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Why HR Echo?

The Federal Authority of Governmental Human Resources (FAHR)
seeks to convoy the trends and visions of the great leadership

of the United Arab Emirates and its ambitions regarding racing
towards excellence, leadership, global competitiveness and
innovation with all what is meant by the word and at various levels.

Beginning from the essential role of the authority in empowering
the human capital which achieve global leadership then, making
partnerships with the best global institutions specialized in human
resources, these partnerships were crowned with a standardized
issue specialized in the human resources> field which is the
magazine that is named “HR Echo” and that is considered the dawn
of innovation and creation and one of the leading initiatives of the
authority.

“HR Echo” is a comprehensive specialized magazine that is issued
periodically and biannual in both Arabic and English languages

to be added to the authority>s media tools through which the
authority seeks to reach the wider category of customers, partners
and the public not at the United Arab Emirates> level only but at
the region»s level as well, and through which it also reflects the
best practices and experiments that can be useful and that can

be used for raising our institutions> level and thus, increasing the
efficiency and productivity.

This magazine is focused on publishing all new visions, ideas

and practices that are of great interest to decision makers, and
that serve the industry of institutional transformation at the
international racing towards adopting the best policies, practices,
systems, programs and applications which help various institutions
achieving its goals and strategic purposes in the light of a
balanced work setting which is attractive, vibrant and dynamic.
Moreover, the magazine convoys the latest studies, researches
and knowledge that have been published by the international
competent authorities of human resources, and it delivers them to
the specialists in the United Arab Emirates and the Arab region.

On this occasion, we are pleased to receive posts to be published
in the magazine, and receiving your developmental opinions and

suggestions for raising the level and subject matters of HR Echo.

Federal Authority
for Government Human Resources
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Intelligent Business World

The last years have seen a historically unprecedented amount
of change. There are a number of global megatrends, each
with a strong disruptive influence on traditional business
models and industries. Holidays are booked online and

no longer through a travel agent. Books are read on smart
phones, publishers and printers are no longer needed. High-
end organic supermarkets have come into the market place,
commanding prices traditional supermarkets can only dream
of realizing. All of us have also adapted our behavior to this
change of context. We no longer buy guidebooks when we
travel, we ask tripadvisor for the best sights and restaurants.
We donst email our friends, we share status updates on
facebook and instagram. We have come to expect 24/ 7/ 365
connectivity and transparency.

How does this relate to the public sector? Governments are
facing ever increasing expectations and demands from their
citizens and residents. This forces governments to change
the way they operate. Big data, m-government, customer
satisfaction measurement and other topics have made it

to the top of the government agenda. Governments are
moving from a regulatory to an enabling role, supporting
citizens throughout different stages and situations of their
life. This transition, however, is accompanied by a number of
challenges along the way.

BCG is honored to co-publish «A Practical Guide to Change in
the Public Sector» with the Federal Authority for Government
HR. We trust this article provides the reader with inspiration
on how to undertake reforms in order to maximize the
chance for success and minimize risk.

Dr. Christopher Daniel
THE BOSTON CONSULTING GROUP
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IS HR DOING MORE
WITH LESS?

By Eric Krell

This article is printed with permission from the
Society for Human Resource Management (SHRM) |
Copyright and all Intellectual property are reserved
for the Society for Human Resource Management
(SHRM).

| 6 HRECHO




Raise your hand if you feel
like you and your HR staff

are doing more with fewer
resources since the 2008-

09 global financial crisis.
Anecdotal evidence suggests
that most of you have your
hands held high. Yet data
from the Society for Human
Resource Management
(SHRM) indicate that median
HR staff sizes held steady from
2009 through 2012. And HR
budgets have increased by 8
percent since 2008, according
to The Hackett Group, a
Miami-based consulting and
research firm.

Don't put your hand down just

yet, though. A deeper look at

these data, combined with other
evidence, suggests that there are
sound reasons for concluding that
there is not enough time in the day
to keep pace with the changing
nature of HR work.

| Increased
Workload

«Nearly everyone, and nearly every
company, faces the challenge of
doing more with less» these days,
notes Gordon Simpson, senior
vice president of human resources
for the Americas at DHL Global
Forwarding, a logistics company
based in Miami.

An example can be found at
Popeyes Louisiana Kitchen. Chief
Talent Officer Lynne Zappone
joined the Atlanta-based fast-food
group less than three years ago, at
a time when the «people services»
function employed seven people.
Today, Popeyes’ HR team has grown
to 10, and it directly supports
roughly 1,400 employees. However,
the HR team'’s workload has also
increased, Zappone points out.

«If you ask my team, they would tell

you that they are doing way more
with less,» she says. «I've probably
doubled or maybe even tripled
the amount of HR activities we are
responsible for.»

Those activities include
participating on project teams
looking for better ways for the
company to develop leaders, build
new restaurants and improve the
customer experience, among other
initiatives.

Zappone says this work is necessary,
given what she describes as the HR
«transformation» she leads.

Popeyes’ larger corporate
transformation encourages
managers to embrace an ethos
of «servant leadership,» and
Zappone says Popeyes defines
that ethos as «developing leaders
who put the enterprise and
others before themselves.» The
HR transformation consists of
finding more-efficient ways to
initiate and complete transactions
so that her team has more time
for strategic contributions in
talent management, leadership
development and long-range
planning.
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Elizabeth Bryant, a Washington,
D.C.-based partner in Mercer’s
human resource effectiveness
practice, reports that much of her
current work for clients consists
of «HR modernization.» She helps
clients centralize HR transactions
in a corporate HR function or HR
shared services center or with an
outsourcing provider.

The process of automating more
transactional HR work, Bryant
explains, contributes to HR
practitioners’ sense that they are
doing more.

The change typically involves
moving work conducted manually
in field locations to headquarters
or a shared services center; the
work requires the creation of

new processes and, often, the
introduction of new technology.
«If you're moving [HR] work over

from business units to HR, it's very
possible that the work moved over
without a corresponding increase
in [HR] head count,» she explains.
«That was quite possibly part of the
business case for the decision [to
move HR from business units].

According to the 2013
SHRM Customized
Benchmarking Service,
HR expenses increased
by 18 percent during the
three year period

... Until those efficiencies are
accomplished, it feels like HR is
doing more work—and, in fact, it is
more work.»

| Contrary Data

But are most HR professionals
doing more with fewer resources?

With some exceptions, the data
show that many HR resources have
increased.

Since 2008, HR expenses (as
measured by the costs associated
with HR, such as salaries, benefits,
information technology, programs
and other functional investments)
have increased by 8 percent,
according to The Hackett Group.
Its database contains information,
which is updated annually, on
hundreds of global companies,
primarily those that are midsize and
larger.

In addition, total HR staff size
remained unchanged from 2009 to
2012, according to SHRM data.

«l haven't seen any data, including
in what we've collected, that
indicates HR is a lower percentage
of the workforce» since 2008,




reports professor Edward E.

Lawler Ill, director of the Center

for Effective Organizations at the
University of Southern California’s
Marshall School of Business in Los
Angeles. Every three years, Lawler
and his colleagues survey HR
functions in more than 200 large
companies.

Employers find «a way to expand
operations that prevents significant
downsizing or layoffs in HR,»
Lawler adds. He notes that different
companies calculate HR expenses
and staff sizes differently.

Simpson agrees that calculating
these data is a tricky task. «It's so
difficult to get comparable [budget
and staffing] numbers,» he says.

Data are difficult to find, and
comparisons can be confusing
without careful analysis—and

the right context. For example,
although The Hackett Group'’s HR-
cost-per-employee data show a five-
year increase, a closer look reveals
that the increase was anything but
steady and predictable.

The SHRM data reflect budgets
and staff sizes at companies with

a smaller average revenue size
than those included in The Hackett
Group data. Median HR staff size
has remained steady from 2009 to
2012, according to SHRM research.
During this same period, however,
HR expenses have fluctuated.

According to the 2013 SHRM
Customized Benchmarking
Service, HR expenses increased




by 18 percent during the three-
year period, but the change

was unsteady and largely due

to increases after the recession.
Salaries, benefits, technology and
program costs were included in
the HR expense category. SHRM
updates the data annually and
surveys about 2,500 organizations
each year.

«According to these median figures,
expenses have varied from year to
year, with some notable swings,»
explains John Dooney, SPHR,
manager of workforce analytics

at SHRM. «This suggests a strong
need for flexibility within the HR
function.»

The capability to quickly increase
or decrease HR expenses in
response to macroeconomic and
marketplace changes, as well

as to internal budget and cost-
reduction mandates, remains
crucial, according to Harry Osle, The
Hackett Group’s global HR practice
leader.

Hackett's research indicates that
companies performing in the top
quartile across a range of efficiency
and effectiveness metrics tend to
have HR functions that can scale up
or down quickly, without sacrificing
HR service quality.

Those organizations, dubbed
«world-class companies,» have
«shared services ... ora common
HR technology footprint,» Osle
explains. «These capabilities help
them ratchet up or down their
service offerings without increasing
costs.

Since 2008, when the economic
downturn struck, world-class
companies were able to pivot faster
and reduce their costs sooner than
peer-group companies.»

Bryant echoes Osle’s point.

«Responding to external economic
changes has been very painful if HR
functions have not taken any steps
to move toward a more modern,
flexible model,» she says.

when the economic
downturn struck, world-
class companies were
able to pivot faster

and reduce their costs
sooner than peer-group
companies.




| Qualitative Reasons

If HR head count and expense data don’t support the idea that HR is doing
more with less, why do HR departments know or perceive that they are?
There are compelling reasons why HR professionals think the way they do.

Possible drivers include:

| The rise of the contingent workforce

The U.S. temporary workforce hit an all-time high of roughly 2.7 million
people in May 2013, according to the U.S. Bureau of Labor Statistics.

Temporary staffing employment in the United States soared by 7.7 percent
from January 2012 through mid-2013, according to the American Staffing
Association.

On first blush, SHRM data suggest that HR workloads—which are
determined by the size of companies’ full-time equivalent workforce—may
have decreased from 2009 to 2012.

During that period, the ratio of HR professionals to full-time employees
increased by 21 percent—
from 1.27 to 1.54.

After all, if there are fewer people in an organization, the demands on
HR professionals would seem to diminish. However, HR professionals are
frequently involved in hiring and managing contingent workers as well.

| Downsizing issues

HR professionals experience a «double whammy» during staff reductions,
Bryant says.

Suppose an organization carries out a companywide staff reduction. «If
you are in sales, you are dealing with the reduction» in your sales force, she
explains. «But if you're in HR, you are dealing with the reduction across the
organization because that’s the service you provide, and you are dealing
with the reduction in your own HR function.»




| Rigorous
budgeting

According to Lawler, HR
professionals have to work harder
to justify their budgets in the face
of greater pressure from financial
officers.

«HR budgets are under more-
intense scrutiny, and they require a
more rigorous business case,» says
John Challenger, chief executive
officer of outplacement consultancy
Challenger, Gray & Christmas Inc.
«HR has to really produce the
metrics that demonstrate the
viability of their programs.»

Growing use of metrics and
analyses. «HR is becoming so much
more data-oriented,» Challenger
notes, pointing to executive
compensation as an area where
the influence of analytics has
intensified.

HR budgets are under
more-intense scrutiny,
and they require a more
rigorous business case




HR professionals’ new
activities in the business
are all about making

sure that the company’s
people strategy is aligned
with the business first

New Ways
of Working

The transformation and modernization that
Popeyes’ Zappone and Mercer’s Bryant cite require
HR professionals to increase the time they spend
working with business colleagues on more-strategic
activities.

In addition to placing HR staff on cross-functional
project teams, Zappone restructured her function so
each business unit is assigned an HR person to help
with talent management and other HR services.

«All of the business units used to go to the same
person for their HR issues,» she explains. Now each
HR business partner operates «as a trusted advisor
to their business colleagues around the people
agenda.»

Her HR professionals’ new activities in the business
«are all about making sure that the company’s
people strategy is aligned with the business first,»
Zappone explains. «The only way you can achieve
that is by finding ways to move the transactional
work out.»

For example, Zappone says she wants to reassign
the woman working on payroll to more-strategic
work involving HR systems and technology. «We're a
small company that does not have the resources to
operate a giant shared services center, but | still have
to free up time,» Zappone says.

«Either | bring in another individual who can manage
that work, or | outsource it, or we see if the whole
process can be improved so it requires less of my
payroll person’s time. We're looking at all of that.»

Eric Krell is a business writer based in Austin, Texas,
who covers human resource, finance and social
marketing issues.
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AT A GLANCE

Governments have a poor record with major change efforts, mostly
because of flawed program execution and management, not lack
of funding. Dispersed accountability and competing interests make
substantial transformation challeng- ing. Yet large-scale reform
remains the only option for many governments under pressure to
reduce costs and deliver services more effectively.

GOOD POLICY IS JUST THE START

Attention often fades after areform program is announced, but
policy is just the first step. Success hinges on a superior action plan
and implementation—having

the right people applied to the right initiatives in the right sequence.
Key stakehold- ers must be engaged, using interviews, surveys, and
structured conversations.

HOW TO RAISE THE ODDS OF
SUCCESS

Complex change efforts merit a rigorous program management
approach to keep track of the most important milestones and
interdependencies and to distill for senior leaders the critical
information they need to make decisions early enough to make a
difference.

The experiences of several public agencies in Australia and the
United Kingdom illustrate how to mitigate the various risks involved
and achieve major transformations that yield long-lasting benefits.
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s any government

director of

transportation or

assistant secretary of
human services knows, trying to
effect large-scale change in the
public sector is not for the faint of
heart. Implementing major change
or reform is often a high-risk
venture that can waste scarce
taxpayer funds or ruin reputations
if not done with appropriate
preparation and effective
execution.

Major transformations are difficult
in any large organization. Even in
the private sector, where senior
executives tend to have more
concentrated decision-making
authority, companies struggle to
make change stick. Most studies
indicate that a failure rate on
the order of 70 percent can be
expected for major private-sector
change efforts.1

Public-sector organizations also
struggle to make change stick,
with many of their failures
cataloged by the media in painful
detail. What state has not tried
to reform its health-care system,
improve its public-transportation
network, or implement a major

IT program only to give up

after several years of minimal
impact and bal-looning costs?
The dispersed accountability of
government agencies and the
intense public scrutiny given to
the public sector combine to make
real and lasting reform quite
challenging to carry out.

| 16 HR ECHO

Each public jurisdiction also faces
its own particular challenges to
successfully implementing reform.
For example, in the United States,
there is a high turnover of senior
leadership because of frequent
changes in political administration.
In Australia, Canada, and some
European countries, the relative
brevity of parliamen- tary terms
can make it difficult to sustain
long-term change agendas.

Because of the confluence

of several forces, pressure is
increasing on governments

to undertake large-scale reform.
The lingering impact of the global
financial crisis, a long wave of
retirements among the baby boom
generation, and the new expecta-
tions and demands of a Web-
connected citizenry are forcing
governments to change how they
do business - whether by creating
new methods of service delivery or
significantly cutting costs. On top
of this pressure, the complexity of
public prob- lems-such as achieving
stability in global financial
markets-means that we are asking
more of our public servants now
than ever before.

The question, then, is not whether
to undertake major reform but how
to do soin order to maximize the
chance for success and minimize
risk. In a 2011 survey of nearly 300
senior corporate executives, the
Economist Intelligence Unit found
that major change efforts most
often fail because of poor program
execution and

Implementing major
change or reform is often
a high-risk venture that
can waste scarce taxpayer
funds or ruin reputations.




A holistic approach to
managing large-scale
change can mitigate

risks and help tame the
multiheaded beast that
major reform represents
for a government agency.

management—especially due to
a lack of early warning indicators
and insufficient commitment
from senior leadership. Funding,
by contrast, was the least of the
problems.2

These challenges can be readily
overcome. By focusing on some
specific aspects of leadership
alignment, program management,
and execution, government
organiza- tions can substantially
increase their odds of success and
deliver lasting impact.

And this effort can be made in
addition to the normal course of
operations if the leaders of these
organizations are appropriately
supported, allowing them to focus
on the issues that are essential

to making the desired change
happen.

To be sure, the devil is in the
details. However, there is a holistic
approach to managing large-

scale change that The Boston
Consulting Group (BCG) has used
successfully in many settings. This
approach, which incorporates our
Rigorous Program Management
(RPM) technique, draws on decades
of experience partner- ing with
large companies to transform

their operations, and it has been
tailored to meeting the needs of
major public agencies in Australia,
Europe, the United King- dom, and
the United States.

This proven approach can
mitigate risks and help tame the
multiheaded beast that major

reform represents for a government
agency. BCG's experience

with scores of public-sector
transformation programs suggests
a set of five principles to guide the
effort and raise the odds of success:

+ Recognize that good policy is

just the start. Complement good
policy with carefully sequenced and
rigorous implementation.

» Engage key stakeholders.

Move key stakeholders beyond
entrenched positions by finding
points of commonality.

- Keep the process forward looking.
Anticipate risks, allow for fast
midcourse corrections, and ensure
clarity on emerging progress.

» Focus leadership on the highest-
priority issues. Support senior
management with a strategic yet
light-touch program management
office.

» Embed change and spread the
gospel. Cascade change through
every corner of the organization,
accompanied by a drumbeat of
consistent communications.

As we will see, these principles

are interrelated and work most
effectively in concert.

Recognize That Good Policy Is Just
the Start

Building the case for change
and the attendant policy
decisions is often done with a
sense of great urgency, if not
enthusiasm. Moreover, political
attention is drawn more readily
to the development and public
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announcement of major reform
than to the more mundane world
of effective execution. Once the
political negotiations are done and
the policy is set, attention often
dissipates and senior leaders are
pulled to more immediately
pressing matters. But it is poor
execution that can ultimately
unravel even the most popular
public policy.

Translating policy into an effective
plan of action is critically
important. This is the stage at
which the knotty arguments and
difficult decisions occur. Public-
sector leaders must set up a clear,
actionable plan that incorporates
the impact of change on operations
and staff and that addresses, to
the extent feasible, the interests of
key stakeholders.

Achieving an explicit understanding
and alignment at this level of
granularity— down to identifying
individual initiatives and who is
going to own them—is as essential
as it is commonly overlooked.
Without a structured approach, it is
very dif- ficult to align the 50 or 500
leaders (depending on the size of
the organization) who will drive a
major change. Good intentions are
not sufficient. Consistency of intent,
execution, communication, and
behavior is required.

Leaders must be aligned behind

a carefully sequenced, rigorous
implementation. The first step is to
establish a base line that will serve
as an explicit and shared view on
what it will take to realize change.
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This may sound simple, but it

is often difficult to do well. The
base-line exercise generates clear
metrics that track the financial, HR,
and operational impacts by which
progress will be measured, and it
creates a shared understanding of
the starting point. The metrics must
be robust and credible to staff and
other stakeholders.

Once the base line is established,
the second step is to create an
action plan thatincludes the
specific, quantified benefits to

be achieved. This step involves
breaking down the strategy into
a sequence of initiatives. Typically,
there will be big reforms that
deliver the major benefits and
lasting change (but usually take
years to imple- ment); smaller
initiatives that deliver relatively
quick, but limited results;

and changes to HR practices,
organization structures, and
technology systems that
hard-wire new ways of doing things
into the organization.

Quick-win projects should be
sequenced early on in order to
build momentum and demonstrate
to staff, customers, and other
stakeholders that change really is
happening and that success can be
achieved. Quick wins also buy time
to allow the leadership to work on
the big reforms.

Sequencing must take into
account the workload across an
organization in order to ensure
that some people are not

Translating policy into an
effective plan of action

is the stage at which the
knotty arguments and
difficult decisions occur.




Engaging with stake-
holders can be difficult
and time consuming, but
it is essential to bring
along stakeholders on the
journey

bearing a disproportionate or
unreasonable amount of change.
The financial consequences also
need to be considered, for example
by undertaking initiatives that
deliver savings or provide new
income early on in order to boost
resources that can be reinvested in
the change program.

Engage Key Stakeholders

Major change in the public sector
involves reconciling inherently
different view- points about an
issue, each of which usually has
legitimate aspects. Unions may be
highly involved, legislators may try
to protect their favorite programs,
and providers or staff may resist
any change.

Given these challenges, it is
tempting to assume that the
various players’ positions are fixed
and then to try to freeze out any
perceived obstructers from being
part of the dialogue. That would
be counterproductive. It is far
more effective to engage with
stakeholders, whether they are
within government (for example,
agency leaders, staff, central
coordination and finance agencies,
and elected politicians) or external
(for instance, unions, community
groups, and business associations).
Doing so enables leaders to
understand stakeholders’ concerns
and then show how these
concerns have been addressed in
the recommended way forward.
Engagement can be difficult and
time consuming, but it is essential
to bring along stakeholders on the

journey and provide opportunities
for them to voice their concerns.

Of course, it is not appropriate or
practical for every stakeholder to
have a final say in every decision. It
is best to focus on the stakeholders
who will be essential to the success
of the project. They should be
informed about how the plan

is proceeding and how their
concerns have been addressed,
and they should feel listened to
and respected. The point is to get
them to buy into the process, so
that even if they

don't fully agree with the plan of
action, they are more likely to
accept change; at best, they may
even become champions of reform.

Discussions with stakeholders
need to focus on the change

itself, not on past statements or
assumed positions. It is important
to gauge the views of frontline
players through surveys and
focus groups, rather than talking
only with their trade association
leaders or union representatives. A
third-party advisor can help here,
viewing the situation with fresh
eyes and spotting commonalities
where none were thought to exist.
(See the sidebar “Can We Talk?

Five Conversations to Have with
Stakeholders.”)

For an example of how engaging
stakeholders can set the stage for
significant reform, let’s take a look
at how the government school
system in the Australian state

of Victoria improved teachers’
performance starting in 2003.
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Earlier reforms had established a
decentralized management model
that encouraged local schools to
make management decisions, but
most schools still lacked a strong
performance and development
culture. And most schools resisted
change, especially regarding
programs introduced by the
education department.

The proposed performance reform
was broad. One initiative, for
instance, recom- mended that all
schools seek “accreditation” for
their performance and develop-
ment culture based on the ability
to demonstrate that they met five
criteria. The most controversial
criterion was the need for the
school to show that all teachers
received feedback from multiple
sources, including their teaching
peers, students, and principals.

Focus groups and surveys had
revealed widespread frustration on
the part of teachers with the lack
of feedback. Sharing these views
from the frontlines with other
stakeholders, such as teachers’
union leaders, helped to defuse
the union leaders’ initial opposition
by highlighting how teachers’
concerns were being addressed in
the design of the new performance
culture. A third party, the respect-
ed University of Melbourne,
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became the accrediting authority
and gave teachers confidence

in the integrity of the proposed
reform. As a school principal noted,
the Process for gaining buy-in
from all parties itself raised the
level of trust, which helped in

the development of a stronger
performance culture in schools.

As each group of schools became
accredited, there was a significant
increase in the staff engagement
scores at all schools in Victoria—as
measured by surveys about morale,
professional growth, supportive
leadership, and goal congruence.

Keep the Process Forward Looking
In order to accomplish real reform,
a thousand small steps must occur,
and itis all too easy for leaders

to get caught up in the details

and lose sight of what is really
important. BCG research shows
that change programs tend to
trip up on a few common issues:
unclear milestones caused by
tenuous links between activities
and benefits; diffuse accountability;
little or no warning that programs
will miss their goals; an inability to
predict progress and adjust the
path accordingly; and too much
irrelevant information delivered

to senior leaders, diverting them
from the facts that matter most.




CAN WE TALK?

Five Conversations to Have with Stakeholders

Engaging stakeholders in a construc- tive way will minimize potential
obstacles to change. In order to help structure the key issues and resulting
actions, there are five conversations that should be pursued with poten-

tially difficult or hostile stakeholders. For example, see how reformers

designed their discussions with the teachers’ union in Victoria, Australia,
when promoting the accreditation of schools for their performance and
development culture.

« Ask who in the field should be consulted. In Victoria, reformers asked
union leaders this question. The union recommended specific school
principals whose views they respected.

« Provide summaries of what you have been hearing from the field. This
conversation revealed the difficulties of dealing with under- performing
teachers as well as the lack of useful feedback, in general, received by
teachers.

- Sketch out the general proposed direction of the reform in order to elicit
a reaction from the stakeholder
in question. Reformers shared a

high-level description of the proposed accreditation model with the union
and listened to its response. One of the union’s concerns was who would
get access to the feedback.

- Set out draft recommendations, showing how key concerns can be
addressed. The reform team shared the draft recommendations with union
leaders.

« Gather responses to draft recommen- dations. This conversation be-
tween the reform team and union leaders allowed those leaders to give
their final considered re- sponse.

By engaging union leaders in these conversations, reformers won their
tacit support for the proposed approach. As a result, 96 percent

of all 1,600 schools in Victoria became accredited for having a performance
and development culture over the following four years. The change
program is regarded by school principals as one of the most

successful run by Victoria’s education department in recent times.
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Senior leaders responsible for
major reform need to have a
disciplined program management
process in place that provides
them with an accurate view of
what is being done and the

key risks to success, as well as an
adequate window in which to act
if a delay occurs.

Masses of project data must be
filtered to give senior leaders the
information they need—and only
the information they need—when
they need it in order to make good
decisions. Information must also
be forward looking and tuned to
allow midcourse corrections.

This type of process is more than
just a robust reporting system,
and the program implementation
plans or road maps with
milestones are more than just a
summary of activities. A road map
should articulate the risks and
interdependencies, showing where
they are likely to manifest and how
they will be monitored throughout
the effort.

The anticipated benefits from
reform must be quantified and
linked explicit- ly to milestones,
each of which is assigned to an
owner.

The road maps also should show
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where therisks lie and define the
metrics to monitor and control
them.

There are a number of proven
disciplines and tools in BCG's RPM
approach that are designed to
reduce the risks of change efforts
so that organizations can be more
certain of a positive outcome if
they take the right steps. These
tools provide an accurate look
ahead at future outcomes and
inject objectivity into analysis

and decisions. They focus on

three dimensions: time to results,
bottom-line impact or benefit, and
behavior.

« Time to Results. A disciplined
reporting system forces
managers to set and define clear
milestones, with deadlines and
benefits attached. Continual
monitoring and management
of progress, through frequent
milestone reviews, will minimize
the implementation burden on
the organization while ensuring
that emerging gaps and risks are
highlighted.

In most change projects,
managers track indicators that
are the output of change—
indicators such as more criminals
caught or a greater percentage
of on-time train arrivals. These

sorts of indicators, while easily
identified, tend to be lagging
indicators. For a major change
effort to succeed, leading
indicators must also be tracked
in order to provide a view of
likely outcomes two or three
years hence. Such milestones
should reappear throughout an
initiative’s life cycle, because
they give an early view on
whether things are still on track.

Determining the right set of
indicators can be tough in the
public sector, where outcomes
may be less clear than the
bottom-line metrics of profit-
making enterprises. Such
indicators might include which
type of employee completes

a certain type of training, whether
projected expenditure milestones
are being met, whether early
pilots are on track to successfully
deliver or—in the case of broad
organizational change—whether
technical and support functions,
such as IT, are in place. It can take
a little ingenuity to design such
predictive tools for government
programs, in which outcomes are
more complex than revenue
and profit-and-loss results.

(See the sidebar, “Fog Cutters:
Analytical Tools Spot the Rocky
Reefs Ahead")




FOG CUTTERS

Analytical Tools Spot the Rocky Reefs Ahead

Two examples of RPM tools that have predictive power are what we call
DICE methodology and rigor testing.

DICE derives its name from a few elements that determine the outcome
of almost all change projects:

« The duration of the project or time
between major review milestones

« The performance integrity of the
project team

» The organization’s commitment to
change, specifically that of senior managers and local-area staff

- The additional effort required for implementation beyond the usual
work requirements

For a particular change program, scoring along each of these dimen-
sions generates an overall score that can be calibrated to a database of
other change projects that have been executed around the world. That,
in turn, generates a distribution of likely outcomes, allowing senior
manage- ment to assess objectively whether the project falls into one

of the three categories that we call “win, worry, or woe.” (See the exhibit
“DICE Predicts Whether the Team Is Set Up for Success.”) Taken together,
these four

elements offer a litmus test for assessing the probability of success of
any given transformation effort. They shine a light on specific actions
that can improve the probability of success early enough for course
corrections.

Rigor testing provides roughly a dozen simple questions, in three
groups, about dependencies and milestones that, when scored, flag
structural or behavioral issues and raise potential problems early.

In the first group- testing whether the risks and issues have been
explicitly defined and addressed-there are questions like these:

HR ECHO 23 |




FOG CUTTERS

(continued)

Would someone with no experi- ence on the project be able to read and
understand the road map? Are key issues/risks sufficiently exposed and
addressed? Do milestones adequately reflect the necessary engagement
of key stakeholders at appropriate points?

The second group of questions, which probes whether the road map is
clear enough to be readily implemented, includes the following:

Are milestones defined to a level that is sufficient to describe how

the road map will be achieved? Are the timing and se- quencing of
milestones logical?

The third group, examining whether the impact and timing have been
correctly identified, includes these questions: Do financial impacts
(revenue and costs) reconcile to the overall target for a given area?
Do operational key performance indica- tors clearly serve as lead
indicators of subsequent delivery of financial or other impact? Is the

timing of overall benefits consistent with the timing of the milestones
with which they are associated?

By using rigor testing, a railroad that was investing heavily in improving
its on-time record was able to develop a clearer view of some of the
risks to successfully implementing its on-time initiative, enabling its
leaders to actively manage these risks.

The rigor test helped to highlight, for example, that the leading indicator
correlating with on-time arrival was the speed with which passengers
moved on and off the trains and across the platform at some key
stations.

Managers quickly diverted resources to ensure that employees who
coordinated traffic on the platforms were able to take on new, more
public roles, interacting with commuters and managing the flow of
crowds at these stations. This response caused on-time performance to
increase substantially and to stay at the higher level.
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DICE Predicts Whether the Team Is Set Up for Success

Project Outcome

Success 1

Failure
7 9 11 13 15 17 19 21 23 25 27
DICE SCORE
14-17
Worry
. Highly Correlated with Success Source: BCG experience
. Highly Correlated with Failure Note: Each dot represents a project in BCG’s original

sample of change projects, sgowing the project’s DICE

Arange of out comes score and final outcome
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RPM Tools Add Rigor and Objectivity to Change Efforts

Create the change agenda

Mobilize the organization

Hard-wire change

« Beliefs audit

« Ready-Willing-Able audit

« Engaging for Results diagnostic

« Strategic workforce engagement
« Vision development workshops

- CEO agenda

« Candid dialogue

« Behavioral contracts

« Senior team alignment survey

« Aspiration-driven transformation

« Base-line diagnostic

+ Role of the program management office
- Team charters

« Leadership role modeling

« Accelerated team building

« Stakeholder engagement (segmentation
and conversion plans)

- Aspiration-driven transfor- mation

« Induction/mobilization workshops

« Engaging for Results diagnostic

« Ready-Willing-Able audit

- Opinion leader survey

« Invitation process

« Cascading methodology

- Organization design

« Decision rights

« Network optimization

« Performance contracts/scorecards/goal cascades

- Compensation design

« HR audit

« IT health check

« Engaging for Results interventions

« Organization and culture check

« Retention management

« Rigorous Program Manage- ment
- Initiative planning and prep

- Road mapping

- Rigor testing

- DICE methodology

(a form of initiative rating)

Manage for results

« Candid dialogue « Rigor testing

« Pulse check + DICE methodology
« Buy-in index (a form of initiative rating)
« Rigorous Program Management « Exception-based reporting
« Road mapping and dashboards
« Engaging for Results diagnostic « Leadership role modeling
« Ready-Willing-Able audit « Living emotional times guide

« Behavioral contracts « Recognition programs

« Communication plan

Communicate— « Communication audit

strategically, consistently » Message segmentation (executive, initiative team, key stakeholder groups, all employees, external)

« Postproject audit

« Pulse check

Sustain and reinvent

« Capability transfer and development

Choosing the right person to lead the PMO, and giving him or her the proper authority, are essential to the
office’s effectiveness. The leader must be able to deftly navigate the organization as a whole, have strong
communication and persuasion skills, and possess a tenacious ability to solve problems. Apart from these
personal traits, he or she must have the credibility to stand up to heads of departments or agencies,

so that the effort does not get diluted or misinterpreted.
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It takes persistent,
concerted effort to embed
the change and spread
the gospel throughout the
organization.

In order to make all of this work,
the PMO leader needs to have a
direct reporting line straight to the
head of the organization.

The PMO leader’s success will hinge
on the ability to maintain several
directives:

« Ensure that senior leaders have
the necessary (but minimum
sufficient) information to
effectively steer a change
program. Beyond providing
high-priority information that will
maximize leadership’s decision-
making impact, the PMO also must
define an engagement process
that keeps senior leaders
plugged into the work.

That process should include
contingencies (such as prepared
briefing packages) in case of
turnover in senior leadership
ranks.

Keep the focus on achieving

the stated goals. An effective
PMO keeps its collective eye on
outcomes and, ultimately, on the
public benefit of reform.

Mind the gaps among and within
agencies. In the public sector,
most agencies operate in isolation,
without much exchange with
each other. This silo effect can
also occur within agencies, where
individual divisions or branches
operate independently without
effective coordination. The

PMO’s high -level, cross-initiative
perspective adds value by
actively seeking out division or

branch leaders in order to identify
and bridge gaps before they can
cause trouble.

Maintain positive momentum.
Efforts that fail to show

results within six months lose
momentum and never get

it back. While the PMO is not
accountable for the actual
execution of initiatives, it must
keep things moving forward by
flagging potential problems as
early as possible and finding the
right people to fix them.

As an example of how a strong yet
light-touch PMO should interact
with its senior management,
consider the following change
effort at a major transportation
utility in the United Kingdom.

Three attempts at reform focused
on cost reduction had failed over
the years. A fourth attempt, made
more urgent by recent safety con
- cerns, finally took hold because
of the introduction of a PMO that
provided senior management with
a truly strategic view of progress.

Reports to the CEO and his core
team, for example, were exceptions
based, providing only the detail
needed to support quick decision
making. These reports were also
tightly focused on core metrics and
leading indicators, especially in the
areas of finance, HR, and opera-
tions. Two years on, the PMO has
helped put the utility’s ambitious
operational and organization
transformation ahead of schedule
and budget.
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Embed Change and Spread the
Gospel Change programs often
launch with great fanfare. If six
months later employees see that
not much has changed in their
tasks or approach, they won't
believe the transformation is real.

It takes persistent, concerted
effort to embed the change and
spread the gospel throughout the
organization.

For change to take hold, senior
leaders must first be truly aligned
in their descriptions of the logic of
change, the goals, and the means
of achieving those goals.

Communications to employees
should reflect this alignment
among management and be
carefully planned and frequently
repeated. Standard e-mails and
town hall meetings may not be
sufficient. Change programs need
a regular drumbeat of messages
that are simple, consistent, and
delivered by leaders who have the
respect of the frontlines.

Announcing the decision to
change is not the same as actually
implementing change. Senior
management must provide its
employees with the structure and
tools necessary to make the action
plan succeed. Think of this process
as cascading change-a cascade

of communication, feedback,
empowerment, and motivation.

A change effort cascade moves in

two directions. Senior management
needs a structured way to listen
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to and receive feedback from
people across the organiza- tion, so
employees can let their managers
know how the change is proceeding
and being perceived. Senior leaders
must address important questions
like these:

Have we put in place feedback
loops to solicit unbiased input from
the frontlines? Are there defined
mechanisms to monitor change
initiatives and progress?

If elements of a change effort start
to falter, how can we react swiftly
to put them back on track?

The cascade approach gives
employees a way to understand
the agenda behind change, clear
guidance on their new roles,

and a voice in the design and
implemen- tation of the change
program. Mobilizing middle
managers and frontline workers
shows them that change is in their
interests. Employees who have

real responsibil- ity for change will
internalize the risks and benefits
associated with moving away from
the status quo and join with the
leadership in taking ownership.

Giving middle managers power
and responsibility in the change
process will also strength-en
organization capabilities and the
capacity to launch change in the
future.

Consider the case of the
aforementioned major
transportation utility in the United
Kingdom. Senior managers
devised an extraordinary outreach,

Employees who have real
responsibility for change
will internal- ize the risks
and benefits and join with
the leadership in taking
ownership.




Governments can no
longer afford to fail in their
change pro- grams; the
good news is that there are
proven approaches that
greatly increase the odds
of success.

which included 5,000 one-on-one
meetings. In these meetings,
supervisors explained the need for
change and assigned new roles.
After these conversations among
managers at each level,

the senior leadership systematically
sought feedback. At one level,

they uncov- ered afading of the
key message, prompting them to
provide more support to managers
in order to repeat and reinvigorate
the communication. Managers

at the lower levels summarized
employees’ reactions to layoffs and
whether midcourse corrections
were warranted. The effort paid off.

A survey of employees showed that
85 percent felt better about this
restructuring than they did about
other such initiatives in the past.
Importantly, this initiative has
helped the organization meet its
financial targets.

A cascade approach can even be
used to design the reform itself,

as was done in the course of

a program to save $2 billion in
information and communications
technol- ogy costs at an Australian
Commonwealth Government
department. Staff were involved

in redesigning the organization
structure of an IT division, including
roles, accountabilities, and staffing.
Starting at the top, layers within
the IT division were asked to draft,
review, and sign off on the redesign
of staff roles for the layer below,
from the division head to the
branch heads to the directors.

The process allowed the

department to fully implement a
new organization struc- ture within
three months (from designing to
filling roles)—less than half the
time it would traditionally take.

And employees were delighted

to play an active role in a process
that ordinarily would have been
handed down from the top. They
could devote energy to designing
roles and implementing the
advertising and recruiting process
rather than arguing over the goals
of the program.emands for change
in the public sector are growing
louder, just as the purse strings are
tightening and after much of the
low-hanging fruit has already been
picked. The consequences are clear:
governments can no longer afford
to fail in their change programs.

The good news is that there are
proven approaches that greatly
increase the odds of success.
Reform efforts can be relatively
smooth and quite rewarding when
a complex or large-scale change
program has a clear agenda, the
strong commitment and alignment
of the senior team, and an effective
PMO with tried-and-true tactics and
effective predictive tools.

BCG's experience with public
agencies worldwide reveals that
those that are able to mitigate

the various risks involved now
have the confidence to pursue
visionary change that will have
enduring impact. They have been
trailblazers, demonstrating that
change is entirely possible. And
that, all by itself, is an invaluable
public service.
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CAN THE NHS
TALKITS WAYBACK
TO HEALTH?

This article is printed with permission from CIPD
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HR is prioritising
communication to
prevent disaster -but
CIPD survey sets out

staff fears Patient
complaints ignored and
whistleblowers sidelined.
An accumulative culture
so toxic that hundreds
died unnecessarily.

The problems in the NHS seem
impossibly complex. But could the
solutions to preventing a repeat

of the calamitous events at Mid
Staffordshire and elsewhere be
disarmingly simple? And can HR rise
to the challenge?

Half of respondents to Focus on
Culture Change and Patient Care
in the NHS, a newly released CIPD
Employee Outlook survey, believe
their organisation is trying to
improve its culture.

And though the study of more than
1,000 healthcare employees paints
a bleak picture of the challenges
faced by NHS trusts, 55 per cent
believe better consultation with
staff would be the single best way
to improve patient care.

“NHS leaders should ensure they
are putting more emphasis on
monitoring, analysing and, crucially,
acting on people management
information and feedback from
staff, which can provide early
warning indicators for potential
culture, capability and capacity
problems linked to poor standards
of care,” says CIPD chief executive
Peter Cheese.
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There is plenty of evidence from
across the country of HR-led
initiatives making a difference

by encouraging communication
between staff, patients and other
stakeholders.

One of the most dramatic
turnarounds can be seen at Hull and
East Yorkshire (HEY) Hospitals NHS
Trust, where Jayne Adamson, chief
of workforce and organisational
development, says that without
action: “We would have absolutely
been one of the [failing] trusts in
the recent Keogh review because of
our mortality rate.”

HEY re-examined its culture by
asking staff what kinds of behaviour
they thought would make a
difference to patient care.

HR gathered views in a range of
meetings and posted the findings
on the intranet. Employees then
voted for the most important. But
it wasn't easy. “Engaging with staff
and talking to them was something
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they had not seen before, so
there was some cynicism,” admits
Adamson.

Her team found that messages from
the top of the organisation weren't
being heard on the front line. HEY
created a Link Listeners scheme,
which asks volunteers from the
workforce to put questions to senior
executives. In practice this meant
there was a “Batphone”, Adamson
says, which was carried around by
trust executives 24 hours a day.

Junior staff could call at any time to
ask questions about rumours they'd
heard or to clarify the thinking
behind proposed changes.

A doubling of engagement scores
to 80 per cent was just one outcome
from such work, which also
included facilitated conversations
between staff in different roles. But
the real boost has been to care:
mortality rates have fallen, taking
HEY from bottom of the list of 168
trusts to 39th.







“We know what we are doing is
having a massive impact,” says
Adamson. Dean Royles, chief
executive of NHS Employers, says
official reports into NHS failings
offer an opportunity to reboot
thinking and focus on a “pre-
eminent patient culture”.

He believes that increasing the
visibility of chief executives in their
organisations can help counter
the frequent downward pressure
on staff, and that social media
presence is vital — as he points out,
staff are using it anyway to discuss
the latest news.
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He cites Lisa Rodrigues, chief
executive of Sussex Partnership NHS
Foundation Trust, who regularly
tweets and blogs. In a recent post
she talked candidly about a case
involving staff dismissals, making it

Transparency reinforces
the message that
employees’ concerns are
taken seriously

clear the departures were down to
covering up mistakes rather than
the mistakes themselves.

“It's an unusual thing to be so stark
and honest,” says Royles, who

says transparency reinforces the
message that employees’ concerns

are taken seriously.

Staffordshire and Stoke-on-Trent
Partnership Trust chief executive
Stuart Poynor also took an
unorthodox step in choosing to
appoint one of the whistleblowers
from Mid Staffordshire as a cultural
ambassador.

Helene Donnelly, a nurse who gave
evidence at the Francis inquiry,
provides support to frontline staff
across the trust to help them raise
any concerns about standards of
patient care.Head of the Healthcare




People Management Association,
Kevin Croft, adds that managers’
behaviour is crucial to ensuring that
employees’ voices are heard. This

is a serious issue, he says, as the
CIPD research flagged up a serious
disconnect between leadership and
front-line staff.

“Some of the focus for managers
and senior leaders has been on
what they're asked to do, for
example on financial performance
and targets,” says Croft.

“That gets passed down the
organisation in a more directive
kind of conversation.

“So it's more about delivering what
senior leaders are being held to
account for, which has come out

in the Francis and Keogh reports,
where managers were in more of a
telling mode rather than a listening
mode. And when organisations

are put under pressure they often
revert more to command and
control, rather than an empowering
and engaging style.”

Croft says HR departments in NHS
trusts need to be much better at
showing the evidence of what

good staff engagement and
empowerment can deliver, rather
than simply dictating that listening
is the answer: “It's more powerful to
show the link between engagement
and patient or financial outcomes.

So they need to explain that
when managers listened to their
staff, things changed in terms
of the patient experience or

clinical outcomes, complaints and
incidents.”

« How NHS staff
view their role, according to the
Focus on Culture Change and
Patient Care in
the NHS survey

+ What you can learn from...UCL
Robert Jeffery 19 Jul 2014

UCL's Nigel Waugh plans a
performance management reboot
There aren’t many organisations
where HR gets the top floor.

But at University College London
(UCL) HR director Nigel Waugh and
his team have an exclusive view of
the historic slate-grey campus, a
whisper away from the West End
in one direction and the bustle of
rush-hour Euston station in the
other. The prominent 10th floor
berth is an accident of design
rather than a statement of intent,
insists Waugh. But there’s no
doubt the people side matters at
UCL, which has counted Frances
Crick, Mahatma Gandhi and (more
recently) Coldplay among its
alumni.

Engagement scores are consistently
high among the 10,000 staff,

and UCL was among the top
performers in the inaugural Times
Higher Education Best University
Workplace survey earlier this year.

Waugh has held his role for

three years, after a career spent

in the public sector in his native
Australia, latterly as HR director at
the University of Melbourne. It's

a period that has coincided with
considerable change in the sector,
with the introduction of tuition

fees the most significant shift in the
university-student relationship for
more than a century and graduate
salaries finally on the rise after years
of stagnation.

“Students will become more
discerning,” says Waugh. “They

will demand more for their money.
We're arguably the leading research
university in the country, and we
need to match our performance in
research with our teaching. How do
we get our research stars to teach
at the same level as they research?
That's where HR can come in, and
the first intervention is to change
the reward structure.

27% of NHS nursing staff

are engaged in their roles,
compared with an average of
37% across all UK sectors.

66% remain ‘proud’ or ‘very
proud’ to say they work in
the NHS.

55% feel greater consultation
and engagement with staff is

the best way to improve
patient care.

35% say their employer is not
open and up front with them.

30% fear there will be another
patient care scandal in the NHS
6% say their organisation’s
values are strong and played
out in everything it does.
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Let’s look at rewarding academic
staff to teach as much as to research
or transfer knowledge.» That

will entail an “enormous cultural
change,” Waugh acknowledges, but
it's consistent with his belief that HR
needs to move beyond fire-fighting
to value-adding: “When | became
an HR director, one of my mentors
said 'you'll spend the rest of your
career solving their problems’ and
it's true, our senior HR staff do
spend a lot of time on problem-
solving. But the role of HR is to
increase the capability to get things
done - whether through recruiting
the right people, performance
managing and developing them

or departing them from the
organisation.”

It's imperative to remember, he
says, that HR is ‘a service business
that’s here to help our internal
customers’ but he admits that
concept can be anathema in

some parts of the academic
workforce, where a suspicion of
‘managerialism’ reigns. UCL, like
other universities, finds itself with
almost a dual workforce - lecturers
and researchers are led and
evaluated differently to professional
services staff who operate in
something closer to a corporate
environment.

It's seen most visibly in reward
(base pay for academics is set via
national bargaining, and Waugh
feels the most recent 2 per cent
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rise, though contentious with
unions, was “reasonable under

the circumstances”), but is most
problematic when academic leaders
take responsibility for support staff
whose appraisal processes they may
not understand.

It's just one topic Waugh covers

in a conversation that takes in
everything from the increasing
number of over-65s in the
workforce (“some of our most
productive staff are older than 65...
other universities have employer-
mandated retirement ages, but

it's too early to jump on that
bandwagon”) to the pressure the
rising cost of living in London puts
on UCL's ability to recruit and retain
top talent.

For now, Waugh'’s priority is to keep
the university’'s HR as well-regarded
as its world-leading science and
humanities courses. He shares a
campus with the likes of renowned
business psychologist Adrian
Furnham, but admits academics
understandably prioritise their

day roles over sharing wisdom

with HR. And besides, “I'm sure

the University of Michigan’s HR
practices aren’t any different to
anyone else’s, despite having one
of the leaders in HR thought, Dave
Ulrich, in their business school.”

How will he build a workforce fit
for a new generation of demanding
graduates?

| Performance
matters

UCL has a long-term aspiration to
better link pay and performance,
but Waugh knows that the

broad approach to performance
management at the university
needs a shake-up. “Academic staff
are very much used to peer review.
It intrigues me that it's a profession
based on peer review and yet it's

a culture that's fiercely resistant

to concepts of performance
management. We need to review
our approaches to performance
management and become better
atit.”

Academic staff are promoted

to a grade based on individual
achievement, without waiting for
an opening to arise. Professional
services employees earn promotion
in a more conventional, corporate
way. But everyone will respond to a
fuss-free way of handling important
conversations, Waugh believes: “A
lot of organisations, including one
I've worked for, get very hung up on
the forms and the process. Focus on
the conversation with the minimum
of write-ups afterwards. Make it
light touch and simple.”

| Get out of the way

Performance management, like
recruitment, is an area where
Waugh believes HR often needs to
“get out of the way” and let world-




leading staff do things their way
with the minimum of intervention.
Other facets of the function require
greater involvement, but he insists:
“We don’t mandate. We persuade,
influence, cajole and negotiate

but the levers the HR function

has to mandate behaviours aren't
as strong in higher education.

You really have to develop inter-
personal skills.”

It's important HR is seen as offering
advice, adds Waugh, which is why
his HR business partners are styled
as HR or OD consultants.

He admits not every customer
understands the concept (“they
regard a consultant as someone
who comes into an organisation
and then leaves again”) but says it
fits in with an ethos of support and
encouragement: “My view is that
the HR consultant is at the elbow
of the manager or staff member
whenever they want them... Good
HR professionals provide advice,
but the responsibility for taking
action based on that advice rests
with management.”

| Coaching delivers

Learning at UCL runs the full
gamut of methods, including

a freshly developed leadership
and management programme
Waugh believes is “increasing
staff confidence in managers to
manage performance”. But the

jewel in the crown is a hit squad of
20 externally accredited internal
coaches who operate throughout
the organisation.

They're complemented by a
number of mentoring schemes: “In
my personal experience, mentoring
has been hit or miss, but it does
work.”

UCL'’s masterstroke may be an
online matching service that puts
mentor and mentee together based
on their profile and characteristics.
Other programmes, including
elements of professional
development, have also moved
online, but there will always be a
mix of channels, says Waugh:

“I'm a little agnostic about the
benefits of moving some of the
other programmes online. It's more
convenient and certainly more cost-
effective. Maybe I'm a traditionalist,
but there is a benefit from getting a
group of people in a room sharing
their experience.”

HR need:s flexibility

At its worst, says Waugh,
technology means being always on.
At best, it brings new autonomy to
many roles. “The sweet spot is the
place where you're not always on
but you're in control of the time
and place you’re working,” he says.
“As long as the total number of
hours are not excessive, and you're
achieving results, | don’t mind

where my staff work.”"But HR needs
to be every bit as flexible as the

rest of the business. “If you're an
academic and you're researching
and teaching, you may want to
access HR services at a time that's
not 8.45am-4.30pm, and with a bit
of creative thinking we can be more
flexible.”

Process is constraining

“As someone who came from a
country with a shared history and
culture, you do underestimate the
culture shock of coming over here,”
says Waugh of his move to the UK
three years ago.

“The way we do HR is different.
There’s a great complexity around
process over here.” But, he adds,
there’s also a willingness to try new
ideas provided they are backed

by evidence, and he’s currently
surveying staff to find out which
aspects of HR best support what
they want to do, and which are
currently inhibiting them.

That will include a review of the
way policies and information are
communicated, and how social
media can better support key
messages.

The crucial point, says Waugh, is to
retain an open mind throughout the
process: “The best HR professionals
are strategic pragmatists. They can
see the end, but they’re pragmatic
about how they get there.”
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HUMAN RESOURCE
SHARED SERVICES -
MOTIVATIONS, TYPES
and IMPACTS

By Whitney Winspear
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The migration of labour
to shared service centres
has become increasingly
common amongst large
companies seeking to
reduce cost and thrive in
a challenging business
environment.

This new organisational form has
been enabled by advancements in
information and communications
technology (ICT), which have
changed and diversified ways of
working in the 21st Century, making
it possible for work to be conducted
by people or departments situated
in geographically different locations
(Ulrich, Younger, & Brockbank,
2008).

The establishment of shared service
centres is believed to benefit
organisations in a number of
ways, when carried out effectively.
Benefits to companies are said to
include lower costs, an increase in
the quality of services provided,
improved customer focus, and

the capacity to free up managers
to focus on activities relating to
business strategy.

Shared service centres also

“make costs that were previously
hidden within the divisions more
visible” (Herbert & Seal, 2013: 14),
which is helpful from an overall
business perspective. Although
there is no singular organising
structure for shared service centres,
their establishment is often
associated with centralisation, the

consolidation of resources and
sometimes outsourcing, offshoring
and redundancies.

Human Resources (HR) is among
the business functions commonly
incorporated into shared service
models, along with finance and IT.
Indeed, this new organisational
form promises to impact on the

HR function and the role of HR
professionals. There has been
evidence of the benefits of shared
service centres but the HR literature
has also highlighted some risks
that businesses should be aware of
when considering implementing
HR shared service models,

and strategies for addressing
implementation challenges.

The focus of this literature review

is HR shared service models,
particularly companies’ motivations
for establishing shared services, the
different types of HR shared service
models, and the impact of shared
services on organisations and the
HR function. Shared service centres
(SSC) have received relatively little
attention from academics, thus
academic literature on shared
service organisations is still an
emerging form.
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erbert and Seal (2012:14),

observe: “The migration

of activities to an SSCis
usually a gradual process that tends
to stay under the radar of unions,
academics and the media.”

The aim of this literature review

is to provide an overview of what

is known about HR shared service
models. The review presents

a summary of literature on HR
shared service centres from the last
five years, drawing on conceptual
and empirical papers from six of
the top academic journals in the
field of HRM. Additionally, a few
select articles are incorporated from
journals in related fields, to provide
a more complete picture of the
phenomenon.

This review will begin by defining
and describing shared service
models and HR shared service
centres, including the different
forms of shared service centres
depicted in the literature.

Related concepts such as

insourcing and outsourcing,
centralisation, decentralisation and
standardisation, and the role of
technology will also be defined and
situated in relation to shared service
centres.

Empirical examples will be
discussed in order to explore

the drivers, benéefits, risks and
implementation strategies
related to the establishment

of HR shared services in 21st
century organisations. Finally, the
implications of these findings will
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be discussed, in the aim of opening
up this topic to further investigation
in the future.

| Human Resource
Shared Service
Centres

There are various definitions of
shared service centres and HR
shared services. Meijerink and
Bondarouk (2013: 489490-) define
HR shared services as:

“...a hybrid organizational model
for bundling resources in an HR
SSC that performs HR activities

that are controlled by the business
units and end-users. As such, key
characteristics of HR shared services
are the centralization of resources
combined with the decentralization
of control to business units.”

McCracken and Mclvor (2013) echo
this, stating that the standardisation
and consolidation of common HRM
tasks from across the organisation
into one service centre are typical
components of HRM shared service
arrangements.

They also distinguish between
‘outsourced shared services’
and those that exist within the
company.

The purpose of shared service
centres is to deliver “services of the
highest value at the lowest cost

to internal clients” (Farndale et al.,
2009: 545). The clients are typically
business units and their managers,
and business units therefore
maintain a degree of control by
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having the power to request
particular services.

While centralisation is often cited

as a key feature of shared service
models, decentralisation is also
critical due to the power of business
units.

Shared service organisations

often integrate centralisation

and decentralisation models by
centralising resources and activities
into an HR shared service centre,
while also decentralising its control
to the business units (Meijerink &
Bondarouk, 2013).

| Insourcing and
outsourcing

Different organising structures are
possible for shared service centres.
Internal models occur when a
service is provided from a single-
location for multiple business

units, as part of the company’s
corporate centre/headquarters, and
is embedded inside the relevant
business unit.

External models are either run

by the organisation with support
from an external company, or are
completely run by an external party
(Farndale et al., 2009).

Internal models thus use insourcing
and external models make use of
outsourcing. HR shared service
arrangements may use one or the
other, or may integrate both the
insourcing and outsourcing of

services.

| 42 HR ECHO

ICTs have made insourcing and
outsourcing key features of the
21st century organisation, and
of HR shared service centres.
Some HR shared service centres
insource HR transactions by

o . . Glaister: HR outsourcing
shifting responsibility for certain

has become increasingly
common since the
financial crisis

transactions to another part of the
company.

This is often done through the use
of technology, such as employee
self-service, which enables
employees to manage parts of
their own HR administration (for
example, keeping track of and
applying for their own annual leave
through an automated system),
or through the creation of a new
business unit to aid multiple
in-house clients with corporate
activities (Farndale et al., 2009).

Newly created shared service units
may be located on the same site

as other business units, or may be
established in a more economic
location in another state or
country. Other companies choose
to outsource part or all of the HR
function to an external vendor that
offers specialist services.

In such an arrangement,
responsibility for the transactional
side of HR, in particular, may be
entrusted to an external company.

Glaister (2014) points out that

HR outsourcing has become
increasingly common since the
financial crisis. Its attractiveness to
companies stems from its promise
of being a key strategic enabler,
importing specialist expertise,




increasing process control, reducing
risk, and improving operating
efficiencies.

It also provides opportunities for HR
departments to up-skill and create
new specialist roles. These benefits
are analogous to those of shared

service centres in general.

HR outsourcing is often part of
shared service arrangements and
the two often have the same aims,
however HR outsourcing is, in itself,
distinct from HR shared service
organisations and traditional
centralisation projects.

Outsourcing HR to a third

party is a way of delivering

support service activities, while
establishing a centralised HR shared
service organisation is a way of
reorganising in-house activities
(Herbert & Seal, 2012).

It is important to note these
differences. There are a number

of different shared service centre
models but frequent reorganisation
and restructuring of the way
services are sourced globally is a
commonality of them all (Howcroft
& Richardson, 2012).

There are benefits and risks
associated with both methods of
sourcing. Glaister (2014: 222) found
that the roles of HR outsourcers
were more fragmented than

those of non-outsourcing HR
professionals, and concluded that

the credibility of HR outsourcing
“can only be for the short term.”

Ulrich et al. (2008) describe the
potential benefits and risks of

HR outsourcing, based on the
experiences of companies such as
BP, Bank of America and Prudential,
which have been pioneers in HR
outsourcing. The potential benefits
of outsourcing HR transactions are
in line with the general advantages
of HR shared service arrangements,
as described earlier.

Outsourcing HR has been found

to yield cost savings of around
2025- per cent and to facilitate
standardisation, as outsourcing
forces a degree of consistency in HR
transactions.

This standardisation might take
years for an organisation to
establish internally, but can be
achieved more quickly when
outsourced.

Increased speed and service quality
are another benefit, as vendors tend
to rely on technology and specialise
in their field, staying informed on
new developments. HR outsourcing
may also allow HRM professionals to
dedicate more attention to strategic
matters.

Ulrich et al. (2008) also identify
potential risks that companies
should be aware of when
outsourcing HR transactions.

These include picking the wrong
vendor, having unbalanced
contracts — which may be skewed

and/or fail to include appropriate
terms for dispute resolution — and

a lack of change management
throughout the process, resulting in
a lack of engagement.

Another risk is that the HR function
becomes reduced to merely
transactional activities, and the
transformational and strategic side
is forgotten.

HRM role conflict may also arise as
a result of HR outsourcing, causing
a kind of identity crisis for HR
employees needing to “reorient
themselves” in light of the changes,
and it is possible that organisations
may lose control if they give too
much control to the vendor.

It should be noted that these are
only preliminary findings based
on limited data, and more case
research is needed for findings to
be conclusive.

| Centralisation,
decentralisation
& standardisation

Similar to insourcing and
outsourcing, centralisation,
decentralisation and
standardisation are also features of
HR shared service centres.

In a study of seven Swedish
organisations that had undergone
‘HR transformation’ through
establishing HR centres, Boglind,
Hallstén, and Thilander (2011) found
that “the most obvious results
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of the transformation [were] the
establishment of HR service centres,
and the resulting standardisation
and centralisation of the HR
function.”

Meijerink et al. (2013) describe
the differences and the tension
between centralisation and
decentralisation.

Centralisation occurs when
activities and resources are
controlled at the corporate
level and resourced by staff
outside of the business units
that are requesting services.
Decentralisation occurs when
business units have complete
control of HR activities.

Some of the benefits of
centralisation are that the company
is ensured economies of scale -
and therefore cost savings - due

to staffing arrangements, and that
there is no duplication of activities
and resources.

Centralisation encourages the
sharing of knowledge regarding
HR best practice and supports
consistent HR service delivery.

Disadvantages of centralisation
include slow response times — as a
single person/area must respond
to requests from multiple business
units — and a greater likelihood
that the service may not serve the
needs of business units, as it is
disconnected from them.

Inflexibility and distance from
the business units may also be
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problematic.

The benefits of decentralisation
include quicker response times
and decision-making, and more
tailored support of/responsiveness
to the business units’ needs.
Disadvantages include higher
cost, the duplication of resources
and activities and inconsistent HR
service delivery and standards.

Decentralisation of the HR function
also does not support the sharing of
best practices.

Thus: “Both organisational models
therefore are double-edged swords:
both have benefits and liabilities,
with the drawbacks of one model
mirroring the benefits of the other”
(Meijerink et al., 2013: 156).

Similar to Boglind et al.’s (2011)
findings, in a study of seven
companies, Farndale, Paauwe,
and Boselie (2010) found a
tendency towards centralisation
and standardisation, as well as the
use of shared service centres to
control HRM activities and costs. In
one of the organisations studied,
centralisation in a shared service
centre was linked with HR and
business tension:

“Centralization in SSCs was said to
reduce flexibility and agility and
create unwanted dependence.

In addition, some non-HR
interviewees felt that they were
doing HR'’s job through more and
more self-service.”

(Farndale et al., 2010: 859)




Companies must therefore assess
the advantages and disadvantages
of centralisation/decentralisation
and choose a model that is suitable
to their context and culture.

Standardisation is related to
centralisation and reduces
duplication, and it is regarded in the
literature as a cornerstone of shared
service centres. Standardisation

is also, however, a challenging
process that can provoke resistance
amongst employees and managers
(McCracken & Mclvor, 2013).

This is because standardisation

is often associated with the
commodification of labour,
whereby labour becomes
depersonalised, as IT-enabled
processes take over and individuals
and locations are no longer seen as
important.

Constant reorganisation and
restructuring are other possible
products of standardisation, as
standardised tasks can usually

be performed by anyone with
relevant competencies, rather
than being attached to high-value,
indispensable individuals.

Accordingly, the hiring of low-
skilled employee is common where
there is standardisation, and helps
to minimise labour costs.

Thus, work becomes increasingly
insecure, as location becomes
unimportant and jobs can easily

be moved somewhere more
economical at any time (Howcroft &
Richardson, 2012).

| The role of
technology

Technology continues to be an
empowering business force, and
electronic HRM (e-HRM) “operates
interdependently” with the growing
use of shared service centres and
outsourcing

(Parry & Tyson, 2011: 336).

E-HRM is the result of technology’s
impact on the HR function (Farndale
et al., 2009). Technology enables
companies to insource various HR
activities to shared service centres
and to employees themselves, and
to effectively outsource services to
third-party organisations.

The rise and development of ICT
has enabled business units and
shared services to move offshore to
inexpensive countries such as India
(Ulrich et al., 2008), without obvious
compromise to performance.

Common drivers for introducing
e-HRM are similar to those of
companies implementing HR
shared services, that is: improving
service delivery, increasing
efficiency, standardisation, freeing
up managers, making the HR
function more strategic, and
improving organisational image
(Parry & Tyson, 2011).

E-HRM is altering the role of the HR
professional and this is expected
to continue with further advances
in technology. It is estimated that,
with the insourcing of HR services
through e-HRM, employees can

Technology continues
to be an empowering

business force
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respond to 60% of their own HR
transactions and questions online.

When online access is not enough,
employees can contact a service
centre for assistance. This is said

to empower HR professionals and
managers to focus more attention
on strategic issues. However,

it is important to realise that
introducing e-HRM is not enough
in itself to transform an HR function
into one that is ‘strategic’.

Itis also important that staff are
redeployed appropriately and that
efforts are made to up-skill HR staff
when changes related to e-HRM are
introduced (Parry & Tyson, 2011).

Although technology is an enabler
of shared service arrangements and
e-HRM, shared service centres are
“not primarily technology-driven
phenomena, but are actually about
restructuring how employees

and line managers interact with
and experience HR,” to improve
quality, customer focus and cost-
effectiveness

(Farndale et al., 2009: 558).

| Implementing HR
Shared Services

Aside from the question of the
desirability of HR shared service
centres, the literature identifies
important considerations regarding
their implementation. These include
establishing realistic expectations
and measurement systems, senior
management team support,
employee engagement and the
development of human capital.
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Indeed, if shared service centres are
a 21st century reality, it is critical
that an understanding of how to
establish and run them effectively
is developed.

Prior to introducing a shared service
centre, organisations must create
realistic expectations and establish
clear systems for measuring and
tracking its performance. Farndale
etal.’s (2009) research found

that shared service centres in the
Netherlands often failed to perform
to the level of expectations because
these two provisions were not made
beforehand. Employees tended

to have high expectations and,
furthermore, companies found it
difficult to monitor the cost and/or
value of the shared service centre.

Inevitably, without performance
monitoring provisions in place, it
was difficult to know whether a
shared service centre was fulfilling
its purpose effectively.

Senior management team support
and the engagement of internal
stakeholders have been identified
as critical success factors relating to
HR strategy.

Senior management team support
is essential if HR outsourcing is

to achieve strategic change, as
the senior management team'’s
expectations define the role that HR
plays. This is the case particularly
when HR's reputation as ‘soft’
means that it is seen as a ‘caring’
profession, and therefore lacks the
power to effect transformational
change. Additionally, a company’s
HR function cannot have true

a company’s HR function
cannot have true strategic
influence or business
impact if employees

are disengaged and/or
resistant to the change




strategic influence or business
impact if employees are disengaged
and/or resistant to the change
(McCracken & Mclvor, 2013).

Therefore, organisations must
consult with employees and

other key stakeholders through

the process of establishing an HR
shared service centre, to keep them
completely engaged throughout
the process (Glaister, 2014).

Organisations should ensure that
HR staff and those who will be the
end-users of an HR shared service
centre have adequate knowledge
and skills prior to shifting the HR
unit’s structure. HR staff must have
the ability to manage end-users and
perform new duties adequately, and
end-users must understand what
their duties entail, if value is to be
created for the end-user.

If staff either in the HR shared
service centre or the related
business units (end-users) lack

the basic competencies/skills to
provide or use the services, the
service centre’s performance is
likely to remain low, as resources’
potential will not be maximised
(Meijerink & Bondarouk, 2013). This
may have various consequences for
organisations.

For example, some organisations
may need to provide training

for staff before transitioning to a
shared services arrangement, and/
or delay implementation until there
is sufficient intellectual capital in
the organisation. This is consistent
with Parry and Tyson’s (2011: 352)

findings, that:

“The realisation of improved
efficiency and effectiveness is
dependent on the design and
implementation of the [e-HRM]
system, and increased effectiveness
and involvement in delivering the
business strategy may depend on
appropriate redeployment and up-
skilling of HR staff.”

Although this group of
recommendations is helpful, it is
important to remember that the
challenges facing organisations
- and their corresponding
solutions — may be unique. In

a multiple case study of three
public sector organisations that
had implemented shared services
arrangements, Knol, Janssen and
Sol (2014:101) concluded:

“SSCs are less uniform than often
thought and the (degree of
importance of the) challenges that
are encountered vary per situation.
Hence, this research underlines
that a uniform approach to SSC
development is not recommended.
The establishment of a SSC cannot
be treated as a standardised process
and the context needs to be taken
into account.”

Thus, organisations should seek to
learn from other cases of shared
service establishment, and be aware
of the common factors to consider
regarding implementation, without
forgetting the importance of
assessing their own organisational
context, intellectual capital,
strengths and weaknesses.

| Risks associated
with HR shared
service centres

Herbert and Seal (2012: 84) assert
that, despite the positive lists that
abound in consultancy literature,
which promote a compelling case
for shared service organisations,
academic research presents “a more
mixed verdict.” A number of recent
studies have brought attention to
the risks associated with HR shared
service models.

These include a decline in end-user
satisfaction, and a decline in the
status and compensation of HR
professionals. In their case study,
Meijerink and Bondarouk (2013)
found that end-user satisfaction
with the HR function declined after
the introduction of an HR shared
service centre.

End-user dissatisfaction with the
contact centre rose from 15%

to 63%, and there were further
complaints regarding HRM
process speed and the quality

of management information
available. Boglind et al. (2011: 584)
noted that in three of their seven
case organisations, there was a
“decline in professional status and
compensation” following the move
to an HR shared services model,

as HR specialists slid down the
hierarchy by two or three levels.

They noted that their findings
were in opposition to Ulrich (1997)
and Ulrich and Brockanks’ (2005)
assertion that HR professionals use
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HR transformation as a means for
gaining greater influence in their
organisations.

Shared service centres are fraught
with contradictions and employees
are not always treated fairly.

Standardisation facilitates constant
reorganisation, which might enable
service centres to continue in the
short term, but it can negatively
affect employees.

In Howcroft and Richardson’s

(2012) study, shared service centre
employees felt that they did not
count, as there was strong emphasis
on shareholder value as the primary
priority.

Job security in the sector is
temporary because of its dynamic
nature. A manager at a shared
services centre in England’s
Northwest — where there are
multiple shared service centres

- described the area as “ merry-
shared-services-go-round” because
of the constant shuffling of jobs

(Howcroft & Richardson, 2012: 122).
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| Conclusion:
Looking Forward

In summary, it appears that HR
shared service arrangements

are here to stay. As companies

are under increasing pressure

to have economies of scale and
reduce costs, while delivering
services with greater efficiency and
higher quality, it is likely that the
prevalence of HR shared service
centres will continue to increase.
The associated elements of
insourcing and outsourcing,
centralisation, decentralisation
and standardisation, and e-HRM
are playing central roles in those
companies establishing HR shared
services.With these changes in HR
service delivery, and the continuing
development of new technologies,
the role of the HR professional is
also evolving:

“Gradually we are experiencing
the evolution of the old-fashioned
stand-alone Personnel Manager
developing into a highly
sophisticated partnership between
in-house specialist staff based at
different locations and outside
suppliers.”

(Farndale et al., 2009: 559)

The establishment of HR shared
services, therefore, both simplifies
and complicates the definition

of the HR function, requiring
partnership and coordination
between business units and shared
service centres, and geographically
separate units. In addition to
considering the potential benefits
and risks associated with HR
shared service arrangements, it

is important to note that shared
services are not always the answer
for organisations. For example,
Ulrich et al.

(2008) argue that a shared services
model is generally not suited to the
HR functional organisation, unless
the business structure and strategy
support the decision.

We must remember that each
organisation is unique and that HR
shared service centres may differ
and face varying challenges in
different organisational contexts
(Knol et al., 2014).

Delivering HR services through an
internal or external shared service
centre has the potential to yield
great benefits to organisations

in the 21st Century, when
implemented effectively.
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MOBILE APPLICATIONS
SUPPORT HR FUNCTIONS

By Dave Zielinski O

o O
This article is printed with permission from the
Society for Human Resource Management (SHRM) |

Copyright and all Intellectual property are reserved
for the Society for Human Resource Management
(SHRM).

The employees at Rackspace Hosting, a company specializing

in cloud technologies, are tough customers when it comes to
evaluating the internal technology systems they use every day-
whether those systems are designed for business unit processes or
human resource functions. They expect tools that are user-friendly,
efficient and able to support their workflows. After all, the workers
at the San Antonio-based company are highly tech-savvy.
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That's one reason Kelly Butler,
Rackspace'’s senior director of global
human resources, wants to ensure
more employees can conduct
sactions on mobile devices.
eason: The company has
rown device» policy,

es to high use of

m vendor Workday's
management

an use their devices to
ay stubs, check payments

a quarterly bonus program

or approve timecards. They also
have access to a company directory
through a mobile application—a
knowledge-sharing feature that
enables them to easily connect with
other Rackspace subject-matter
experts when they have questions
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«We've tried to ensure that our
critical, timely HR functions are
available through mobile so people
can access them easily or when on
the go and so we don’t hold them up
from tasks like approving timecards,»
Butler says. «Our focus going forward
is extending the capabilities of
employee and manager self-service
to enable simpler, faster and more
timely access to those functions.»

It wasn’t long ago that the only
mobile-enabled HR processes were
time and attendance or recruiting
functions. But as use of mobile
devices mushroomed, industry
vendors scrambled to develop
platforms to accommodate the
changing nature of computing
tools. As a result, more line and HR
managers are now using tablets or
smartphones to review or expedite
transactions not only in recruiting but
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ance management
eeping. In addition,
more training departments are
designing and delivering learning
modules and performance support

also in perfo
and record-

tools for use on mobile devices. And
an increasing number of front-line
employees can check work schedules,
submit vacation requests or review
benefits information when they are
away from the office.

The growing adoption of mobile

HR applications is highlighted in
CedarCrestone’s 20132014- HR
Systems Survey, which features
research on trends in more than 30
human resource technologies. The
study found that mobile-enabled
HR process adoption has increased
by 67 percent since 2012.
According to CedarCrestone’s
20132014- HR Systems Survey, the
most popular mobile-enabled HR
processes are:

a company’s HR function
cannot have true strategic
influence or business
impact if employees

are disengaged and/or
resistant to the change




HOW HR IS
USING MOBILE
AND WHY?

« Payroll services, such as viewing a paycheck or making
changes to exemptions.

« Recruiting/talent acquisition.
- Performance management systems, in which employees
view and respond to appraisals and managers participate in

related workflow approvals.

« Learning and development.

The survey included responses from 1,266 organizations
representing 20 million employees.

It also found that adoption of mobile-enabled HR processes
will almost double in 2014, says Alexia Martin, CedarCrestone’s







esident of research and

cs, with much of the growth

in new business uses such as
on planning, compensation
force analytics.

analysis showed that greater
mobile-enabled processes
anizations correlated with:

mployee engagement.

s of managers with direct
a for decision-making.

tract top talent
recruiting strategies.

ies expand
ager access to HR

services, an user adoption of HR







KEY
BUYING
CRITERIA

technology leads to higher value
from those investments,» Martin
says.

Mobile functionality has emerged
as a crucial buying criterion for
HR leaders looking to replace

or upgrade existing human
capital management or talent
management systems.

Although software vendors have
been busy in recent years building
or refining software-as-a-service
applications, the mobile trend
arrived hard on the cloud'’s heels,
forcing vendors to develop new
mobile platforms as well.

«HR buyers started saying, ‘It's

nice that your software runs in the
cloud, but what about your mobile
applications?’ « says Josh Bersin,
principal and founder of Bersin by
Deloitte, a human resource research
and advisory firm in Oakland, Calif.

«Buyers now are starting to select
HR vendors based on their mobile
applications, in some cases before
those vendors have had a chance to
invest in them.»

Bersin says HR should ask the
following questions when assessing
mobile applications:

HR ECHO 57 |




Does the app complete the entire
HR transaction in user-friendly
fashion? At times, an app will end
in a website where users have to
pinch the screen to make the text
large enough so they can fill out
forms. «<Some of these mobile apps
were designed as the beginning
of a solution, not the end, so you'll
want to know if you can complete
transactions fully on the device,»
Bersin says.

Do the apps satisfy most users’
needs? «Will employees or job
candidates have access to versions
created not just for iOS but also
for Android devices?» Bersin asks.
«Vendors also have different
development platforms to choose
from in mobile, and buyers should
know the differences.»

Is the vendor investing in mobile
development at a rate satisfactory
to your future needs? Try to talk
with other customers who've used
the vendor’s mobile apps. «In larger
companies, the rollout of a mobile
app is more complex than just
whether the app works,» Bersin
says. «Are you able to administer it,
and does it fit into your company’s
security infrastructure and
standards?»

At Rackspace, data security issues
connected to use of mobile HR
apps are addressed with the use of
soft tokens, security devices that
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give only authorized users access
to secure computer networks
from their smartphones or tablets.
«Employees access a soft token on
their device, receive a code and
paste it into the Workday login to
ensure stringent data protection,»
Butler says.

While most uses of mobile HR
apps today are transactional

in nature, some are potentially
transformational, as well—
including knowledge-sharing
tools such as the staff directory
used at Rackspace, Bersin says. «If
you're traveling and need to get
someone’s contact information for
an important question, you don’t
want to have to track it down in an
Outlook system,» he says.

«The more connected you are to the
experts in your company, the more
productive you can be.»

At B/E Aerospace Inc., a supplier
for the aircraft industry in
Wellington, Fla., Director of Global
Talent Management Jonathan
Turner considers another of those
transformational tools to be a
mobile application he uses from
vendor SuccessFactors to simulate
reorganizations. The app allows HR
leaders and company executives to
use drag-and-drop tools to simulate
changes in organizational design
charts before adopting them.

«You no longer have to be in an
office with a projector to do this




One recent study
suggests that
organizations still have a
way to go on the mobile
recruiting front”

kind of planning,» Turner says. «You
can pull up organizational charts

or succession plans on your tablet,
create different scenarios, and
gauge their effects, even if you're in
an airport.»

| MOBILE SHAKE-UP

When it comes to HR tech
innovations, recruiting has
traditionally led the pack. As a
result, more hiring managers today
can routinely approve requisitions,
monitor incoming applications, or
provide feedback on candidates
from smartphones and tablets.
These real-time responses help to
avoid bottlenecks in the recruiting
process.

Yet with more candidates than
ever conducting job searches via
mobile devices, there are growing
expectations for company careers
sites to be mobile-optimized.

One recent study suggests that
organizations still have a way to go
on the mobile recruiting front.

Based on a survey conducted

in the third quarter of 2013, the
Corporate Mobile Readiness
report from mobile research and
consulting firm iMomentous of
Horsham, Pa., surveyed Fortune
500 companies about their mobile
recruiting practices. «One of the

biggest takeaways from the study is
that there is still a fairly substantial
disconnect inside organizations
between mobile strategies for the
company as a whole and mobile
strategies for HR and recruiting,»
says Ed Newman, vice president of
strategy for iMomentous.

Of the 200 mobile-optimized
corporate websites reported in the
study, only 71 included a link to

a careers page. Of those 71 links,
more than half (41) led to a careers
site that was not optimized for
mobile devices. «That’s like hitting
a brick wall for job candidates
who've become accustomed to
seeing optimized content on their
mobile screens at sites like major
job boards,» Newman says. <A

big part of successful recruiting is
promoting your corporate brand;
when the corporate side and the
careers side are disconnected, it's
hard to create a unified experience
for job seekers.»

The study also found limited
functionality among mobile careers
sites. Of the 180 such sites reported,
45 percent provided no content
other than job listings, and only 26
allowed candidates to apply for jobs
via a tablet or smartphone.

The lack of a user-friendly
application process on mobile
devices may not be an issue for
companies in industries with large
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numbers of qualified candidates,
but it can hurt employers in tighter
labor markets where top candidates
can view such an absence—or

the prospect of filling out lengthy
application forms and taking
assessment tests that haven’t been
configured for mobile devices—as a
turnoff, Newman says.

Creating a robust application
process on mobile devices is a
chief goal this year at PepsiCo, says
Chris Hoyt, the company’s director
of global talent engagement

and marketing. In 2012, the
company launched a new, mobile-
optimized careers site, redirecting
incoming mobile traffic to it from
its U.S. careers site. The new site
supplemented a 2-year-old native
recruiting application called
Possibilities, which candidates
could download from the iTunes
Store or Google Play.

Hoyt says the mobile careers site
has exceeded expectations in
attracting job applications. In the
first year of using the recruiting

app, the company reported 150
application «starts»—job candidates
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mobile careers site has
exceeded expectations
in attracting job
applications

who started an application form—
per month. When PepsiCo launched
its mobile careers site, «<we saw an
800 percent increase the first month
in mobile job application starts,»
Hoyt says. «We now have about
1,000 mobile apply starts per month
overall by adding the mobile site to
our own recruiting app.»

Changes to the PepsiCo careers
portal this year will include 34
sites tailored to various cultures
and languages, Hoyt says. The
modifications will eventually
result in a «100 percent mobile job
application process around the
world,» he says.

«We are anticipating that will
lead to a lower drop-off rate in
completed applications, because
fewer people will be starting the
application process on a mobile
device and then moving to a
desktop to finish it.»

Major vendors offering video-based
interviewing platforms have also
added mobile apps to their services.
At the University of Pennsylvania,
recorded video interviews are

used in filling both high-volume
jobs, such as patient service
representatives, and harder-to-fill
positions in a fellowship program,
says David Schaaf, talent acquisition
manager for clinical practices.

The university uses a technology
platform from vendor Montage

of Delafield, Wis. «We download
the mobile application for free,
and our managers can put in their
earphones and view candidate
interviews from iPads on the train
on the way into work if they want,»
Schaaf says.

Candidates for nursing jobs at
Children’s Mercy Hospital in Kansas
City, Mo., increasingly record video
interviews on their smartphones or
tablets, says Molly Weaver, director
of talent acquisition at the hospital.
Using free iOS or Android mobile
apps from Utah-based vendor
HireVue, job seekers must answer
about 10 questions. They're given
30 seconds to read each question
and three minutes to record their
responses. About 15 percent of all
candidates now use the mobile
recording option.




learning and
development ranked
fourth among the most
popular mobile-enabled
HR processes.

| LEARNING CURVE

Mobile technology also continues
to make inroads into training. In the
CedarCrestone survey, learning and
development ranked fourth among
the most popular mobile-enabled
HR processes.

Mobile learning plays a large role

in educating the global commercial
sales force at Biogen Idec, a

biotech company in Weston, Mass.
Salespeople can access more than
40 e-learning modules on company-
issued tablets.

Among other things, the modules
cover sales skills and product
information for newly approved
drugs, says James Lindsay, an
instructional designer at Biogen.
They are delivered through a hosted
learning management system

from vendor SumTotal Systems of
Gainesville, Fla.

The modules run on desktops and
mobile devices. Given how often
salespeople are in the field, Lindsay
says it's no surprise how frequently
they access the content on their
tablets. «Our tracking shows that,
by almost 2 to 1, people choose the
mobile version of learning over the
desktop version,» he says.

Whether they are used for training,
recruitment or admin work,

mobile technologies are becoming
increasingly integrated into the
modern workplace—leading more
and more HR managers to join the
21st-century chorus in saying, «Yes,
there’s an app for that.»
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