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The components of a successful program will include the following:

1. As discussed earlier - top level commitment. This does not just
mean authorising or securing the funding. It means promoting it,
demonstrating support and ensuring everyone knows why coaching and
mentoring is being encouraged and the benefits for both employees and
the organisation.

2. Professionalism.

If using coaches externally, check that they have had a good level of training
which is practical in nature. Examine their experience and background -
would that indicate that they would understand how people tick?

What models do they use? What tools and techniques do they use? Where is
the independent evidence for these?

If developing a coaching culture which often means developing staff as
coaches and mentors, where will their training come from? How reliable is
the trainer/organisation?

Similarly, what models and tools will they use — are they reliable and are they
valid?
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An aspect of this is fit. The relationship between a coach or mentor with their
coachee or mentee is a very close and personal relationship. It is essentially
based on Trust and Confidence.

From the Coach’s perspective, trusting that the coachee will be open with
them and have confidence in their skills in being able to help the coachee.
From the coachees perspective it's about trusting that the Coach will act in
their best interests and confidence in their skill set, their experience and the
tools and techniques they will bring to play.

Both parties need to be comfortable entering a coaching relationship and
should meet before any program starts to assess the degree of fit with each
other.

In Mentoring itis sometimes the case that Mentors are nominated on the basis
of their knowledge, skills and experience. However, it is equally important to
assess how comfortable each is going to be working with the other. If there
isn't a good fit, mentoring is unlikely to work in that relationship.

3. Evidence Based Practice. The great Mantra of our times. Developing
people and organisations is expensive but to some extent unavoidable.
A good deal of that expenditure is wasted, producing poor ROI, because
those organising it are often unclear about what the outcomes should or
could be and are not clear about how to assess that.

As a potentially more expensive form of development, this is even more
important.

There is an imperative to:

®=  Understand the purpose of coaching or mentoring activity. Where do we
expect to find a difference when this has occurred, when can we expect
and how can we measure that objectively and reliably. Because of the
nature of coaching and mentoring we are not just talking about specific
outcomes such as performance but we are also talking about changing
mindset — the enabler without which outcomes won’t be achieved

®  Be clear about how progress will be honestly measured and monitored
and what success will look like

Together these can help us to establish the ROI.
In conclusion, Coaching and Mentoring activity is growing in popularity

for a very good reason. If applied properly by competent professionals, the
results can be spectacular.
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On the other hand, coaching is not a guarantee of success. It can be hard
work for a coachee to internalise what is working and not-working for
them and, most importantly, to reflect on their own role in that process.
Accepting ones’ own imperfections is a key and sometimes painful element
in developing self-awareness!

What are the key issues in making coaching work?

In an organisational sense there are usually three or four protagonists in a
coaching assignment:

- The Sponsor: This may well be an immediate line manager to whom the
coachee reports;

- The HR Professional: Often involved in providing resources for the
coachee’s development;

- The Coachee: The person who wishes to develop, and grow;

- The Coach: The person contracted to work with the coachee.

The relationship
between the coachee
and coach needs

also to be strong and
trustful

Even the best-
managed coaching
program, with the
best coaches, will
fail if the real world
where the coaching
takes place does not
match the rhetoric
from HR or the
consultant.
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For coaching to have the best chance of success, these four roles need to be
fully aligned on the goal and success measures for the coachee to deliver.
Without this important step, the coaching will be aimless and lacking a
return on investment.

The relationship between the coachee and coach needs also to be strong
and trustful Confidentiality is critical here. What gets discussed between a
coach and coachee needs to remain confidential to the two of them. Not
to be shared with Sponsor or HR Professional. Without this reassurance, the
coachee will be reluctant to genuinely address any issues or opportunities
they may have.

The clarity between coach and the organisational representatives that the
actual content of each coaching session will not be revealed to them can
also be problematic. Sometimes they feel that as the organisation is paying,
so they have a right to know. However, this is less of an issue as coaching
becomes more prevalent.

The final element which can work against the success of coaching, is the
willingness of the coachee to work on the goals they set. Sometimes there
is an expectation that the coach will be a “trainer”; to provide advice or to
know better what to do. This is not coaching. Where the coachee is genuinely
reflective and willing to be vulnerable to share their real concerns, coaching
can work wonderfully.

How can you make coaching work - and ultimately develop a coaching
culture

Even the best-managed coaching program, with the best coaches, will fail if
the real world where the coaching takes place does not match the rhetoric
from HR or the consultant.

Coaching can work brilliantly. But it can only work when the culture is
supportive: where leaders, managers, coaches and coachees all trust each
other and are working together. Spending money on coaching without
first ensuring that the groundwork has been done can produce very poor
outcomes.
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Why is Coaching and Mentoring becoming so popular?

Whether we are looking at governmental structures, corporates, private
businesses or not-for-profits, from a coach and mentor’s perspective, there
are many similarities in the issues which appear in organisations. Coaching is
popular because the approach can satisfy a broad range of common issues.
And do this with individuals and/or teams.

Today, most employees operate in matrix structures. Conflicting
departmental goals can cause conflict between personnel. Meetings can
become a hot bed of unresolved issues. Leaders demand results but are
often unable to be present to guide and provide direct feedback. Training
helps provide theory but even with more knowledge, working successfully
with others first requires an understanding of oneself.

So, with more meetings and more decisions needing to be taken without
direct management involvement, organisations need to be sure that their
employees are suitably equipped to manage their own emotions. Coaching
helps here!

Working well with others is a key competence in many organisations.
Understanding one’s own role in developing and maintaining relationships
is a core coaching topic.

Getting clarity on goals and exploring alternative courses of action adds
structure where too many alternatives can cause confusion. A coach can
help an individual gain clarity on options and potential next steps. Without
needing to understand the business themselves, a coach is able to help a
“coachee” build their own sustainable actions. This is an invaluable benefit.

Importantly, coaching not only works with individuals but it also helps
teams gain clarity on their purpose, reason for being and process to
enable high performance. With more and more organisations looking for
a “lean” approach, so versatility and focus are integral elements of team
effectiveness. Coaches are trained to help teams in this respect. Further up
the organisation, coaches working with leadership teams can play a major
role on helping them build a strong culture, capacity and clarity, within the
team and externally in the business.

Career development very often depends on developing better soft-skills. As

young managers grow, their promotion invariably is due to how well they
deliver their functional results. As they gain status in the business, often
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people management is the next step. Yet, these new managers may never
have been shown how to manage people. They may be great at, for example,
finance, sales or marketing but not at developing competence and results
through their new reports. Again, coaching helps here by helping these new
managers understand themselves better and gain broader awareness of how
their actions can help or hinder their people. It’s a practical and personalised
approach to self-development.

At the top end of organisations, leaders often feel a loneliness. They are
unable to share the big issues with direct reports. Their decisions can impact

CoaChmg not the lives of all employees and the business. Who do they talk to? How do

on ly works with they wrestle with big issues? How do they manage their own emotionsin the
individuals but it face of extreme stress? Here, coaching plays a major role in helping leaders
also helps teams find a space to work things through, confidentially and safely.

gain clarity on their

purpose, reason for These are just a few organisational examples which demonstrate where

coaching can benefit. They help explain why coaching is gaining popularity
as an effective intervention to help individuals and teams.

e

being and process
to enable high
performance.

Learn and Lead
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While mentors may use similar skills and tools in their approach to mentoring,
the relationship between a mentor and ‘mentee’ is different to that which
will develop in a coaching relationship.

Mentors can be more ‘directive’ - a coach would not offer their own advice or
opinion, but help the individual find their own solution.

A Mentor might:

" Provide specific advice where appropriate, often based on their own
knowledge and experience of the situation being examined

®  Provideillustration of their own responses to situations which are shared
with the mentee

" Draw attention to what others have done in the same or similar situations

A mentor would be more engaged with teaching someone to develop new
skills and knowledge

although there would be an element of facilitation present to support
learning

In 2004, David Clutterbuck, a founding member of the EMCC (European
Mentoring and Coaching Council) who studied mentoring relationships,
coined an acronym for what mentors do:

" Manage the relationship

" Encourage

" Nurture

= Teach

= Offer mutual respect

® Respond to the learner’s needs

A mentor is often someone who brings their knowledge skills and expertise
to a “mentee”, who is usually less experienced and knowledgeable in order
to help them develop knowledge and skills.

It is sometimes said that coaching is focused on the present situation.
The coachee has a need to learn right now a better way of responding to
situations they face regularly.

Mentoring, it is argued, is more future focused. It is directed to towards
developing the qualities that the "Mentee” will need not necessarily now
but in the future.
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Mentors can be more
‘directive’ - a coach
would not offer

their own advice or
opinion, but help the
individual find their
own solution.

A mentor would be
more engaged with
teaching someone
to develop new skills
and knowledge

If an organisation
can unlock the
potential in its staff,
this will translate
into employee
retention, much
better teamworking,
organisational
creativity as well as
improving well-being

Where a coaching
culture is created, the
benefit isn’t confined
to the recipients of
coaching. It appears
that those who

are developed as
coaches improve
their performance
and well-being too

What can coaching and mentoring do for individuals and organisations?

The answer lies in the earlier definition. Both are ultimately about unlocking
potential. - If an organisation can unlock the potential in its staff, this will
translate into employee retention, much better teamworking, organisational
creativity as well as improving well-being all important in creating
exceptional performance.

For the individual this is often a unique experience. The focus is entirely on
them and their specific needs. Education and Training and Development
have their place in improving knowledge and skills but they rarely give
significant personal attention to the individuals capability to use these to
the full.

Unsurprisingly perhaps,Where we see staff engagement and team
engagement as core elements of highly effective leadership, it's not a surprise
that leaders who work as a coach and mentor for staff are also perceived as
possessing the best leadership attributes.
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As Coaching and Mentoring has become more popular around the world
there has emerged a number of definitions for these terms. One of the most

widely adopted descriptions of Coaching, developed by Sir John Whitmore
creator of the GROW model, is:

Coaching is unlocking a person’s potential to maximise their own performance.
Itis helping them to learn rather than teaching them.

There are three key phrases in that definition which are crucial to understand
the essential nature of Coaching and which, in one form or another, appear
in most other descriptions of Coaching.

Unlocking a person’s potential. This focuses on a core theme in most people
and organisational development activity. When we speak about potential,
we include all the qualities that each of us possesses — knowledge, skills,
interests, behaviours as well as the capacity to acquire new skills, knowledge
etc.

When we speak about unlocking that potential, we are describing the
opportunity to “be the best that you can be” with whatever talents you have.

Individuals can have many different talents. However, if for a variety of
reasons, we don’t recognise our talents and/or are not confident about
our talents, we are inclined not to use them. If we can understand how
to optimise those talents then we can make the most of those talents -
unlocking our potential.
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some organisations
see this as identifying
the most talented

in their ranks and
focusing attention
on a select few to
optimise that talent.
Other organisations
focus on managing
everyone’s talent in
the organisation

A coach’s role
therefore would
require a significant
degree of skill

and of knowledge
around the human
mindset and human
behaviour.

It's a concept which is not just important for an individual, it is increasingly
important for organisations. For instance, we are seeing a transition in
the understanding of Talent Management where some organisations see
this as identifying the most talented in their ranks and focusing attention
on a select few to optimise that talent. Other organisations focus on
managing everyone’s talent in the organisation with a view to raising the
game for everyone. Even if that is comparatively small per person for many
organisations, it has been argued that the accumulated effect of getting a
good response from everyone can outweigh the impact of a select few.

To maximise their own performance. This introduces the idea that there is
a purpose to coaching. Although the definition appears specific about
performance - which many will interpret as delivering more or delivering
to a better standard, we can easily consider other outcomes here — well-
being, agility — the ability to deal with change and challenge, aspiration and
ambition - the desire to be better in some way that matters.

These, anyway, all tend to be enablers — they contribute to an individual’s
ability to perform better. It's very difficult to perform if you are feeling
stressed and can't deal with that.

It is helping them to learn. Here lies the essence of coaching. The coach is a
facilitator. We can be taught or we can be shown how to learn. This taps into
the power of experiential learning — one of the most effective ways in which
we develop our capability to deal with events that confront us.

Much of our current response to events is learned. We learn throughout our
lives. The problem is that sometimes we learn that we can’t do something
when in fact we can.

The coach’s role is to:

®  Help the individual become self-aware about why they respond to things
the way they do. The coach might know why that is. It is far more effective
to help the individual discover it for themselves.

" Then to help the individual to reflect on what that might mean for the
performance, their well-being, their ability to deal with change. Learning
for oneself is again immensely powerful.

" Support the individual to consider what they might do with their new
found self-awareness, enabling them to decide for themselves what
action they would like to take.

= Assist in the creation of a realistic action plan - and if need, to help
review its implementation.

A coach’s role therefore would require a significant degree of skill and of
knowledge around the human mindset and human behaviour.

It is not unusual to see the term Mentoring being used interchangeably with
coaching. It is different in several key ways.
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organizations focus so much on securing the right leaders for key roles that they
overlook the need to help them with their transitions—or don't set aside the
necessary resources. But by treating integration as fundamental to their talent
strategy, they can harness leaders’ potential more rapidly and reap the rewards
that much sooner.

Assessing Your Company’s Onboarding Effectiveness

This tool will help you evaluate your organization on its commitment to basic
orientation (signing up new hires and explaining roles and organizational
structure), active assimilation (making modest efforts to help people understand
organizational culture and politics), and accelerated integration (investing
resources in bringing people up to speed quickly).

Here’s How It Works:

1. In each column, mark or make note of the elements that are part of your
onboarding process.

2. Add up the marks in each column to see your company’s scores for basic
orientation, active assimilation, and accelerated integration. Compare your
scores with the averages among the companies we studied.

3. Now add up the marks in each row to determine your company'’s score for
supporting each of the five major tasks, and compare those totals with the
averages from our research.

4. Combine the row totals to calculate your company’s total score. (Because
you are adding values in a matrix, the sum of the rows will be the same as
the sum of the columns.)

5. If you have few or no marks across the board, your organization is taking a

sink-or-swim approach to onboarding.
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Assuming
operational
leadership

Taking
charge of the
team

Aligning with
stakeholders

Engaging

BASIC
ORIENTATION

+ Operational
plans

« Career
histories for
key team
members

« Relevant
organizational
charts

« Statement

ACTIVE
ASSIMILATION

« Structured
introduction to key
business areas

+ Introductory visit
to key company
locations

« Performance andfor
assessment data on
team members

« Briefings to provide
confidential insight
on team members

« List of key internal
stakeholders

« Introductory
meetings with
internal stakeholders

« Briefing on culture

with the of company and ways of “getting
culture philosophy things done”
and values « Structured events

to attend in order

to understand culture
Defining « Business « Strategic plans for
strategic plans the business (e.g.,
intent vision and long-term

priorities)

« Conversations with
key stakeholders on
strategic challenges

Average score
FROM “ONBOARDING ISN'T ENOUGH,” BY MARK BYFORD,
MICHAEL D. WATKINS, AND LENA TRIANTOGIANNIS, MAY-JUNE 2017

ACCELERATED
INTEGRATION

+ Opportunity to sitin
on critical business
meeting before day one
+ Immersive experiences
in unfamiliar areas of
the business

» Briefings on team
dynamics and history
» Facilitated workshop
with the team
(e.g., new leader
assimilation)

« List of key external
stakeholders

« Briefings on
stakeholders
(e.g., their agendas)

« A “cultural interpreter”
to provide insight

« Assessment to
highlight differences
between current
and former cultures

» Opportunity to
participate inan
off-site strategic
meeting

» Dedicated workshop
on strategy and
existing plans

Average
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nurtured a culture that prioritized internal talent development. The company
used cross-functional work to strengthen people’s capabilities so that leaders
could be promoted from within. Consequently, most executives who became
general managers had built their careers at the company. Given the diversity
of the markets in which they were operating (both developed and developing
economies) and the organization’s consensus-driven approach to decision
making, HR and line managers had seen a need for basic orientation. The baseline
had been to acclimate newly appointed executives by sharing information
about the local businesses and identifying key stakeholders—including team
members—so that leaders could schedule meetings in the early days (level 1).

But after the 2008 crisis hit, senior management embraced a new operating
model that entailed a much more matrixed organization. Recognizing the need
for new capabilities to run it effectively, the company redesigned its talent
programs. At the same time, the CEO and the executive team decided they
had to quickly make a number of strategic external hires to bring in general
managers with the requisite skills.

It soon became clear how difficult it was for outsiders to instantly grasp when
they were empowered to make decisions locally and when it was important
to reach consensus with the head office. So the company began to provide
coaching on decision making and stakeholder management and asked line
managers to play an active role in this effort. When the CEO hired a direct
report from outside the company (which was still a relatively rare occurrence),
he invested significantly in that executive’s integration support and challenged
others on the senior team to raise their game in this area. He worked closely
with the new leader and a third party to identify potential problems and address
them openly.

That was certainly a critical milestone: Support for certain transition tasks
reached level 2 as a result of the push from the top. More new leaders were
encouraged to run team workshops early on and were briefed on stakeholders’
priorities and constraints in the matrixed organization. But efforts still varied
quite a bit throughout the company, and results were mixed. Some new
external hires were extremely successful, but others were not—even though
they'd made effective moves elsewhere.

In response to that wake-up call, HR and senior management examined the
difficulties that new hires faced—particularly the new-market challenges—
and decided to adopt much more broadly the best practices that the CEO
had established. They offered thorough integration support to new general
managers, including those transferring internally from one market to another.
They also reviewed successful individual cases—in which 360-degree feedback
indicated that the executive had reached full effectiveness in half the usual
time—to see how integration risks and challenges had been mitigated. The
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systematic support was an investment, but the payback was pretty much
immediate. So the company strengthened its internal programs even more,
bringing in expert coaches from the outside.

Together these programs address all five transition tasks at the company. The
intensity of support is adjusted in each area to level 2 or 3, depending on the
needs of the executive in question. Each new leader is assisted in developing an
individual learning plan and hosting a team workshop in the first four to eight
weeks and is furnished with confidential insights about specific stakeholders
and potentially challenging aspects of the corporate culture.

Today integration support is standard practice in the organization. With HR's
help, the executive committee determines which level of support should be
brought to each case. Every other month the committee reviews an average of
30 cases, examining reports on leaders’ progress (based on input from coaches
and other observers) and identifying actions to take.

These efforts have been embraced internally; both new and aspiring leaders
can clearly see their value, and so can the people who work with and rely on the
executives. And stakeholders understand the roles they must playin new leaders’
transitions. Despite continuing pressure on budgets, senior management sees
integration support as a necessary investment in talent development that yields
tangible results, both for the business and for individual executives.

Though the benefits of integration support are clear at this company and others
we've studied, such success stories are all too rare. Perhaps that's because
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and its talent management and performance measurement processes—must
be transformed to execute it. Either way, the new leader must be clear about
the path ahead.

Together these five transition tasks present a daunting challenge. Stumbles in
any area can lead to serious problems or even outright derailment. Effective
integration is much more likely when leaders understand—abefore they start in
their new roles—how much progress they’ll need to demonstrate in each area
during the first few months. That way they can prioritize their time effectively.

The Spectrum of Support

Given how critical the five tasks are to a new leader’s success, you will want to
assess your company’s integration program by looking at how effectively you
support executives in each area. Support comes in four levels:

Sink or swim.

Companies at this level—we call it level 0—do little more than provide a new
executive with space and basic resources such as technology and assistants. Our
research shows that about 5% of global companies offer such minimal support.

Basic orientation.

This is level 1 in our model. It involves sharing information about company
policies, team member evaluations, organizational structure, strategy, and
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business results. Essentially, the company provides raw data, and the new leader
studies and interprets it independently. If the executive is given anything more
qualitative, there is no support to ensure that its significance is well understood.
Our research shows that about two-thirds of all global companies still take this
approach.

Active assimilation.

Here, at level 2, the company organizes meetings with key stakeholders to
accelerate a transfer of deeper knowledge about the business, the team, the
culture, and strategic priorities. At most, our research suggests, 25% of global
companies have invested in this level of support. Although it goes beyond the
bare minimum, without a shared understanding of major differences between
an executive’s former context and the new one, it can be difficult to know how
much meeting time will be needed. And without prior briefing, the executive
may neglect organizationally sensitive issues that he or she should address.

Accelerated integration.

At level 3—the ideal—the company orchestrates custom-designed experiences
that enable a new leader to integrate more fully and rapidly. These might
include team-building workshops and deep-dive discussions about strategy.
The organization helps the new executive identify specific cultural challenges
to be overcome, as the global communications company does with its
questionnaire about previous ways of working. Despite the clear value to be
gained, our research suggests that no more than 2% of global companies
address integration this systematically.

We find that in practice, support tends to vary from one transition task to
another. For example, a company might organize meetings (level 2) to help
a new executive assume operational leadership and align with stakeholders,
but provide only basic information to support taking charge of the team (level
1) and do virtually nothing (level 0) to help the executive engage with the
culture or define strategic intent. A thorough assessment reveals strengths and
weaknesses across the five major tasks.

What Progress Looks Like

When companies start integrating their executives more effectively, it's often
because they've been compelled to do so by a combination of external and
internal factors. Consider this example:

Over the past seven years a consumer goods company that operates across
Europe, Asia, and Africa has deliberately intensified its integration efforts, in
the process moving from level 1 to level 2 or 3 in most areas. For many years
before the 2008 financial downturn, senior management had defined and

HR ECHO 91 |




The Five Tasks

In our research and decades of experience working with executives, we have
identified five major tasks that leaders must undertake in their first few critical
months.These are the areas in which they need the greatest integration support:

1. Assuming operational leadership.

Even with the best possible exchange of information during the recruiting
process, any leader in a new role (especially an outsider) will have an incomplete
picture of the business—its strengths, weaknesses, opportunities, and threats.
A new leader builds his or her credibility by demonstrating awareness of
important operational issues, swiftly solving urgent problems, and identifying
and achieving quick wins. Good early decisions on the ground have a material
impact on his or her reputation as an effective leader.

2.Taking charge of the team.

New leaders naturally focus on their direct reports at the outset—they know
they must quickly confirm or adjust the team'’s composition and goals. It is often
easier to decide toward the beginning whether or not to retain people, because
the team’s makeup is not then seen as the new leader’s choice. However, this
window closes soon, and focus and discipline are needed to efficiently gather

information for smart decisions. It's valuable to allow a new leader to take
a fresh look at the talent without coloring his or her view in advance; but it’s
equally valuable to share insights about individual team members’ performance
and development. Striking the right balance requires careful planning and
coordination with HR and, typically, one or more facilitated sessions between
the executive and the team during the first few weeks. The goal is to create a
safe environment for both to give timely, constructive feedback and to ask what
may seem like awkward questions when relationships are just beginning to
form. In this way any misperceptions about the leader’s words, actions, or initial
decisions can be identified and clarified before mistrust or doubt about his or
her values or capabilities takes hold. Building trust early with the team enables
the new leader to make key decisions with confidence that people will follow
through on them.

3. Aligning with stakeholders.

New leaders also need to gain the support of people over whom they have
no direct authority, including their bosses, their peers, and other colleagues.
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Because they arrive with little or no relationship capital, they have to invest
energy in building connections—and clearly signal that they know it's a priority.
After identifying the most important stakeholders outside their teams, they
must take time to understand their colleagues’ expectations and develop a plan
for how and when to connect with people. That means learning how decision

making works in the organization, who has influence over it, and where the
centers of power reside.

4. Engaging with the culture.

It's also critical to get up to speed on the values, norms, and guiding assumptions
that define acceptable behavior in the new organization. Missing cues early
on can negatively affect how others perceive a new leader’s intentions and
capabilities. The executive must also walk a fine line between working within
the culture and seeking to change it.

5. Defining strategic intent.

Finally, the new leader must start to shape strategy. Sometimes executives are
hired for their expertise in a particular approach; other times they are chosen
for their ability to develop and implement an entirely new strategy. If a new
strategy is required, corresponding elements of the organization—its structure
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Most organizations—even those that set the bar pretty low—believe they are
integrating executives effectively. When we asked HRleaders at global companies
if they had an onboarding system, the answer was inevitably yes. However,
when we asked what they did to accelerate the integration of executives into
their roles, we found that actual support varied dramatically, from extensive to
essentially none. It doesn’t help that the term “onboarding” is not well defined
or understood. In many companies it refers mainly to completing the required
documents, allocating space and resources, and providing mandatory training,
usually in technical areas such as compliance. These things involve little or no
time investment from senior management and do nothing to help leaders
clear the biggest hurdles they will face in their new roles: cultural and political
challenges.

Consider, in contrast, those companies that devote substantial resources to
helping new executives become fully integrated. For example, at a major global
communications and digital services company that develops general managers
through frequent country rotations, all new subsidiary leaders are strongly
encouraged to go through a structured integration program. Almost everyone
accepts this support, and that’s telling: Leaders feel more comfortable receiving
help in an organization that emphasizes learning at all levels.

Sometimes the program is preceded by an appraisal of the critical “soft” skills
that most executives say are the hardest to master at first. One tool used is
a culture questionnaire, which compares work practices in the executive's
previous company (or unit or country) with those in the new setting, flagging
potential problems.

Here’s an issue that often emerges: Many of the communications company'’s
subsidiaries have an entrepreneurial culture, but recruits often come from large,
heavily matrixed competitors. What their previous colleagues might have seen
as thoughtful consultation with key stakeholders may be perceived in the new
setting as slow decision making or a lack of conviction and initiative. Of course,
differences in regional culture, too, are significant for executives transferring to
other countries. Systematically examining such differences and their possible
impact has greatly reduced derailment risks and decreased the amount of time
it takes leaders to become effective in their new environments.

Stakeholders are listed and discussed—who should be prioritized for early
meetings, how certain individuals should be approached, and so on. Executives
are encouraged to prepare an elevator speech before starting in their new
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roles, summing up why they are joining and what they hope to contribute to
the company. New leaders say that this exercise gives them a powerful way

to crystallize their key messages, which they can begin sharing the moment
they walk through the door; the company has found that this enables them to
communicate their intentions more clearly to their teams and peers in their first
weeks on the job.

Focused integration efforts in this organization have helped executives avoid
common pitfalls and accomplish more early on, and the individual gains have
created a significant collective benefit. Having fewer transition failures has
increased employees’ confidence in the company’s ability to plan succession
moves, making it easier to persuade internal candidates to agree to them.
As a result, the ambitious rotational program described above (essential to
the company’s growth plans) has been successful—and new leaders have
acclimated to their roles much faster.

The communications company has also discovered that its integration work
with general management candidates has increased employees’ awareness
of transition risks. It's now doing more to address the needs of new managers
below the top two tiers—using less-expensive, more-standardized tools to
invest in their development. Integration support is thus becoming part of the
company'’s culture.
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An executive we'll call Lucas Jacobsen was ready for a new challenge. So after
more than a decade at a Fortune 100 diversified manufacturing firm, where
he had risen to lead product development in the power systems division,
he decided to move on. He accepted an offer to head up R&D at Energix, a
rapidly growing manufacturer of power system instruments. But his previous
experience had not prepared him to operate in this much smaller business
with its consensus-driven culture. Furthermore, Energix provided virtually
no onboarding and integration support. After HR and IT set him up in their
systems and his boss introduced him to the team and gave a brief overview
of the role, Jacobsen was expected to figure out how things “really worked”
on his own. That was a struggle. His hard-driving style—combined with some
misconceptions that others had about his mandate—Iled to difficulties with his
new peers and ultimately to his departure.

Many businesses think they are doing a good job of bringing newly hired
executives like Jacobsen into the fold when they actually aren’t. Nearly all large
companies are competent at the administrative basics of signing leaders up, but
that level of onboarding does little to prevent the problems that can arise when
these people start working with new colleagues and grappling with unfamiliar
cultural norms and expectations. Companies vary widely when it comes to how
much effort they put into integration, with major consequences in terms of time
to performance, derailment (through termination or resignation), and talent
retention.

To help companies understand what executives must do to become effective
in their new roles and how to help them accomplish that more quickly, we
developed an assessment framework. In this model the “what” is a set of core
transition tasks for new hires. The “how” is broken down into distinct levels of
support that companies can provide. But before we get into those details, let's
take a closer look at where most organizations fall short in their onboarding
efforts and the benefits they can gain by changing their practices.

From Onboarding to Integration

“Onboarding” is an apt term for the way many companies support new leaders’
transitions, because not much more is involved than bringing the executive
safely on deck. After that, he or she is expected to know what to do or to sort
things out with little or no guidance. For this reason we no longer use the word
“onboarding” to describe the work we do with companies seeking to support
their new hires; we use “integration” instead.
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“Integration” suggests a more aspirational goal—doing what it takes to make
the new person a fully functioning member of the team as quickly and smoothly
as possible. That's not common practice, unfortunately, as we saw in Egon
Zehnder's online survey of 588 executives at the VP level and above who had
joined new companies in the past few years. The participants represented both
publicly traded and privately owned companies across Europe, North America,
Latin America, and Asia. One-third of them were in the C-suite. Almost 60%
reported that it took them six months—and close to 20% said it took more than
nine months—to have a fullimpact in their new roles. Less than a third said they
had received any meaningful support during their transitions—a big problem
when you consider that more than 80% of this fortunate minority thought such
support had made a major difference in their early impact.

Well-integrated executives can build momentum early on rather than struggle
up learning curves. Our studies show that the average amount of time to reach
full performance (making critical decisions with the right information in hand
and having the right people in place to help execute) can be reduced by a third,
from six months to four.

A sink-or-swim approach leaves too much to chance. In strategically vital

executive roles throughout a company, sluggish transitions are expensive.
And financial costs aside, the new executive’s “brand” and followership take a
significant hit. (For insights on the challenges of CEO succession in particular,
see "After the Handshake,” by Dan Ciampa, HBR, December 2016.)
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business models and capabilities or when those ambitions are disruptive to
the core business. A standalone digital unit may also make sense when the
main organization resists change or when the company is unlikely to attract
digital talent to its core.

The standalone option has some positive attributes. It can act as a breeding
ground for new ways of thinking and working, and it can enable companies
to move quickly at the start, with less risk of failure. Digital integration with a
standalone unit takes longer, but that may be the price of moving forward if
the core business is initially inhospitable.

Standalone digital units may look very different from one another. Although
companies deliberately set up these units outside the hierarchy, the
units may still mirror the hierarchy’s traditional structures, processes, and
incentives. The standalone approach makes sense when the digital activities
are unlikely to take root at scale within the hierarchy.

At the other extreme, some companies deliberately design standalone units
to function as digital natives. Consequently, these units tend to adopt the
policies and practices of a startup rather than of an incumbent. This approach
makes sense when a company wants to build a business or a set of activities
that the company is unlikely in the medium term to fold into a line business.

EMBEDDING DIGITAL IN AN ORGANIZATION'’S DNA

To some degree, the digital organizational and governance issues described
earlier are transitional. In the long run, companies should aim to fully embed
digital in day-to-day operations. This is what digital natives such as Spotify
and Zappos have done since birth and what ING, a traditional global bank
headquartered in the Netherlands, has implemented with its agile approach.
Discussions about digital strategy and digital capabilities will fade away as
digital strategy becomes a company’s strategy, and digital talent will spread
throughout the organization rather than residing within a priesthood of
experts. The CEO will be the de facto leader of digital efforts. Digital will be
so central to the company’s strategy and execution that it will seem invisible.
(See the sidebar “BBVA’s Journey.”)
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BBVA’S JOURNEY

If history is any guide, however, the journey to organize for digital will be
an ongoing one. Companies will continue to swing between centralization,
when they want state-of-the-art capabilities, and decentralization, when
they want wider dispersion of expertise and capabilities. In the digital age,
we anticipate that this accordion will continue to play as new trends and
technologies emerge.

In the long run,
companies should
aim to fully embed
digital in day-to-day
operations
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EXHIBIT 2 | How to Think Through Digital Centralization Versus Decentralization

TO WHAT DEGREE SHOULD THE COMPANY CENTRALIZE?

@ - s R

Source: BOG analysis,
Note: CDO = chief digital officer or head of 2 businass unit; CoE = digital center of excellence.

If a company’s strategy requires significant coordination and cooperation
across businesses and functions, or if the company needs a big digital
push, centralization may make more sense for digital activities and other
functions. Likewise, if the company’s current expertise or scale in digital is
weak, centralizing probably makes sense. Finally, businesses that run on a
command-and-control model tend to gravitate toward centralization.

A centralized approach has strong visibility with senior leaders, meaning
that the digital team will likely have the resources and people it needs to
create new capabilities and develop scale and global practices. On the
other hand, if it establishes a central team, a company runs the risk that line
leaders elsewhere in the organization will view that team as an ivory tower
out of touch with the grind of business. To avoid this perception, the team
must constantly engage with line leaders and work on initiatives that those
leaders consider relevant.

The profile of companies that decentralize digital is the mirror opposite
of those that favor centralization. A decentralized strategy does not rely
on coordination across boundaries, and organizational decision making is
distributed across the company. Line businesses are responsible for their
digital activities, with support from one or more centers of excellence.

When digital becomes more fully embedded in the organization, businesses
throughout the company will find it easier to develop a digital culture
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The profile of
companies that
decentralize digital is
the mirror opposite
of those that favor
centralization.

and to recruit digital team members rather than digital specialists who
are unaccustomed to having front-line responsibilities. The downside to
this decentralized approach is that digital may not have an advocate in
the executive suite, putting digital at a disadvantage in competition with
other company priorities. In addition, global practices and organizational
standards may fail to develop.

Under a hybrid approach, line businesses continue to run digital activities,
but they work closely with the center on best practices and other forms of
support. Digital has support at the top, and—if the center is responsive—
the company can maintain a good balance between global consistency and
local initiative. As in the decentralized model, however, digital in a hybrid
system is at risk of competing with and losing out to other priorities.

Companies that adopt a hybrid approach need to create effective reporting
lines and a clear delineation of decision rights and accountability. Each part
of the matrix must have a clear organizational mandate for digital activities.

HOW SHOULD THE COMPANY ORGANIZE A
STANDALONE UNIT?

Integration is not the only option. Some companies create a standalone
digital unit that operates independently of the day-to-day business. This
makes sense when a company’s digital ambitions require entirely new
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EXHIBIT 1| The Evolutionary Path to a Digital-Everywhere Organization
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Source: BCG analysis.

WHAT ARE THE COMPANY’S DIGITAL STRATEGY
AND AMBITIONS?

In the early days of electrification, companies retained factory layouts built
around the original site of the steam engine, even though they no longer
needed the old engine’s mechanical connections to run machinery. History
is now repeating itself. Many companies are digitizing the belts and pulleys
of legacy processes when they should be thinking deeply and creatively
about how to use digital to operate and organize in new ways that create
new opportunities.

Powered by the exponential growth of processing power, bandwidth,
and storage, digital differs fundamentally from earlier, linear business
developments. It's not enough to sprinkle digital pixie dust here and there
and declare victory. Companies must clearly define the ends that they are
trying to achieve by digital means. At the beginning of this process, three
subsidiary questions are especially important:

What is the company’s overall ambition as an enterprise? Digital should act

in the service of that agenda, not as an effort tangentially or not at all related
to it.
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In what critical areas will digital most effectively accelerate or enable
corporate objectives? Most companies cannot immediately go digital across
the entire organization. Instead, they need to establish priorities that reflect
opportunity or (conversely) anticipate danger from disruption.

How digitally mature is the company in those critical areas today? The
company must have the right capabilities in place if digital is to work
effectively. Digital skills are not fungible. A digital marketing specialist
cannot manage robots on the factory floor.

SHOULD THE COMPANY BUILD DIGITAL
CAPABILITIES WITHIN ITS BUSINESS?

Once a company has defined its digital strategy, the next key question
is organizational and relates to integration versus separation of digital
activities: Should digital activities reside within or outside the current
organization?

Building digital capabilities internally, within an existing hierarchy, is
generally the easiest way to integrate digital activities into a company’s
strategy, execution, and talent development. If one goal is to embed digital
in the company’s fabric as quickly as possible, the internal option is the
best—and most common—approach. But committing to the internal option
leads to myriad related choices about where and how best to locate digital
activities.

Often, the first question about digital organization that CEOs ask is whether
they should appoint a chief digital officer. (See the sidebar “The Role of a
Chief Digital Officer.”)

THE ROLE OF A CHIEF DIGITAL OFFICER

But that question is actually subordinate to a broader question involving
three options: Does the company want to centralize its digital activities,
distribute them throughout its businesses, or split the difference and create
a hybrid model? (See Exhibit 2.)
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Digital is on the CEO agenda of established companies, and many CEOs
approach the topic by asking two initial questions:

®  Who should be in charge of digital?
e What is the best model for organizing digital?

These are relevant questions, but answering them too quickly will likely send
a company down the wrong path. In their rush to go digital, companies often
dive into a mix of projects and activities without having first developed a
clear understanding of what they want to accomplish and how they plan to
achieve those goals.

Companies are better off establishing a few overarching goals, selecting a
digital model that is in tune with their current organization and capabilities,
and then embedding digital carefully and strategically throughout the
organization. To jump into the future too quickly is to risk frustration, failure,
and waste.

Digital does not change the principles of organizational design and
governance. But because the capabilities and cadence of digital work can
differ so significantly from traditional ways of working, leaders must be
thoughtful in their approach. Below, we offer a practical guide to establishing
a digital organizational model and governance structure—including such
issues as whether to separate digital into a standalone unit and whether to
name a chief digital officer—for companies that began life in a brick-and-
mortar world.
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Without clear goals,
companies are

likely to chase shiny
objects that look
exciting but may turn
out to be subscale,
redundant, or off-
point.

ACTING WITH DELIBERATE DISPATCH

Once digital is on a CEO's radar, the urge to act swiftly—for example,
by appointing a chief digital officer with an ill-defined portfolio—is
understandable. After all, accountability, responsibility, and momentum
drive performance. But fast moves can backfire.

Digital covers a wide range of customer-facing, back-office, and shop-
floor activities, including (among others) algorithmic decision making,
microtargeting of customers through artificial intelligence, use of software
bots to automate clerical deskwork, and self-learning robots. Without clear
goals, companies are likely to chase shiny objects that look exciting but may
turn out to be subscale, redundant, or off-point.

The same need for deliberation applies to organizational and governance
issues. A company that fails to establish digital roles and decision rights is
likely to end up with several of its teams pursuing similar incremental goals.
And if the company establishes a digital operating model in a vacuum, it
will inevitably generate friction among existing teams and functions.
Accountability and oversight are common casualties when a company fails
to think through organizational issues.

In other words, to say that a company wants to become digital is to start
a conversation about a set of choices and decisions. Answers to three key
questions—one involving strategy and the others focusing on organization
and leadership—will help shape and inform that evolutionary journey. (See
Exhibit 1.)
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to health benefits and more, such as expanded paid leave and well-being
interventions — especially for those affected by the stress or concern for peers.

We are seeing companies taking a decidedly compassionate approach —
maintaining payrolls, auditing benefits to ensure coverage and extending
flexible use of paid time off and other paid leave programs. In fact, in our
February 2020 survey, 77% of companies said they were not adjusting plans
for compensation. Their overarching goal is to sustain a bright future for their
employees while supporting them through the difficulty.

8. Remote, flexible and adaptive working

Mercer has developed a framework to help clients work more flexibly. Our
Adaptive Working solution allows employees and employers to establish
whether workers need to be physically present at the office to complete their
work. Our approach is based on a clear and structured methodology to deliver
practical and repeatable results — namely, when, where, what, who by and
how work is done.

Short-term fixes may be necessary, but lessons from the current crisis will help
pinpoint and optimize vulnerable areas before the next crisis hits — especially
with regard to flexible working and business process digitization.

Your responses may need to be recalibrated as the virus advances or recedes.
But in either case, your employees will need consistent communications
throughout. Be sure to develop communication templates, conversation
guides and resource guides for managers to adjust their approaches as the
situation changes.

Your managers will also need support. Assure them that the key to success is to
lead with compassion during the uncertainty. Displaying empathy will yield far
greaterimpact than any terrain knowledge that might apply.

9. Pension and other asset fund volatility

Many companies are concerned about their ability to meet their pension
commitments in light of the recent market volatility. Equally, employees are
worried about the impact of market falls on their savings and retirement pots.

COVID-19 s a classic “tail risk” event. It may only cause a short-term disruption
to global supply chains and certain industries. But the impact may be much
further reaching. The main concern for company pension plans is whether the
outbreak leads to large-scale panic selling of assets, exacerbated by global
deleveraging. That is why central banks and governments are considering or
implementing rate cuts and other fiscal stimuli.
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Given low yields and high debt levels, it is not clear how effective such stimuli

will be.

Companies should urgently review their investment strategies and hedging
approaches. They should also develop plans to either de-risk or re-risk their
pension plans as individual circumstances and market movements warrant.

10. Pandemic preparedness plans

The rise of COVID-19 serves to remind us that country borders cannot contain
the major risks to our businesses. Cyber attacks, environmental disruption
and infectious agents are not limited by geography. So our response must be
coordinated and cross-functional.

Having committed cross-functional crisis management teams is the best
defense against adverse events that are increasingly part of a global economic
landscape.

A robust preparedness plan comprises governance structures, clear protocols
and lines of communication. It also includes assessing supply chain viability
and collaborating with public health entities.

All employers should take this opportunity to review their existing pandemic,

crisis management and response plans and establish new protocols for the
current environment.
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« When business travel is required:

- Enroll in home government “travelling abroad” consular programs.

- Book flights closer to the departure date and purchase refundable tickets.

+ Review current corporate travel policies and insurance programs (e.g.,
business travel accident and medical, evacuation, workers’

compensation and liability) for adequacy and support.

+  Contact travel assistance and security vendors to determine any limitations
on support and capacity.

+ Use (or implement) travel risk management protocols and supporting
services, such as traveler tracking programs that push automatic security
and health advisories to the traveler in real time.

+ Think outside the norm — risk is inherent beyond direct travel into the
impacted areas.

6. Employees traveling from impacted areas

All employers and employees should collaborate with local health authorities
to aid in the prevention and control of COVID-19. Health care workers or those
who have been working with COVID-19 patients represent a higher degree
of risk, and employers should consult closely with health authorities on
definitions for exposure.

Business travelers who are returning from the affected areas should be
educated on the symptoms of COVID-19 (US Centers for Disease Control and
Prevention states that these travelers should be vigilant for at least 14 days
after return).

Employer and employee obligations under employment law will vary from
country to country, jurisdiction to jurisdiction. It is important to remind all staff
that local public health departments are the primary authority and ultimately

responsible for the COVID-19 containment.

Employers should seek legal counsel and follow the direction of local public
health department officials if there are concerns about known, suspected or
high-risk cases.

7. Operation closures and employee experience

Despite the media reports and concerns, companies are adopting a balanced
approach to operational questions related to the outbreak.

In our February 2020 survey, Mercer Talent All Access
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- Business Responses to COVID-19 Outbreak, a third of respondents told us
they were actively monitoring the situation to determine the global need
to work remotely. Over a half (58%) had already decided to do so in regions
affected by the virus. Additional steps, such as closing offices and curtailing
travels were mostly limited to China and Asia Pacific, with 58% of respondents
in China affirming these decisions.

With regard to expatriates, the situation remains fluid, with 48% of companies
saying they will monitor developments to determine the need to end long-
term foreign assignments. At the time of the survey, 96% said they had not
acted to do so. We would expect the situation has changed in the interim.
We are conducting additional surveys to understand how perceptions are
developing.

Employee experience

As companies contend with supply chain challenges, they may be tempted to
slow operations or close entirely. Although such decisions may be necessary,
they create substantial uncertainty for employees across the enterprise,
especially for those with variable income.

In uncertain times, employers may choose to move beyond the contractual
components of traditional compensation and benefits. Leaning into the
emotional and experiential parts of the employee value proposition requires
sensitive employee communications and clarity on the continuation of

payrolls. It also means consistent messaging by managers about access
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3. Group medical and risk protection benefits

The stance taken by insurers varies and is likely to evolve. Employers who
sponsor medical, life, disability, accident and special-risk insurance (such as
business travel and expatriate coverage) should be familiar with the terms
and conditions in their policies with regard to pandemic exclusions, eligibility
requirements and unique provisions for quarantine. Our advisors, brokers and
consultants can assist and provide guidance on local social security programs.

4. Onsite/near-site clinic protocols

All onsite or near-site employee health clinics must be prepared to evaluate
and manage risks or questions about possible exposure. Health care workers
in all levels of the system — including laboratories, ambulance services, clinics
and hospitals — need to be informed about the virus and its transmission.
They also need to have proper infection-control equipment and be prepared
to safely isolate, transport and quarantine potential patients.

If an employee or supplier is found to have been exposed, there should be
protocols for transport, communication and decontamination.

5. Business travel management

Travel presents unique health and business challenges during pandemics. Be
prepared for travel limitations and delays, including long-time quarantines
in some areas. As COVID-19 expands geographically, business travelers can
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anticipate more screenings, longer waiting times, potential quarantines and

refusal of entry.

To limit business disruption and protect their employees, employers need to
be proactive. Employees should be discouraged from traveling for business to
the impacted regions. Even mild, unrelated injury or illness may be difficult to
treat as the medical infrastructures are likely to be exhausted.

Evacuation may not be feasible. Many major air ambulance providers will not
transport anyone suspected of having COVID-19, and several commercial
airlines have ceased flying to the impacted countries. Employers should
consider adjusting travel policies and restricting travel and business operations
in affected areas.

Traveler risk management and communications

+  Follow travel warnings strictly.

«  Review advice from local public health authorities.

- Define essential travel, and limit all nonessential travel.

«  Establish process checks to ensure business travel is truly required.

« Set up a process for reporting concerns and clarifying authority and
accountability.

«  Putin place governance for approval and standards for return to impacted
areas.

«  Be proactive in evacuating employees from any newly impacted areas as
borders may be closed to control the spread of disease.

+ Recommend social distancing in impacted areas, avoiding large
gatherings.

HR ECHO 65 |




2 . Support mechanisms

Employers can promote existing support mechanisms to employees and their
families. For example, unnecessary exposure to infection at hospitals and care
centers can be avoided through virtual care.

Telemedicine or digital health are good options for low-level non-epidemic
issues.

Other alternatives include health education and evaluation at on-site or near-
site clinics, as well as mental health support through counselling, employee
assistance plans and other interventions. Many organizations are innovating
to support their workforce. We've seen extra ergonomic benefits for building
a comfortable home-working space, new hospitalization cash allowances and
special caregiving benefits.

Do your current health and benefit providers (including insurers) have
appropriate  messaging about COVID-19?

Have your employee health support resources (in employer-sponsored
plans) been suitably trained? Are they well prepared to respond to employee

questions on COVID-19?

Review your own policies. Do you have the appropriate level of coverage? A
complex medical evacuation may exceed existing limits.
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Mental health

Epidemics are historically associated with a rise in depression and anxiety.
Employers have a role in communicating information and providing mental
health support for their employees. Educating managers and making services
available for those affected will help to mitigate the impact of the epidemic.

Financial wellbeing

Financial wellbeing is another area where employees may need support. The
volatility of the financial markets and the associated falls in asset values are
affecting people’s retirement savings and other investments.

Given the recent steep equity declines and strong bond performance, many
employees (particularly, “do it yourself” investors in defined contribution
plans) may be significantly underweight in equities and overweight in fixed
income. Such investors should be encouraged to maintain a disciplined
asset-allocation process through rebalancing if their allocation has changed
significantly.

Although markets could decline further, investors will find it nearly impossible
to catch the low. Recent history shows that market recoveries can be rapid.
Rebalancing can help investors position their portfolios to benefit. We suggest
companies:

1. Obtain feedback from the organizations that discuss such issues with
participants and employees (record- keepers, employer-sponsored/
recommended advisory or coaching organizations)

2. Assess the appropriateness of the messages to participants

3. Consider whether additional, supplementary communication may be
required There is more to explore outside defined contribution plans. For
example, a reduction in asset values can have an impact on share incentive
programs within your organization.

Beyond investment, the virus has already had an impact on many industries.
For example, income generation in the travel and tourism industry has
been severely impaired. We also need to appreciate that the virus in some
geographies has led to reduced employment opportunities or reduced work
hours, for example employees in the travel and tourism industry. The majority
of these employees will still have bills to pay so assisting such employees to
bridge a period of financial difficulty could be welcomed. If not then there is
a risk we will see people avail themselves of opportunities, where possible, to
cash in retirement investments, take out loans against their retirement plans
or cut back on retirement plan contributions.
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The novel coronavirus (COVID-19) continues to spread across the globe. It has
symptoms similar to a cold

or flu — fever, cough and shortness of breath. But its complications, including
pneumonia, respiratory distress and kidney failure, can prove fatal.

Experts are still gathering data to determine the full characteristics of the
disease. The virus appears to be more contagious and more severe than
seasonal flu. Clearly, all companies will need to prepare for its impact on their
employees and businesses. This includes policies and reviews to ensure the
health and safety of employees, communities and businesses.

Employers of health care workers who care for patients with COVID-19 can
anticipate a real and foreseeable danger for those employees. But what should
employers not working in direct patient care be doing?

The World Health Organization, as well as national and local health authorities,
is continually issuing updates, guidance, travel warnings and directives. Always
refer and adhere to these.

However, companies without a flexible working policy may struggle to
maintain business as usual. Employees are understandably concerned about
the health of their families and communities. Financial market volatility is
another worry.

So what can companies do to keep their workplaces and employees safe,

engaged and productive? And what can we learn from this situation to build
resilience in the future?
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1. Employee communication

As the situation changes daily, employers should keep up-to-date with the
latest developments. Communicate to your employees what is being done to
protect them and to maintain business continuity. In addition, all employers
need a pandemic/crisis management plan. Consider updating it in relation to
COVID-19.

Employee communications can be used to:

+ Highlight current support mechanisms

+  Reinforce travel restrictions and policies

+  Provide tips and assistance to facilitate remote working

- Remind employees of hygiene practices to maintain health

+  Share information on current business continuity and pandemic response
plans

This is a good opportunity to remind employees and their managers that
employees who are sick with a fever should not come to work.

Consistent communication can convey leadership, avoid confusion and
reduce anxiety.

1. Make sure to work cross-functionally. HR, business leadership,
operations, risk management, occupational health, travel and corporate
communication need clearly set responsibilities, by region and business
line.

2. Make key decisions now. What would trigger a breakdown in business?
When and how to communicate with employees and customers in both
“normal business” and “crisis” scenarios? How will employees engage with
customers/clients in both scenarios?

3. Prepare a “normal business” communication plan. Draft communications
and agree trigger events for sending them.

4. Prepare a “crisis” communication plan. Draft communications and agree
trigger events for sending them.

5. ldentify key target audiences (business leaders, managers, location
leaders, HR, corporate employees, field employees, customers/clients,
media, government entities, business partners, suppliers and families/
dependents).

In your communications, be sure to direct employees to reliable sources of
information on COVID-19.
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Exhibil 2

CUrirical inadicators of the Impact of COVID-19 (March 3, 2020y
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Hubei epidemiclagical status

Daily infection rate, Case fatality
per million rate, %

Hulbse

China

Exhibit 2 continued

Critical indicators of the impact of COVID-19 (March 3, 20200
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Economic impact

In our base-case scenario (Exhibit 1—see an updated version of the exhibit
here), continued spread within established complexes, as well as community
transmission in new complexes, drives a 0.3- to 0.7-percentage-point
reduction in global GDP growth for 2020. China, meanwhile, continues on
its path to recovery, achieving a near-complete economic restart by mid-Q2
(in spite of the current challenges of slow permissions and lack of migrant-
worker capacity). As other geographies experience continued case growth,
it is likely that movement restrictions will be imposed to attempt to stop or
slow the progression of the disease. This will almost certainly drive a sharp
reduction in demand, which in turn lowers economic growth through Q2
and early Q3. Demand recovery will depend on a slowing of case growth,
the most likely cause of which would be “seasonality”—a reduction in
transmissions similar to that seen with influenza in the northern hemisphere
as the weather warms. Demand may also return if the disease’s fatality ratio
proves to be much lower than we are currently seeing.

T
HE Cﬂﬂ?:;ﬂWRUS COVip-19
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o STock
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Regions that have not yet seen rapid case growth (such as the Americas)
are increasingly likely to see more sustained community transmission (for
example, expansion of the emergency clusters in the western United States).
Greater awareness of COVID-19, plus additional time to prepare, may help
these complexes manage case growth. However, complexes with less robust
health systems could see more general transmission. Lower demand could
slow growth of the global economy between 1.8 percent and 2.2 percent
instead of the 2.5 percent envisioned at the start of the year.

Unsurprisingly, sectors will be affected to different degrees. Some sectors,
like aviation, tourism, and hospitality, will see lost demand (once customers
choose not to eat at a restaurant, those meals stay uneaten). This demand
is largely irrecoverable. Other sectors will see delayed demand. In consumer
goods, for example, customers may put off discretionary spending because
of worry about the pandemic but will eventually purchase such items later,
once the fear subsides and confidence returns. These demand shocks—
extended for some time in regions that are unable to contain the virus—can
mean significantly lower annual growth. Some sectors, such as aviation, will
be more deeply affected.

In the pessimistic scenario, case numbers grow rapidly in current complexes
and new centers of sustained community transmission erupt in North
America, South America, and Africa. Our pessimistic scenario assumes that
the virus is not highly seasonal, and that cases continue to grow throughout
2020. This scenario would see significant impact on economic growth
throughout 2020, resulting in a global recession.

In both the base-case and pessimistic scenarios, in addition to facing
consumer-demand headwinds, companies will need to navigate supply-
chain challenges. Currently, we see that companies with strong, centralized
procurement teams and good relationships with suppliers in China are
feeling more confident about their understanding of the risks these
suppliers face (including tier-2 and tier-3 suppliers). Others are still grappling
with their exposure in China and other transmission complexes. Given the
relatively quick economic restart in China, many companies are focused
on temporary stabilization measures rather than moving supply chains out
of China. COVID-19 is also serving as an accelerant for companies to make
strategic, longer-term changes to supply chains—changes that had often
already been under consideration.

To better understand which scenario may prevail, planning teams can
consider a set of leading indicators like those in Exhibit 2
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Fight against COVID-19

also rising elsewhere, including Latin America (Brazil), the United States
(California, Oregon, and Washington), and Africa (Algeria and Nigeria). The
US Centers for Disease Control and Prevention has set clear expectations that
the United States will experience community transmission, and evidence is
emerging that it may be happening already.

While the future is uncertain, it is likely that countries in the four mature
transmission complexes will see continued case growth; new complexes
may emerge. This could contribute to a perception of “leakage,” as the public
comes to believe that the infections aren’t contained. Consumer confidence,
especially in those complexes, may erode, and could be further weakened
by restrictions on travel and limits on mass gatherings. China will mostly
likely recover first, but the global impact will be felt much longer. We expect
a slowdown in global growth for 2020. In what follows, we review the two

most likely scenarios for economic impact and recovery and provide insights
and best practices on how business leaders can navigate this uncertain and
fast-changing situation.

6 Practice plan with top team through in-depth
tabletop exercise

+ Define activation protocol for different phases of response (eg,
contingency planning only, full-scale response, other)

+ Key considerations: clarity on decision owner (ideally a single leader),
roles for each top-team member, “elephant in room” that may slow
response, actions and investment needed to carry out plan

7 Demonstrate purpose

«  Support epidemic efforts where possible

What we know about the outbreak

COVID-19 crossed an inflection point during the week of February 24,
2020. Cases outside China exceeded those within China for the first time,
with 54 countries reporting cases as of February 29. The outbreak is most
concentrated in four transmission complexes—China (centered in Hubei),
East Asia (centered in South Korea and Japan), the Middle East (centered
in Iran), and Western Europe (centered in Italy). In total, the most-affected
countries represent nearly 40 percent of the global economy. The daily
movements of people and the sheer number of personal connections

| -
1
|
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j
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within these transmission complexes make it unlikely that COVID-19 can
be contained. And while the situation in China has stabilized with the
implementation of extraordinary public-health measures, new cases are
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Protect employees

Follow the most conservative guidelines available from leading global
and local health authorities (eg, CDC, WHO)

Communicate with employees frequently and with the right specificity;
support any affected employees per health guidance

Benchmark your efforts (eg, some companies have started to curb
nonessential  travel)

Set up cross-functional response team

Overall lead should be at the CEO or CEO-1 level; team should be cross-
functional and dedicated

Create 5 workstreams: a) employees; b) financial stress-testing and
contingency plan; c) supply chain; d) marketing and sales; e) other
relevant  constituencies

Define specific, rolling 48-hour and 1-week goals for each workstream
based on planning scenario

Ensure a simple but well managed operating cadence and discipline
that's output and decision focused. Low tolerance for “meetings for the
sake of meetings”

Present minimum viable products: a) rolling 6-week calendar of
milestones; b) 1-page plans for each workstream; c) dashboard of
progress and triggers; d) threat map

Test for stress, ensure liquidity, and build a
contingency plan

Define scenarios that are tailored to the company. Identify planning
scenario

Identify variables that will affect revenue and cost. For each scenario,
define input numbers for each variable through analytics and expert
input

Model cash flow, P&L, and balance sheet in each scenario; identify input-
variable triggers that could drive significant liquidity events (including
breach of covenants)
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Identify trigger-based moves to stabilize organization in each scenario
(A/P, A/R optimization; cost reduction; portfolio optimization through
divestments, M&A)

Stabilize the supply chain

Define extent and timing of exposure to areas that are experiencing
community transmission (tier-1, -2, -3 suppliers; inventory levels)

Immediate stabilization {ration critical parts, optimize alternatives,
prebook rail/air-freight capacity, use after-sales stock as bridge, increase
priority in supplier production, support supplier restart)

Medium/longer-term stabilization (updated demand planning and

network optimization—solve for cash, accelerate qualification for
alternative suppliers, drive resilience in supply chain)

Stay close to customers

Immediate stabilization {inventory planning, near-term pricing changes,
discounts)

Medium/longer-term stabilization (investment and microtargeting for
priority segments with long-term growth)
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Stabilize the supply chain

Companies need to define the extent and likely duration of their supply-
chain exposure to areas that are experiencing community transmission,
including tier-1, -2, and -3 suppliers, and inventory levels. Most companies
are primarily focused on immediate stabilization, given that most Chinese
plants are currently in restart mode. They also need to consider rationing
critical parts, prebooking rail/air-freight capacity, using after-sales stock as a
bridge until production restarts, gaining higher priority from their suppliers,
and, of course, supporting supplier restarts. Companies should start planning
how to manage supply for products that may, as supply comes back on line,
see unusual spikes in demand due to hoarding. In some cases, medium
or longer-term stabilization may be warranted, which calls for updates to
demand planning, further network optimization, and searching for and
accelerating qualification of new suppliers. Some of this may be advisable
anyway, absent the current crisis, to ensure resilience in their supply chain—
an ongoing challenge that the COVID-19 situation has clearly highlighted.

Stay close to your customers

Companies that navigate disruptions better often succeed because they
invest in their core customer segments and anticipate their behaviors.
In China, for example, while consumer demand is down, it has not
disappeared—people have dramatically shifted toward online shopping
for all types of goods, including food and produce delivery. Companies
should invest in online as part of their push for omnichannel distribution;
this includes ensuring the quality of goods sold online. Customers’ changing
preferences are not likely to go back to pre-outbreak norms.

Practice the plan

Many top teams do not invest time in understanding what it takes to plan
for disruptions until they are in one. This is where roundtables or simulations
are invaluable. Companies can use tabletop simulations to define and verify
their activation protocols for different phases of response (contingency
planning only, full-scale response, other). Simulations should clarify decision
owners, ensure that roles for each top-team member are clear, call out the
“elephants in the room” that may slow down the response, and ensure that,
in the event, the actions needed to carry out the plan are fully understood
and the required investment readily available.
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Companies that
navigate disruptions
better often succeed
because they

invest in their core
customer segments
and anticipate their
behaviors

Demonstrate purpose

Businesses are only as strong as the communities of which they are a part.
Companies need to figure out how to support response efforts—such as by
providing money, equipment, or expertise. For example, a few companies
have shifted production to create medical masks and clothing.

The checklist in the exhibit can help companies make sure they are doing
everything necessary.

Exhibit 1

Businesses should consider three scenarios as part of their contingency planning.

1. Quick recovery (least likely): Intracomplex transmission contained; economic impact mostly restricted to Q1

a1 Q2 Q3 Q4
NI -

Ex-Hubei Hubei starts Community l Community transmissions in l Cases peak in multiple
China economic to return to transmissions in Middle East are controlled. regions; evidence mounts
restart >80% normalcy; result East Asia and Consumer confidence starts to that the virus is seasonal.
complete, with of alarge- Europe are return, even in setting of sustained Aviation, tourism,
most migrant scale health brought under transmission, due to lower case hospitality sectors back
workers response having control fatality ratio, case-growth slowdown, to normal as countries lift
returning an effect promising treatment options travel bans

2. Base case: global slowdown. Sustained intracomplex transmission; global slowdown in 2020

Qi Q2 Q3 Q4
i Ex-Hubei I Hubei starts : East Asia, Middle East, and Europe Consumer confidence LAviation,
China restart to return to transmission complexes all see remains dampened into  tourism, hospitality
>80% complete, normalcy; result  continued case growth until early G2, Q3. Demand recovery start to return
with most of alarge-scale  contributing to perception of “leakage,” depends on evolution of  to normalcy as
migrant workers  health response  causing significant impact on economic  disease; some sectors governments,
returning having an effect  growth in all three regions; early Q2 is (eg, consumer goods) corporations lift
the first time they see a reductionin new recover faster travel restrictions
cases
3. Pessimistic: global pandemic and recession. Transmission jumps, new complexes; a recession in 2020
a1 Q2 Q3 Q4
i Ex-Hubei Hubei starts ; East Asia, Middle East, Europe, and l Disease expands Consumer
China restart to return to western America transmission complexes to other parts of the  confidence
>B80% complete, normalcy; result  all see continued case growth until mid Q2, world, including remains low, and
with most of a large- potentially with less robust health/containment  confirmed air-travel
migrant workers  scale health response. Significant impact on economic transmissions in the  restrictions
returning response having growthin all three regions; mid Q2 is the first rest of Morth remain in place
an effect time they see a reduction in new cases America, Africa, and  until late 2020
India
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The coronavirus outbreak is first and foremost a human tragedy, affecting
hundreds of thousands of people. It is also having a growing impact on the
global economy. This article is intended to provide business leaders with a
perspective on the evolving situation and implications for their companies.
The outbreak is moving quickly, and some of the perspectives in this article
may fall rapidly out of date. This article reflects our perspective as of March
9, 2020.

In our experience

seven actions can help businesses of all kinds. We outline them here as an
aid to leaders as they think through crisis management for their companies.
These are only guidelines; they are by no means exhaustive or detailed
enough to substitute for a thorough analysis of a company’s particular
situation.

Protect your employees

The COVID-19 crisis has been emotionally challenging for many people,
changing day-to-day life in unprecedented ways. For companies, business as
usual is not an option. They can start by drawing up and executing a plan to
support employees that is consistent with the most conservative guidelines
that might apply and has trigger points for policy changes. Some companies
are actively benchmarking their efforts against others to determine the right
policies and levels of support for their people. Some of the more interesting
models we have seen involve providing clear, simple language to local
managers on how to deal with COVID-19 (consistent with WHO, CDC, and
other health-agency guidelines) while providing autonomy to them so they
feel empowered to deal with any quickly evolving situation. This autonomy
is combined with establishing two-way communications that provide a safe
space for employees to express if they are feeling unsafe for any reason, as
well as monitoring adherence to updated policies.

Set up a cross-functional COVID-19 response team

Companies should nominate a direct report of the CEO to lead the effort and
should appoint members from every function and discipline to assist. Further,
in most cases, team members will need to step out of their day-to-day roles
and dedicate most of their time to virus response. A few workstreams will be
common for most companies:
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a employees’ health, welfare, and ability to perform their roles.

b financial stress-testing and development of a contingency plan.

¢ supply-chain monitoring, rapid response, and long-term resiliency (see
below for more).

d marketing and sales responses to demand shocks.
e coordination and communication with relevant constituencies.

These subteams should define specific goals for the next 48 hours, adjusted
continually, as well as weekly goals, all based on the company’s agreed-on
planning scenario. The response team should install a simple operating
cadence and discipline that focuses on output and decisions

Ensure that liquidity is sufficient to weather the storm

Businesses need to define scenarios tailored to the company’s context.
For the critical variables that will affect revenue and cost, they can define
input numbers through analytics and expert input. Companies should
model their financials (cash flow, P&L, balance sheet) in each scenario and
identify triggers that might significantly impair liquidity. For each such
trigger, companies should define moves to stabilize the organization in
each scenario (optimizing accounts payable and receivable; cost reduction;
divestments and M&A).
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Best practice examples:

LABDF] “Ladders, a US. based job search and expert network, is training

employees working remotely to be prepared for hiccups when
needed.”

m “What companies should be doing right now is practicing. Start
Global sending people home, start teaching them the protocols.”

Workforce
Analytics

===  |BM, which 3 years ago ended remote work for some employees, asked

1BM workers in coronavirus-affected areas to work from home “wherever
possible.”

A lot of questions need to be answered from a people perspective
very soon:

What if whole BUs need to shut down due to infections?

What do we do if a colleague dies?

What happens if one of our employees infects a business partner/customer, ... ?
How can we set up virtual collaboration for 1,000 people?

What happens if the government restricts travel and people’s movement?

What if employees refuse to go to work due to COVID-19 risk?

Pessimistic scenario might lead to many infections in the next month

Exponential curve of total cases outside Chinawith scenarios

1

o
o3
~
i~

M~ (=1
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What would further exponential growth of infections mean for your
organization along the seven people responses? Be prepared.

What should you do to react appropriately to COVID-19?

Set up a rapid response team with seven squads along the key responses.
Squads should:

® consist of 3-7 people per squad1

® are responsible for their topic end to end

align with each other on a daily basis

® have clear decision rights to take control and report directly to the CHRO

think ahead and ensure the collection of best practices to stay ahead of
the curve

Be ahead of the wave in three steps:

1. Set up squads for the seven topics

2. ldentify and tackle key now and near-term measures along the seven
topics

3. Use mid-term measures for sucessful rebound
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Short-term assessment of stability of IT backbone is essential for
increasing remote work- Example case:

Category Assessment per Business Unit (BU) Measures

Q @ . Coretiutnovoie oo IIRRARE - Conduct stress test
. Network ] Increase network
@fb BUM BUN  BUP  BuN | BUT MUY bandwidth
Data Pre-Target Regional operations Ol model « Review business
continuit
\ Center BUG BUI BUJ BUK  BUM  BUN Y
- Order additional
\.' Work- Bring your own image Local solution notebooks
I\‘ (—/ L)ld((‘ BUG  BUY  BUS BUK  BlM BUN  BUP = Ad-hoc rollout of

¥

« Identify critical roles
collaboration tool

BU = Business Unit _— E———

Source: BCGPlatinion Ready +  Not ready 40
7. Speed-up digital readiness
7-1 : Identify need & deliver needed hardware 7-2 : Provide appropriate software & tools
+ Assess increased need for devices according to remote work - Identify best video conferencing tools and virtual teaming apps

increase .
«  Ensure secured shared file access, VPN protocols, etc.

+ Leverage & monitor company’s stock of hardware (i.e,

«  Ensure transparency on and access to digital collaboration toolin
smartphones, laptops, headsets, charger cables, adapters, and P y 9 9

other devices) + Stress-test systems to ensure they work in crisis (e.g., network
bandwidth
- Determine potential shortages of products & develop contingency )
plans + Set up emergency communication technology
Overview of example tools that can be used to support effective 7-3 : Train your people on digital readiness

collaboration during virtual sprints:
«  Develop digital training sessions & materials on remote work for

different cohorts (basic, advanced)

. Tredin whitebaard: Jamboard
Project meregemwent ool bo provide W poharl Lo capiure and share . Set up dlgltal Iearning suite & basic curriculum
ol of il tvaeabdes Bt tTACK progress foint cut plts of grint team

- Kick off communities of practice for user experience sharing &
ram exchange

7-4 : Build technology support teams
Chat: room; Whatsapp

TERCHEHE M0 EEMMNERCRIL TN « Provide IT support line and services for remote workers & teams
to {aciiitate information distribution

Live sbreams: Hangout
Wirtual rooms” for ineract ive and engading
discussions in bosms (similar boWebEx)

l;_ = - | +  Setupguidance on cyber security, tools & tech during home office
@ 1 & -
E = + Create learning material & best practices on virtual teaming and

identify potential external sources of training
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Google CEO Sundar Pichai and CFO Ruth Porat called on Google
Goge  employees to mobilize during big moment, lean on each other and
support Google’s vital societal role

Google

pmmrmerl Facebook issued clear engagement guidelines and restrictions to
Facebook . .
all their employees and business partners

G Chinese national hotel chain Huazhu leveraged their own
wieeve information platform app Huatong to inform their employees and
iz franchises

6. Stand Together

6-1: Prepare your leaders

« Train & coach frontline leaders and managers, with emphasis on
- navigating & leading in times of crisis
- maintaining high employee engagement and empathy

« Develop measures and responses for worst-case scenarios

6-2: Support employees and their families

+  Promote solidarity and helping mentality

+  Provide assurance and pledge support to employees
- Consider unpaid family care leave

- Offer elderly care leave & childcare support (i.e., if schools are closed)
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6-3 : Build & enhance ecosystems

+ Reach out and communicate within and across industries

+  Drive cross-company/ecosystem collaboration

6-4 : Fulfill a larger purpose

«  Promote responsible behavior and lead by example

«  Share knowledge and intelligence on COVID-2019 cases and spread

« Assistimpacted areas and people

Best practice examples:

[ 1]
|
Microsot
Microsoft

afua]i

CIECQ
Cisco

Google

Google

amazon

Amazon

P

Alibaba

Microsoft has pledged to pay full wages to 4,500 service providers,
regardless of hours worked. They are also offering an extended six-
month premium trial of the Microsoft Office 365 Team chat app

Cisco is offering the free version of its Webex service with no time
restric- tions. In  addition, free 90-day licenses are offered to
businesses that are not Webex customers

Google is offering advanced Hangouts Meet videoconferencing
capabilities for all G Suite and G Suite for Education customers
globally until July 1, 2020

Amazon announced the creation of a $5 million Neighborhood
Small Relief Fund to provide cash grants to impacted small

businesses

Alibaba created a $144 million fund to buy medical supplies for
Wuhan and Hubei province
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2 Enable middle management & front-line leaders

—  Brief all leadership levels to raise sense of ownership and

e — confidence

/

— Increase understanding of the process and goals to benefit
implementation and outcome

3 Include employees

- Make early engagement a priority

—  Ensure full employee coverage and outreach

4 Achieve communicative transparency

—  Make messages as clear and concise as possible

— Issue clear rules and instructions and explain the conse- quences of
violating company rules and policies
Communication and support culture:
5-3 : Pass information to employees in a timely manner

5. Communicate openly with empathy
+  Keep track of new developments—WHO, CDC, BMG, NHS

5-1: Identify communication channels « Send frequent updates on the situation, rules and guidelines

« Identify best communication channels, practices and frequency «  Address rumors rising among employees and the general public
« Create a backward channel to address employee concerns, questions « Maintain a hotline for pressing issues
and ideas

5-4 : Educate employees and managers on COVID-2019
» Ensure that all employees have access to real-time communication

« Set up FAQ pages and organize virtual town hall meetings on how to

«  Prepare an external communication channel on people related issues . .
avoid, diagnose and treat COVID-2019

5-2: Organize a clear communication structure « Extend the scope of information to employees’ families

«  Steer communication centrally Best practice examples:

+ Make a senior company executive responsible for communication
H:JG BCG set up a global team to handle COVID-2019 challenges

« Emphasize adherence to rules and compliance BCG
« COVID-2019 internal microsite

How to establish a successful communication structure?
- Daily all-staff updates on COVID- 2019

1 Recognize criticality of C-level engagement . Continuous reiteration of travel restrictions
—  PutaC-level managerin overall command of crisis communication - Regular town halls meetings/calls to address employee
concerns

—  Foster confidence and commitment among the workforce

—  Decide on purpose and format of communication =l Microsoft VP Kurt DelBene sent e-mails to employees on remote
Microsoft work, travel restrictions, prevention and symptom recognition

Microsoft
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- (e.g., contractors)

—  Delay start dates

2. Adjustment of hiring procedures: Review processes and analyze ways
to maintain talent pipeline

—  Rely exclusively on remote recruiting procedures (e.g., video
conference calls)

— Increase formal hiring requirements (e.g., experience and grades
required)

— Reduce recruitment marketing efforts (e.g., postpone recruiting
events)

— Increase talent retention programs for strong candidates until lift of
hiring freeze

- (e.g. regular check-ins)

3. Postpone start dates of new hires
4-4 : Manage individual employee down-time

- Employee-driven down time: Analyze impact and legal restrictions:

—  Review general insurance policy implications

— Inquire about potential special legislation for sick leave or quarantine
(e.g., compensation support for duration of isolation)

—  Analyze implications of employees with sick children (e.g., increase
of maximum of child sick days)

—  Establish rules for handling specific situations based on legislation
(e.g., parents need to stay home if childcare or school is closed and
stop receiving salary)

- Employer-driven down time: Analyze possible opportunities:

— Reskill and upskill employees (e.g., e-learning, CFA exams)

— Focus on business development tasks (e.g., design new products &
services)

— Upgrade efficiency of internal systems Reallocate labor flexibly to
different activities or

— other companies
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Focus on non-business development related tasks (e.g., social
impact projects or internal office initiatives)

Best practice examples:

Announced short-time work

— Review new hires; suspend some of them until further
notice

—  Flexible salary model1 of flight attendants built to buffer
lower demand

—  Employees asked to take unpaid vacation

Employees are offered voluntary unpaid leave
Delta has also frozen hiring

Leverage advanced analytics to simulate impacts & identify
measures for crisis management. Strategic workforce planning is
used to provide immediate & actionable input for rapidly evolving
scenarios (like the one imposed by COVID-19)

Announced temporary site closures Plans to increase
space between workers’ spots by reducing production
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Analytics allow the generation of several workforce scenarios based on

different possible evolutions of the crisis:

Best practice example from Italian bank

Different hypothesis of SEVERAL SCENARIOS CAN BE
supply and demand © TESTED AND CHECKED
evolution

(e.g., ¥ of sick leaves)

One-year crisis with high level of

sick leave

Alternativedurationsof
the crisis
(e.8., 2 months. 1 year)

| Short erisis with mobility blocked
only in the most impacted region i

Changes in key con-

straints on workforce 9
(e.g., mobility of people

across municipalities/ regions)

Source: BCG, Client experience & analysis
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Six-month crisis blocking all
movement between municipalities

&

KPls TO MONITOR SCENARIO
SUSTAINABILITY AND
REQUIRED EFFORT

# of employeesto be
— re-deployed
- 2 ~ #of remainingunfilled
T@; vacancies and % of
e undercapacity

o Skill deficitsresulting
(=2 from role changes

Creating workforce scenarios helps companies estimate the impact of the crisis

and plan the best way to react in advance:

— Showing how and where it is needed to run the operations with reduced

capacity

— Highlighting how to make up for limited movement by boosting local

redeployments based on the skill set of each employee

— Identifying the most needed skills and where to focus L&D effort and

organizing training activities accordingly

The leadership team needs a discussion about People versus Profit and to

align on a set of People Principles to guide decisionmaking

4-2 : Adapt existing workforce to adjusted demand

« Leverage all options for working-time flexibility

All options to harmonize workforce must be taken into consideration

Papabousnd
H

LR e | & Wacation

T Pty

Short-term

+ Exverrion appreval of leaves

v Shirt-Lime SOmpanaation

o v e o Contracions
i Hiring freene, delayed hiring
J | o Personnel reduction ivoluntany involuntany
Long:term, + ‘wherkiion o ugrskillieg ( neilieg
MErong adjustmantt | - Fiadl reitructuring of Errineid

=

Source: BCG Analysis

+ Reduce hired labor (temporary workers and contractors)

« Tighten work mode and alignment with social partners

« Manage potential shutdowns

4-3 : Adjust hiring

Multiple options to be considered when adjusting hiring procedures

1. Adjustment of hiring volumes: Analyze how to reduce overstaffing risk

—  Reduce hiring budgets

—  Replace vacant FT positions with temporary ones (e.g., internships)

—  Fill vacant positions with existing employees Freeze hiring in general

or for specific groups
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+ Leverage existing staff: Cross-skill people and have backup teams in
place
« Leverage network: Re-engage retirees

Four sources to ensure replacement of critical jobs:

Internal: Identify colleagues with similar skills who could step in into key
roles or cross-train people in related positions

Affiliates: Search the retired workforce and identify colleagues who could
return

Ecosystem: Look for potential sharing opportunities for selected roles across
companies (e.g., in case of critical industries like energy supply)

Job market: Bring in contractors with the necessary skill sets

Best practice examples:

I Emergency plan to ensure business operations
GOOD YEAR

+  BU/regions asked to
- identify critical roles
+ Roles clustered by criticality

- Talent bench analyzed to determine difficulty of backfilling
essential roles & adjusted as necessary

(v "Weare working with split teams in important operational areas as a

rrmynra

omezsnw Precaution against the coronavirus.”

@ VW screens the health of every truck driver before they are allowed

to enter critical production site
W
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4. Manage workforce flexibility

4-1: Analyze business impact on workforce

® Determine workload and volume adjustments
e Simulate workforce scenarios according to expected adjustments

® Closely monitor and analyze labor law environment

Business impact on workforce must be determined for job families:

Company  Over-/under- Over-fundercapacily
View capacity Orvertime
303 Leverl of detail Joby family and location
2,10 Job fwrddy  Job Job family Wk Wosk  Week
i CompaSf gresp family  and ineatian . o =
00
- 00

F

B =sg EEE
wr
ar

Juns
2010

=i~ Azt FTE
Bl Haw damand FTE
Jub bamily with wurplen
W Job family with gags ‘
Tource: BLO Aralyn

Outcome:

® Actitonable gaps and potential surpluses by location and job family

® Sensitivity analyses and different scenarios to provide details on multiple
developmentoptions
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Criticality Interchangeability Exposure

The degree to which an infected The degree to which an h  Thedegree towhichan individual
individual in the cluster endangers individual's work can be taken in the cluster is exposed to
ORONAVIRUS At T o i

—
P reve nti o n S > > Signs and types of critical positions: Signs of a low level of Signs and types of exposure:
5 interchangeability: : .
o « Decisian power holders: Board « Internal contact richness:

Receptionists, cafeteria

members, heads of functions + Limited numberof people " d h
« Enablers: IT roles for operating in the same role \EVDI' ers, andcoaches .
systems that make it possible for « Difficult toshift between = External contact richness:

Salespeople, customer and
other service positions, and
accountmanagers

others towork businesses or geographies

+ Special knowledge holders: Experts + Mo part-time or freelancer options
on specific tools and technologies « Highdemandand no availability

= "Bottleneck” positions: Roles that, in the market

when missing, quickly create a

bottleneckin key business activities,

e.g., quality in production and

control positions in large operations

like power plant 0 Q

Single viewto minimize
spread ofillness

Wearing Face Mask Washing hands

Combination view to ensure business continuity

Departure
3-2: Decrease risk exposure

« Increase protection and precautions for critical individuals, e.g., give
regular nudges reminding colleagues to protect themselves

« Decreaserisk of team infection, e.g., separate teams in different buildings
or split teams with A/B shifts (office/home)

Eat hot foods

Avoid risk places

+ Require these colleagues to work remotely where possible

Different options for splitting teams across functions:

gewonk  Evonik is focusing on enabling individual hygiene & workplace

Evonik

adjustments .
J Roster A : Roster B
e Hand-washing instructions are provided in facilities and posters
nudge employees
— E.g., Finance A E.g., Finance B
® Physical barriers are created in the lobby to mitigate risk of _ . ‘ g
Dffice-based Weok 1 Oftice : Home
® spread via receptionists teams Wk o
Home - ice
:

Workforce Readiness:

3. Mitigate people risk

E.g., Production &”, E.g., Production B

3-1:Identify & support critical roles Production Week 1 shift cycie1 : Shift cycle?
plant teams Week 2 : : .
. ; iy i eritimality i i . Shift cycle? Shift cycle
Identify critical roles based on their criticality, interchangeability, :
and exposure
Sewahtwt B0 Amadiiy
« Support critical roles with, e.g., increased team capacity and
childcare opportunities (in case schools are closed) Split teams to contain risk of large infection chain
+  Closely monitor the health and activities of critical roles 3-3: Work on potential replacement

e Introduce shadowing or tandem solutions
+ Give regular nudges to increase self-protection
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Differentiate among regions and different target groups of employees
(e.g., older workforce, pregnant women)

E. Internalize: Create lasting hygiene habits

Ensure that hygiene measures are incorporated as new standards by
workforce to benefit during upcoming flu waves

Learn how to nudge employees in the best way for future nudges

2-2:Improve workplace hygiene

.

Advise to keep social distance (1.5 — 2 meters) & increase space between
desks

Increase frequency of cleaning/decontamination cycles

Consider closing facilities if risk becomes too high

2-3 : Support and monitor employee health

Monitor employee health, e.g., with daily temperature checks and
installment of health apps or wearables (with employee consent)

Leverage/install company medical officer/on-site doctors or nurses
Provide thermometers and masks at facility entrance

Delay work start to give employees time to commute without public
transportation (i.e., walk, bike)

Offer professional psychological support to address COVID-19 anxiety

2-4: Adopt new hygiene & health habits

Advise introduction of social distance (1.5 - 2 meters)
Revise/adjust social norms, e.g., shaking hands, work ethic when sick
Relax sick day policy, e.g., sick day rollover, discretionary sick days

Enable precautionary measures, e.g., unpaid sick leave for affected family
members

Adopt new hygiene habits when traveling

All public transport

Wash your hands often, with soap and water, for at least 20 seconds.
This is the single most important way to control infections, and it's
first among the guidelines for preventing the spread of disease on
commercial aircraft
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® Carry alcohol-based hand sanitizer (at least 60% alcohol) in case
water isn‘t available nearby

® hing your eyes, nose and mouth with unwashed hands
e Iftraveling by plane
e Keep the air vents above your seat open to improve ventilation

® Wipe down the arm rests and tray table with sanitary wipes and
bring tissues to open the bathroom door

e [f you're seated next to someone coughing or sneezing, ask the
flight attendant if you can be moved

Best practice examples:

@ VW is combining several measures in China

® Door handles and elevator buttons are constantly cleaned
® Air conditioning is turned of

® Meetings are allowed only in rooms that enable distance of over
1.5 meters between participants

® Employees have to wear masks

ET¥  SAPisproviding thermometers and masksfor employees at reception
s desk

, Twitter is pre-packaging and pre-plating food

Twitter
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- Create posters & virtual flyers explaining habits1: E.g., how to wash hands
correctly

« Create digital and physical flyers with similar content that employees can
take home to share with families and friends

« Add all hygiene measures to the intranet page and make it accessible
24/7

B. Equip: Supply the workplace with hygiene products

+  Deposit hand sanitizers in all lavatories, kitchens, and places with high
infection risk, such as elevators

Best practice examples:

«  Put disinfectant wipes on tables
‘ “Apple Inc. CEO Tim Cook offers employees at most of its offices the
Apple ability to work from home.” C. Nudge: Remind employees of hygiene routines
BCG BCG adapted “smart” working in response to office closure in affected - Identify places where hygiene is most important: In front of lavatories,
BCGadapted offices before entering canteen

N i R .
Guide: Smart working tips & tricks - Place posters that remind employees of hygiene habits: Regular washing

®  Provision of a diverse set of Ttools hands, using hand sanitizers

o . . .
Introduction of virtual agile teams + Send e-mail reminders and if IT is ready, pop-up notes to phones

[ G EU Commission & EU Parliament switching to remote telework &

- virtual meetings D. Govern: Define mandatory hygiene measures

«  Specify which hygiene measures are mandatory and which are just
recommended

Twitter restricts external visits in offices

Twitter

Gougle Restricting non-essential travel & introducing remote work due to
Google
P the outbreak

amazon

2. Enhance corporate health and hygiene

2-1:Enable individual employee hygiene

« Provide health instructions and nudges, e.g., regarding hand
washing
«  Provide hygiene tools, e.g., hand sanitizer

How to enable individual employee hygiene in five steps
A. Educate: Provide instructions for hygiene habits
- Gather information about the most important hygiene habits

in collaboration with health experts and/or corporate medical
officer
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- How you are spending your commuting time?

- Contest for best fake background for everyone’s video home office
e Between virtual meetings:

- Schedule virtual team dinners

- Pair people off for scheduled daily getting-to-know- you meetings
Three principles to successfully create social intimacy:

® Actively drive it—don‘t assume it will come automatically

e Make it a routine—create time for it every meeting

e Hold people accountable for doing it

Best practices for mitigating the challenges of virtual agile teams:
® Investin technology

- Virtual colocation (e.g., shared physical e-whiteboards, standing video
conferences)

- Infrastructure (e.g., continuous integration and delivery via Jenkins)
- Collaboration tools (e.g., Skype, WebEx)

® Prioritize ceremonies

- Ensure full team attends key ceremonies virtually

- Use collaboration tools to ensure team is really ,present” (e.g., video
enabling for face-to-face interaction)

e Define team norms and overlap hours
- Schedule overlap hours to enable real-time interaction

- Flex overlap hours (between offshore and onshore; can use rotation) so
burden of inconvenience is shared

® Foster shared culture

- Define a shared set of team norms and values across locations

- Bridge cultural barriers by creating a common vernacular

® Monitor signs of silo behavior

- Monitor signs of breakdown in teaming and “us-vs.- them” mindsets
- Assess collaboration in health checks and pulse Checks

- Integrate weekly virtual pulse checks to understand personal wellbeing
& professional needs
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Allocate work strategically

Create accountability with clear allocation of work

Plan work allocation to force deeper cross-squad collaboration

And last but not least, Trust that people will get their work done or raise
their hands if they can‘t

1-2 : Reduce large meetings

- Decrease onsite & offsite events, conferences, external visitors, and client
meetings

- Pause catered lunches and close potential social hubs
«  Prioritize which business-critical meetings must continue in person

«  Provide virtual meeting best practices, trainings, tools, and IT support for
troubleshooting

1-3 : Setup virtual agile teams
+ Define clear working norms for virtual agile teams
« Setup needed infrastructure and integrate latest technology
1-4 : Adapt travel policies
+ Limit travel to high-impact areas to essential business travel
« Implement travel policies and discourage use of public transportation
+ Introduce travel health kits for field and service workers

« Trackofficial travel restrictions & provide support for employees stranded
away from home
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COVID-19 responses for seven key people topics:

People Health:

1 erate smart work

1-1: Establish remote working

Prepare workforce for online offline switch
Create virtual social intimacy

Determine key steps & resources needed in different scenarios to enable
remote working

Provide best practices, tools, and guidelines

Example norms for remote working teams:

Required basis

Everyone has access to the required technology and tools (computer,
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phone, Google Drive, Trello, Slack)

The whole team has agreed to be fully invested in the remote working
pilot

Explicit norms for time and location

Everyone works from home by default

Changes to the default presence to be communicated as soon as possible
Regular working times (9-5) are to be expected by whole team

Project management processes

Daily virtual standups to discuss progress and challenges to executing
plan for the day

Sharing of discussion materials at least 30 minutes before virtual
meetings

Weekly end-of-the-week team call to keep aligned and plan for the
upcoming week

Centralized information
All documents stored and shared on Google Drive

Planning and execution tracking in Trello ;key takeaways from meetings
shared timely via Slack

Team members proactive in content sharing/context setting/keeping
team aligned using digital tools

Virtual learning
Virtual meetings with video preferred

For all matters that require an immediate response ,phone call or text is
the best way to get in touch

Online :E-mail responses expected between 9:00 a.m .and 5:00 p.m,.
unless otherwise agreed

Trust and teaming

Always ask for help when needed and speak up if something isn’t
working for you ;acknowledge the positives

Virtual social intimacy should be created:

During virtual meetings:
Share fun facts about each other

What did your kids do today?
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7 Make sure your response is balanced across these seven dimensions

8 Use resilience principles in developing policies

9 Prepare now for the next crisis

10 Intellectual preparation is not enough

11 Reflect on what you've learned

12 Prepare for a changed world

People priorities are at the heart of crisis management:

1. Communications

2. Employee needs

3. Travel

4. Remote work

5. Being part of broader solution

6. Business tracking & forecasting

7. Supply-chain stabilization

| 14 HRECHO

People priorities are at the heart of crisis management:

Tackle immediate 9
prionties

Protect your people,

ensure continuity, and
communicate clearly

ar-term:

Prepare for strongest
possible crisis impact
Understand possible worst-
case scenanos and prepare
for happenings

\ B

Mid-/long-term:

Prepare for rebound & pursue
structural enhancements
Anticipate rebound and

leverage learmings to increase
organization’s resilience

Leverage COVID-19 responses to be ahead of the wave

Have you set up
a rapid-response
team to tackle
immediate
responsibilities
along the seven
key topics?

Near-tesm

Have you
analyzed the

strongest possible

crisis impact on

your organization

and prepared
for it?

Are you thinking
beyond the
current crisis
and planning
how to leverage
newly gained
knowledge?

B
£
5

on Comsutting Group. ML ight

2020 by Bost
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COVID-19 is prompting companies to take action to
minimize the threat for their people and business

Reactions on the people side to COVID-19 due to rising numbers of
infections worldwide:

® Coronavirus: Salesforce, Twitter bar workers from U.S flights

® Amazontellsall 798,000 employeestohalttravel,in USandinternationally,
overcoronavirusfears

® Microsoft allows employees to work from home amid coronavirus
outbreak

® Apple’s cook offers work from home this week to many global employees
® Deutsche Bank has split up sales and trading teams in Frankfurt

® Facebook shits Singapore and London offices after coronavirus case

Exponential curve of total casesoutside China

—_ 1,000,000 ———————
Linear scale Logarithmic scale
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Note: Graphs based on data from worldometers.info on 09.03.2020

Source: The Verge, Reuters, Bloomberg, Business Insider, finews.asia, San
Francisco Chronicle, The Star, BCG
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COVID-19 is rapidly changing the global economy—

three scenarios

“V” scenario “U” scenario

Classic economic shockwhere Some permanent losses of
growth eventuallyrebounds  output after initial shock

GDP level
120 = 120

110 / 110 /v/

100 —_ 100 ! .
Q1Q2Q3Q405Q Q7 Q8 Q9 Q10 Q1Qz2Q3Q4050Q60Q7 Q8 QH Q10
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& -2%
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wld-mean-for-the-global-economy

“L” scenario

Signaling real structural damage
with significant impact on growth
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Former health crises (e.g. SARS, 1968 H3N2“Hong Kong” flu, 1958 H2N2
“Asian” flu, and 1918 HIN1 ,Spanish” flu) generally resulted in ,V* scenarios.

Will this crisis be different?

Crisis management is of highest importance to companies

BCG shares 12 lessons learned from Harvard Business Review:

1 Update intelligence on a daily basis

2 Beware of hype cycles/news cycles

3 Don't assume that information creates informedness

4 Use experts and forecasts carefully

5 Constantly reframe your understanding of what's happening

6 Beware of bureaucracy
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Priorities in

Response
to COVID-19




CREATE A HAPPIER OFFICE WIT Hubbe
NESCAFE.

WE CONNECT COMPANIES AND USERS GLOBALLY.

v A meeting point for all your service needs under one umbrella.
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Human Resources
priorities in response to

Winning with empathy in
times of crisis

With the COVID-19 viral disease
rapidly spreading across the globe,
governments are fighting battles
on many fronts. Many countries
have taken action to prevent
transmission by restricting travel,
closing schools and businesses, and
ordering millions of citizens to stay
home. Governments and companies
and asking hard questions. How
many people will be infected? How
many lives will be lost? When will
the outbreak end? What will be the
social and economic impact of this
pandemic? How many companies
will go bankrupt?

There is no doubt that the virus will
pose one of the biggest challenges
for private sector companies and
government entities we have seen in
recent decades. While many leaders
are now focusing their attention on
the health and economic aspects
of the crisis, there is a risk that the
people aspect does not get the
attention it undoubtedly deserves.

The more important it is that
HR departments now rise to the
challenge. They have to play a crucial
role in helping their organizations
through the crisis. They can do so
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by working on seven key people
priorities across four broad themes.

+  Within the people health theme,
organizations need to focus on
accelerating smart work, such as
remote working, virtual teaming
or agile approaches. They also
need to educate their staff on
health and hygiene measures,
especially when remote working
is not an option.

+ In the workforce readiness
theme, people risks need to be
managed proactively. Critical
roles need to remain filled at any
time, and organizations need
to prepare for contingencies.
Workforce flexibility needs to
be enhanced, and solidarity
measures like  the one
announced by Emirates Airlines
will go a long way.

. Communication and support
culture are the third big topic.
Employees depend on open
and empathic communication.
Giving your staff a feeling of
standing together is now more
important than ever.

+  And last but not least, speeding

up digital readiness, not only
for remote working, but also for
a longer term, more automated
setup, will help build resilience.

Without any doubt, all seven people
priorities are important. At the same
time, we need to be aware that the
crisis hits each company differently.
While airlines, hotels, and restaurants
witness a decline of their business
to almost zero, online retailers see
the demand growing exponentially.
Each company and government
entity thus needs to decide which
of the seven priority areas requires
most attention.

We also know from previous crisis
that they put an enormous stress
on the human mind. Uncertainty is
high, anxiety rises. Will | or any of
my loved ones fall sick? Will | lose
my job? Unfortunately, this stress
tends to result in higher incidences
of mental illness, domestic violence,
and substance abuse. Let us be
mindful of this aspect of the crisis as
well. Let’s watch out for each other,
help each other, and stand together
as one community.

Stay safe.

The very basic rules of business and
the lessons learned from years of
experience are no longer relevant.
Until a few months ago, our business
environment was labelled VUCA
(volatile, uncertain, complex and
ambiguous), a popular acronym
introduced in the late 1980's and
made popular in the business world
in the 2000’s. However, the new
world of COVID-19 has transcended
this and will take its rightful place
in history books for generations to
come.

These are truly unprecedented
times as the global pandemic
continues to spread across the world,
transforming our daily lives, perhaps
forever, and rocking the most solid
foundations of social values and
norms in the modern society. For
businesses, while the crisis has
presented a plethora of unique
challenges, it has also created a rare
opportunity to connect with internal
stakeholders on a much deeper level
and perhaps come out even stronger
post-crisis.

It is important to remember
that first and foremost, we are
currently facing a very large-scale
humanitarian crisis. The general
workforce is consumed by concern
for the wellbeing of themselves

and loved ones while they are
simultaneously trying to cope with
newly imposed realities, including
home schooling, working from
home, social distancing, movement
restrictions, limited entertainment,
and so on. Unquestionably, the
role of employers will be critical to
support their teams through this
difficult period. Not only will this
help businesses survive the present,
it will also help build a stronger, more
resilient and loyal workforce once
the crisis dissolves.

The key ingredient is empathy. In
times like these, there is no such
thing as too much communication.
Communicate as much as possible
about the organization’s response
at every turning point, ensure
there is a constant line for open
communications, let employees
know what resources (internal
and external) they can leverage,
and who to contact for different
circumstances.

In uncertain times, employers may
also find that they will need to move
beyond the contractual components
of traditional compensation and
benefits. For example, to be able to
work productively, some employees
may require more flexible working
hours, while others may need

emotional guidance to overcome
high levels of stress and anxiety
that may be inhibiting the ability
to work. Employees may also be
questioning medical coverage in
the event they are affected by the
coronavirus. Adapting to employee
needs and concerns requires
substantial sensitivity in employee
communication. It also requires
regular discussions to remain in
tune with changing sentiments and
needs.

As we have seen throughout history,
with every challenge comes an
opportunity. We must continue to
hold on to the belief that the future
will be better and brighter once this
crisis is over. Short-term solutions
and considerable investment may
be necessary, but lessons from the
current crisis will help pinpoint and
optimize vulnerable areas before the
next crisis hits, especially with regards
to flexible working, performance
management and business process
digitization. Crowds are finally
putting aside racial and political
differences and are uniting as one
against this virus with empathy.
As employers, we must also do our
part, as responsible members of
society and as empathetic leaders of
organizations, to help the economy
stay afloat and come out stronger.
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There is no doubt that Coronavirus
pandemic will be a turning point
in the history of humankind with
its substantial impact on various
aspects of life, especially the
economic and social ones. As is the
case with the global financial crisis
of 2008, the Coronavirus will be in
2020 whereby the time is to be split
into "Pre & Post Coronavirus. "

The Coronavirus has cast a shadow
over all business sectors and put
the experiences of countries and
institutions to a real test in terms
of the manner of confrontation and
continuation to provide services. At
the same time, the challenge is to
keep people and customers alike
safe and healthy and protect them
from any danger.

During the crisis, there are
governments and institutions that
have been completely paralyzed
from day one of shutdown of cities
worldwide and the imposition of
lockdown. However, some others
have continued their operations
and provision of their services to the
public electronically as long as they
are prepared in terms of their digital
and technological infrastructure as
well as their human resources to
do that. We believe that this crisis
will change the future institutional
concepts and directions in the
way of their management and
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preparedness for any potential risks
and focus on the provision of online
and smart services.

Thus, we can be proud to say that
the UAE Government has been the
first to transform its services into
electronic ones for over twenty
years, where the Coronavirus
crisis emerged to demonstrate the
importance of such investment
in technology and focus on the
automation of services that are
provided to the public in order to
make things easier for them and
save time and effort.

Thanks to the strenuous efforts and
real investment of the same in the
future, the UAE Government has
managed to sustain the business
continuity, provide services to the
public and continue the education
processes with their all levels.
Hence, the UAE has been ready for
all potential scenarios.

As soon as it was decided to take the
necessary preventive measures to
prevent risk to the employees, the
Federal Authority for Government
Human  Resources issued in
cooperation with the appropriate
agencies  Cabinet  resolutions,
circulars, teleworking guide and
their procedural guidelines. These
will govern teleworking operations,

ensure the business continuity and
provision of services to the public in
accordance with certain standards
and mechanisms. The purpose of
that is to follow up performance
and measure productivity, provided
that employees and customers’
health and safety are kept intact,
whether that is at the level of federal
government or the domestic one.

Thanks to its good preparedness
and its solid smart and electronic
infrastructure, the Authority has
managed to continue working
remotely without any interruption
by 100% efficiently and competently.
It has also provided its services to its
customers, including staff members
of ministries and federal agencies
and the public within the specified
timeframes, in accordance with
service level agreements. Moreover,
it has also sustained their operations
electronically due to preparedness
and effective planning as well as
its available smart and electronic
systems.

Furthermore, the Authority has
also paid close attention to the
redevelopment and revamping
of the strategic plan for the
government human  resources,
and creation of visions about
the institutionalization of post-
Coronavirus  crisis  teleworking,
shape, and organization of the

government work based on the
lessons learned from it. It has also
rearranged its operational priorities
by continuing to invest in artificial
intelligence  supported projects
for the purpose of enhancing the
effectiveness of its government
human resources.

One of the most notable steps and
procedures taken by the Authority
has been to sustain the business
continuity and provide services at
the federal government level, and at
the same time it has also managed
to provide the necessary protection
and comfort to all employees.
This included, for example, the
preparation of the guidebook for
teleworking at federal government
and procedural guidelines in
emergency circumstances in
cooperation with Ministry of Cabinet
Affairs and the Future, the provision
of its all online services via FAHR
smart application, and enabling the
federal government employees to
record and measure teleworking
effectiveness through " Bayanati"
System and smart application.

In addition, the Authority has
provided continuing training and
learning to the federal government
employees via the e-learning portal
at the federal government "Al-
Mawrid", where it made available
250 courses and programs on

Webinar basis free of charge and at
preferential prices via the e-portal.
Moreover, the live transmission
technique has organized Human
Resources Club sessions, a strategic
initiative by the Authority, and a
number of its important activities.

You can access the Authority
website  (www.fahr.gov.ae) to
browse its handbooks, circulars and
instructions about teleworking at
the federal government.

The Authority has also launched
"Hayat" initiative with the aim
of providing consultations and
psychological support to the federal
government employees in the
light of impacts on physical and
psychological health or well-being
on themselves and their families
during this emergency crisis.

Inthisissue of the HR Echo Magazine,
the Coronavirus pandemic had the
lion’s share of articles and topics put
forward for discussion. Accordingly,
we shed light on the impacts of such
crisis on the business continuity at
the businesses and reviewed the
best precautionary measures and
practices applied by the leading
global institutions to protect their
human resources and limit the
spread of this virus.

This issue tackles a number of key
topics about the importance of
the digital transformation for the
institutions at present, and the
tendency of several organizations
to appoint executive directors
who are specialized in digitization
to enhance its efforts in smart
transformation and accelerate it. It
also covers the issue of preparing the
new staff to carry out their job duties
and the way the executive directors
can be totally integrated into the
organization’s culture, and ensuring
that they are fully committed to
its vision, values and directions.
This issue includes an article titled
" counseling and mentoring
learning  skills and acquiring
abilities" through which we tried to
highlight the increasing importance
of the counseling and mentoring
programs at the organizations
and the factors that grunatee the
success of such programs and to
clarify the key differences between
the counselor and mentor.

In conclusion, we wish everyone to
be safe and hope that normalcy is
restored. We also would like to thank
all our partnering global institutions
which enriched the Magazine with
such important topics and articles.
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