck in the habit
of using traditional annual report cards. UCLA profes-
sor Samuel Culbert wrote in The Wall Street Journal
that organizations should “Get rid of the performance
review! It destroys morale, kills teamwork and hurts
the bottom line.” Culbert goes on to say the tradi-
tional performance review is “a one-side-accountable,
boss-administered review [that] is little more than a
dysfunctional pretense.”

Many employees agree. They feel a once-a-year per-
formance feedback comes too late and doesn't serve

a purpose in correcting behavior or aiding in develop-
ment. Further, employees often think appraisals rely
too much on a manager's memory, thus ratings are
often based on only the most recent events. Since the
review feedback comes directly from senior manag-
ers within the organization, the review does not fully
capture all the work employees have performed with
cross-functional teams, for instance. This can lead
employees to view the annual performance review in
the same way they did annual report cards from their
grade school years — as something to be dreaded. As
a result, the organization is left with disengaged, pos-
sibly disgruntled employees and a costly misalignment
of resources and business objectives.

Social performance management can eliminate many
of these pain points by leveraging social networking to
increase user adoption and frequency of use to help de-
liver the ROI from the solutions. In this approach, an
organization uses social performance tools to examine
employees and their connections to the internal social
networking community. For example, by looking at how
much an employee comments, rates and tags items,

talent management magazine ~ www.talentmgt.com
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HUMAN CAPITAL

COMPENSATION AND BENEFITS

Compensation and Talent
Strategies That Minimize Turnover

iven recent economic indi-
cators, most economists are
now cautiously optimistic
that we are on a solid, albeit
slow, road to recovery. While
this is good news for the
economy overall and for in-
dividual businesses, a recovery also carries some
hidden risk, notably turnover, particularly among
your most talented employees. Now is the time to
mitigate that possibility with attention to specific
talent management strategies. Taleo Corp. be-
lieves talent management professionals should
pursue three related strategies:

« Perform a talent audit to identify critical roles
and skills, flight risk, bench strength, top per-
formers and high potentials.

« Invest in employee engagement strategies, in-
cluding compensation, to improve retention of
your existing team.

« Eliminate financial incentives as a reason for em-
ployees to leave, and “sweeten the pot”in terms
of job activities and development opportunities.

TALENT AUDIT FOR
TALENT INTELLIGENCE

A talent audit is a critical first step in understand-
ing your risk profile and where you need to invest
time, energy and capital to limit your turnover
risks. Recent research shows most companies do
not have this data today. Research conducted in
2010 by Taleo and the Human Capital Institute
shows that just 22 percent of companies captured
and surfaced flight risk potential, and only 35 per-
cent had a clear picture of bench strength. Most
companies don't include pre-hire employee data
in an employee profile — if they have an employee
profile at all. Your first step to mitigate turnover
risk, therefore, should be to get a clear and de-
tailed picture of your talent ecosystem.

DOES COMPENSATION
DRIVE ENGAGEMENT?

While it might be counterintuitive, multiple
studies have shown that improving compensa-
tion does not always improve performance or
engagement. For professions requiring manual
work, like manufacturing, pay-for-performance
has been shown to motivate higher levels of
engagement and performance. By contrast, for
areas driven by knowledge work, like software
engineering, pay-for-performance can actually
decrease engagement by turning intrinsic moti-
vation into external expectation.

Volumes of research support this odd dynamic
where tying pay to performance will create dif-
ferent, and unanticipated, results depending on
the role.

WHAT REALLY DRIVES ENGAGEMENT?

While engagement is very personal, there are
some universal drivers and some demographic
drivers. Universal drivers of engagement include

SPECIAL SUPPLEMENT
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autonomy, self-direction and the opportunity to
develop mastery. In a workplace setting, other
key factors include manager investment in em-
ployee development, the opportunity to learn
new skills and take on new roles, and relationship
with peers.

In addition to the universal drivers, there are
some specific drivers within the baby boomer/
Gen X/Gen Y continuum. For baby boomers, key
engagement drivers are money, title, seniority
and office location. Contrast that with the Gen
X crowd, where the levers are understanding of
how their work is aligned with the company’s
mission, self-managed career directions and
more flexible types of rewards. For the Gen Y
folks, research shows that recognition is one of
the biggest drivers of engagement, along with
continuous development of skills and aligning
company and personal goals.

GETTING COMP RIGHT

There are two areas you should consider when
thinking about compensation strategies for em-
ployee retention. The first is taking the financial
element of compensation “off the table” as an
employee concern. Simply put, make sure your
compensation strategies, especially for knowl-
edge workers or anyone who does “thinking”
work, are crafted so employees aren’t fixated on
perceived inequities. One basic step is to ensure
your strategies are comparable to the broader
financial compensation landscape of your indus-
try. This reduces the tendency for employees to
jump ship when they see that the grass isn't al-
ways greener regarding compensation.

Once you've nailed the financial piece, it's on to
the really exciting part of the compensation pic-
ture, where you can focus on designing the work
so that the work itself is the comp — that people
are rewarded through challenging work assign-
ments, stretch activities, job rotation, training
and development, opportunities to contribute
their ideas, opportunities to pursue their own

mastery, self-direction, etc. This is ideal to appeal
to the newer generations of workers who are fo-
cused on the “me” aspect of a job.

This sounds easy, but execution can be challeng-
ing, especially without technology enablers to
support the strategy. As shown by the different
suggestions above, an integrated technology
strategy — one where processes and data are
seamless between the different facets of talent

management — is essential. When your tech-
nology partner is best-in-class in every talent
management area, you'll reap the benefits of the
work you've put in to craft your strategies and
processes.

These strategies and investments are not just
short-term fixes to help you avoid the risk of loss
today; they are the ones that will drive higher
engagement and minimize turnover in your or-
ganization. <

To learn more about Taleo please visit
www.taleo.com.

Taleo >
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Christine Eberle

Companies often need to change their organiza-
tional design to accommodate adoption of social
media. For example, a company with a regional hu-
man resources model — with an HR representative
resident in every location — could centralize its HR
organization and create a shared services group and
use social media tools to make this happen. Instead
of having employees wander down the hall to talk
to an HR manager, employees could make a phone
call or schedule a chat via social networking with a
person from the shared HR group.

Making a change like this requires not only a shift
in the way people work, but a cultural shift to get
people comfortable with the concept of collaborat-
ing in ways other than meeting face to face. Talent
leaders will need to break down barriers between
departments and functions, and get people to reach
across the organization for information and deci-
sions rather than staying within their own comfort
zones.

Whenever there is change afoot, employees will
invariably ask: What's in it for me? They will be
more willing to collaborate and accept social media
initiatives when they understand the benefits. Fur-
ther, traditional reward and incentive models may
no longer work for employees interacting through
social media channels. For instance, to be effective
incentives need not be strictly monetary; some in-
dividuals respond well to opportunities to obtain
mentoring, coaching and recognition.

There are three major challenges facing companies
attempting to deal with the rapid acceleration of so-
cial media from a talent management perspective:

Scaling talent needs: Since social media is a rela-
tively new phenomenon and has grown so rapidly,
there is a shortage of talent with the requisite ca-
pabilities — including customer service, data
management and analytics — to work effectively in
a social media environment. Organizations may find
it easy to structure and staff a social media pilot but
difficult to manage at scale. It is important to recog-
nize the difficulty of staffing social media channels
from existing talent. A good talent management
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Organizing Around Social Media

strategy, encompassing new job definitions, hiring
profiles, revamped training, rewards and incentives
is necessary to grow the capability successfully.

Knowledge management capabilities: As social
media and networking channels grow, knowledge
management content tools must be updated with
external sources of content. Employees need reliable
information. Companies that use online forums, for
instance, may see one customer counseling another
on how to solve a problem. It is difficult to cap-
ture this type of information, since the sources are
always changing and the data is typically unstruc-
tured. Therefore, companies must create policies
and methods for workers to access and use such
content, while also teaching employees how to use
judgment regarding the quality and appropriateness
of the information they find.

Flexibility and anticipation: Social media channel
preferences are always changing. Employees must
adapt to these changes as well. Talent managers
should encourage those who work with social me-
dia to stay on top of a dynamic environment and to
adapt the work they do to reflect changes in social
media usage and patterns.

Many of these challenges can be addressed through
a comprehensive human capital strategy. Talent
managers should recognize the need for changes to
recruiting, organizational design, learning, technol-
ogy, and rewards and incentives. To accomplish this,
leadership must commit to a strategy to adopt social
media and convey its benefits throughout the orga-
nization.

Social media savvy should be identified as a nec-
essary skill for professional development and
incorporated into the company’s overall talent
strategy. The strategy must celebrate, rather than
discourage, different approaches to gather and com-
municate information. T™

Christine Eberle is a senior executive for the Accenture
talent and organization performance practice and a
contributor to The Social Media Management Handbook.

She can be reached at editor@talentmgt.com.



how many people “follow” that employee, and how ac-
tive the employee is in the community, managers can
find the key information brokers within an organiza-
tion. These information brokers can then be placed in
coaching and mentoring roles, allowing the organiza-
tion to benefit from their natural skill. As coaches or
mentors, these individuals can lend commentary and
feedback to employees within the organization through
a social layer as well in a traditional, in-person fashion.

Too often, an employee only receives direct feedback
from a handful of people. The mentoring and coach-
ing available through the social performance approach
builds a high-performance culture where everyone's
feedback counts, not only that from a direct man-
ager. Continuous and honest feedback from the entire
business network allows managers to immediately rec-
ognize valuable contributions to the organization and
coach the team members to improve performance and
achieve rapid alignment. This helps managers foster
ongoing, constructive feedback and timely actionable
coaching so employees can improve

their performance more quickly.

Essentially, social performance man-
agement captures the 360-degree
feedback that happens every day in-
stead of completing a random, formal
process with a few chosen co-workers.
With this constant feedback, man-
agement can more easily ascertain
whether employee performance is
aligned with business goals and can
more swiftly make necessary changes
to ensure business objectives are being
achieved.

Gaining Talent Insight

Talent managers know ongoing dialogue between a
manager and an employee helps the employee under-
stand the direction for his or her work, which can drive
engagement. The continuous feedback fostered in the
social performance approach eliminates any surprises
from the annual review. It could even eliminate the an-
nual review or change its format to something more
valuable. Continuous reviews and feedback are fairer
and more actionable. Employees feel empowered since
managers are not just communicating bad news, but
instead are demonstrating a clear interest in improving
performance by offering actionable coaching and con-
nections to experts and mentors.

To create bench strength for critical positions, talent
managers must gain insight into their organization’s
talent. It's critical to identify gaps in the talent pool.
By leveraging the enterprise social network, manag-
ers can uncover talent within the company that is not
apparent on a resume or in a job description and gain
visibility into the capabilities missing from their orga-
nization that must be filled.

Apart from domain knowledge and functional ex-
pertise, the know-how and connections from key

stakeholders play a critical role in new employees’
success. Forming support networks of employees who
can attend new-hire training programs together, and
lean on each other to help navigate within the organi-
zation, is playing an increasingly more critical role in
faster on-boarding. Further, social networking allows
new hires to connect with the right stakeholders, ex-
perts and mentors to leverage the power of community
and rapidly build competencies and tacit knowledge
needed for success in their new jobs.

These connections not only help new employees, they
also act as great tools for a company's current employee
base. We know that in a world where knowledge is
constantly becoming outdated, people learn best from
each other. This is critical for all employees’ success,
from entry level to executive. With social network-
ing capabilities such as tagging, sharing, feedback and
bookmarks, learners rely on user-generated experien-
tial insights to keep content relevant. Both new and
incumbent employees can informally access experts

The mentoring and coaching available

through the social performance approach
builds a high-performance culture where
everyone's feedback counts, not only that
of a direct manager.

and mentors within the organization, allowing em-
ployees to unlock and transfer tacit knowledge through
mentoring, coaching and social learning vehicles such
as virtual classes.

Beyond social feedback, social performance manage-
ment fosters both collaborative and performance
processes to help companies rapidly align corporate
goals, engage employees and drive better business
outcomes. It helps uncover hidden talent within the
organization, create employee retention plans and re-
ward key information brokers for their contributions,
which encourages them to engage with the organiza-
tion and their peers further.

A change can happen within talent organizations just
as it did with the A's in 2002, when the team was able
to accelerate development of its rookie players and
turn undervalued hitters into run-producing power-
houses. Corporate talent organizations can knock one
out of the park by bringing these values into their com-
panies. All it takes is a shift in the way companies think
about mixing “social” with talent.

Narendra Patil is senior director at Saba Software. He can be
reached at editor@talentmgt.com.
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The Measuring Stick

Mike Brennan

To increase competitive advantage, talent managers must
build and measure a diverse workforce that can execute
across various functions, business units and geographies.




s the saying goes, you can only man-

age what you measure — and that is no

different with diversity. Leaders at high-

performing organizations are expected to

have a firm understanding of their com-
pany's position on talent management generally, and
diversity specifically, not just from a legal perspective,
but as a means to move the business forward. To assess
a company's performance in this area, however, talent
leaders must be able to effectively capture, report, ana-
lyze and share diversity data.

While most large enterprises have paid some attention
to diversity in terms of compliance, many struggle to
get an accurate picture of their workforce’s diversity.
However, this has begun to change in recent years as
companies’ ability to collect and manage employee
data as part of their talent management practices has
matured.

A Broader Definition of Diversity

Diversity centers on a belief that every person, regard-
less of factors such as race, gender or age, is entitled
to the same privileges and opportunities. While that
belief continues to be important, workplace diversity
has evolved to include more than just demographic
concerns.

In talent management, diversity also must encompass
the perspectives that come from employees’ different
skills, personality traits, education, work experience,
geographic background, social networks and career
aspirations. Many companies started their diversity
programs because it was the right thing to do legally
and socially, but they have found that diversity also
promotes business success, especially in a global mar-
ketplace.

Take Fairmont Hotels & Resorts, a hotel brand that
boasts landmark locations such as London’s The Sa-
voy, New York's The Plaza and Shanghai’s Fairmont
Peace Hotel. Owned by FRHI Holdings Ltd., a global
hotel company with more than 40,000 colleagues and
more than 100 hotels under the Fairmont, Raffles and
Swissétel brands, Fairmont has established a reputa-
tion for delivering warm, personalized service.

“As a global hospitality company with properties all
over the world, we have to be a diverse organization,”
said Kim Van Pelt, executive director of talent man-
agement for Fairmont Hotels & Resorts. “For instance,
with new hotel openings like the Fairmont Jaipur in
India and Fairmont Makati in the Philippines, we must
ensure these hotels are staffed with an optimal mix of
local talent who know the culture as well as experi-
enced expatriates who know Fairmont's positioning,
practices and brand story.”

At office supplies company Staples, diversity’s impact
also goes beyond traditional demographic tracking and
legal compliance efforts to drive business results. “We

use a broader set of diversity data to better develop and
manage our associates, so they in turn can deliver a
better experience for our customers,” said Joy Errico,
director of diversity and inclusion at Staples. “We also
incorporate diversity into our succession planning,
particularly for leadership positions, to ensure we re-
tain the right mix of skills, knowledge and experience
required to grow the company.”

Key Organizational Drivers and Benefits

As both Van Pelt and Errico indicate, the importance of
workplace diversity is multi-faceted. In addition to en-
suring compliance with regulations enforced by bodies
such as the Equal Employment Opportunity Com-
mission, talent leaders looking to validate diversity
initiatives within their companies can point to several
organizational drivers and benefits:

* A larger talent pool: Access to a larger talent pool
is one of the biggest advantages of having an employ-
ment culture that supports diversity. Individuals can
be recruited and developed based on competencies
required to perform in a specific job, whether that
job exists today or will be deployed in the future to
capitalize on a growth opportunity.

The Medici effect: In the words of author and
innovation thought leader Frans Johansson, “Di-
versity drives innovation.” Groups of employees
working on projects or initiatives across functional
and geographic boundaries can draw on the varied
backgrounds, experiences and skills of their col-
leagues to increase learning and execute tasks more
effectively — not to mention gain a greater under-
standing and appreciation for different parts of the
company.

Corporate citizenship: Diversity programs can
enhance a company’s brand in the communities in
which it operates for customers as well as prospec-
tive employees.

Staples’ Errico emphasizes the importance of diversity
as an organizational asset, pointing to the benefits it
can have in talent attraction and retention. “Staples’
size, business mix and geographic breadth are all assets
to us as an employer. We leverage those assets through
diversity and inclusion by mobilizing people — across
functions, business units, even geographies — not only
to meet our business demands, but also to support our
associates’ career development and aspirations,” she
said. “We believe every one of our associates can have
a lifelong career at Staples doing many different things
if they wish.”

At Fairmont, the company implemented its talent
management strategy with supporting technology in
part to better manage diversity. According to Van Pelt,
beyond tracking standard demographics across the
organization, the company believes its diversity initia-
tives will lead to increased colleague engagement and
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guest satisfaction, which the company tracks through
its performance management system.

“Those are two key business metrics we'll include in
our diversity measurement,” Van Pelt said. “Leveraging
our diverse workforce by placing the right people in
the right opportunities is a competitive advantage that
we'll continue to drive across our business globally.”

The Challenges of Measuring Diversity

Managing diversity often is easier said than done. Many
organizations do not have the data required to under-
stand their diversity position, which hampers their
ability to make decisions and take action. For instance,
a company may not capture information on gender or
ethnicity in its talent management systems because its
talent managers have not been trained to do so.

Enabling this kind of diversity-centric talent decision
making requires that organizations be able to effec-
tively capture and maintain diversity data across the
enterprise. Consider some of the issues organizations
face related to diversity data management.

* Accurate entry of diversity data: Like most data,
the most accurate source is typically the subject — in
this case the employee. Organizations should lever-
age self-service technology as much as possible.

Gathering demographic data that prospective
and existing employees are not legally required
to provide: HR people should be trained to capture
this data through a visual analysis.

Generating the reports needed: This should not be
too difficult. Even if a system does not generate the
reports needed, an analyst should be able to dump
the data into a spreadsheet or specialized business
intelligence tool where it can be manipulated and vi-
sualized.

Defining appropriate access to diversity data
and reports: Any data that is reported is also dis-
coverable. Therefore, it should be displayed to select
members of the company. This may include HR
representatives who wish to ensure the workforce
makeup matches the makeup of the customer base.
The select members also may include legal repre-
sentatives who need the information to pre-empt or
defend against litigation.

“Having comprehensive data and, more importantly,
secure access to the data, gives us a broader view of
the organization when looking at succession planning,
building our bench and considering employees for
movement across the company,” Errico said.

As with most talent management initiatives, technol-
ogy is a key enabler to manage diversity. Any talent
management infrastructure should include business
intelligence capabilities to address both compliance
requirements and the complex management reporting
required to successfully implement and monitor diver-
sity objectives. Many large and mid-sized companies
already have these technologies in place. They include:
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* HR management systems (HRMS), which are typi-
cally the system of record for demographic and other
basic employee information, such as supervisory re-
lationships.

* Performance and succession management systems,
which organizations use to capture talent-related
data, such as education, competencies, potential or
mobility.

* Business intelligence tools, which may combine data
from multiple systems for secure, role-based data
mining and reporting. This includes the ability to vi-
sualize data in reports, scorecards and dashboards.

Flexible reports and dashboards can help reinforce di-
versity objectives and quickly identify diversity as well
as risks and issues throughout the organization, giv-
ing talent and business leaders actionable information
and decision support. Common metrics used as indica-
tors of diversity management when a diversity filter
is applied to compare different populations include the
following:

* Staffing by level.

* Employee engagement indices.
¢ Turnover.

* Number of hires.

* Average total compensation.

Other metrics commonly used to examine diversity in
demographic and non-demographic traits typically fall
under bench strength or mobility monikers and include
the following:

* Performance rating distribution.

* Potential — to take on next role — rating distribu-
tion.

* Readiness — to take on next role — distribution as
measured in months or years.

¢ Promotion rates.

* Internal transfer rate — both across functions and
locations.

* Number of years of experience — both inside and
outside the organization's field.

To roll up metrics like these into dashboards and re-
ports that provide organizational views into talent and
diversity and inclusion, many organizations have im-
plemented employee talent profiles or online resumes
to provide a single view of who an employee is. Talent
managers need only reference LinkedIn's recent $4.3
billion IPO to get a sense of the value of profiles like
this. Some have implemented profiles as part of their
investment in integrated talent management systems.
Others have built this functionality on top of their core
HRMS.

Organizations that have implemented these profiles
over the past few years are now managing them in da-
tabases that are both searchable and secure, meaning
parts of the profile are visible or editable by only some



people based on permissions associated with
their role. These talent profiles are based on
data collected in talent management processes
throughout the employee lifecycle — from
pre-hire and on-boarding to development and
deployment to succession planning and ter-
mination. For many, these searchable profiles
have become a representation of the organiza-
tion’'s talent supply.

“One of our biggest diversity challenges has
been identifying opportunities for our [em-
ployees] to support our growth and sourcing
for external talent when necessary,” Van
Pelt said. “Providing greater insight into our
workforce’s diversity in terms of potential,
previous experience and information such as
geographic preferences has been a business
driver of our investments in talent manage-
ment technology.”

Most HR and business leaders agree that
leveraging employees’ backgrounds, skills, ex-
periences and knowledge can support overall
company productivity and growth. Further,
many companies have recognized that diver-
sity and inclusion contribute to their bottom
line by driving innovation, increasing reten-
tion, reducing hiring and training costs, and
building a reputation or brand that attracts
new employees.

In today’'s competitive global business envi-
ronment, managing a diverse workforce is a
requirement for success. It extends beyond
legal compliance and must be built into orga-
nizational planning and strategy, in alignment
with corporate goals. Diversity should be
woven into all talent management activities
so organizations can reap the benefits of a
broader talent pool.

Any mid- to large-sized company that wants
to implement diversity programs should le-
verage talent management technology to help
measure and manage its diversity information.
Talent leaders can start by capturing basic de-
mographic information. Then, they should
define what other dimensions of diversity
matter, and start capturing that information.
By doing so, an organization can more easily
achieve or maintain its industry leadership po-
sition and drive shareholder returns through
access to larger talent pools, sources of innova-
tion and corporate citizenship.

Mike Brennan runs the KI OnDemand business for
Knowledge Infusion, an HR consulting organization.
He can be reached at editor@talentmgt.com.
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Leading and managing require
executives to tap into different

strengths. Talent managers can help

them reconcile these strengths,
maximize their performance and
engage those around them.

Herb Greenberg and Patrick Sweeney

eaders who moved their organizations

successfully through fall 2008 into

2009 were challenged like never be-

fore. Many of their difficult decisions

left painful memories. The world was
changing, and leadership had to change as well.
Strengths many leaders and managers didn't
know they had came to the surface. Likewise,
limitations became more apparent as many lead-
ers found themselves with their backs against the
wall.

As senior leaders and executives start to move
away from that wall and reflect on all that has hap-
pened, it is important for them to not only consider
the business lessons learned, but to ask what they
have learned about themselves as leaders. How did
they prevail through the uncertainty of the Great
Recession? When were they managing? When were
they leading? What is the difference?

When considering the answers to these questions,
it often can be easier to pinpoint management
tendencies. There is a list of activities such as an-
alyzing profit margins, creating a marketing plan
or selecting an insurance broker that executives
do when they manage. When they are leading, it's
more about being. Leading is creating and sharing
a vision for what can be. It's creating an environ-
ment where new achievements can be realized.

In 1989, Warren Bennis, author of On Becoming
a Leader, said: “Managers do things right, while
leaders do the right things.” When executives are
managing, they are implementing. When they are
leading, they are initiating.

That raises the fundamental question of how time
is spent. How much time are executives spending

leading, and how much do they spend managing?
Most executives spend their time in both worlds.
Success requires a balance of managing and leading.
What is most important is to recognize the differ-
ence between the two and to know the qualities
executives draw on to succeed in each situation.

Managing as a Leader

Leaders who succeed often share many of the same
qualities, and talent managers often recognize
these same qualities in top-performing managers
destined to rise through the ranks into leadership.
But the qualities that distinguish the best managers
from the best leaders do have some critical differ-
ences.

First, the similarities: The best managers and
leaders are often bright, empathic, assertive and
persistent. They are open to new ideas, intrigued
by analyzing situations, solving problems, thinking
strategically and creating new solutions. They also
like to work quickly and multi-task.

Now the differences: Leaders are less willing to fol-
low the status quo than managers. Leaders are also
less willing to accommodate others, less concerned
with being liked and are more interested in moti-
vating others than in pleasing them. Those qualities
allow them to make tough decisions and to commu-
nicate in a clear and straightforward manner.

It is important to understand that when executives
are managing, and when they are leading, they are
tapping into different aspects of their core person-
ality. The more executives understand the different
strengths they are using when they are managing
and the unique qualities they call upon when they
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are leading, the more flexible, versatile and effective

they will be.

For example, top-performing leaders may draw on their
creativity and risk-taking when they come up with a
novel idea for a product or service. Or, they might tap

Winning Hearts

Nancy Dearman

“To succeed,” professional football legend Tony Dorsett
said, “you need to find something to hold on to, some-
thing to motivate you, something to inspire you.”

Truer words have rarely been spoken. People often
change when they are shown a truth that influences
their feelings, not because they are told to or given
volumes of data in favor of a switch. Yet all too often,
as leaders map out a path to transform their organiza-
tions, they leave emotions behind, turning instead to
spreadsheets and statistics to convince employees to
start doing things differently. Talent managers must
remind leaders to appeal to people’s hearts as well as
their minds to motivate change.

The point is not that careful, data-driven analysis — a
memo outlining the financial benefits of a merger, for
instance, or a workplace productivity survey — is not
important; it certainly is, and it can set thinking in mo-
tion. But seldom does it unleash the kind of enthusiasm
and excitement essential for significant, sustainable
changes in behavior. That sort of radical shift can only
come from an appeal to both the head and the heart,
when people think and feel positively about the oppor-
tunities that lie ahead.

One way to tug the heartstrings is to craft a compelling,
positive vision. In an email sent to staff members in
January, Andrew Mason, CEO of online retailer Grou-
pon, challenged his employees to build “one of the great
technology brands that define our generation.” A lofty
charge, but certainly inspiring.

However, inspiration alone does not spur action. Lead-
ers also must connect with their people on a human
level to understand their feelings and communicate to
every employee the integral role they play in achieving
the organization's goals.

In 2006, Ford Motor Co. — hemorrhaging some $17 bil-
lion a year — tapped Alan Mulally to resuscitate the
storied automaker. Mulally visited countless assembly
lines and vehicle plants, introducing himself to work-
ers, listening to their aspirations and their frustrations,
and explaining how each of them, as individuals, fit
into his new vision for the company.

By creating that human connection, Mulally demon-
strated that he would not dictate change from above,
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into their assertiveness and drive to gain buy-in or to
convince others to follow a vision. Then, when leaders
are mapping out how to turn a vision into a reality the
necessary management strengths kick into high gear.
Organizational skills, the ability to identify the right

and Minds

but work toward it alongside his employees. Five years
later that collective effort helped launch Ford's profits
to its highest levels in more than a decade.

The most effective leaders do not check their personal
engagement at the door, either: Captivating drivers
for change also come from outside an organization.
As Bill Gates said in his book Business @ the Speed
of Thought, “Your most unhappy customers are your
greatest source of learning.” Encouraging employees
to connect with their customers — particularly those
with strong feelings about the firm's offerings — and
engaging with them on a personal level, can be a pow-
erful catalyst for change. For example, an IT executive
who sits down with customers may learn of their dis-
satisfaction with aspects of his company’s electronic
billing system — issues that weren't reported on any
feedback form — inspiring him to look for ways to
make billing practices more manageable for users.

Still, human behavior is hard to change, and without a
change in individual behavior, organizational change is
impossible. Leaders can help create sustained organiza-
tional change by ensuring individual behavior changes
are internalized, celebrated and continuously shown
to yield to positive results. They can create short-term
goals for different teams that are lauded by senior lead-
ers at company meetings or rewarded with a personal
note of appreciation from the CEO to each team mem-
ber. They could use video to make a visual connection
between internal changes and external results by film-
ing a key customer talking about how much happier
they are with the firm's services now than in the past.

Leaders must be enthusiastic and persistent to connect
employees emotionally to the big opportunity. “You've
got to talk about change every second of the day,” Jack
Welch, the former GE chief, told Fortune in 2001.

With repeated, consistent appeals to both head and
heart, transformation, innovation and inspiration be-
come the lifeblood of an organization. And, in time, so
will success. T™M

Nancy Dearman is the chief executive officer of Kotter
International, a change company. She can be reached
at editor@talentmgt.com.




people to work on a project and a drive for results will
come to the forefront. When that happens executives
are running on all cylinders.

The more executives know about themselves in each
of these situations, the more readily they can connect
with their inner strengths. The more they connect
with their inner strengths, the easier it is for them to
connect with the strengths of others.

Consider the following example. Skip Cimino, CEO of
Robert Wood Johnson University Hospital, explored
management and leadership roles in various capacities
before coming to Robert Wood Johnson. Being at the
helm of the hospital is his first foray into health care,
and he said what he has learned about himself by ex-
amining how he manages and leads has prepared him
to perform effectively as the chief executive.

“All of those opportunities as a leader, quite frankly,
gave me the benefit as well as the experience coming
into this role as to how to shape, lead, nurture, guide
and direct the management team here to seek the input
as well of the employees,” he said.

Cimino said he knows what leading is and what it isn't.

“It's not about the leader standing in front of the pack,”
Cimino said. “Yes, your responsibility is to help lead,
shape, guide and direct, but you can't do that as an
individual to move any organization, particularly an
organization of size. It takes lots of people working to-
gether in a harmonious fashion to make it happen.

“I've found that leadership is not something you can
designate or anoint. Leadership is about the willingness
of individuals to want to step up, take responsibility,
become accountable, accept risk and move forward.”

That is not to say leaders have to have all the answers,
but they do have to continually ask and come up with
the right questions for themselves and others. Those
questions are different from the ones asked in school.
As students, many people are taught they are supposed
to have the right answers. When people move into
leadership, that is not necessarily the case. In fact, one
of the biggest derailers for leaders is thinking they need
to have all the answers. The concern is that they will
be tempted to stick with their own ideas, whether they
work or not. Leaders have to make sure they don't get
caught up in defending their own ideas just because
they want to be right and have people look up to them.

The Difference Between Leading and Managing

To be more effective executives need to ask themselves:
Can I recognize the difference in myself when I'm man-
aging and when I'm leading?

Each leader has different strengths and attributes that
make him or her unique. These different qualities come
through when executives are managing and when they
are leading. It is important for them to be able to rec-
ognize those differences so they can shift gears and tap
into the different strengths they possess as they move
from managing a team to creating a strategic vision.

Depending on the challenge or opportunity they are fac-
ing, leaders may find themselves switching in an almost
chameleon-like way between leading and managing,
and there are times when the two sets of attributes
will mix. For instance, when overseeing a project and
working closely with a team, leaders draw on the
characteristics of a manager. They work closely along-
side team members developing relationships, tackling
details and accommodating the team in ways that le-
verage their strengths and motivations most effectively.

On the other hand, when leaders participate in an exec-
utive committee meeting engaging in a discussion about
an innovative approach, they channel their leadership
characteristics. Difficult decisions arise, disagreements
may swirl around the table, and they need to be able
to navigate those waters, collaborate with their team,
keep energy flowing and ultimately drive the compa-
ny's vision forward, likely all at the same time.

What the best executives do, whether they are manag-
ing a project or leading an organization, is engage those
around them to act as part of the solution identifica-
tion or development process. Then it's often easier to
see their impact on organizational success. Including
employees in this way also can aid retention because it
increases feelings of loyalty and devotion to the orga-
nization. When leaders seek out their input, employees
know they can have a real, meaningful effect on the
company's success. Tapping direct reports to help solve
problems also can help managers and leaders identify
and develop potential, which is critical to expand indi-
vidual and organizational capabilities. Everything else
grows from there.

Executives' abilities to lead and manage are actu-
ally just two sides of the same coin. However, talent
managers should not be fooled by the simplicity of the
coin metaphor. Managing the two sides of this coin is
challenging. Further, it's a challenge with which many
organizations have not come to terms.

If an organization believes managing and leading draw
on different strengths, how can potential leaders rise
through management ranks? If an organization is
structured so that managers succeed by maintain-
ing the status quo, they'll be encouraged to blend into
the woodwork, and their leadership skills will be
squelched. Conversely, managers who have real leader-
ship potential and try to demonstrate it will be viewed
as disruptive employees who rock the boat. Other man-
agers may even feel threatened and try to subvert them.

Managing and leading are part of a continuum. If an or-
ganization doesn't recognize the challenge executives
face while straddling these two parts of themselves, and
provide ways for them to meet that challenge, they could
suffocate potential leaders. Executives need to be able to
recognize and develop their own leadership potential and
the potential of their teams. Otherwise employees will
leave and may end up leading for the competition.

Patrick Sweeney is the president and Herb Greenberg is the
CEO of Caliper, an international management consulting firm.
They can be reached at editor@talentmgt.com.
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Adept at Adapting

Deanna Hartley

In a business environment where the only constant is change,
organizations that aren’t skilled at adapting risk being left behind.

he only constant is change.”

Never has this widely cited quote —

often attributed to the ancient Greek

philosopher Heraclitus — been more

pertinent than in today’s business
environment. The rate of change has grown expo-
nentially, increasing the need for leaders to develop
agility as a core competency so they can respond
more nimbly to change.

“Over the last 10 years — especially the last few
years — most businesses have seen a massive
rate of change,” said Tom Capizzi, executive vice
president, global human resources, CHRO, for DJO
Global, a global orthopedic de-
vice company. “Given the market
situation and the economics that
we've been dealing with, many
companies have had to reinvent
themselves [and] to really think
about constant change.”

Capizzi said most companies are
being hit from all sides by many
different types of internal and
external variables. They have
to react to these changes or risk
their businesses suffering. In
fact, today’s business leaders are
grappling with the reality that
change in the business world is
inevitable, and it may be good to
adopt agility as a philosophy.

“That means you inevitably
know that business is going to
change and you accept change in



your business environment,” said Corinne Sklar, a vice
president at Bluewolf, a consulting and remote man-
aged service provider.

Why Agile Companies Win
Today, there’s a fundamental need for organizations to

be agile, Sklar said, because innovation isn't going to
wait for their business.

“That’s a theme everywhere in the world right now,”
she said. “There are all these new business models
and it's being brought on by technology, like mobile
and cloud solutions, like Amazon Web services; new
business models are popping up and the competition is
jumping in, so if you're not [ready], you're going to be
left behind.”

The need for adeptness at adaptability probably has
never been more striking, and the business implica-
tions are far reaching. If a company sells one type of
widget and one only, and something happens in the
market that affects that widget's value, that company’s
business will be dramatically impacted. “If you have
a situation where you can build in some agility, some
flexibility in capability where you're building that wid-
get, but you're also building a couple of modifications
to it or couple of ways of delivering it, then you may
have an opportunity to be able to sustain a market con-
dition change that ultimately could cripple you if you
couldn't react to it,” Capizzi said.

In addition to its ability to adapt to sudden market
changes, an agile organization has an easier time main-
taining a competitive edge. Companies can not only
recover more quickly in the event of setbacks or un-
expected challenges, they can react to customer needs
more quickly, gaining a leg up over their competition.

“When Medicare, for example, turns around and says,
‘We're not going to pay for reimbursement any more for
that soft brace that we used to,’ [DJO Global] can react
and say, ‘Fine, we can focus more attention on the knee
bracing or on electrotherapy or on surgical implants,””
he said. “So, our ability to react, our ability to be agile
at that point, and to re-think the business model with-
out really slowing down has been very [beneficial].”

One agile organization Sklar can cite is Facebook. Her
company works with the popular social networking
organization to meet its projects’ specific IT staffing

needs. Facebook has tapped into the idea of using out-
sourcing as a competitive differentiator. “They're not
focused on hiring full-time resources all the time,”
she said. “They focus on what are the strengths of the
projects they're working on, which is very agile as a
methodology, and [they] plug in what we call elastic
resources — the idea that you turn on resources when
you need them and you turn them off when you don't.”

This is particularly valuable since projects vary in du-
ration — ranging from 60 to 90 days in some cases — as
well as the specific skills they require. With those types
of parameters, hiring full-time staff isn't the ideal solu-
tion. Sklar said that ability to turn resources on and off
as needed becomes a hallmark for an agile enterprise.

Change Presents Challenges

One of the fundamental challenges for leaders in this
type of rapid adoption, turn on a dime environment is
harnessing the ability to be flexible.

“An organization has to let go if it wants to be more re-
sponsive,” Capizzi said. “[If] it wants to be able to react
more quickly and be more flexible, it can't live in the
black and white; it has to live in the gray, and a lot of
leaders have difficulty living in the gray because they'd
rather be told, ‘This is how it is, and that's the standard
I follow." So, without losing the values of the standards
of performance, you've got to come up with a model
that allows you to play in the gray and be more agile.”

Further, leaders must acknowledge the process of be-
coming agile doesn't happen overnight. Talent leaders
must be willing to invest the appropriate resources
needed to enhance organizational agility if it is not al-
ready a mainstay of their company’s cultures.

“You can't just say, ‘OK, we're going to be agile today,"”
Capizzi said. “You've got to start developing people
skills around change management, around the ability
to accept change, the ability to accept the fact that our
business is not really black and white, and that it's OK
to live in the gray area.”

The Dual Face of Change

According to research by McKinsey and Co., a company
is agile if it fulfills two prerequisites: “It has the ability
to, when needed, make a significant step change in per-
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An agile organization has an easier time
maintaining a competitive edge. It can not only
recover more quickly in the event of unexpected
challenges, it can react to customer needs more
quickly, gaining a leg up over the competition.

formance happen — performance transformation over
a multi-year period of time to dramatically influence
the performance and the behaviors of the organiza-
tion,” said Scott Keller, a director at McKinsey & Co.
and co-author of Beyond Performance. “[Secondly, it
must] drive continuous improvement — incremental,
year-on-year, relentless, continuous improvement —
in their performance and in their health.”

Doing both is what Keller refers to as the holy grail for
companies to sustain excellence over the long term.
Building agility with a long-term view of organizational
sustainability and success in mind is necessary. He said
external shocks will happen in the world at large — the
Great Recession is a notable example — and there will
be changes in consumer trends, in government regu-
lations and new competitors leveraging technology in
clever ways.

All of these changes are equally significant. Further,
it isn't enough to merely keep up with incremental
year-over-year improvements following the onslaught
of these types of shocks. On the other hand, organiza-
tions risk burnout if they try to drive transformational
change all the time.

In Beyond Performance, Keller offers five practical
steps leaders can take to create organizations capable
of making transformational changes.

“We lay out a framework called the five A's, [which]
stand for setting an aspiration; assessing the change
readiness of the organization; architecting a program
of initiative to get you from the starting point to where
you want to go; taking action — how do you actually
manage that journey; and how do you transition from
step change to the continuous improvement phase, or
the advance stage,” he said.

Organizations that drive continuous improvement tend
to share five key ingredients.

1. They have systems for sharing knowledge across
the organization. “[For example,] Volkswagen has
a model factory in Germany where they bring all of
their leaders and engineers to share the knowledge
of what best practice looks like in terms of manufac-
turing automobiles,” Keller said.
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2. They must have a process to identify and cap-
ture opportunities for improvement. “Companies
that improve in a continuous way tend to have pro-
cesses or systems [that] help them gather ideas and
turn them into value,” he said. “These are processes
that enable good ideas in the heads of employees to
get in front of leaders who can make decisions, and
[they] have some infrastructure around them to help
them get executed.”

3. They have methods to facilitate continuous
learning. “If they're implementing and improving
ideas or sharing knowledge, they'll do what the U.S.
Army calls after-action reviews — they’ll take stock:
What have we just learned from doing this, and how
can we do it better next time?”

4. They generally have dedicated expertise. “Take
Motorola, which has what they call kaizen teams
that do simple improvements, Six Sigma teams that
do deeper analytics, lean teams that do cross-func-
tional continuous improvement [work].”

5. They tend to have the right leadership mindset.
Keller refers to this mindset as centered leadership.
“Centered leaders are able to tap into people’s deeper
motivations, connect people together, perceive prob-
lems as opportunities, take appropriate risks, and
manage personal and organizational energy levels
over time."”

The Stakes Are High

Change or die — that’s the reality for businesses and
the message for today’'s leaders, Keller said. In an
environment where the rate of change is so rapid, or-
ganizations without the ability to be adaptable risk
not being around much longer. They're forced to either
keep up or be left behind.

“Smart business leaders have figured out that there's
never going to be a lull. There's not going to be an op-
portunity where there’ll be no change. Things may
slow down a little bit, but change is going to be con-
stant,” Capizzi said. “So, getting into a rhythm, getting
into a cadence that allows dealing with change so it's
not, ‘Oh, I'm going to have to go deal with that now.’ In-
stead, dealing with change and reacting to it is a part of
our reality, and it becomes part of our business life.”



Chris Musselwhite

In boxing, agility is often associated with the
graceful moves of a world-class athlete — dodg-
ing punches while landing devastating blows.
This grace under fire is the illustration of agility,
and it earns these world-class athletes the op-
portunity to compete for higher stakes.

Likewise, agile organizations such as Apple,
Microsoft and Google earn the opportunity to
compete in larger, more profitable markets,
deftly fending off their competition while intro-
ducing first-to-market products and services.

Just like their athletic counterparts, agility
seems to be in the DNA of these companies.
In reality, their agility is the result of lots of
preparation. For the athlete, we call this train-
ing. For the organization doing business in the
face of unprecedented rates of change, we call
it change readiness.

Change readiness is defined as the ability to ini-
tiate and respond to change in ways that create
advantage, minimize risk and sustain perfor-
mance. Agility refers to the ability to do all
three equally well. Like athletes, with prepa-
ration an organization can increase its change
readiness and build agility.

An agile organization can change position ef-
ficiently by integrating isolated skills. This
means integrating multiple factors including
policies, roles, behaviors, systems and culture.
To help organizations learn how to integrate
these factors and increase change readiness, an
organizational change readiness framework is
emerging. This framework provides a method
through which organizations can assess and
begin to develop change readiness in four key
capacities: change agility, change mechanisms,
change reaction and change awareness.

Change agility: Change agility is an organi-
zation's capacity to effectively and efficiently
engage its people in the quest for change
readiness. With this engagement skills are
enthusiastically adapted and resources appro-
priately shifted to achieve the change. Change
agility requires that necessary change readi-
ness skills, attitudes and values permeate the

How to Be Change Ready

organization’s culture at every level. Project
management and strategy are important, but
unless every individual, team and business unit
is comfortable with the intellectual and emo-
tional dexterity they'll need to anticipate and
respond to ambiguous and changing market de-
mands, an organization likely won't be agile or
change ready.

Change mechanisms: Even if the culture
supports change agility, the most engaged
team can't achieve change if the organiza-
tion's structures and systems don't support
change implementation. The necessary change
mechanisms must be in place. These include
having clear goal alignment across functions,
the ability to quickly integrate a change into
existing systems, accountability for results and
reward systems that reinforce desired change
behaviors. By focusing on the way work is ac-
complished, recognized and rewarded, effective
change mechanisms enable an organization to
make lasting changes.

Change awareness: To recognize what change
is needed in time to create an advantage, an
agile organization practices good change aware-
ness by continually scanning the market and
customers for emerging trends and potential
opportunities for innovation. Change aware-
ness also includes the ability to understand and
communicate what changes must be made to
take advantage of each opportunity.

Change reaction: Since much change origi-
nates from outside the organization, change
reaction is as important as change awareness.
This includes putting the people and processes
in place to conduct risk analysis, respond to
unforeseen crises, and assess and manage the
effects of unanticipated change. The most agile
organizations don't just manage unanticipated
change, they create advantage from it.

Chris Musselwhite is the president and CEO of
Discovery Learning, a research-based learning
solutions provider. He can be reached at editor@
talentmgt.com.
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Philip Johnson and Vincent Milich

Won't You Be
My Partner?

To move from transactional to strategic HR
practice, an HR business partner model integrates
HR professionals throughout the organization so
they can help solve real problems at the business

unit or division level.

uman resources professionals are too
often seen as providers of transactional
services rather than as business partners
with equal ability to help firms reach
strategic goals. Cultivating a human
resources business partner (HRBP) model can play a
significant role in helping firms reach their strategic ob-
jectives by removing obstacles that prevent people and
organizations from achieving optimal performance.

To break the service provider mold, talent managers
must demonstrate how HR's unique perspective adds
real value. There are two major challenges standing in
the way:

1. HR professionals must prove they understand the
real drivers of the business, the challenges that other
senior leaders face to achieve the company's strategic
goals, and be disciplined about incorporating them into
their everyday work.

2. HR professionals need to transform their own self-
image and believe they are capable of adding strategic
value. This requires more than an understanding of
the challenges that other senior leaders face. To really
succeed, HR professionals must attain the business
acumen necessary to cut through masses of infor-
mation and identify the key success drivers for their
business.

“A successful HR business partner works proactively
to bring to bear the right services in a timely manner
to facilitate business strategy execution,” said Derek
Tynes, former senior vice president of HR and corpo-
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rate affairs at Addison Avenue Federal Credit Union.
“Being at the hub of the action puts HR business part-
ners in a great position to add value. To reach their full
potential, business partners have to move from being
reactive service providers to being proactive strategic
contributors.”

Breaking Down HR Silos

At many companies, HR is still organized around tra-
ditional specialties such as compensation, training,
staffing and recruiting. These functions are generally
at corporate headquarters, where HR personnel per-
form their duties within a de facto administrative silo.

By contrast, the HR business partner model depends on
integrating HR throughout the organization and align-
ing HR professionals so they can help solve whatever
problems are most relevant in the business unit or divi-
sion with which they have partnered.

More companies are seeing the merits of the HRBP
model. A recent study by professors at the University
of Southern California’s Marshall School of Business
found that 25 percent of managers reported the power
and status of the HR function had increased since the
recession, while nearly one-third of the respondents
described HR as playing a more strategic role within
their companies.

“The HR business partner must be as knowledgeable
about financial performance as any other professional
of the senior team,” said Steve Safier, who served as
both senior vice president and chief operating officer




for the Subway Franchisee Advertising Fund Trust be-
fore becoming CEO at Of Both Worlds Inc., the central
marketing, advertising and product development orga-
nization for Subway.

“The difference is the HR business partner also needs
to know how to achieve desired results by managing
the company's existing and future people, process and
culture. In addition, the HR business partner has to be
able to convince everyone from senior leadership to
entry-level employees that taking the right approach
to managing people, process and culture will have a
beneficial financial impact.”

Know When to Bend — or Enforce — the Rules

Traditional HR managers often believe they are respon-
sible for protecting and executing standard policies. HR
business partners need to know when to uphold these
standards and when to treat the rules as guidelines
while counseling their line manager clients on how to
remain in compliance and still meet their unique busi-
ness needs.

For example, in a termination process there is often a
point where a line manager needs to make a business
decision that enough steps have been taken and docu-
mented. A savvy HR business partner can advise the
line manager when it is time to make that tough call.

On the other hand, the HRBP model can run into trou-
ble if an HR business partner becomes too flexible and
allows a senior line executive to get whatever he or she
wants. Rather than just fulfilling requests and func-

tioning as a service provider, the HR business partner
must have the strength and fortitude to keep the line
leader honest by knowing which rules can be bent, and
which must be enforced.

For example, an HR business partner who allows a
line manager to inflate the grade level for a particular
role hurts the company financially and from a talent
perspective. The artificially high grade level will incur
higher compensation costs without delivering any ad-
ditional benefit. At the same time, inflated grade levels
can serve as a trap for high-potential employees by re-
ducing their incentive to take on bigger roles that could
help the company achieve its objectives.

The HRBP model can deliver many benefits for a cor-
poration, but it also can fall victim to confusion and
duplication of services. As HR business partners es-
tablish themselves and expand their role to include
decisions on compensation, recruiting and benefits,
they may bump up against professionals of the central-
ized HR group who have responsibility for these same
areas.

To avoid conflict, emphasize communication and en-
sure the HR career path includes stints in business
partner and HR headquarters roles.

“There is no substitute for having both specialists
and business partners walk a mile in each other’s
shoes,” said Phil Steinberg, former head of com-
pensation at one of JP Morgan Chase’s New York
business units. “It is just too easy for specialists to
wonder what business partners do all day and vice-
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versa. To gain a complete perspective, HR professionals should spend
at least two years in both specialist and HR business partner roles at
sometime in their careers.”

Another big risk for HR business partners is getting sucked into opera-
tional duties to such an extent that they have trouble finding the capacity
to add real value by consulting and providing insights to line leadership.
With lean staffing a reality, HR business partners are often forced to spend
considerable time on transactional activities such as screening candidates
or making sure employees sign up for training programs.

HR business partners can
overcome this challenge by

outsourcing and decentral- HR business partners are not

izing the administrative

aspects of their roles. Rather  jy1gt, service providers. Their role

than corral employees into

training programs, 'HREPs is to challenge their line leader

can set up online self-service

portals where ~employees counterparts, to break down silos
have the responsibility to

sign up for their own train- and to add value by bringing that

ing sessions. Automated

solutions can go a long way holistic prOblem-SOIVing mindset to
to free HRBPs' time to focus

on strategic issues. strategic business issues.

Measuring HRBP Impact

Getting invited to the lead-
ership table is the acid test
for whether line managers
perceive a business partner
as having the perspective
and knowledge to add real
value to strategic decisions. Responsiveness Achievement orientation
It is, however, important to

FIGURE 1: MIGRATION OF CORE COMPETENCIES
FOR THE HR BUSINESS PARTNER

From: To:

Flexibility Organizational awareness

VT Troubleshooting, problem solving Conceptual thinking
draw a distinction between . ; ;
a personal invitation to that Managing up Team membership and collaboration
meeting and a role-based in- Source: Hay Group, 2011

vitation. It's great to have
personal credibility with the
line and get a personal invi-
tation, but when the business
partner is always at the table it signifies that the HR business partner
framework has gained broad traction.

Personal and role-based invitations may go hand-in-hand. Individuals
who demonstrate high levels of credibility on strategic business issues
can establish the HRBP as such an important role they are seen as criti-
cal participants in high-level staff discussions. Because the HRBP is not
necessarily advocating for any particular group or unit at these staff meet-
ings, he or she can play the role of an honest broker ensuring all sides are
heard and all ideas are appropriately challenged. Instead of just providing
input on HR issues, the HR business partner can add more value by serv-
ing as a right hand to the line executive, facilitating decisions and helping
to establish consensus.

To determine the success or effectiveness of individual HR business part-
ners, it is helpful to develop a balanced scorecard that can be applied across
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the organization. One approach is to look at employee survey results and
choose a subgroup of factors — such as whether employees in a particular
business unit know about training and development programs, or whether
employees have a good idea of available career opportunities — that are
most tightly linked to talent management. These scorecard components
can be used to compile an index against which individual HRBP effective-
ness can be measured.

At the end of the day, the HR business partner model is a success if it
helps to break down the silo in which HR is often confined and enables
capable HRBPs to focus
on solving business issues
rather than fulfilling techni-

Instead of just providing input on cal or transactional needs.
. . HRBPs require a different set

HR issues, the HR business partner of competencies (Figure 1)
can add more value bY SerVing as When a line manager com-
. . . plains that HR is unable to
a right hand to the line executive, provide enough new recruits
- . o o . for his or her unit, the tradi-
facilitating decisions and helping tional HR professional would
. seek to provide better ser-
to establish consensus. vice by increasing the flow

of recruits. The HRBP looks
beyond the symptom, tak-
ing a more holistic look at

TRANSITIONING TO AN the business, and then works
o ) : the real issue preventing that
Traditional HR HR Business Partnership part of the business from

Stakeholders Employees and Line managers and reaching its goals.

employee regulators internal customers . .
s . . . Rather than just provid-
Activities Benefits, policy, wage and Performance improvement, ing more recruits, the HRBP

salary administration, organizational consulting
labor relations

might work with the line man-

ager to reduce turnover rates,
Results Conformity, equality, Measurable impacts, improved thereby minimizing business

stability organizational performance disruptions and achieving

Structure Functional hierarchy Fast, flexible network to optimize a balanced equilibrium be-

delivery of HR capabilities tween the hiring pipeline and

the business unit's need for

new recruits, or by modifying

work processes to reduce the

demand for hard-to-find tal-
ent in the market.

Source: Hay Group, 2011

HR business partners are not just service providers. Their role is to
challenge their line leader counterparts, to break down silos and to add
value by bringing that holistic problem-solving mindset to strategic
business issues. With proper training and preparation, HRBPs can serve
as catalysts for stronger performance in the business units, better deci-
sion making at staff meetings and a more tightly knit organization built
on clearer lines of communication between corporate headquarters and
the front lines.

Philip Johnson is the global service line leader for work measurement, and Vincent
Milich is a senior principal at Hay Group, a global management consulting firm.
They can be reached at editor@talentmgt.com.
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Taking Control
of Development




Globalization, technology and social

networking have created a shift where learners

drive the mentoring engagement.

or years, mentoring has been viewed as a

valuable informal learning tool. In an or-

ganizational setting, mentoring typically

has been managed in a top-down manner.

Traditionally, senior executives identify an
organization’s mentors and high-potential employees
and then pair a mentor with a protégé to help the latter
craft a long-term career path. The learner gains value
from the mentor’s insights usually through one-on-one
meetings and discussions.

However, the mentoring process is changing for two
reasons. One is globalization and the need to share
knowledge, expertise and growth opportunities across
the organization regardless of geographical separa-
tion. The other is more cultural in nature, and it is
this change that is likely to have the most profound
influence. Mentoring in the future will involve a work-
force with attitudes shaped by technology and social
networking. Instead of the mentor controlling the pro-
cess, in the future talent managers are likely to see the
learner drive the mentoring engagement and maybe
even choose a mentor outside the organization. This
shift is already under way and changing mentoring in
several positive ways.

The Changing Face of Mentoring

In the traditional setting, mentoring happens within
the organization where the learner and mentor are
employed. The mentor’s role is to open doors, create
connections and teach the learner to navigate the or-
ganization. The mentor is literally a human portal
making connections that could be valuable throughout
the learner's career. The portal connects learners to
others who can help them overcome and capitalize on
challenges.

In a truly global environment, mentoring is increas-
ingly virtual. A mentor in California may help guide
a learner in India without the two ever holding a live

meeting. Even more startling, it is frequently not the
organization selecting the mentor; the learner selects
the person or persons who can provide the best career
growth guidance.

With the growing prominence of LinkedIn and similar
networks, savvy employees, and quite often their em-
ployers, are making connections and joining groups,
all of which is part of their learning process. It only
follows that an online connection made by an eager
learner and a savvy veteran willing to offer advice will
evolve into a mentoring situation.

Some executives may view outside mentoring as
threatening since they no longer control the process.
Yet this is the direction mentoring is headed, and it
should be welcomed because of the opportunity and
value it offers. There always will be a quantifiable link
between mentoring interaction and its value to the or-
ganization, especially in the continuing improvement
of job performance. The future in mentoring offers ad-
ditional benefits that may not always be achieved in
traditional mentoring arrangements.

Future mentoring situations will be more customized.
While traditional approaches should not and will not
disappear, the learner initiating the process may favor
one of the following mentoring options:

* Peer-to-peer. Learners connect with peers either
inside or outside the organization to discuss goals,
support ideas and share experiences.

Bottom-up. The learner seeks out and matches with
executives to discuss new thoughts, trends, technol-
ogy and learning itself.

Generational. Younger learners decide to learn from
the wisdom of more seasoned professionals and make
a connection. These professionals also may see the
value in learning from their younger counterparts
and make a connection to keep their skills updated.
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* Cross-cultural. A learner is interested in gaining di-
verse perspectives and establishing ties in the global
workplace.

* Short-term. Learners come together to focus on a
project with a specific goal.

* Virtual. This is perhaps the biggest possibility with
no in-person interaction. Rather, technology makes
the connection — synchronously and asynchro-
nously.

When cultures, time zones and expectations are dif-
ferent, challenges that do not exist with everyone in
the same locale manifest themselves quickly. In their
research paper “Mentoring in an Increasingly Global
Workplace,” three associate professors of management
from Troy University, Tish Matuszek, Dennis Self and
Mike Schrader, identified these future challenges:

* Proximity. In the global workplace, a mentor’s phys-
ical presence is not always possible and often may be
impractical.

* Language. Language skills are necessary for any
company that values mentoring on a global scale.
Americans will have to emulate their European and
Asian counterparts, many of whom speak at least
two languages.

* Cultural differences. “There is no monolithic cul-
ture,” the authors said. Mentors and their protégés
will have to be sensitive to these occasionally subtle
differences in a world of cross-culture mentoring.

* Credibility of mentor and learner. The success of
a mentoring program depends on mutual trust and
respect. This may be much less of an obstacle in a
learner-driven scenario.

These challenges may seem daunting, but they can be
overcome through the same methods that occur in a
traditional mentoring situation: mutual respect, sensi-
tivity and trust.

How to Strategically Drive Growth

In every mentoring situation, the mentor’s challenge
is to be continually supportive, because the learner’s
perspective and growth are of paramount concern.
The fact that learners are taking more control of the
process should not be interpreted as arrogance. The
learner is simply driving the process, while the men-
tor helps with the steering and navigation. A learner
who has chosen a mentor is often more accepting of
this two-way interaction.

Because of the Internet in general, and the increasing
presence of social networks in particular, future learn-
ers will be subject to a number of outside influences,
which are likely to sharpen their acumen at work.
These will be especially helpful when the learner is
assigned to teams. With the mentor's guidance, the
learner still will be able to improve communication
skills and build a sense of commitment to the team
and organization. The importance of these skills and
what they mean for the future of both cannot be un-
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derestimated, especially when forged by the learner’s
motivation and the mentor’s skillful advice. Consider
this supporting evidence of the value of having an out-
side mentor of the learner’s choosing.

Traditional mentoring has focused mainly on maxi-
mizing the individual productivity of high-potential
talent with only a sporadic, minor focus on other or-
ganizational growth strategies. The new approach to
mentoring opens the opportunity to re-examine the
impact on growth planning at a broader level. High-
speed communication technology has increased the
speed and flow of information and helped to increase
the entrepreneurial spirit in the newest generation of
workers. This revived spirit of innovation and renewal
can be further enhanced through effective mentoring.
In an article published in Canada’s Financial Post in
March, an Ernst & Young executive said, “the whole
concept of fostering entrepreneurship is about nurtur-
ing innovation,” adding that smaller companies seem
to have an easier time harnessing this desire than their
larger brethren who are often “hindered by bureau-
cratic decision-making processes.”

There is no reason for these obstacles to exist. Mentor-
ing can draw on entrepreneurial creativity and should
play a role in any growth strategy regardless of the
mentor’s location or affiliation. Enlightened manage-
ment may want to consider including its high-potential
talent in an open discussion on the value of mentoring
and how it can be applied to help the organization’s
long-term plans.

By employing learner-driven mentoring and em-
bracing more entrepreneurial change strategies, an
organization can enhance its employee brand over
the long term. An organization known for its worker
involvement in newer concepts such as virtual and
learner-driven mentoring has an excellent chance of
creating an employee-friendly brand that can facilitate
a more dedicated and driven workforce anxious to take
advantage of the opportunity for growth. This type
of forward-thinking also can position the company
to help attract top talent seeking to be nurtured in a
pressure-filled professional environment.

Mentoring, whether it originates within an organiza-
tion, social network or global workplace, will play an
even more important role in the future of an organiza-
tion and the high-potential employees who are likely
to be at the core of its success. Further, learner-driven
mentoring can play a significant role in succession as
future leaders come to the surface by leveraging their
people skills through technology connections, helping
to change the face of the organization. While the goal
of mentoring may not change, its future will look quite
different as learners take more control of their own
development and talent managers look to learners to
apply learning in innovative ways.

Kevin J. Sensenig is the global vice president of learning
and organization development at Dale Carnegie & Associates.
He can be reached at editor@talentmgt.com.
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by Natalie Morera

WAL-MART: YOUR GLOBAL
NEIGHBORHOOD STORE
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Wal-Mart keeps global operations going and growing with about 2 million
employees, but strives to make customers feel like it’s a neighborhood store.

It can be tough for a global company to maintain a
local feel and stay relevant in today’s market. Roger
Cude, senior vice president of global talent manage-
ment at Wal-Mart Stores Inc., deals with that task
daily. He said ensuring all of the company’s talent is
globally influenced yet locally focused is one of Wal-
Mart's greatest challenges.

“It's an interesting blend of ‘Don't lose who you are,
but you'd better be changing all the time,”” Cude said.
“One of Sam Walton's key principles was ‘stay out
ahead of change.””

TM o« What is Wal-Mart's approach to talent

« management?

C UD » Our approach to talent management

o is probably fairly consistent with
other large companies. We are being very relevant lo-
cally because at the end of the day retailing is a very
local business. We want to make sure the leadership in
our markets is predominantly local yet have the abil-
ity to build global leaders. We move talent around the
world to give them global experience, but we don't
have nearly the global assignments or expats, if you
will, that some other companies do because we really
have a bias toward local leadership.

Our approach to talent management is one where
we do a lot of executive assessments and develop
knowledge around our talent. We do a lot of executive
development relative to the leadership competencies
we think are going to be needed in the next three to
five years relative to our business. The leaders make
the ultimate decision, but we help facilitate the pro-
cess of creating experience for our executives.

T « How do you keep your talent approach
« simple, yet beat out the competition?

CUDE « We're pretty hard on ourselves.
« We're constantly looking for ways
to get better. We try to execute on those few things
we think are going to matter. Our business leaders re-
ally challenge us to that. That retail model is a fairly
simple business model, but it's really hard to execute
day in and day out. That's [why] we try to drive greater
simplicity of our work but have more impact, certainly
greater speed of execution, and better clarity of the
guiding principles on why we're doing what we're do-
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“We really have a
bias toward local
leadership.”

— Roger Cude, senior vice president of global
talent management, Wal-Mart Stores Inc.

ing. I guess what differentiates us is we do very few
things, but we try to do them well with more impact
and speed.

TM « What challenges impact talent manage-
¢ ment in your organization?

CUDE » One is our global growth, so one of
o the challenges is the paradox that
I mentioned before — how do we stay completely lo-
cally relevant yet be a global company and get global

leverage? That is one of our key challenges. From a tal-
ent management standpoint how do we develop local



leaders and develop local talent, yet how do we move
people around the world and give them global experi-
ence so that we have people with global perspectives
that can run the company globally? We can't run out of
bandwidth. It has to be very local leadership. That's a
constant dilemma that we manage.

Another challenge is the size of our positions. When
you start getting into senior levels some of our posi-
tions a couple levels down below our CEO are the
equivalent of Fortune 100 companies. Trying to grow
leaders to lead companies that are that large and have
that much risk associated with them is a big challenge
for us. To try to hire in from the outside to fill those
positions would be very difficult because we would ba-
sically be hiring a CEO of a Fortune 75 company to be a
couple levels below our CEO.

The other challenge we have is around our capabilities
for the future. We're pretty good at bricks and mortar
stores, but the customer is changing so rapidly in the
way they shop online. How do we build capabilities to
do what we did so well in the past, but completely get
ahead of the curve in the digital space? Having leaders
not only understand where customers are going but
where our associates are going in that regard is a big
challenge for us.

T «How do you ensure talent management
o strategy is aligned with company objectives?
C UD « We have ongoing conversations with
o our leadership around that. We get
very tuned in to the company's strategy, and then we
align our talent strategies. I've been here a little over
two years now, and the thing that I appreciate so much
is this company really demands that you align with
strategy. There's not a lot of tolerance for “HR for HR's
sake” kinds of things. As we have those discussions in
executive council, we're pretty plugged in to where the
company is going and what the challenges are going to
be and then aligning not only talent but our entire HR
strategy around business. It's a pretty tight process and
has been for some years before my time. It's very hard
to get disconnected here from the business because the
business leaders won't let you.

T « What role does culture play in talent strat-
« egy, and how do you build it?

C UD » Culture plays a fairly significant role

« interms of our talent strategy and the
way we align the business. It's aligned around our three
core values: respect for all individuals, strive for excel-
lence and service to our customers. We also have a very
servant leadership type of culture that [was] remodeled
by Sam Walton. You might be surprised that a company
as big as we are still has a lot of the founder's feel to
it. The Walton family is very involved in the company.
We're a large corporation, we're publicly traded, but in
some ways it feels still like a family-oriented, family-
influenced company, particularly the cultural elements

and behaviors that Sam Walton taught and expected of
his leaders. The other part of it is when we're planning
our talent strategy the way we talk about talent is, it's
not what you accomplish, but how you accomplish it.
The how piece is really built around our culture. Lead-
ers have to get the right results, but they have to do it
the right way.

T « How have your talent management activities
« contributed to your company’s bottom line?

CUD o Where I think it has helped us is in

o alignment of our priorities. I don't
know if T could point to increased productivity or cost
savings from talent management activities, but I can tell
you it's helped align to our priorities. Our leaders know
what they're getting reviewed on and how they're get-
ting calibrated on what's important but also where the
business is heading. It has also allowed us to be much
clearer on cultural expectations, and I think where the
hard dollars is where we're leveraging best practices
and leveraging across our different business units.

T « How do you keep that simple framework

« working globally?

CUD « We don't try to control all of it.

o We try to get alignment. Store op-
erations training in Central America is run by Central
America. They have their own laws, own operational
issues and so forth. When you start getting out of the
stores and into the senior leadership in those countries
then we're definitely interested because then it's how
you lead people.

TM » Is maintaining Wal-Mart's values and the
¢ local mindset a challenge in different coun-
tries or does that hit home with everyone?

CUDE « We constantly work on it. The core
ovalues are everywhere. We teach
Walton Institute in every country. Walton Institute is
much around our values, how to lead in the culture and
what that really means, and that’s our way of commu-
nicating those expectations around culture. It's tough
to manage, and we do it daily. It's not something you
can assume is going on.

T o« What's next for talent management at

« Wal-Mart?

CUD o More of the same with more im-

e pact: greater speed and execution,
and better clarity on the guiding principles around tal-
ent. We have to continue to come back to ‘What are
we solving for and why are we doing this?’ The guid-
ing principles are really based on our business model.
We're not a P&G. We're not an IBM. We learned from
them, but our business operating model and the way we
run business really feeds our guiding principle of how
we do talent management.
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by Sandi Edwards

WE LOST A LEADER,
NOoOwW WHAT?

Without new leaders ready to take over for those who
resign, retire or are let go, business performance can suffer.

High-profile leadership departures from some of the
world’s largest and best known organizations seem
to be in the headlines almost daily lately. Consider
the much-publicized senior leadership departures
such as Ron Johnson from Apple and Ann Livermore
from Hewlett Packard in June and Jonathan Rosen-
berg from Google in April, to name a few. It appears
that boards, investors, analysts, media and even gen-
eral management are dissatisfied with the quality
and scope of succession planning. And as research
conducted by the American Management Associa-
tion (AMA) Enterprise highlights, this dissatisfaction
comes with good reason.

As many as one in five organizations are unprepared to
deal with the sudden loss of key leaders, according to
an online survey of 1,098 senior managers and execu-
tives conducted in December by AMA Enterprise. Only
14 percent said they were well prepared, while 61 per-
cent are somewhat prepared (Figure 1).

The findings point to a looming management succes-
sion crisis among Canadian and American companies.
Only a small minority of organizations seem ready to
manage a top-level succession in an emergency, which
means most companies are taking huge risks by failing
to address their bench strength issues.

Without new leaders identified to fill the gaps of those
who resign, retire or are let go, business performance
likely will suffer. Objectives get put on hold, devel-
opment dollars can be misdirected and customer
satisfaction may wane, or worse, customers may start
to wander to competitors.

The survey data provide an unvarnished perspective
of current management succession preparedness. Re-
spondents didn't hesitant to share their thoughts on the
issue. Only 3 percent claimed to not have an opinion.

Similarly, survey respondents were critical of their or-
ganization's leadership pipeline. Less than half believe
their company’s bench strength is even adequate, and
only 10 percent think it is robust (Figure 2).

Planning for a smooth management succession is
more critical than in previous years, according to the
findings. A significant majority of respondents — 71
percent — said these transitions are more important
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FIGURE 1

How prepared is your organization
to deal with a sudden loss of key senior
management team members?

Well prepared
Somewhat prepared
Not at all prepared

Don't know

Source: AMA Enterprise, December 2010.

FIGURE 2

How would you describe the leadership
pipeline at your organization?

Robust
Adequate
Inadequate

Don't know

Source: AMA Enterprise, December 2010.

now than in the past, 27 percent said smooth succes-
sion is about the same in importance, and less than 1
percent said they think it's less important. Yet, despite
that 71 percent, many organizations neglect to suffi-
ciently plan for sudden leadership departures.

The survey findings are not surprising. Getting top
leadership to focus on management succession is a
perennial challenge. Even great leaders may not want
to consider a worst-case scenario. Further, finding,
growing and retaining leadership in waiting is not
easy. It requires continual effort, dedicated resources
and efficient execution on a programmatic and stra-
tegic level.

Thanks to the recession, senior management has been
focused on cost cutting and survival for the past sev-
eral years. But now it's time for leaders to invest in



FIGURE 3

How would you describe your senior
leadership’s attitude toward succession
planning in the organization?

Our senior management team
is genuinely committed.

Our senior management team
is sporadic in its commitment.

Our senior management team just pays
lip service to succession planning.

Don’t know.

Source: AMA Enterprise, December 2010.

FIGURE 4

To what extent does senior management
ignore the management succession
plan and go outside your organization
to recruit key people?

Often
Seldom
Never

Don't know

Source: AMA Enterprise, December 2010.

employees who will create organizational sustainabil-
ity and competitive advantage, which must be based
on talent. Having the best people in pivotal leadership
roles, prepared to step in at any time, is essential for fu-
ture success and to avoid the performance issues that
follow sudden key leadership departures.

Yet, according to the AMA Enterprise study data,
many North American companies seem to be at odds
about whether or not they should embark on succes-
sion management strategies. As many as one in three
organizations is considered genuinely committed

FIGURE 5

Which of the following best describes
the management of succession planning
at your organization?

We have a comprehensive development
program integrated with our strategic
business objectives.

We have a formal management training
program based on development of
specific competences.

We have a succession plan intended for a
sudden loss of key senior executives.

Management succession at our
organization seems to be primarily an
exercise conducted by our HR department. 23%

Our organization does not do
succession planning. 23%

Don't know. 11%

Source: AMA Enterprise, December 2010.

to succession planning, the survey found, while for
another 43 percent, the commitment is merely inter-
mittent. Further, 14 percent of companies think senior
management is just paying lip service to this type of
succession planning (Figure 3).

Talent managers may want to bring these findings to
senior management’s attention. Not only is there little
consensus on what succession planning actually is, or
even what it ought to be, this uncertainty also comes
at a time when the overwhelming majority of com-
panies are grappling with the competitive nature of a
global economy and fast-changing business conditions.
Smooth management succession is more important
than ever before.

The ambivalence to succession planning is reflected in
the data by the degree to which companies promote
from within. While 43 percent report they seldom re-

DASHBOARD continued on page 48
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application

by David Makarsky

LUCKY NUMBE

R THREE

B. F Saul’s employment branding campaign, Our Big 3, has helped create a
workplace culture that fosters higher satisfaction for guests and team members.

The superstitious say bad luck comes in threes. Several
years ago, that may have been true for the B. E Saul Co.
hotel division as it struggled with three issues: annual
team member turnover that approached triple digits,
guest satisfaction ratings that fell below brand aver-
ages and a division's workers’ compensation insurance
premium in excess of $1 million annually. However, by
leveraging the power of the company’s quality pledge as
its employment brand, B. E Saul transformed its bad luck.

The B. E Saul hotel division, based in Bethesda, Md.,
owns and operates 19 hotels in Washington, D.C., Mary-
land, Virginia, Florida and Michigan. Eighteen of the
properties are mid-market, business-class hotels that
operate under franchise agreements with IHG, Marri-
ott and Hilton. The 19th property is The Hay-Adams,
a luxury property in Washington, D.C., that overlooks
the White House. The hotel division employs more than
1,100 employees, which it refers to as team members.

The physical demands of the work required in the 24/7
hotel business, potential workforce demographics and
the presence of many independent owner/operators who
offer limited benefits and variable workplace cultures
make talent management a serious challenge in the hos-
pitality industry. High turnover rates cause training and
development challenges, which lead to inconsistencies
in both the guest and team member experience.

Fostering Team Member Engagement

From 2000 to 2005, B. E Saul struggled with turnover
that ranged from 72 to 92 percent. But a change in HR
leadership for the hotel division in 2005 brought a new
vision. The company established its quality pledge, Our
Big 3, as the hotel employment brand, leveraging its
message to create a culture that would foster higher
satisfaction for both guests and team members. Our
Big 3 states that B. E Saul will provide:

1. Happy, professional team members who demon-
strate aggressive friendliness.

2. A clean, crisp, safe property where everything works.

3. An environment where guests and team members
receive all they expect as employees are empowered
to satisfy guests, ensuring their willingness to re-
turn.

Although Our Big 3 has been around since 1988, it had
yet to be fully executed by 2005. Guests often knew

talent management magazine www.talentmgt.com

B. F Saul hotels by brand — Courtyard by Marriott or
Holiday Inn — but team members had to recognize Our
Big 3 as the glue that binds the 1,100 team members
across all of the hotels. Thus, the company embarked
on a journey in 2005 to use the spirit of Our Big 3 to
foster team member engagement, fusing an emotional
connection to the workplace and nurturing each team
member’s sense of purpose — a spirit to serve.

The hotel division's annual leadership conference in
2005 was themed “Our Big 3 — Building a Brand.” Dur-
ing the gathering, the hotels’ general managers and key
department heads received an education on the prin-
ciples of internal branding. Two themes emerged. One,
senior leadership must lead by example, and instead of
forcing the employment brand on the employee, lead-
ers had to allow them to experience it.

To improve selection as well as team member re-
tention, B. E Saul added the Predictive Index (PI)
assessment tool to its human resources toolkit in
2006 and is still using it. This two-question survey
can be completed online in less than five minutes
and provides company managers with information
about a candidate’s needs, motivations and drives.
This insight allowed managers to better understand
their people to improve employee retention, coach-
ing, leadership development, talent management and
team performance. The company also reviewed its job
roles using PI Worldwide's Performance Requirement
Options tool, which profiles behavioral requirements
needed for optimal performance in a specific job.
Working together, these tools help to ensure a strong
job fit for any given employee.

Having successfully integrated surveys to screen can-
didates into the management recruitment process, for
the past two years B. E Saul worked to more effectively
manage team dynamics and re-engineer existing roles
to adapt to the changing economic climate. For ex-
ample, this past year the company upgraded the front
desk agent’s position description to guest service and
sales representative.

Given the drastic erosion of revenue in the hotel indus-
try during the past two years, B. E Saul also placed a
much greater emphasis on sales training. Employees
listen for potential business as individual travelers
check into the hotel, and they also provide property
tours and information to prospective walk-in cli-



ents on evenings and weekends. To reflect this new
standard, position descriptions and behavioral inter-
viewing questions also were updated.

In addition to improved recruitment and team building
techniques, B. E Saul created an Our Big 3 University
partnership with the Cooperative Leadership Institute
to develop a proprietary online leadership develop-
ment program for all exempt managers.

Seeing the Benefits

To overcome its obstacles B. FE Saul’s talent campaign
needed to integrate several elements and get buy-in
from all levels of management, and the organization's
commitment to implement change has yielded results.
Since the inception of its employment branding initia-
tive, team member turnover has been reduced from 77
percent in 2005 to 28 percent for the past 28 months,
which is half the industry average. Faced with work-
ers’ compensation insurance premiums in excess of $1
million, the hotel division opted for a self-funded pro-
gram. The annual incurred expense has been reduced
from $990,000 to $332,000 from 2005 to 2010.

Marketing professionals in the organization recognize
that commercial brands have limited shelf life, mak-
ing it essential to continually innovate if the company
wants to stay relevant in today's market. For that rea-
son, the B. E Saul hotel division launched a number of
new initiatives in 2011:

Top: Guest service manager Terrence Robinson at the front desk of
the Holiday Inn in Gaithersburg, Md., a B. F. Saul property. Bottom:
B. . Saul Co. mascot OB3 in a maintenance shop with chief engineer
Mark Saddler.

* Team members follow 10 Steps to Living, the health
component to Our Big 3. The steps are simple, ac-
tionable behaviors like “Present a polished image,”

and “Safety is no accident” to aid team members

in delivering service excellence. Earlier this year,
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in partnership with health care provider Kai-
ser Permanente, all team members choosing to
participate in a wellness program titled “10,000
Steps to Healthy Living” were given pedometers.
They also were given the opportunity to have a
biometric screening at the beginning and end of
an eight-week competition from Jan. 24 to March
18 among hotels to identify the most active indi-
vidual team member, the most active team and
the most active hotel. The challenge was to reach
10,000 steps every day. While metrics for the con-
test period are not yet available, the hotel division
has experienced a six-point reduction in claims-
to-premium ratio during the past year, in part due
to wellness initiatives.

The next generation of Our Big 3 University
launched this summer. Known as Leaders Lab, the
private, socially-networked experience connects
corporate team members and exempt manag-
ers at hotels across the company. Empowered to
form groups, ask questions of the community,
upload media, create a personal profile and initi-
ate relevant discussions, the learning community
offers content resources, relationships and expe-
riences to inspire greater performance through
best practice exchange, peer mentorship, virtual
collaborations, coaching and a deeper emotional
connection to the organization.

Unlike Our Big 3 University's traditional course
format, in which learners receive and respond to
information, participants in Leaders Lab exercise
their leadership skills immediately. As members
of a collaborative social learning community,
participants actively contribute to the design,
content and continual evolution of their learn-
ing experiences, allowing them to readily address
market changes and industry trends.

In the same way the guest service and sales
representative position has been overhauled,
the Hotel Division's airport shuttle drivers will
be transformed into hotel ambassadors later
this year. Once again, position descriptions and
training materials will be updated to empha-
size the driver's responsibilities in sales and
guest relations. PI will be used to ensure the
personality and skills of prospective new hires
complement this enhanced role. Greeting guests
curbside at the airport, the hotel ambassadors
create that first impression. They can't simply
drive vehicles and handle baggage. They must
be ambassadors of Our Big 3, fostering rela-
tionships with guests that will yield repeat and
referral business.

Dave Makarsky is vice president of operations
at B. E Saul Co. hotel division. He can be reached at
editor@talentmgt.com.
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DASHBOARD continued from page 45

cruit from outside the organization, one-third of-
ten does (Figure 4).

The data seems to indicate leadership com-
mitment to succession planning as a business
imperative is lackluster at best. Fourteen per-
cent of respondents said their senior leadership
isnot committed at all to promoting from within.
Some 51 percent say leaders are somewhat com-
mitted, and 32 percent of firms surveyed said
their senior management was very committed.
Further, 23 percent of respondents believe suc-
cession planning to be the sole responsibility of
HR, which may mean respondents think some-
one else should have ownership of succession
practices. Whoever manages succession, this
talent-driven process should align with strate-
gic objectives. But according to survey data only
8 percent of respondents’ organizations actually
do so (Figure 5).

The most robust succession management
programs develop leaders throughout the or-
ganization and focus beyond the top level of
executives. People often stay with an employer
and are more engaged and committed to function
at optimum performance levels when they are
developed. Employees need to see the role they
can play in the organization's future and know
how they can best contribute. Further, they need
to know their contributions are valued, and that
they have a place within the organization’s stra-
tegic growth plans.

When the leadership pipeline is strong, deep,
wide, well-defined and well-communicated, it is
considerably easier to promote from within and
enhance overall employee engagement, reduce
turnover and the inevitable costs due to lost pro-
ductivity associated with acculturating new hires.

Organizations have been preoccupied with sur-
vival strategies and cost cutting. It's now time for
them to play catch up in talent retention and de-
velopment efforts, and an effective management
succession plan is integral to achieving this. Top
people will stay if they are valued, have meaning-
ful development opportunities and see potential
for advancement. On the other hand, ignoring the
need to build a leadership pipeline sends a loud
message that current employee talent is taken for
granted. That's why the strongest employees may
look elsewhere for their next career step.

Talent managers need to elevate this issue to
senior management and get their buy-in and par-
ticipation. Succession plans often fail without
support and commitment from the senior leader-
ship team.

Sandi Edwards is a senior vice president at AMA
Enterprise. She can be reached at editor@talentmgt.com.
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The Overcommitment Trap

Many things can kill a career.
Missing a big opportunity, getting
passed over for a promotion, get-
ting demoted or fired or losing a lot
of money. You know the list.

It's our worst nightmare come
true; the screaming headlines and
public humiliations that suck all
the spirit and forward

thrust from our profes-

sional lives, surrounding

us with a negative don't-
come-near-me aura, as if

we were walking hazmat

zones.

But these humbling epi-
sodes are results, not
causes. When people go
from mojo — that spirit
that begins on the in-
side and radiates to the
outside — to ngjo, it's
usually because of a
series of simple, hard-to-
spot mistakes that lead
up to the humiliating result, like
overcommitting.

There’s a saying, “If you want to
get something done, ask a busy per-
son.” It makes sense; a busy person
is well-organized and not inclined
to waste time or get distracted. But
there’s a fine line between taking
on a lot of work and too much.

It's easy to see how people in cor-
porate situations fall into this
overcommitment trap. If you're
good at what you do, everybody
wants to rub up against you. They
want you in their meetings, seek
out your opinion or want you to
run a project.

People with high mojo tend to be
assaulted with opportunities. It's
how junior employees advance
more rapidly than their peers; their
enthusiasm and ambition tempt
bosses to pile on the work until the
employees cry uncle, which they
don't until it's too late.

It's even easier to see how self-em-
ployed people overcommit. When

www.talentmgt.com

[FULL POTENTIAL] by Marshall Goldsmith

you don't have the cushion of a
steady paycheck, every opportu-
nity looks like your last payday. So,
you say yes to everything.

I'm guilty of this. When I speak
to groups, I show up, share what
I know, and like any wage earner,
get paid for my time. When some-

A busy person is well-
organized and not
inclined to waste time
or get distracted. But
there’s a fine line

between taking on a lot

of work and too much.

one invites me to talk to their
organization, it's a straightforward
pay-for-work opportunity. If I show
up, I get paid. If I say, “No, thanks,”
I'm tossing money down the drain.

But then someone calls to hire me. I
say I can't do it. They persist. They
flatter me, too, essentially saying,
“We want you,” and they’'ll take
me on my terms. You have to be
hard-hearted to say no to folks like
that. Plus, the date will be several
months away. Who knows what
things will look like then? So, I
switch from “Can't make it” to “I'm
there for you.” And I find myself
unpacking in another hotel, pre-
paring to get up on a nice Saturday
morning to talk to a roomful of cli-
ents when I might be better served
writing my next book.

I'm not whining — I know I'm de-
scribing a headache most people in
my line of work would jump at. I'm
also not saying the people who hire
me under these circumstances get
any less of my enthusiasm.

But the fact that I question my
decision to accept the booking
represents a threat to my mojo. It
injects the potential for regret into
the experience, and a tiny drop of
that could bleed into my perfor-
mance.

Still, you rarely hear people say,
“I'm taking on too much
work,” although most of
us are working longer
and harder than ever in
today’s 24/7 economy.
Perhaps they're afraid of
looking weak, as if they
can't handle any challenge
that comes their way.
Perhaps they can't resist
the call of being asked to
help out; it's a validation
of their skill and another
way of being told, “We
love you.” Perhaps they
really do believe they have
superhuman qualities and

that nothing is too much. Perhaps

they realize “I took on too much” is
not much of an excuse if and when
they drop the ball.

Any of these reasons explains why
overcommitting is one of the sweet
but risky blowbacks from having
majo — and why it's a stealth maojo
killer.

Before replying with an enthusias-
tic yes to that next request, think of
the impact on your maojo.

Are you doing what is right for
the long-term or just saying what
makes others happy in the short-
term? Is what you are about to
commit to going to increase the
happiness and meaning you experi-
ence in life?

About

the

Author

Marshall Goldsmith is the author or

co-editor of 31 books, including Mojo. He
can be reached at editor@talentmgt.com
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