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Dear Reader,
How to find a common denominator in a handbook with more than 85 authors from
approximately 20 countries?

Despite the highly appreciated diversity of styles, methods, and approaches, there
still is one thing all authors have in common: a passion for people. All authors
believe that with a humanistic HR management both people and business win:
A motivated, engaged workforce delivers best results while its members enjoy
their employment experience.

All articles in this book are based on real-life experiences of the authors. The
book contains:

» “Essentials” articles, which provide a broad overview of a whole area within
HR management and view this area from four predefined perspectives:
People (cultural, social, and psychological aspects), Risk (legal and other external
considerations), Economic (tangible implications regarding cost and value-
added), and Operational

* (Cases with Lessons Learned and Essays, which pinpoint one specific example
or topic.

With this mix of broader and specific articles, the reader will get both a
360-degree overview and practical insights into relevant details.

As a new form of publication, the contents of the book are discussed within the
LinkedIn group “Global Human Resources Management” and are also available as a
one-year interactive qualification program. For more information, please contact
info@gahrm.net.

In the name of all authors, I wish you a rewarding reading experience and am
looking forward to exciting discussions with you in our LinkedIn group and/or our
qualification program!

April 2016 Matthias Zeuch
Murten, Switzerland
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Abstract

Rapid economic changes, skill shortages, changing candidate expectations, new
technologies, and the advent of better people analytics are key factors that impact
how organizations recruit talent in today’s globalized society.

However, most recruiting organizations are not prepared for this rapidly
changing environment. According to a recent study, only 13 % of the
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297 companies surveyed believe that their recruiting function is fully optimized
(Erickson et al. (2014) High-impact talent acquisition — findings and maturity
Model. Retrieved from http://marketing.bersin.com/talent-acquisition-systems-
2014.html).

This chapter will provide Human Resources and business leaders with a
comprehensive overview of key aspects of high-performance recruiting as well
as tactical tips and tricks on how to optimize the function.

Readers will gain the following insights from this overview chapter:

* Learn about the history and definition of HR Marketing and Recruiting

» Identify key pillars of a strategic recruiting function

» Consider the perspectives of various stakeholder groups, especially those of
the candidate and hiring manager

* Calculate the business case for investment in HR Marketing and Recruiting

* Identify key metrics to measure the performance of recruiting

» Learn about different candidate sourcing channels and how to optimize the
source mix

» Understand legal considerations and learn about key risks to recruiting such as
selection bias and brand exposure

» Learn about organizational models for structuring of the recruiting function

* Identify ways to optimize the recruiting process

¢ Understand how technology can enable the recruiting process

* Learn about future trends that are impacting HR Marketing and Recruiting

Keywords
Recruiting * Recruitment * Talent acquisition * HR marketing * Staffing * Recruit-
ment marketing

What Is HR Marketing and Recruiting?

The process of attracting and recruiting talent is ancient. Some credit its origins back
to the year 55 BC when Julius Caesar handsomely rewarded soldiers who brought
others into the Roman army (Singh 2008). Fast-forward centuries to 1940 where
drafting soldiers into World War II created gaps in the workplace which were quickly
being addressed by a new invention: the employment agency. Fast-forward again to
the 1990s and the advent of applicant technology and the Internet started impacting
the recruitment industry and continue to shape it.

Modern-day organizational recruiting can be broken down and defined as
follows:

HR Marketing (also referred to as Recruitment Marketing) includes activities
that attract active and passive candidates who exhibit the company’s desired
skills and behaviors. HR Marketing should be based on a clearly defined and


http://marketing.bersin.com/talent-acquisition-systems-2014.html
http://marketing.bersin.com/talent-acquisition-systems-2014.html
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well-communicated employer value proposition (EVP) which is a set of
positioning statements outlining why the company is an attractive employer.
The EVP is the core of a company’s employer brand (also referred to as talent
brand).

Recruiting (also referred to as recruitment, staffing, and Talent Acquisition) activ-
ities are geared toward hiring people who are interested in the company and who
have the skills and behaviors needed to successfully perform their role. The
recruiting process is composed of planning, sourcing the candidate,
pre-assessment, final selection, job offer, and contracting.

While Human Resources activities are usually internally focused, HR Marketing
and Recruiting clearly have an external focus. The way the company presents itself
as an employer through its HR Marketing and how it interacts with candidates
throughout the recruiting process have a major impact on the overall company
image.

The following are a few examples of how HR Marketing and Recruiting impact a
company’s reputation:

 Job postings indicate growth and optimism regarding the future.

* The level of respect and courtesy the company expresses to people who
applied but were not selected reveals the real values of the company and its
culture.

» Job applicants share their experience of the selection process via social media —
the good and the bad.

» Candidates may be a company’s current or future customers.

Key to recruiting success is to move away from being a merely transactional and
reactive cost center that fills empty seats.

Taking a strategic, businesslike approach to recruiting is vital in maintaining
relevance in a business environment where support functions are easily outsourced if
they cannot demonstrate strategic value.

The following framework outlines the main components of an integrated HR
Marketing and Recruiting strategy (Fig. 1).

Key elements of the framework will be explored in more detail throughout this
overview chapter and subsequent subchapters.

People Perspective

Recruiting is one of the most difficult Human Resources processes to get right due to
the involvement of many internal and external stakeholders.

The two key stakeholder groups in the recruiting process are candidates and
hiring managers. The perspective of each of these groups will be examined in the
following section.
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Candidates

Organizations have never treated candidates as well as they did their customers, but
the high jobless rate during the economic downturn has allowed corporations to
make matters worse. Today, a number of factors, such as economic recovery, skills
shortages, and changing expectations and social sharing behavior of the millennial
workforce, have resulted in a shift from a company-centric view of employment
toward a talent-centric view.

For HR Marketing and Recruiting, this means analyzing the key stages of the
recruiting process from a candidate’s perspective. An engaging candidate experience
drives increased reapplications, referrals, retaining or gaining candidates as cus-
tomers, and the likelihood of increased performance once a candidate is hired.

The importance of the candidate experience in the recruiting process has garnered
enough attention that in 2010 the nonprofit organization Talent Board initiated an
annual Candidate Experience Award process highlighting companies’ leading practices
in an effort to establish benchmarks for the candidate experience. The 2013 Candidate
Experience Award data shows that there is room for improvement: only 53 % of
candidates gave high marks to their recruiting experience (Talent Board 2014).

The following are key steps along the recruiting process an organization can take
to create an engaging candidate experience:

Designing a tailored approach — Taking a page from the marketing book, the talent
pool can be segmented by certain characteristics. Once talent personas are
identified, it is easier to take a customized approach toward branding and
customizing the experience (Cantrell and Smith 2010).

Creating an engaging online experience — Candidates today want to research and
apply for jobs from anywhere. An engaging recruiting experience across the
company’s online presence (career site, social media pages, mobile) needs to
ensure that the application process is user-friendly and provides an authentic
experience. The 2014 ERE Recruiting Excellence Award finalist Geneca has
created an engaging candidate online experience (Raphael 2014).

Building talent communities — Interacting with candidates on social media and
building talent communities are a critical component of twenty-first-century
recruiting (Smith 2013). Getting key employees involved as brand ambassadors
and starting to have authentic conversations with candidates are a few ideas on
how to go beyond mere posting of company updates and job postings. A good
example is how the online retailer Zappos built a social media following on
Twitter (Zapar 2014).

Including self-assessments — Providing a realistic job preview by adding “A Day in
a Life” videos to the career website, offering online culture-fit self-assessments,
highlighting career paths during the interview, and/or allowing candidates to
shadow current employees aid the decision-making process and ensure the
candidate does not experience buyer’s remorse once they have joined the orga-
nization. The 2014 ERE Recruiting Excellence Award winner Air New Zealand
accomplished this well (Raphael 2014).
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Streamlining the interview experience — One way of enhancing the interview
experience is to minimize travel through the use of video interviewing tools.
Another is to ensure there are no redundancies in the selection process, interview
appointments are kept, and everybody involved in the process is prepared to play
their part.

Creating communication and feedback loops — Communicating throughout the
process and asking the candidate for feedback to collect input for continuous
improvement about the candidate experience are critical. The financial services
provider Capital One is using the same approach for analyzing candidate feed-
back as they do for their customers (Halzack 2014).

Hiring Managers

Recent research has shown that Talent Acquisition organizations who effectively
involve hiring managers in the recruiting process experience higher quality hires,
increased productivity, and improved perception of Talent Acquisition across the
organization (Erickson et al. 2014).

However, many organizations have difficulty building an effective recruiter/
hiring manager relationship. In a recent study hiring managers gave their recruiting
function’s performance only average grades (Mester 2014).

The following are some common disconnects and suggestions for how to address
them:

Insufficient workforce planning — There often is a lack of planning for replace-
ments and new positions resulting in reactive hiring requests. Business needs
change rapidly, and it becomes increasingly difficult to predict workforce needs.
Effective Talent Acquisition functions partner with the business to put more rigor
into workforce planning and alignment with strategic planning cycles.

Difficulty articulating job requirements — Sometimes hiring managers have diffi-
culty articulating what they require in terms of skills and experience for the roles
they are trying to replace and what constitutes high performance in a role. A
skilled recruiter consults with the hiring manager to help translate needs and
codify them into a realistic job description.

Varying levels of experience with interviewing — Every hiring manager brings a
different level of comfort and experience to the interview process which can make
it hard to assess candidates objectively and consistently. Just-in-time and easily
accessible interview training helps to bridge knowledge gaps and creates aware-
ness about company standards for candidate assessment.

Waiting for the “purple squirrel” — Hiring managers may want to hold out for one
more candidate to make sure they hire the best person possible. While aspiring to
high standards in recruiting is absolutely essential, it can sometimes result in
losing good talent, especially for roles where the market is competitive and
candidates have choices. Consultative recruiters can help hiring managers under-
stand market and talent pool dynamics to create realistic expectations.
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Lack of knowledge about salary negotiation policy — Hiring managers may not be
aware of a company’s policy around salary negotiations and/or pay ranges when it
comes to making offers. Providing them with these parameters during an initial
planning meeting can help create clarity.

Insufficient communication and relationship building — Few organizations offer a
structured mechanism for hiring managers to provide feedback about the
recruiting process on a regular basis. This can result in misunderstandings and
misaligned expectations resulting in escalations. Creating a regular survey mech-
anism and/or assigning dedicated account managers can help establish more
fruitful communication.

Overall, trying to see the recruiting process through the hiring manager’s lens and
understanding that recruiting is one additional task that gets added to their workload
will help in ensuring an effective process. In the end, both hiring managers and the
recruiting team are working toward the same goal: to hire the best qualified person
for a role and for the company.

Other Stakeholders

Additional stakeholders may at times get involved in the recruiting process. The
following is an overview of the most common groups:

Executives are more and more attuned to the impact of talent to the bottom line and
expect to see business-guided hiring metrics. Also, when relationships between
recruiting and hiring managers have gone sour, it is not uncommon that escalation
may make it all the way to the C-suite.

HR business partners may be involved in parts of the recruiting process or when
organizational restructuring requires new roles or role designs and associated
hiring. It is critical for the recruiting team to clearly identify touch points with the
HR team and establish effective collaboration.

Employees are an organization’s most powerful brand ambassadors in the age of
social media. Building a thoughtful employee advocacy program can greatly
benefit any HR Marketing efforts (Miller 2014).

The IT department is an increasingly important partner to the Talent Acquisition
team when it comes to implementing, upgrading, or replacing recruiting-related
technology. It is critical to build effective working relationships with IT, espe-
cially since they are typically juggling many projects and may be asked to
prioritize customer-facing technology projects.

The finance and procurement department plays a key role in helping to define
credible recruiting metrics (Engler 2014). For organizations that hire a large
number of contingent workers, close collaboration with procurement is key to
effectively hiring, tracking, and managing this workforce.

The marketing department is a key partner in helping to define an organization’s
HR Marketing/employer branding strategy and material in alignment with
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corporate marketing efforts. Most marketing professionals come from an external
consumer marketing background and may not be familiar with the candidate
market as an audience.

Parents of millennial job seekers are more involved in the professional develop-
ment of their children than any previous generation. Companies that employ a
large entry-level workforce need to consider these multipliers in their employer
branding and overall candidate experience efforts.

Recruitment vendors may range from recruitment technology solution providers,
search agencies, to recruitment process outsourcing (RPO) suppliers and contin-
gent workforce managed services providers (MSPs). Key is that all these external
partners understand their client’s unique culture and recruiting strategy and are held
accountable to deliver hiring results in close collaboration with client counterparts.

Economic Perspective

Recent research indicates that high-performing Talent Acquisition functions perform
30 % better on business outcomes than their less mature peers (Erickson et al. 2014).

This section will explore the key aspects of a business case outlining the eco-
nomic impact of recruiting, how to measure its performance in alignment with
business outcomes, and how to optimize key sourcing cost drivers.

Business Case

It is now commonly understood that making good hiring decisions and focusing on
quality of hire can prevent more cost-intensive consequences in the future. Harris
Interactive (2013) research puts the average cost of a poor hire in between $25,000
and $50,000.

A company can calculate their own bad hire cost by identifying key cost drivers.
These are the main ones:

Costs related to having made a poor hiring decision:

» Cost (time) of other employees completing tasks of former employees
» Wasted salary of unproductive employees

»  Wasted benefits

* Reduced customer satisfaction

» Unrealized business opportunities for the organization

* Legal costs

Costs related to bringing a new employee on board:

* Sourcing and recruiting costs (ads, search firms, referral bonus)

* Prescreening and interviewing (time of interviewers, assessment cost)
» Relocation costs

* Training costs (time of supervisor and coworkers, training cost)
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Another business case consideration is to calculate the business impact of an
unfilled vacancy. The most powerful way to make the business case is to calculate
this for mission-critical positions (those without whom the organization would not
be successful and who possess a unique skill set that is competitive in the market).

A simple formula to calculate cost per vacancy for revenue-generating roles is:

Annual Revenue/# of employees

= $ revenue per employee /# of annual working days (220)

= $ daily employee revenue x average # of days a position remains vacant
= $ revenue loss per vacancy

Sullivan (2005) has written comprehensively about this topic and offers additional
ways of calculating the business impact of an unfilled vacancy.

Key to successful business case development is close collaboration with finance.
Working through the process together will result in cost calculations that are
recognized within the organization and create credibility around the numbers.

Performance Measures

How can high performance in recruiting be measured? Over recent years this topic
has evolved from a sole focus on efficiency (viewing Talent Acquisition as part of
HR and thus as a mere cost center) toward a more balanced metrics framework. In
the recovering economy and faced with looming skills shortages, time to hire and
quality of hire have become increasingly important measures of performance
(Mester 2014).

Recruiting can be fast-paced and transactional, and it can seem hard to take the
time to think through a meaningful metrics framework and to create discipline
around data collection, especially if data pulls are largely manual.

The best way to get started is to keep it simple and focus on a few, relevant
metrics that balance delivery, quality, and productivity measures. These metrics (also
referred to as key performance indicators/KPIs) should be designed jointly with the
business to determine the ones that have the greatest impact and that are really worth
measuring. Table 1 illustrates a sample scorecard with a few metrics per category.

Wherever possible data sources for metrics should be system generated. Getting
to reliable data is critical but may be a journey depending on an organization’s
current systems and analytics capabilities.

Targets should be designed carefully and always be based on historical internal
data and relevant (industry-/workforce-specific) benchmarks.

Source Optimization

Next to the personnel expense of the recruiting department itself, sourcing costs are
the second largest driver of the cost per hire metric. Unlike the former which tends to
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Table 1 Illustration of a balanced recruiting scorecard

Metric Definition/calculation Data source(s) Target | Actual
Delivery — identify process bottlenecks and inefficiencies

Demand % target fulfillment + pipeline Applicant tracking x% x%
plan status system (ATS), WF

fulfillment planning system

Time to hire | # of days from the date a job ATS x days | x days

requisition is approved to the date
a new hire starts

Quality — ensure quality of hire and stakeholder process satisfaction

Quality of Performance + retention + hiring | HRIS, perf. mgt. X X
hire index manager satisfaction system, survey

Candidate Year over year survey Survey X X
process improvement

satisfaction

Productivity — measure cost and efficiency of operations

Source Cost, diversity, yield, quality by ATS X X

effectiveness | source

Cost per hire | Total recruiting costs/total HRIS, ATS, $x $x
number of hires procurement system

undergo regular scrutiny, the latter is often overlooked as a way to achieve cost and
quality optimization.

Once upon a time recruiters did what is known as “post and pray” — posting a job
to multiple job boards and in the local newspaper and hoping the right people would
apply. These days are over as it gets increasingly difficult to find the best qualified
talent in a shorter period of time. Sourcing has become a strategic activity.

A “source” in the context of recruiting is a specific channel that is used to find
potential candidates. There is not a lot of standardization around what constitutes a
source, and the collection of correct source information continues to pose a challenge
to many organizations.

Every recruiting function should attempt to create discipline around capturing
source information and conduct a source optimization analysis by assessing each
channel based on quality, quantity, diversity, and cost. External benchmarks such as
the CareerXroads annual “Source of Hire” report (Crispin and Mehler 2013) can be
used as best practice insight, but not as the only input to determine what the right
source mix is for a particular organization.

The following is an overview of usually high-performing hiring sources:

Employee referrals — Leading referral programs extend beyond employees and
include alumni referrals and “friends of friends” referrals via social media
integration. In some countries and company cultures, referrals may carry a
negative connotation (nepotism) — a more solid business case and guiding
policies may be required.

Please refer to the subchapter » Chap. 6, “Human Resources Marketing and
Recruiting: Essentials of Employee Referral” for a detailed overview about the topic.


http://dx.doi.org/10.1007/978-3-662-44152-7_6
http://dx.doi.org/10.1007/978-3-662-44152-7_6
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Internal talent — Integrated talent management technology aides in creating visibility
of internal talent to the recruiting team. Leading practices include to create a
transparent internal application process and developmental feedback loop and for
employees to actively manage their career by continuously updating their internal
skill profiles and taking advantage of company-sponsored development and pro-
jects to ensure their skills and experiences stay relevant for the company’s business
needs. Leading companies also measure the talent mobility and promotion rate of
diverse talent and address gaps with structured mentoring or sponsorship programs.

Alumni/“boomerangs” — Former employees have become increasingly important in
economies that were affected by the downturn and resulted in workforce reduc-
tions even of top performers. Some industries have a seasonal or demand-driven
staffing model (e.g., retail, professional services) and may have a need to bring
back these “tried and true” resources.

Competitors — Top talent that works at competitors is another potential candidate
source. Setting up alerts to monitor key people over time to eventually attract
them to a role can prove to be a targeted strategy, as well as monitoring industry
news for early identification of competitor layoff plans.

Boolean and resume database search — Crafting a good search string is an art that
can yield targeted candidate leads. Another rich ground for searches are databases
of the job boards a company may already have contracts with and an organiza-
tion’s applicant tracking system database.

University recruiting and internships — For organizations that hire a large popu-
lation of entry-level college talent, creating a university relations program is
essential. The focus should be on a few strategic key schools that long-term
relationships can be established with. Internships are a key sourcing strategy to
attract and assess entry-level talent early. Trainee programs are a key value
proposition in attracting graduate talent to an organization.

Please refer to the subchapter » Chap. 7, “Human Resources Marketing and
Recruiting: Essentials of Internship Management” for more information about
this topic.

Contingent and temp-to-perm labor — “Try before you buy” can be an effective
strategy to identify potential full-time talent that is the right fit for an organization.
A focus should be on improving the hiring, tracking, and management of the
contingent workforce through a close collaboration between procurement and
Talent Acquisition. Large spend in this area may result in working with managed
services providers (MSPs) and vendor management technology (VMS).

Social media — Social media channels provide ways to source candidates for free
through interactions and basic searches on their platforms. Job postings and
extended search capability are usually available for a charge. The effectiveness of
social media as a source varies depending on employer branding, access to the right
talent pool, and different platform audience preferences depending on geography,
age, workforce type, and gender, to name a few. For example, LinkedIn mostly
attracts experienced professionals while Pinterest has a large female following.
Please refer to the subchapter “» Human Resources Marketing and Recruiting:
Essentials of Digital Recruiting” for more information about this topic.


http://dx.doi.org/10.1007/978-3-662-44152-7_3
http://dx.doi.org/10.1007/978-3-662-44152-7_3
http://dx.doi.org/10.1007/978-3-662-44152-7_7
http://dx.doi.org/10.1007/978-3-662-44152-7_7
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Risk Perspective

Like with many other employee-related processes, the HR Marketing and Recruiting
area is fraught with risk potential. This section provides an overview of common risk
factors that need to be considered by anyone involved in recruiting.

Legal Considerations

The hiring process is subject to regulations that vary significantly by jurisdiction and
country. It is critical to be familiar with local employment law and specifically anti-
discrimination practice for every country where a company operates.

For example, hiring in the United States is governed primarily by the Equal
Employment Opportunity Commission (EEOC) which is responsible for enforcing
federal laws that make it illegal to discriminate against a job applicant or an
employee because of the person’s race, color, religion, sex (including pregnancy),
national origin, age (40 or older), disability, or genetic information. Additional state
legislation may also apply and vary by state.

Any selection instrument an organization uses to identify candidates should be
vetted by an employment lawyer for its potential of adverse impact.

A fairly new area of possible future regulation is the use of social media for
background checks on candidates. According to recent research 51 % of US
employers decided not to hire a candidate based on what they found on social
media (Harris Poll 2014).

Job seekers are starting to protect their online privacy, and attempts by some
employers to obtain social media passwords from candidates are highly controver-
sial. Most US states have already passed legislation to prevent employers from
obtaining social media passwords of current or prospective employees (National
Conference of State Legislatures 2014). It is advisable for organizations to determine
their ethical guidelines on this topic and to stay current on local legislation.

Bias in the Recruiting Process

One of the first things that happen when meeting a candidate is that we form a first
impression. What happens next is we make a decision whether or not to hire the
candidate, based on that first impression. We then spend the rest of the interview
either selling the candidate or going through the motions. The result can be a poor
hiring decision based on an inaccurate first impression.

The main principle at work here is what’s commonly known as “unconscious
bias” — the fact that humans (without realizing it) defer to bias in all types of
decision-making. This happens all the time, but it can significantly impact one’s
hiring decision — either positively or negatively. In addition to exposing a company
to legal risk, it may also result in missing out on talent that is qualified to do the job
but has been passed over due to bias.
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« Hiring in one’s own image such as hiring people with similar strengths,
backgrounds, or social styles

Halo Effect

* Allowing one positive attribute to outshine everything else

Generalizing

« Assuming one characteristic is indicative of a certain label

Stereotyping

» Assuming one characteristic is associated with a certain gender, race,
religion, age, national origin

Pet Theories

* Holding a personal belief as to what should or should not be found in a
candidate

Fig. 2 Types of bias in the recruiting process

Figure 2 provides an overview of the main types of biases that commonly impact
hiring decisions.

An example of “stereotyping” is the perception that women are less qualified in
the area of science. Recent research shows that this bias still impacts the selection of
men over women (Reuben et al. 2014).

This has raised concerns, especially among organizations that hire large engi-
neering and technology workforces. Silicon Valley-based technology companies
such as Google have started to implement systemic diversity training programs to
combat hidden bias and to increase the diversity of their workforces (Manjoo 2014).

In general, a company can reduce risk by implementing standardized recruiting
and selection instruments that minimize bias.

Brand Exposure

Another area of risk in the recruitment process is not actively managing a company’s
talent brand.

Like so many other things in the age of social media, word (and mostly bad word)
of mouth now can spread exponentially faster and broader than ever before.

An example to illustrate the viral power of social media and the impact it can have
on a company’s brand is the YouTube video “FedEx guy throwing my computer
monitor” which has been viewed over nine million times as of Oct 26, 2014.
In response to this, FedEx published their own YouTube video. With only 579,797
views within the same time frame, it got a mere fraction of the distribution as the
video that triggered its response. But FedEx realized that if they could not control the
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online dialogue, at least they were able to join it and portray their values and the
uniqueness of their brand.

Similar to consumers who turn to online reviews before purchasing a product,
candidates are relying more and more on third-party review sites to assess potential
employers. The leader in employer online reviews, Glassdoor, has 25 million users
worldwide and its impact is growing. Job seekers turn to the site to get the “inside
scoop” from reviews of former and current employees and to obtain salary and
interview process information. Most companies have a default profile on Glassdoor.
But many organizations are not even aware that they are being reviewed on the site,
let alone that they can impact their presence on Glassdoor by adding images and
videos and by responding to user reviews.

The subchapter » Chap. 2, “Human Resources Marketing and Recruiting: Essen-
tials of Employer Branding” outlines in detail how to craft and maintain an effective
talent brand presence.

Operational Perspective

Ensuring a company’s recruiting function is as effective and efficient as possible is a
key consideration for a high-performing organization. This section examines how
the Talent Acquisition team structure can be optimized, the way processes are
streamlined, and how technology can support the function.

Organization and Team

How to structure and organize the Talent Acquisition function to be as effective and
efficient as possible is a key operational concern.
The following three models have emerged over recent years:

The University of Michigan professor David Ulrich (1997) designed a groundbreak-
ing model of Human Resources in the 1990s. The fundamental assumption of the
model was “segregation of duties”: HR business partners would provide strategic
consulting services to the business, a shared services team would handle trans-
actional inquiries, and the Centers of Expertise (CoE) would provide strategic
guidance and develop policies around topics such as Talent Acquisition. Many
organizations — especially large ones — have adopted this model. When dividing
recruiting tasks within this model, a general rule of thumb is that transactional/
repeatable tasks (e.g., interview scheduling) are performed in shared services and
strategic ones (e.g., employer branding strategy) in the CoE.

A consideration may be to outsource all or parts of the recruiting function to a
recruitment process outsourcing (RPO) provider. This requires careful planning
and thorough assessment of risk and benefit. The Talent Acquisition process is
one of the hardest to dissect — it is critical to take the time and carefully examine


http://dx.doi.org/10.1007/978-3-662-44152-7_2
http://dx.doi.org/10.1007/978-3-662-44152-7_2
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each process area. For large, globally distributed organizations, outsourcing may
be a viable option. Another consideration is to outsource parts of the process (e.g.,
background checking) or recruiting for a particular workforce only (e.g., sea-
sonal, high-volume roles or specialized roles).

Please refer to the subchapter » Chap. 9, “Human Resources Marketing and
Recruiting: Essentials of Executive Search” for more information on how to
partner with a third party in hiring this audience.

The third model that may be considered when structuring the Talent Acquisition
function is the evolution of an in-house sourcing model. In essence it takes out the
front part of the recruiting life cycle — the research and the search for candidates —
and parses it out into a new role on the team: the sourcer. There is little
standardization yet in this model. Some organizations create a few sourcer roles
that handle candidate search for hard to find roles; others view the position as
junior recruiters and a stepping-stone to becoming a recruiter. The role of the
sourcer requires a specific skill set — ideal candidates enjoy researching, engaging
in various social media settings, and developing creative ways to find the best
qualified candidates. Recruiters on the other hand nurture the candidate and the
hiring manager relationship. Research suggests that the success and the popular-
ity of this model are spreading (Crispin and Mehler 2013).

Regardless of the model, the Talent Acquisition function needs to have a leader
who not only understands best practices in recruiting but also exhibits a fluency in
analytics, strategy, marketing, and finance. They need to be cross-functional collab-
orators and business consultants who can forge relationships with various stake-
holder groups. Prioritization and change management skills are increasingly
important to lead a function in an environment of economic uncertainty. The old
recruiting model called for a transactional micromanager, but the Talent Acquisition
leader of the future measures outcomes.

For the recruiting team, critical skills are customer service and consultative
orientation, time management, organization skills, and social media literacy.
Changes especially in digital recruiting require frequent training and skill refreshers.
It is worth checking with recruiting suppliers — most of them will provide their client
teams with complementary training. Encouraging knowledge sharing among the
team is another way to stay current on recruiting tools and techniques.

Determining the right number of recruiters to staff appropriately for an organization’s
requisition load remains a challenge for many companies. External benchmarks provide
a starting point and vary based on the type of workforce or skill sets a recruiter hires for.
In general, the harder to find the skill set, the lower the requisition load should be.

Creating appropriate accountability measures for the recruiting team is another
area that many organizations struggle with. But in order to support the business case
for recruiting, it is critical to develop a set of a few metrics that are in the individual’s
control and that can be objectively measured. If an organization has sourcers and
recruiters, it needs to clearly outline what sourcers are responsible for (and mea-
sured) versus recruiters.


http://dx.doi.org/10.1007/978-3-662-44152-7_10
http://dx.doi.org/10.1007/978-3-662-44152-7_10
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Fig. 3 High-level recruiting
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Process Efficiency

Another important operational perspective is to assess whether the recruiting process
is as streamlined as possible. The figure below shows a generic high-level recruiting
process. Each organization may employ slight variations of this process (Fig. 3).
When assessing process efficiency it is critical to break each process area into
sub-processes and down to individual tasks. The more detailed the breakdown, the
easier it is to identify bottlenecks, redundancies, and inefficiencies.
These are a few tips for re-designing a recruiting process:

* Involving the right people — representation across the end-to-end recruitment
process.

» A Six Sigma or process design consultant to assist with facilitation of the process
mapping session and improvement discussion.

» Key information to capture per process step: how much time is spent performing
the task, who performs the task, what are inputs/outputs, what are current success
measures, what tools/templates/systems are used.

* Once the current process is mapped, improvements should be identified from an
efficiency/automation perspective, the hiring manager perspective, and the can-
didate perspective.
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* Responsibility for each process step should be documented utilizing the RACI
(responsible/accountable/consulted/informed) methodology.

Technology Enablement

Once strategy, process, and organization are designed, it’s time to ensure that the
organization’s recruitment technology solutions support aligned execution. Talent
Acquisition is one of the key areas in HR where technology can be a true enabler and
depending on the size of the organization is an absolute necessity to be able to process
thousands of applications, comply with regulations, and provide insightful analytics.

The recruitment technology landscape is so fast moving that it’s hard to stay
current and identify how to integrate the various solutions so they are not just
cobbled together or have overlapping functionality, but so they truly align with an
organization’s recruiting process.

Leading recruitment technology solutions integrate CRM functionality, video
interviewing, employee referral functionality, and social media.

The biggest challenge that organizations face is how to optimize their tools and
processes for mobile. According to a recent study, 19 % of job seckers said they
“currently use” their mobile device for career-related activities, and over 50 %
“could imagine” doing so (Potentialpark 2011). On the flip side, only 110 out of
694 employers globally have a mobile career website or app (Potentialpark 2013).

The subchapter » Chap. 3, “Human Resources Marketing and Recruiting: Essen-
tials of Digital Recruiting” examines in further detail the recruitment technology
landscape.

Final Comments and Outlook

The HR Marketing and Recruiting field is undergoing significant changes in the
twenty-first century and will continue to evolve at a rapid pace.

Thanks to the increasing availability of talent analytics tools, HR Marketing and
Recruiting is at the verge of transforming itself into a people data science lab. Long-
held assumptions about what makes a great hire will be challenged, and new tools
will be able to create ideal candidate profiles and crawl the Internet to find them.
Other emerging solutions leverage gaming to assess whether a candidate is a
good fit.

Silicon Valley and the start-up industry in general are leading the way in
redefining how an organization interacts with talent in a meaningful way. They are
front-runners in questioning commonly held assumptions in recruiting such as:
“Why do we need a job requisition?” (Zappos) (Inside Zappos 2014) or “What
data points really predict success in a certain role?” (Google) (Bryant 2013).

The potential for Talent Acquisition to become a key business partner and move
away from a pure transactional cost center is in close reach.


http://dx.doi.org/10.1007/978-3-662-44152-7_3
http://dx.doi.org/10.1007/978-3-662-44152-7_3
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Abstract

This chapter seeks to outline, address, and evaluate the theory and practice of
employer branding. The origins of employer branding are discussed and a
working definition is given: employer branding refers to the tools and practices
by which an organization manages its brand, or reputation, as an employer,
among certain, specified audience groups.

Influencers of employer branding, segmenting an audience for research, and
the research methods used to determine and shape an organization’s employer
brand are discussed using people (who you should listen to and how to segment
them), economic (measuring the economic impact), risk (who are your
influencers and researching the external audience), and operational perspectives
(tools for understanding your audience).
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In order to communicate an organization’s employer brand, an EVP (employer
value proposition) is developed to focus on the positive aspects of the employ-
ment offer, based on what an organization would like to and can credibly offer to
employees and prospective employees. The development of EVP statements and
pillars and how these are delivered creatively and integrated internally are
discussed in a “Do” and “Don’t” fashion.

As a closing part to the chapter, brief case studies are given on organizations in
different industries on how developing an employer brand gives measurable
returns, such as increases in non-agency hires, decreased attrition rate, and greater
internal satisfaction.

Keywords
Employer brand ¢ Employer branding « Employer value proposition  Talent
acquisition « Marketing communications

What Is Employer Branding?

The terms employer brand and employer branding are both in common use within
the field of human resources. However, an understanding of the subject and the
practical application of tools and methods necessarily means having a good grasp not
only of the origins of these terms, but also of the differences in meaning.
An employer brand refers to the reputation that an organization has as an employer.
An oft-used quote from Jeff Bezos, founder of Amazon, encapsulates this nicely:

Your brand is your reputation. It’s what people say about you when you’re not in the room.

Employer branding, on the other hand, refers to the tools and practices by which
an organization manages its brand, or reputation, as an employer, among certain,
specified audience groups.

In other words, it is everything you do deliberately — through policies, recruitment
advertising, induction programs, training, management, and other means that exert
an influence on how the organization is viewed and perceived by those that come
into contact with it: employees, peers, parents, and more.

A simple way to think of the difference between the two is that while you can
certainly exert influence over your company’s employer brand, your employer
branding can be directly controlled and managed.

Introduction and Overview

Origins and Evolution of Employer Branding

The terms employer brand and employer branding have their origins in the early 1990s
and have been applied with increasing enthusiasm ever since they were first aired.
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Tim Ambler, senior fellow of London Business School, and Simon Barrow,
chairman of People in Business, introduced the term in the Journal of Brand
Management in December 1996, following on from its first mention at the CIPD
Annual Conference in 1990.

The early intention was to apply brand and consumer thinking to the fields of HR
and talent management. Whereas it was already commonplace to apply marketing
ideas to the attraction and retention of customers, clients, and consumers, this was
the initial step in seeing if such techniques could be successfully replicated when
trying to attract, engage, and retain candidates and employees.

Ambler and Barrow defined the employer brand as “the package of functional,
economic and psychological benefits provided by employment, and identified with
the employing company” (Ambler and Barrow 1996) — a definition that is widely
recognized by industry practitioners as the official definition.

It was perhaps the attention drawn to the psychological and emotional benefits
that gave the employer brand idea momentum.

In 1997, McKinsey & Co coined the term “war for talent” denoting a global
marketplace in which it becomes ever more difficult for organizations to attract and
retain top talent.

Against such a background, employers realized that simply paying more to
talented employees was not going to produce sustained success. Instead, they
began to make serious efforts to rethink what they could offer over and above the
“functional and economic” benefits Ambler and Barrow would later codify.

The McKinsey report created the ideal conditions for employers to engage in
employer branding wholeheartedly.

By 2001, of 138 leading companies surveyed by the Conference Board in North
America, 40 % claimed to be actively engaged in some form of employer branding
activity (Dell and Ainspan 2001). And in 2003, an employer brand survey conducted
by the economist among a global panel of readers revealed a 61 % level of awareness
of the term “employer brand” among HR professionals and 41 % among non-HR
professionals (The Economist 2003).

The topic continues to be high on the agenda of organizations, large and small.
But how to manage their employer brand, how to define it, to understand it, and to
use it to their advantage require more than just an understanding of where employer
branding began.

It requires an understanding of the tools and techniques that Barrow and Mosley
were trying to apply in the first place, tools and techniques that continue to evolve.

People Perspective

First Things First: You Already Have an Employer Brand
Many organizations that begin to grapple with the idea of the employer brand and
who want to begin the process of employer branding start with a simple question:
“Do we already have an employer brand?”’

The answer, always, is yes.
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Returning to the idea raised by Bezos, your employer brand is your reputation as
an employer.

It is something you can heavily influence, but it is not something you can
completely control. And every company has one — from the two-person start-up to
the multinational corporation with hundreds of thousands of employees.

Your employer brand is influenced by everything you say about yourselves as an
employer and by everything that you do. If one person has an opinion of what it
might be like to work for you, then that is your employer brand — it is what
employees and others think of your company as a place to work.

Other important questions to consider at the outset are:

. How do you know what the employer brand is?
. Can an employer brand be bad as well as good?
. Why should you care about any of this?

. How can you manage your employer brand?

AW N =

How Do You Know What Your Employer Brand Is?
If your reputation is the collective opinion of what people say when you are not in
the room, finding out what they are saying requires you, or someone else, being in
that room and listening.

There are a number of tools that are appropriate for this, and any HR professional
attempting to take on the role of employer brand manager needs to have a good
understanding not only of what is being said, but who is saying it — and why.

So Who Should You Listen to?
The simple answer to this question is everyone — but not necessarily all at once.

One of the most basic tools to be adopted in employer brand management is that
of audience segmentation. At its most simple, you should be attempting to under-
stand what your own employees think and also have a good understanding of what
people who do not work for your business think of you as an employer.

But, simply knowing that your employees, on average, rate their fulfillment at
work as five out of ten does not allow you to understand the difference between the
sales force, who rate their fulfillment as 10/10, and the engineering team, who
(hypothetically) average 1/10 on fulfillment.

Segmenting the audiences — internally and externally — is key to producing insight
that you can act on.

How to Segment an Audience for Employer Branding Research
Within the organization, there are typically a number of audience groups that can be
viewed as distinct and important — but remembering that this is not an exercise in
trying to determine who the most important group within the organization is; some
may be more critical than others at any given time.

Whereas in consumer marketing audience groups may be segmented based on
spending habits, the distinctions here are based on what each group is likely to need
from the organization at this stage in their career, what their roles/functions are,
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and what the market context is like. Each of these shapes their opinion of the
organization.
Typical employee audience segments will include:

Senior leaders
Those at the top of the business join companies and stay at them for very different
reasons to those at earlier stages in the careers. To generalize, they will be more
concerned with company performance and strategy, the size of their role and
influence, and the impact they may be able to make. What they think of an
organization may be colored by what they read in the financial reports and less by
what the culture of the organization is like.

New joiners
Those that have recently joined a business (depending on the organization/
industry, this could be determined as anything from a matter of weeks up to
about 2 years) will not only have a view on the business that should be reasonably
positive, but they will also have a view that takes into consideration the compar-
ative strength of an organization’s brand. This is because they will typically have
seen what else is available from other, similar employers; heard how other
organizations are marketing themselves; and will, often, have direct, recent
experience at a competitor to draw on — and by competitor, in the sense of
“competitors for talent,” as opposed to competitor in a traditional business sense.

Long-serving staff
In direct contrast to those new to a business, those that have been there a long time
are able to give valuable insight into how the business, and the brand, has
changed over time. For organizations that have a distinct culture and for those
going through substantial change, such as a merger, understanding what they
could potentially be losing through any changes is important in order to be able to
weigh it against any perceived benefits.

High performers, high potentials, future leaders
Many organizations have an identified talent stream. This may be the graduate or
MBA intake, or it may be less formal. Whichever option your organization has
adopted, however, it is likely that there will be more investment in and notice
taken of the (relatively) small cohort that has been earmarked as the future leaders
of the business. This is often the group that is seen as most difficult to retain and
satisfy — the front line of the “war for talent.” Ensuring a full understanding of
their opinion is often crucial.

Volume hires
While high potentials can make up a small group of those that might make a
disproportionately large impact on the business in the future, many businesses
have a particular job role that accounts for a large volume of staff. From frontline
retail staff, to factory workers to contact center employees, these may not be the
most difficult staff to find and employ, but they constitute a disproportionately
high percentage of staff and, through their friends and families, can reach an
extremely wide network of people with their opinions. What they think of you as
an employer matters.
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Functional or Critical Workforce Groups
Finally, within every organization, there are some groups that will be deemed to
be different or critical. This varies depending on the business but, when
segmenting the audience for research and insight, the three questions that need
to be asked are:
e What are the functional areas that we should survey?
* Are there any groups of people that are harder to attract or retain than others?
* Do people in different locations think different things?

Functions will be specific to the business but companies will often be able to
review opinion as relatively homogenous by function, collecting together the
thoughts of just a sample of engineers, or those in the finance team, or sales and
marketing, or of customer service agents and treating them as a representative view
of the function without having to speak to every single employee.

In the same way, understanding whether there are groups of hard to find people,
such as software engineers or big data analysts, is a first step to segmenting your
internal audience so as to be able to gather opinion from those that do already work
in such critical workforce groups and allow you to get a clearer understanding of
your brand for that audience segment. In some instances, the sample could be
convened based on age, gender, or disability — helping an organization to better
understand the reality of their offer for a specific audience group such as women with
children.

The third question is one that will come up time and again for organizations that
work across multiple locations. It may be that you have lots of consultants working for
the business who, in theory, are relatively homogenous. But, the reality may be that
consultants in Singapore have vastly different expectations or experiences to those in
Mumbai or Melbourne. This could be down to the local management, different
external competition, or a different business structure and operating conditions.

Understanding how things like location, function, and stage people are at in their
careers impact on employee experience is all key to being able to build up a good,
overall picture of how you are viewed as an employer by those that already work for
you.

Tools for Understanding Your Internal Audiences
Having segmented the audiences, how should you gather insight and opinion? As
with the audiences, so the methods vary.

The basic options include surveys, focus groups, and interviews as primary
sources — but there are a number of secondary sources that can also provide
interesting data and are discussed later.

Surveys: Standard or Bespoke?

Standard staff surveying is something that many companies do regularly, either as
employee opinion surveys or as engagement surveys to understand how engaged
staff are at work.
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These types of survey have real benefit in allowing you to understand not only
how any given audience group thinks about a certain topic (e.g., management
communication) but also whether those thoughts are improving or getting worse
year on year.

In addition, standardized surveys provide a means to compare your own results to
those within the rest of the industry. This is critical. Knowing that 47 % of your own
staff thinks that the leadership team is excellent means something quite different if
you also know that the average in your industry is 17 %. But, if the average is
actually 97 %, very different action will be needed.

However, such surveys do not allow you to probe into the reasons behind the
results as well as other, qualitative methods do, and the ideal scenario is one in which
you are able to use both quantitative survey methods together with interviews and
focus groups to understand both the sentiment and the reasons behind it.

Moreover, although standard questions give a comparison group, they may not be
tailored particularly well to some internal audience groups or your type of business.
In this case, a bespoke solution is better. This can give you year-on-year data, explore
topics that are specific to your business (such as your values or selling points), and
allow you to gather information from across all locations and functions quickly and
simply.

Of course, given the bespoke nature of such work, no normative data would be
available with which to compare yourself to the industry as a whole. For that,
external surveying would be necessary — see below.

Focus Groups and Workshops

Another standard tool for exploring employee opinion is to run structured focus
groups or workshop sessions with staff drawn from the appropriate audience
segments.

In an ideal world, such sessions would cover all of the critical workforce groups,
segments, and other permutations previously outlined. In practice, employer brand
projects typically have to compromise due to budgetary and timescale pressures,
creating a research plan that covers as many audiences as possible in a way that is
simple and useful to report on, while keeping to the given budget and time frame.

For example, rather than hold separate groups of engineers, new joiners, and
longer-serving staff, it could be better to run sessions that include a number of newly
joined and longer-serving engineers in the same group and actively explore the
different perspectives in the same discussion.

This is often a practical solution to reviewing opinion across organizations that
can be varied and diverse, especially when the workforce is split across different
sites and countries.

In practice, focus groups and workshops are great tools for exploring opinion
with many types of employee but are less often used for senior managers who want
to give more of an opinion than they would be able to within a group. They allow for
group discussion of ideas and provide real insight into the positive and negative
aspects of working for a company.
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Variations include mini groups — if a typical focus group contains eight to ten
participants, a mini group could include two to four people. Mini groups bridge the
space between full focus groups and interviews — they are often held for team leaders
or managers whose thoughts should be captured but who could not be included in the
focus groups due to the fact that staff will usually not participate fully if a manager is
present.

Online focus groups are becoming more commonplace. Typically, these are less
desirable than face-to-face groups since they lose the element of interaction and eye
contact that comes from having participants in the same room. They are, however, a
practical solution for some businesses and projects and can be successful in produc-
ing additional insight.

Interviews

Face-to-face, telephone, or even online interviews (or depths) are a way of getting
rich insight from audience members who have a lot to give. Often senior managers
are interviewed rather than invited to take part in focus groups or surveys. This is
because they usually have a strong and well-thought-through opinion not only on
what the organization is like as an employer but on what it could and should be like.
This is relevant to the employer value proposition as discussed later on in this
chapter.

External Audience Segmentation
Understanding what your own employees think about you as an employer is
critical — but it is not the complete picture.

To understand your employer brand, you not only have to know why people join
and stay, but why people do not or would not want to work for you. That means
surveying the external population.

There are a number of ways of doing this and a number of groups whose opinion
matters.

Potential Employees
The most obvious group of people whose opinions of you matter are those people
that could work for, especially those who you struggle to attract.

But potential employees, just like employees, fall into a number of categories that
should mirror those of your internal workforce. They should also mirror your HR
and recruitment strategy.

For example, although you may recruit on university campuses, if you offer
internships to students at the start of their university careers and full-time positions
for those who are graduating, you will need to know what different year groups think
about you as a potential employer of interns and as a potential employer of
graduates, respectively. It will not be enough to know what “those at university in
general” think.
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Some of this insight can be gained from people who have already joined you in
these roles — as discussed above — but what this would fail to show is what the
reasons are for candidates who could work for you choosing not to do so, either
because they are unaware of the available roles, or because they have actively chosen
not to for some other reason.

Aside from students, it is important to understand the opinion of people with
experience in your direct competitors for talent and across a range of roles and
functions into which you hire.

It can be useful to know the overall opinion of industry groups and rankings, but
it is most important to understand the opinion of people who are good enough to
join you. These audiences will give you the insight into why people do not join
your organization — which is just as valuable as understanding why those that
do do.

Typically, there are two reasons people (who you would want to hire) do not join a
company:

1. The first is because they were not aware of it or the availability of jobs there.
2. The second is because they have chosen not to.

The first of these, a lack of awareness among a target audience group can be
addressed relatively easily through employer branding campaigns — but only if you
know that this lack of awareness exists. This is actually very common when
businesses expand overseas. Often, because the company is well known in the
home market (where head office is based), they assume that people will know who
they are in the local market too. For major US brands entering China, or vice versa,
that is often not the case at all. Even if you know that people have heard of the brand,
because you have sales outlets there, that is not the same as them being aware of you
as an employer. This is something you need to know. In brand terms, this is people
not talking about you when you are not in the room.

The second reason is the one to address through active employer brand
management.

It could be that people do not join you because they believe that you do not hire
people like them. This is often true for diversity recruitment, so the messages in your
employer brand campaigns would need to change to be inclusive, if that is the case.

Perhaps more often, people cannot “see” their role within that business. For
example, although it is obvious that bankers work at Deutsche Bank and IT people
work at Microsoft, it is less obvious that Microsoft needs finance people and
Deutsche Bank has lots of jobs in technology. Understanding if people are ruling
themselves out for these reasons is the starting point for you to be able to change
those perceptions.

However, being unaware of the appropriateness of the roles is just one side of
it. There are also groups of potential employees who choose to work for a competitor
even though they have considered your opportunities. Again, we can break these into
two categories:



32 P. Lane

1. Those that know something about your business, that is not true, that they do not
like
2. Those that know something about your business, that is true, that they do not like

Again, tackling each in turn.

If people have a perception that is not true — such as that local talents cannot
progress in a business that has lots of expats in management jobs — then that
perception needs to be changed. Employer branding is the way to change that —
research is the way to find out that that perception exists in the first place and needs
changing.

If people have a perception that is true, and that is putting them off, congratula-
tions — your employer brand is well understood in the way that you need it to be.

It may seem counterintuitive to suggest that putting people off'is a good thing, but
it is. For example, accountancy firms need people who are good with numbers. If an
external audience knows that PwC needs numerate people and either does not
consider themselves good with numbers or does not want a job that deals with
numbers, then they will not apply — which saves time and money for the firm.

Often, the goal of employer branding is not something as simple to differentiate as
“being numerate” — after all, the recruitment process can filter applicants who are
not. Instead, employer branding tries to help candidates understand what kind of
culture an organization has and allows them to self-select or deselect accordingly.

Again, an example may be instructive.

Consider two aeronautical engineering firms, company A and company B, both of
whom make airplanes. Both make very high-quality products that sell well, have
cutting-edge technology, and are safe and well loved by customers. But how each
approaches their business is different.

Company A works within well-understood frameworks and processes. It feels like
a company where project management is the most important skill and where
everything from design to sales is about following a shared method.

Company B works completely differently. Although they still need to follow
processes in many areas of the business, when it comes to design and innovation,
they like to be completely creative. They accept that lots of crazy ideas will fail, and
they allow for that in their business plan, management style, and performance
reviews.

As an aeronautical engineer, you have a choice based on what you would prefer.
In one company, you are likely to thrive; in the other, you would not be capable of
producing your best. But what would be true for you would be the opposite of what
would be true for someone else.

Because of this, if you are company A and your external research among
engineers shows that people think you are process heavy and focus on project
management and this puts them off, you should not change anything. This shows
that the perception people have of you in the external market is accurate. This is what
you want.

If, as discussed above, the perception is not accurate, change it through employer
branding, but be wary of trying to change your communications to please what an
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external audience thinks they want — especially when that comes from a large-scale
survey of “unqualified” voices. For example, this typically happens when companies
listen to findings from surveys of those still at university which may report that the
average student wants a company to focus more on CSR activities. There are lots of
dangers here:

1. Firstly, this is an average result, not one focused on your critical audience.

2. Secondly, in this instance, it comes from an audience who has no experience to
draw on — they are guessing about the employment experience.

3. Finally, if all firms listen and act accordingly, there will be no differentiation —
nobody will seem more attractive, yet all will have spent money — this is value
destruction.

Instead, make sure your offer is in line with business objectives and tailored to the
right audiences, not the popular vote.

Social Media Listening

Another option that is available for understanding employer reputation is social
media listening. While all of the options above require actively putting questions to a
group of people (a group who you will have to identify and persuade to take part) and
noting what they say in response, social media listening involves finding the
conversations online that people are already having about your brand.

There are some challenges, of course — including the fact that people often use
social media to complain more than they use it to praise a company, but as a
comparative measure, understanding how much people talk about you, what they
say, whether it tends to be positive or negative, and whether it is true or misguided
allows you to understand the scale of the challenge ahead of you, especially if you
compare the level of activity, both positive and negative, to some key competitors.

Social media listening is your way of knowing what people are saying about you
when you are not in the chat room.

Economic Perspective

Employer Brand Statistics: Claims, Evidence, and Sources
An important part of managing the employer brand is understanding the impact. This
is also fundamental in gaining senior buy-in for a project in the first place. Although
EB management is an ongoing task, not a project, it is often initiated as a project and,
as such, needs supporting metrics to achieve budget sign-off.

Some of the most widely cited benefits, together with some company-specific
examples, that are helpful and provide evidence of these benefits are as follows:

+ Twenty percent increase in the pool of potential employees
* Fourfold increase in commitment among those joining
* Ten percent decrease in payroll costs
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These three claims come from an article in The Economist, published in 2006. In
this article, a study from the Corporate Executive Board is quoted as follows:

On the basis of a detailed study of about 90 companies, the Corporate Executive Board
argues that the rewards for managing an EVP effectively are huge, increasing a company’s
pool of potential workers by 20 % and the commitment of its employees fourfold. It can even
reduce the payroll: companies with well-managed EVPs get away with paying 10 % less
than those with badly managed EVPs.

* Highly engaged employees — up to 20 % more productive

Productivity of engaged employees can be found in a number of places. Hewitt
have reported in their annual best employers report of Fortune 500 companies that
79 % of employees at best employers say they are inspired to do their best work
every day versus 55 % of employees at other companies.

Hewitt Associates. Human Capital Foresight Research. Fortune 500 company
benchmark.

Other findings from Hewitt include:

1. A 10 % increase in attracting and retaining pivotal employees adds approximately
$70-$160 million to a company’s bottom line.

2. Average annual sales growth is nearly 40 % higher for best employers versus
other companies.

3. Best employers enjoy nearly half the turnover and double the applications per
opening versus other companies

In addition, the CIPD guide to employer branding, released in 2007, reported data
from Sears in the USA, who, in 1992, proved — to its own satisfaction — that
employee engagement was the principal factor behind turning a $3 billion deficit
in one of their key divisions into a healthy $752 million income.

More recently, Towers Perrin (now Towers Watson) have claimed that, for every
1 % improvement in engagement, a 0.1 % improvement in sales growth will surely
follow. It is a neat, memorable formula.

Can an Employer Brand Be Bad As Well As Good?

Because employer branding is often regarded simply as marketing, it is reasonably
common for organizations to forget that their employer brand itself is not only made
up of all of the positive elements that they offer as an employer, but also all of the
negatives connotations.

In this day and age, where social media and word of mouth can create reputational
crises at great speed, it is important to remember that anything an organization does
that is negative, or seen to be negative, will impact on their reputation — on how
people view them as an employer.

This is not just about media and marketing, however. Policies and behaviors play
a large part in influencing thinking.
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If an organization pays worse than its competitors, for example, it will get a
reputation for being a lower payer. If it treats staff worse, that too will come to form
part of its employer brand. In such a case, simply changing the way you talk about
yourself as an employer will not change perception — certainly not among those
staffs that already work for you or those with whom they regularly talk about work.

In this instance, as in all instances, the brand reflects the reality of the reward
policy and management behaviors. Reputation is based on reality.

Of course, it does not follow that all organizations that act in the way described
above will have a poor reputation.

For some, such as charities, low pay is an understood trade-off for the emotional
buy-in to the organization’s purpose. For others (traditionally banking firms),
treating people badly can be seen as a rite of passage and foster loyalty. It can be
seen as a badge of honor and enhance what potential employees think.

However, these counterintuitive examples simply serve to show that there are
many factors at play in determining whether your employer brand is positive or
negative — and part of the role of the HR or employer brand team is to understand,
rather than guess, what people do think so as to be able to make decisions about how
to act to reinforce or change perceptions, as appropriate.

It is worth noting that negative perceptions can seldom be changed through
marketing alone, unless it is a misunderstanding. In most cases, it is only by addressing
any issue head on that reputation can be changed. For example, a reputation for long
hours can only be mitigated by changing the hours people work — and, even then, it
may take time for people to realize that that change has occurred.

For many businesses, agreeing what you want to be seen as is an important step.
In order to make the business model work, it may be that some “negative” elements
are also necessary and that there needs to be an acceptance of that internally and
externally in order for the right talent to thrive. Brands need to have a balance and be
appropriate — a strong employer brand will put off more people than it attracts by the
very nature of the fact that most people in the world could not work for you. Trying
to appeal to people who you neither need nor want is a recipe for disaster.

The Economic Downside of Not Managing Your Employer Brand
Effectively

An employer brand produces a range of returns for an organization, but it mitigates
against others, including:

* Ten to twenty percent higher compensation premiums for companies with
poor EVPs
In a piece of 2006 research, the Corporate Leadership Council measured the
impact of an attractive employer proposition on demanded remuneration when
changing roles.

They found that when candidates view an organization’s EVP as attractive,

they demand less of a remuneration premium when deciding to join the company.
And, specifically that:
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i. An EVP viewed as unattractive requires a 21 % premium to attract candidates.
ii. An EVP viewed as attractive requires only an 11 % premium.

* Reduction in replacement costs (150 % or more of salary)
The numbers for replacement of staff obviously vary by role, company, and
marketplace, but the 150 % figure is quoted in several places, including the
same CIPD guide to employer branding and the 2002 Strategic HR Manage-
ment/EMA Staffing Metrics Study.

SHRM data shows that the cost to hire for an employee group in the
$40-60,000 salary range (with an efficient staffing operation) might be in the
range of 20-25 % of the salary.

But, the cost to replace is much higher, about 150 % of the salary in that salary
range. This is based on the Bliss-Gately tool.

The above statistics show that the benefits of employer brand manager can be
expressed in terms of either the positives they bring or the negatives they reduce.

Risk Perspective

In addition to the economic risk of not managing your brand, there are other risks to
be aware of as follows.

Employer Brand Influencers
Having a clear understanding of what people who could work for you think is
important as it is these people who you will need to persuade to join you.
However, for many types of people, what they believe is influenced to a larger or
lesser degree by a whole host of other influencer groups. Often, if you need to change
the awareness or understanding of a target group, you also need to change the awareness
or understanding of those people who influence them — and that means knowing who
they are and what they currently think and including them in any perception research.
These groups include, but are not limited to:

Parents — for entry-level and graduate roles in many countries; parents play a large
part in helping their sons and daughters make career decisions. In emerging
markets such as China, there are strong cultural and economic reasons for this,
but even in Western markets such as the USA and UK, the increased cost of
higher education has seen parents take a much more active role in helping their
children make decisions.

Teachers and lecturers — just as parents exert undue influence, so too do teachers and
university lecturers. It may not be that these individuals know any more than their
students about your organization, but they may well be a source of misinformation.
Understanding what they think is the first step to making sure it is accurate.

Journalists and (micro) bloggers — depending on the company and your corporate
brand, what is written about you in the media forms a large part of what people
think about you as a company and as an employer. Whether you operate in a
market with a traditional press or one where social media and microblogging is
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more common, if news stories are inaccurate or misaligned to your employer
branding, they will continue to influence perception in a way that is counter to
your efforts.

Peers and friends — whether friends at school or contacts on professional social
networking sites; what people’s circle of friends and peers say about you is
important in coloring their opinion. This is the room in which the discussion of
your reputation is happening.

Your own employees and alumni — it is increasingly easy for potential employees
to find someone who works for you or used to work for you. What they say about
the opportunities and culture will be taken seriously. So, if there are a number of
disgruntled employees on social media bad-mouthing the business, again, you
need to be aware so you can take the appropriate action.

Professional bodies and associations — a great source of information for candi-
dates; it can be the case that poorly funded professional associations can be
behind in their information and yet exert lots of influence on potential
employees.

Recruitment consultants — finally (for now), those who are paid as headhunters,
executive recruiters, or recruitment consultants are speaking to candidates all of
the time. It is their job to influence them and to persuade them to join you. But do
they have an accurate understanding of what it is like to work for your business?
Or is it outdated?

All of these audiences, and more, potentially know something about you as an
employer or think they do. Some will be more influential than others, but you have to
be mindful that all of these opinions exist.

So, how do you do that?

Researching External Audiences

The tools and techniques discussed above for internal audience research form the
basis for external research too. Focus groups, surveys, and interviews all have their
place. But there are some considerations that need to be borne in mind when
surveying opinion among external audiences.

Surveys and Rankings

As with internal work, surveys can reach a large number of people and gather
excellent data, when used well. Standard surveys are widely used in some countries
and with some audience groups, especially among students.

These are great for rankings — which can give you an understanding of how
attractive your brand is relative to other employers. However, the headline findings
which are often cited in the press/online are not necessarily the most important points
to focus on.

When using standard surveys, it is important to understand whether they include
the audiences and influencers whose opinion you care about, whether you can review
the findings so as to be able to differentiate audience groups as defined above, and
whether the ranking itself is helpful.
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To expand on that final point, rankings not only favor better-known brands
(in some instances, they can be little more than a measure of the target audience’s
awareness — which is still helpful when taken as that measure alone), but they can
also seemingly give undue weight to brands that are (a) not very distinctive or
(b) those that appeal to the most commonly found audience type.

As an example of the latter, if 75 % of a survey sample wants to work for a
government employer, a private sector organization will never feature highly in that
ranking, nor should it. Instead, as an employer brand manager at a private business,
you should be interrogating the data to see how many people did state a preference
for working for a private business and then look at how you fared among that group
only, relative to your competitors.

Why surveys can favor less distinctive brands is a direct correlation to the idea
above that you want to put off the wrong people as much as you want to attract the
right ones.

So, using the example of aeronautical companies again, company A and
company B, if company B has done a good job of demonstrating that it wants
creative engineers, but company A has not really made it clear whether it wants
creative thinkers or people who follow process, in a survey lots of people who are not
creative will rule out working for company B. So, let us say 50 % of aeronautical
engineers say they would like to work there.

But, nobody really knows what kind of people thrive at company A. All they
know is that it is a successful company — so 100 % of aeronautical engineers tick the
box that they would like to work at company A.

In this scenario, twice as many people have ticked company A as ticked company
B. They will rank far higher and it looks like they are doing better among their key
audience.

However, that is opposite to the true situation. The reality is that 100 % of the
people who said they would like to work for company B match what company B is
looking for — both aeronautical skills and attitude. In contrast, just 50 % of those that
choose company A are appropriate.

If everyone goes on to apply, company A will have to spend twice the money,
time, and effort, sorting out the wrong candidates and may well end up hiring some
that leave quickly because they joined the wrong company. All of this is expensive
and costly.

For these reasons, rankings, while extremely useful when analyzed properly,
nonetheless need to be treated with care.

A final note on standard external surveys is that they have to ask about a wide
range of companies, not just yours. This has two implications:

1. Firstly, the amount of data you can get on your business is limited. When surveys
are reporting on hundreds of employers, they cannot go into any depth of why
people think what they do or give much insight as to how to fix it.

2. Secondly, some standard questionnaires use a list of employers when asking for
brand opinion — which means that users could be reviewing you because they saw
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you in a list. That is not a true measure of awareness and can lead to survey
respondents commenting on you despite having no real opinion whatsoever.

Bespoke Surveys

Using bespoke surveys to understand audience opinion gives you more control over
the content and audience groups but has the downside of being more expensive to
activate than the standardized surveys. This is because the planning, design, and data
collection costs are not spread among a number of companies.

Included in this, and in much external audience work, is a cost for incentivizing
participants to take part. While internal audiences will take part in surveys, focus
groups, and interviews willingly, external respondents typically receive an incentive
to take part. As with consumer research, incentives vary greatly depending on local
laws, customs, and expectations of the target group in question.

In addition, external response rates can be low. Frustratingly, the more difficult an
audience is to recruit, the more difficult it also tends to be to survey as both involve
targeting niche audiences and getting them to engage.

Because surveys require reasonably large numbers of participants in order to be
viable, it is always worth finding out the feasibility of a good response before going
ahead with bespoke surveys.

Focus Groups and Interviews

As before, focus groups and interviews are also useful ways to supplement external
surveys and are often a good way of exploring initial opinion gathered from the
surveys in the first instance.

Using a combination is also a good way to make sure that no element of the
research work is wasted.

For example, company C is a large pharmaceutical business that is well known in
Germany but needs to understand why it is not seen as so attractive in Brazil among
experienced scientists, so it commissions research.

It is considered that, due to sample size, they would not be able to get enough
senior scientists to respond to make a survey worthwhile so run a focus group instead
to find out why people do not think they are attractive.

They recruit the session “blind” (see below), and in the first few minutes of the
group, it becomes clear that nobody in Brazil has heard of them. There is no
perception problem — it is wholly to do with awareness. While this is a useful
finding, the company can now launch an employer branding campaign to promote
its job opportunities, and the focus group cannot now go on to comment on why the
business is not attractive or shed any light on what they think about the culture,
management, or approach to innovation. They have not heard of the business, so
whatever they say would be guess work.

This is not a total disaster since a skillful moderator will now use the time
allocated to discuss the general market, who the competitors are that they do find
attractive, and why. But this does highlight one key challenge in conducting external
perception research in a market — there may be no perception of your brand at all.
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Researching Blind

In the previous example, we discussed a focus group being recruited “blind.” What
that means is that the participants do not know before the group starts on whose
behalf the research is being run.

This can be important (especially in some cultures and markets) so that partici-
pants do not do research before the group. You are trying to understand what people
like this think about you, not what people like this who have had time and a reason to
browse the corporate and career websites directly before the session.

Blind research clearly cannot be done with an internal audience, but it can be very
useful when done externally. A typical technique here would be to run part of the
research session before revealing who the company is, allowing for unbiased
response about a range of companies before focusing specifically on your brand in
the second half. This gives rich, comparative data.

Influencer Interviews

For potential candidates, as with internal audiences, the more you think someone will
give a well-considered view, the fewer people you tend to need in the room. School-
age respondents tend to be better in groups; senior managers tend to research better in
one-to-one meetings. This is especially true in external research. Consider, for exam-
ple, a research program for a major law firm in Sydney that includes interviewing a
few associates at rival firms. This could be done in one group (with a decent incentive),
but there is a strong chance that associates from rival firms will know each other either
from university or through working on opposite sides of client deals and transactions.
To bring them together into one room runs the risk of compromising their anonymity —
which research participants need if you are to get honest responses from them. The
most likely method in this instance would be telephone interviews.

Some of the influencer groups identified above, such as parents and teachers, can
be researched in groups — sometimes even in the same group as each other — but
many will be better on their own.

One group of influencers for whom this is the case is recruitment consultants.
These are a very good group of influencers to speak to because they will have the
crucial insight into why good candidates turn down the opportunity to interview with
your company.

If the maxim is true that what can be measured can be managed, these interviews
can plug a serious hole in your perception data by providing information from
candidates who would otherwise not even be known to you.

Operational Perspective

Taking Active Steps to Manage Your Employer Brand

Understanding your current brand perception can seem daunting when covering
as many audiences and as many tools and techniques as outlined above, but
all major employer brand projects have to start with a comprehensive under-
standing of:
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*  Who your target audiences are
*  What they currently think
» How you can change/reinforce that perception

And that is what this next section focuses on — how to communicate your employer
brand in a way that helps people understand what it is like to work for you. In essence,
this is what people mean when they talk about doing employer branding.

And it all begins with the employer value proposition — or EVP for short.

Your Employer Value Proposition
If your employer brand is made up of what everyone thinks about you, good and bad,
as an employer, your employer value proposition (EVP) is what allows you to begin
to focus on the positive aspects of your employment offer.

Companies that do employer branding really well tend to do three things:

—

. They understand what audiences think about them.
2. They define and articulate a compelling and credible EVP.
3. They communicate that EVP clearly, consistently, and coherently.

These three typically constitute the three steps in an employer brand project. The
first we have already covered in some depth — researching and understanding your
audiences.

The second is defining and articulating your EVP. This is a key output of any
research program — ensuring that you have a collective understanding internally of
what it is that you would like to and can credibly offer for employees and prospective
employees.

Put most simply, your EVP is what your company looks like on a really good day.

Defining and Articulating Your EVP
Research programs give you insight, but defining an EVP that can be used practi-
cally also requires an element of judgment and vision.

As a professional brand consultant, the first question to put to an organization that
is trying to define their EVP is not what is it like to work here, but what you would
ideally like it to be.

All employer branding activity should align to the business goals, and so this
starting point is really about getting to grips with what the company is trying to
achieve — how it wants to go about that and what kind of people it is going to need to
be successful.

This constitutes the employer vision, the first step in building an EVP model, and
an EVP. And it should come from the very top of the business.

In effect, this sets the objectives for everything that is to come.

Employer visions should include:

*  What the company does/is.
*  What it wants to be known for (as an employer).
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*  What kind of people are needed for this to happen.
* What kind of environment they will create.

So, an example for a big data company in China might read:

At XXXX, we want to be the employer of choice for data scientists and sofiware
engineers who want a fast-paced and dynamic career that shapes the future of online
media analytics globally.

Within a simple paragraph, this captures the kind of work being done and the
environment they want to create and appeals to a type of data scientist — one who
wants to influence and influence on a global scale.

Each of these serves to differentiate the business, but it also ensures a focal point
for the EVP. If that is what the leaders want to be seen as, what does the business
need to be able to offer to back that up?

You Should Have an EVP Model, Pillars, and Toolkits in Place
In order to ensure a consistent understanding and application of the EVP, most
companies develop a model of some kind. These are variously known as EVP
model, employer brand model (though that is something of a misnomer, since a
brand model should technically include the negative connotations, not just the
positive messages), or message house.

Looking at Fig. 1, content varies by company, but a model can contain:

* EB (employer branding) vision — what the organization would like to be known
for as an employer

+ EVP statement — a short statement that articulates the positive aspects of the
employment experience with that organization

» Extended EVP statement — a longer version of the above that encapsulates more
aspects and detail

* Values — company values

» EVP pillars or attributes — the core selling points that underpin the overall EVP

With an established vision for what kind of employer the organization would like
to be, the research program as outlined in detail above should be focused on
establishing what the organization is like to work for (internal view) and what the
perception of it is (external view.)

Employer brand management is all about understanding the gaps and, where
necessary, closing them.

If there is a gap between the internal and external perceptions, for example, then it
is likely that well-developed communications will be able to close that over time.
The EVP model becomes the platform for that communication in order to ensure
consistency of message.

If there is an identified gap between the vision and the reality (internal view) —
then this shows that what the employees and management think is not in alignment.
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This would then require an assessment of the issue at hand. Is the problem one of
communication, or is there a structural or policy issue to address?

EVP Statements and Pillars

The research program will inevitably throw up non-comms challenges, especially
the internal research, and here it is important to revisit what you can get from these
internal and external research elements.

The external research, though more challenging to administer in practice, is
simpler in its content and aims. Its purpose is purely to understand levels of
awareness and understanding and to allow you to see if that understanding is in
line with what you would like it to be.

The internal work is easier to run, but much more difficult to analyze because it is
dealing with multiple audiences and multiple experiences, of the same workplace.
Employees will interpret things differently depending on their level, age, experience,
and a range of other factors.

When analyzing the internal research, the goal is to define some clear EVP pillars
or attributes. These are the positive and distinctive elements of the employment
experience within that organization which are compelling to current and potential
employees.

There is no set number of such pillars — though many organizations work
somewhere between three and seven.

These pillars should be focused, so fewer than three and each pillar becomes a
fuzzy compilation of ideas — and should really be split into its constituent parts.

With the pillars in place, along with the EB vision, the closing step in finalizing
the EVP model is to write the EVP statement — a statement which will articulate the
positive aspects of the pillars and give a great sense of who you are as a business.
Here is an example, for a global chemical firm:

Example EVP Statement

As a leader in the global pharmaceutical and chemical sectors, we develop and sell
high-quality specialty products, applying our unique skills and clever science to
global challenges.

We believe that success on the international stage can only be achieved through
global standards and local insight.

In nearly 350 years, we have never shied away from the complicated tasks or
settled for the easier options.

We recognize performance, reward achievements, and foster potential.

Our worldwide network of opportunities enhances professional development and
personal growth. We are passionate about what we do and take pride in the
achievements we share.

Through our inventiveness and creativity, by hiring the best brains and creating
stimulating environments, we enable our employees everywhere to meet specific
customer needs and improve people’s lives.
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Creative Development and an EVP Toolkit
With a fully developed brand model, it is time to go into creative development, to
design and create a visual platform that brings your EVP to life.

The EB vision, statement, and pillars should now be backed up with proof points
and evidence from the research and written up as a creative brief for a specialist
employer branding agency to turn into compelling creative work that can be applied
across everything from social media and websites, to campus campaigns and internal
launches.

With creative developed, many companies feel the need to create an EVP toolkit —
a simple tool that will allow all those responsible for using the EVP, from line
managers and internal recruiters, to recruitment consultants and careers services — to
have one reference guide which ensures consistency of messages.

Expect to engage a specialist agency to complete both of these elements. From
scratch, this should be achievable within 4-6 weeks giving you visual materials as
well as the EVP model which now act as a platform for using the EVP in the field!

Using Your EVP: Communication and Integration

Defining and articulating your EVP is a vital stage in employer brand management —
but, in some ways, this is where the real work begins, the work of using the EVP
clearly, consistently, and coherently.

Here, the work splits into two parts: communication and integration.

Communication of the EVP will address a number of challenges identified in your
external research. Most of all, internally, it creates pride and engagement among
your employees. Done well, the clarity and consistency of the communication will
remove confusion and create greater levels of affinity and productivity — leading to a
more successful business.

Externally, a consistent, well-defined message makes it easier for people to make
decisions — for the right candidates to opt in and for the wrong ones to opt out. This
saves you money and allows you to compete better, gaining more than your fair
share of the best candidates.

However, there is also an internal integration element that goes beyond commu-
nication and needs to be addressed here.

EVP Touchpoints
Figure 2 below shows what are often called EVP touchpoints. These are all of the
elements that carry some influence in communicating the EVP.

It is important to note that few organizations will have completely aligned all
elements of their EVP consistently well. For many, this is an evolving process and,
as their business changes to changing market conditions, so too does their EVP
evolve — that is one reason that EVP projects are initiated/revisited every few years
and why brand management is an ongoing task.

Upon completion of an EVP project, organizations should always prioritize
which of the touchpoints they want to tackle first.
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Fig. 2 EVP touchpoints

There is no one answer here since an organization that redefines its EVP in order
to tackle high levels of attrition has different objectives to one that is facing a
recruitment shortfall.

What is common, however, is that no organization should try to tackle everything
at once. Instead, it is far more common to review each type of communication in
light of the newly articulated EVP and start applying it on a needs must basis.

Of course, there is an interconnectedness to the touchpoints. Many companies
want to use their new EVP in external recruitment communications as a first
expression of the EVP, but this is likely to fail if the recruitment process and career
website have not also been updated.

For those organizations that want to start communicating internally first, adapting
internal communications and the induction/onboarding materials must go hand in
hand with education for the recruiters and line managers, otherwise there will be a
disconnect.

It is certainly worth asking the questions:

» Is the EVP to be applied more urgently to external or internal communications?
* What elements of communications should be tackled first? And what is next?
* What is more pressing: communication or internal integration?

Internal Integration

In some ways, the communication of the EVP, once defined, is the easy part.
However, communication that is not reinforced through consistent behaviors,

actions, and policies can do more harm than good by creating or reinforcing

dissonance, especially with the internal audience, and it is vital that an HR or EB
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manager understands where the gaps are internally and commits to closing them
properly.

For example, let us return to the internal research findings for a moment.

Earlier on, when talking about EVP as a platform for communication, we
concentrated on the positive aspects since we were thinking of this as a means of
promoting the selling points.

That is the right way to consider this. But, that does not mean that any negative
themes highlighted in your internal research should be ignored. Integration is a
second set of activities that should focus specifically on closing those gaps identified
as existing between the employer brand vision and the current reality.

Again, it is possible to use the chart above both as a tool for aligning communi-
cation and also as a tool for implementing internal changes that will make the
business stronger. This is also in line with the earlier discussion as to whether the
EVP pillars should be aspirational or descriptive only.

Let us take “training and development” as an example and again use one of our
aeronautical companies who want to promote “unlimited career possibilities” as one
of their main pillars.

In this instance, they have recognized that they need to offer this to attract the top
talent globally, but they also know that they only really offer this to a few people who
come in at MBA level in the USA.

It will be very difficult to communicate this pillar without any proof —unless there
is commitment to show instead. So, the best course of action is to convene a set of
stakeholders to develop programs that will make this pillar true in time (3—5 years at
the most if this is to be credible).

The internal research will show that the current situation is piecemeal, but will
also have a lot of insight from current staff and line managers, ideas as to what might
be done, and a view of the competition — what are they saying about career
development and what are they doing?

With stakeholders in place and objectives set, it is possible to review the current
offer, identify the size of the gaps, and start to plan improvements.

In this instance, the solution could be to create global rotations for high per-
formers and continuous development in technical and managerial streams for all
staffs that are good enough and show the desire to improve. They could implement
global internships, graduate schemes or placements, a buddy network, and work
alongside universities.

By using the tool above, an organization is able to review its current practices and
policies against the EVP. By implementing changes over time, it is able to ensure that
high-flying employees who join expecting “unlimited career possibilities” will
indeed find that to be true and will stay and thrive within the organization.

So, the EVP becomes a tool that not only allows consistent communication, it
allows for consistent business improvement because it is all tied into the original EB
vision.

If an EVP program is developed without senior buy-in, then there is a real risk
that the evidence to support the pillars will not be available or that the business itself
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will not have the appetite to grow and change in a way that continues to make it
attractive to top talent — without whom, it will not be able to compete.

Global Differences

Employer branding was initially a reaction to the fact that employees were no longer
satisfied with organizations simply paying more money. As McKinsey identified, the
top talent — those with a choice of who to work for — exercises that choice by
considering a raft of other factors, from business vision, purpose, and strategy, to
culture and management style. This is, however, only significant in markets displaying
two characteristics: a restricted supply of talent and choice of opportunity for that talent.

In reality, economies enter these conditions only as they move along the contin-
uum from developing to developed. At the less-developed end, not only are most
workers interchangeable — and, therefore, fail to create the first characteristic, that of
talent scarcity — opportunities are largely undifferentiated. In such a market, people
change jobs for functional reasons (such as a few extra dollars) or not at all since all
options are similar.

In a developed market, although there are still large numbers of lower-level jobs,
the difficult to find roles are taken by talent who, by and large, can choose to ignore
functional issues such as salary (on the basis that they will be able to demand a high
remuneration package at any of a number of employers) and, instead, choose
employers based purely on the emotional factors that matter to them.

For these reasons, EVP work is most common and most necessary in markets as
they become developed because this is where competition changes to one of function
to one of emotional differences.

Richard Clark, formerly of Barkers, once noted that “a company that wants more
than its fair share of the top talent can rely on one of three things. Paying more. Luck.
Or marketing.”

Whereas luck and paying extra will work in emerging/manufacturing-based
economies, as markets develop into service and knowledge economies, employer
branding is the marketing needed to secure the best talent.

EVP Statements and Pillars

Having beyond seven pillars within your EVP runs the risk of simply being a list of
selling points, not the core selling points. It is important to resist lengthening the list of
pillars which will often happen when key stakeholders ask to include a number of
elements that, while important to the business, are not key selling points in themselves.

A good example of this would be “safety” in engineering firms.

Safety is of utmost importance to those businesses and is rightly listed among the
values in many of them, but it is unlikely to be one of the core reasons for a skilled
engineer joining that business nor is it likely to be a key differentiator among
competitor firms. If it is neither of those, then it is hard to make a case for it being
an EVP. Along with salary and CSR, safety is more likely to be important if done
badly. It is expected as part of everyone’s offer and, as such, would be far more likely
to be seen as a hygiene factor, not a core pillar. Where this is not the case could be for
an MNC operating in a market of local firms in a region such as Brazil and an
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industry such as construction. In such an instance, it could be that MNCs can
differentiate from local firms based purely on their safety record, and so it does
become a core part of the message.

A helpful step in analyzing the research outputs is to start by looking for common
themes in the work. You may identify specific topics to investigate up front — safety
might be one of those, as might innovation, high-performance culture, development,
and progression. By discussing these, themes will emerge from the conversations
and will be positive as well as negative.

For example, a theme could be that many employees feel that innovation conflicts
with high performance or that development does not have to be tied to upward
progression but is just as satisfying when considered as sideways movement and
continuous learning.

Returning to the example of safety, how your company addresses safety may well
be a theme and could eventually become a pillar. If, for example, discussions around
safety highlight that this is indicative of how your company puts people first, adheres
to processes, or is particularly diligent, then one of those starts to become a
differentiating idea, not just a hygiene factor.

In other words, themes will emerge as an organization’s approach to something
that matters.

There are always going to be common areas that are important to most
employees, but how you tackle such an area will be a little different, and the areas
that you excel in will be noticeable through the research. These positive themes are
the starting point for developing your EVP pillars, but your pillars should combine in
such a way that they are unique to you as a business.

In fact, there are three tests that should be applied and are very useful in defining
the EVP pillars.

For each pillar, you should be asking:

1. Is this compelling to our specific, identified audience?

Is it a core selling point that both attracts and engages the kind of people we really
need and want? Again, think back to the core sells, not just anything and
everything that forms part of the sell, such as salary or CSR activities.

2. Is it differentiating from our competitors? No single pillar will differentiate you
all by itself; if it could, you would only need one. It is, in fact, more than likely
that you will share one or more pillars with your competitors but that you will also
have a point of difference somewhere that really matters.

Returning once more to our aeronautical businesses, let us assume that they each
have four pillars:

Company A Company B

At the cutting edge of technology At the cutting edge of technology
Unlimited career possibilities Unlimited career possibilities
Global success Global success

World-class processes Freedom to innovate
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The first three are shared, not with all other acronautical business, but with
each other. The choice for candidates, if they understand the difference, is that one
offers “freedom to innovate,” the other access to “world-class processes.” There
is only one real point of difference, but it will make all the difference in the world
to engineers who, otherwise, would not know which business they are better
suited to.

Of course, there may be other companies in their industry who offer freedom
to innovate, but external research should have shown that those businesses would
not therefore be offering the others too.

Finally, it is actually possible that all of your pillars are similar in some way to
another business that is not in your industry. Consider those pillars again (using
freedom to innovate) and apply them to two separate companies: Google and Airbus.

They could work for both (potentially) but the nature of the industry would be
what sets them apart. And this is equally important — because as well as articu-
lating the pillars, when it comes to communicating an EVP, you will need to show
evidence to support those pillars. In the case above, Google and Airbus would
both demonstrate cutting-edge technology in very different ways.

3. Is it credible?
Finally, for any pillar chosen, it is important to assess the credibility. In fact, it
could be argued that the whole method of EVP research is geared up for this
purpose. Establish what senior leaders would like to say, and then see how
credible it is by talking to the staff.

Again, however, there is a judgment call to be made. When used as a
marketing platform, EVPs are designed to be aspirational, not merely descriptive.
Going back to point 1 above, they must be compelling and engaging and that
means that there may well be an element that cannot necessarily be supported
with evidence yet, but that can be supported by commitment to that point.

When determining the final set of pillars, then, we have to be mindful not only
of the current situation but of the desire, commitment, and plan for the business
itself to change — to make the EB vision a reality.

Perhaps, in the above example, you have evidence for three of the pillars but
cannot yet offer “unlimited career possibilities” — the question to ask then is
whether you want to say it simply because you know it will appeal to the market
or whether this is a realistic ambition for the business with both senior-level
support and a plan to make it happen.

If it is the former, then this should not be part of the EVP; it is not credible. If
the latter is true, then to include one aspirational pillar out of four is more than
acceptable.

Getting the balance right is challenging with so many people to please.

The ultimate set of pillars that is right for a business will satisfy all parties, senior
leaders, current employees, and potential employees, creating a unique and compel-
ling position that distinguishes that business in the market, making employees proud
and making potential employees aspire to work there.
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Do’s

+ Take active steps to manage your employer brand, considering:
— Who is your target audience?
— What are they currently thinking?
— How can you change/reinforce that perception?
* Define and articulate your EVP. Think about:
— What does the organization do?
— What does the organization want to be known for?
What kind of people are needed for this to happen?
— What kind of environment do you want to create?
» Have an EVP model, statement, pillars, and toolkit.
* Bring the EVP to life through creative development.
» Communicate and integrate your EVP using your EVP touchpoints.
» Keep in mind global differences.
* Measure the impacts at every stage.

Don'ts

* Have too many pillars within your EVP — it is what you want to be known for, not
everything that you do.

» Have pillars that are not key selling points in themselves such as values, salary, or
CSR activities.
— These may be part of your culture but are seldom the reason people

choose you.

» Use pillars that are not well defined.

» Make promises that the business is unable to keep.

* View employer branding as a project; it is a continual process.

Final Comments

This chapter has outlined, addressed, and evaluated the theory and practice of
employer branding and how this is communicated internally and externally through
the employer value proposition. A narrative is given in who you should listen to,
who your influencers are, what research methods to use to gauge your internal and
external audience, how to develop your EVP statements and pillars, and how the
EVP is developed creatively.

As a closing statement, it must be reiterated that the danger in employer branding
is that it is often seen and initiated as a project. Employer branding is a continual
process and this needs to be kept in mind when thinking of future budget allocations.
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Abstract

This chapter will cover digital recruitment from its definition thru to its history in
recruitment and trends. The subject itself could cover an entire book or an entire
module at university, so this chapter will broadly touch upon the key elements and
considerations. Under cultural perspective, the recruitment life cycle will be
broken down into its individual parts, and digital solutions will be examined for
each individual part of the process together with the impact this has on the
knowledge and challenges for the manager and team. The economic perspective
will assist in prioritizing initiatives and building a business case for the introduc-
tion of digital recruiting solutions. The risk perspective will raise awareness of the
potential pitfalls and the operational perspective on the key considerations for a
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successful implementation. Finally, the key messages of this chapter are summa-
rized in the Do’s and Don’ts.

Keywords
ATS « Technology ¢ Video * Social media * LinkedIn * Mobile

Introduction and Overview

Recruiting is an activity that has been around for thousands of years, from simply
bringing in family members to help with the crops in the ancient era to separating the
most suitable persons into farming or fighting during the middle ages. Traditionally,
recruiting has also been a frequent early adopter of new technology, from shortly
after the advent of the printing press to further disseminate opportunities to the early
recruitment advertisements on black and white television. At the start of the twenty-
first century, there is an exponential growth of new technologies and potential
opportunities for application in digital recruitment. Selecting those mature enough
to adopt while avoiding the pitfalls in doing so can become a minefield. The goal of
this chapter is to assist in navigating thru this challenging territory. It will not provide
an inventory of all of the available technologies because this is a dynamically
changing landscape; however, it will cover the main areas where digital is delivering
in recruitment, and moreover it will provide a methodology and mind-set for
assisting in evaluating the potential opportunities that both existing and emerging
digital technologies may offer across the recruitment life cycle.

What Is Digital Recruiting?

“Digital recruiting” — what is it? Is it a buzzword? Is it a trend? Is it something you
are already applying, and, if so, where are you, for example, with respect to Gartner’s
Hype Cycle — are you a victim to the hype on the peak of inflated expectations,
suffering from post-implementation stress and hence in the trough of disillusionment
or have you successfully navigated the mindful to arrive on the plateau of produc-
tivity? (Gartner’s Hype Cycle provides a model with respect to the maturity and
adoption of technologies. There are five key phases in the model ranging from the
technology trigger, the peak of inflated expectations, the trough of disillusionment
thru the slope of enlightenment to the plateau of productivity. More information can
be found at http://www.gartner.com/technology/research/methodologies/hype-cycle.
Jsp.)

Let’s start with a definition. First of all, one can define digital recruiting as the use
of technology to improve efficiency, effectiveness, and impact, reduce costs, and/or
increase capacity across the recruitment process. In general, digital recruiting (also
known as online recruitment) can facilitate in reaching a wider pool of potential
candidates as well as facilitating the selection life cycle.
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This chapter will take you on a journey of digital recruiting offerings from
attraction thru to onboarding. Investing in digital recruiting will require time, effort,
and money. Simply “mapping” existing paper processes to online technology is
often the most tempting route, but to reap the highest benefits, you are urged to
consider redesigning the recruitment strategy, integrating technology as a change
agent rather than simply an administrative platform.

People Perspective

Digital recruiting can enhance an organization’s efficiency and effectiveness in its
ability to anticipate, plan, brand, attract, source, and select talent. Digital recruiting
techniques are exciting for a team to adopt and can enhance team cohesion, moti-
vation, and productivity. From the client’s perspective, digital recruitment can
enhance the service offering of HR, “modernizing” the approach, methodology,
and offering compared with traditional techniques. This section will examine the
arguments to support the use and application of digital recruitment across the
recruitment life cycle.

Recruitment most often starts with a “need.” The traditional scenario is a hiring
manager who comes to see the recruiter wanting to hire a new person, either because
the workload is increasing, the business is expanding, or often due to a departure.
The recruiter’s starting point as a result is usually already too late — no matter how
fast the recruiter can hire, they are unlikely to succeed in ensuring full business
continuity for the hiring manager by having a new person in place and trained “on
time” (the definition of “on time” can vary, but experience shows it is usually d-1,
where d is the day when the need is identified). Digital can help. Digital workforce
planning systems can be used to anticipate needs by anticipating departures or
proactively anticipating business expansion scenarios. Departures due to retirements
are the simplest to forecast (they usually occur on a precise birthday!), but departures
due to turnover can also be forecast. Scenario planning can also be used for “what-if”
analysis (“what if” the business expands in Asia or develops product line X). Digital
workforce planning allows an organization to anticipate and forecast its needs,
examine the impact of turnover, flag critical skills, and consequently put in place a
preparatory planning for a talent pipeline (in-house or on the market). Digital
workforce planning systems are becoming increasingly more sophisticated yet are
frequently overlooked for recruitment — but they have the power to transform
recruitment from a passive/reactive approach to a proactive and anticipatory
approach — ensuring and enhancing business continuity and competitiveness.

An important foundation of recruiting is the employee value proposition or EVP.
The EVP is the key message as to why a candidate would choose to work for you as
opposed to choosing another employer. The EVP needs to be genuine and built upon
solid foundations. This chapter won’t go into detail in employer branding as it has
already been covered previously; however, digital technology can help dissemi-
nate and reinforce the employer brand. The employer brand should be consistent
across all digital channels (career websites, Facebook career pages, YouTube videos,
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Twitter, LinkedIn, etc.) providing consistent look, feel, and messaging. An “incon-
sistent” use of technology for your employer brand can do more harm than good, for
example, don’t launch a recruitment campaign to attract candidates using Facebook
if the use of Facebook is banned inside your organization. Unlike paper, with digital,
employer branding is not solely about what is being communicated but also how it is
being communicated. Is interaction and engagement encouraged or is the conversa-
tion just one-way? What are the channels that potential candidates can use to interact
with the company? How is feedback received? One often talks about social media
presence, but in this phrase the “social” is as important (if not more so) than the
“presence.”

With the needs analysis and branding defined, you know “what” to say in
describing the opportunity to promote, but you don’t yet know “where” or “which
channel” to launch your recruitment campaign. Here, digital technology provides a
multitude of opportunities and also some quite sophisticated metrics to assist in
measuring the ROI of your digital attracting strategy. Using digital technology,
you have the following opportunities for promoting your job:

Online job boards

— Social media (Facebook, Twitter, etc.)
Professional media (LinkedIn, Xing, etc)
Videos (e.g., YouTube)

There is a plethora of online job boards available and armies of sales people who
will provide you data on how many visits, clicks, etc., their job boards receive. This
data unfortunately tends to be too generic to be of use for your needs. Would you
rather post on a job board that brings you 200 clicks and 20 applicants, yet none are
relevant, or one that brings 20 clicks and 2 applicants, but both of them an exact fit
for your requirements?

If you are using online job boards, then ideally you should be gathering your own
metrics. You also want to be using multiple job boards — depending on the profile for
which you are recruiting. Multiposting technology is a technology that allows your
ATS (applicant tracking system) to simply “plug in” to potentially hundreds (if not
thousands) of online job boards and for you to select the job boards to use relevant
for each posting. Furthermore, multiposting technology provides for integrated
metrics that are both quantitative and qualitative — thus showing the clickstream
traffic to your site and how many clicks are converted into applications and in turn
how many of these are interviewed and/or hired. Multiposting technology is not only
a real time-saver but equips the recruitment unit with the tools and metrics to
continually evaluate and improve the recruiting process.

Multiposting technology will typically also broadcast your job advertisements to
social media. However, beware; simply broadcasting job advertisements to social
media is not generally an effective sourcing strategy as it’s unidirectional and
crucially omits the “social” aspect from social media.

An effective social media strategy needs to be built around engagement. In
contrast to posting advertisements on job boards which tend to have an immediate
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impact and quickly reach the active candidates, a social media strategy is generally a
more long-term view but can also reach passive candidates. Facebook, for example,
can be used to showcase careers in your organization and engage with people
interested in finding out what it’s like to work there. As engagement increases
(measured by the number of “likes”), then a community is being built up whereby
once an opportunity does become available, the community can become ambassa-
dors for spreading the word. Strategies recruiting students have proven extremely
effective using Facebook campaigns.

Twitter equally can help in increasing the visibility of your opportunity — not only
by increasing the Google pagerank but also thru engagement.

YouTube also can help if you have videos showing an insight. Given that videos
have a higher probability of appearing on a person’s wall than photos or text, then
posting YouTube videos on Facebook combines the best of both worlds and
increases potential engagement. In this way, social media is effectively providing
a digital “word of mouth” for spreading news about your opportunity. But just like
“word of mouth,” the messages need to be short, concise, relevant, and insightful. A
10 s glimpse behind the scenes of a job is likely to have far more hits than a 10 min
video testimonial. Videos don’t necessarily need to be vines (6 s maximum), but the
shorter the video is, the more effective it will be.

Many people have realized the power of social media as a referral tool which is
why there exist specific digital referral tools available that allow you to build in a
referral program in your organization (with rewards or just purely gamification — or
both) which can tap into the social (and professional) networks of your employees
for promoting opportunities. Traditionally, hiring managers have put the onus on the
recruiting team to find the candidates, but ironically it would usually be the hiring
managers (and their team) that have the most contacts in the relevant recruitment
market. Digital referral tools allow the recruitment team to tap into the network of
contacts available through the hiring manager’s team and thus offer a targeted
recruitment potential via referrals.

The inverse of using technology to attract and direct candidates toward the
recruitment opportunities is the idea of going out on the digital channels and
sourcing and searching for candidates. There exist sophisticated and powerful
tools and possibilities out there in digital recruitment. Many job boards provide
CV databases, so access to job portals often includes powerful searching of CV
databases. LinkedIn provides for powerful searching techniques, and LinkedIn
offers a range of licenses with differing levels of visibility of search terms and access
to contact people. Resources permitting it may be worth considering a “recruiter
seat” license for LinkedIn. Social media such as Facebook also provides for
extremely powerful but often underutilized search techniques. Facebook’s “graph
search” allows for quite sophisticated English language like terms to be directly
entered. Facebook is a social platform, so, while it has a powerful search, the “profile
results” will give insufficient data about the job relevance of a candidate. This can be
solved by carrying out what is called an “X-ray” search, for example, by finding the
corresponding professional network (e.g., LinkedIn or Xing) profile of the Facebook
profile. Such “hunting” requires efforts but can produce quite targeted and successful
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results. Alternatively, there exist “people aggregators” which are tools that already
combine data and information from multiple sources. These may save time but may
require a paid access.

As much of this data is publically available, then it can also be accessed thru
search engines such as Google. Sophisticated search techniques using Google are a
skill in themselves, and dedicated training exists should you wish to equip your
recruiters with such techniques.

Technology is also advancing which can digest and seemingly understand CVs
specifically for advanced sourcing. Such technology allows you to search for a
“financial project manager,” for example, even though that specific phrase isn’t on
the CV. This technology can parse and understand both CVs and vacancy notices and
even attempt to propose a matching and ranking between the two.

Ultimately, independent of how the person heard about the opportunity being
promoted, the potential candidate usually arrives at the online career website. The
online career website is a pivotal part of your organization and your recruitment
strategy because not only it is the branding but is effectively the front door to the
organization where the candidate may look around, examine the value proposition
that is on offer, and reflect before deciding whether to take the first step of submitting
an application. If you are hosting your own career website, then tools such as Google
Analytics may help you to examine metrics such as “bounce rate” which may show
candidates coming to but then turning away from your website.

Career website design is key and something in which it is worth investing as the
longevity of the career website is often several years. All too frequently website
design can fall symptom to the “HIPPO” syndrome. The HIPPO syndrome is what
happens when a discussion occurs around an important feature, and, instead of using
data to support the decision, the decision is made based around opinion — the HIPPO
being the “highest-important-paid-person’s opinion” or the most senior person in the
room. Website design should not be based upon opinions but on data and metrics
around best practices and provide the information the target candidates are seeking in
the most efficient and competitive manner. Numerous surveys and data repositories
exist which can assist in career website design by providing data to make the design
decisions (e.g., by prioritizing features). Visiting the website is the first “experience”
a candidate will have of the organization, so candidate experience is key.

The website is going to be ubiquitous — being designed on today’s technology but
accessed via tomorrows. Hence, a responsive design (one that adapts to the device be
it mobile, tablet, or other) should be implemented from the outset. Consistent
branding will also help reinforce the EVP. Pilot the design and compare the designs
of competitors — after all, that is what the candidate will be doing.

Designing a career website is not just a “one-shot” process, but regular mainte-
nance, monitoring of data (such as bounce rate, unvisited pages, most visited
sections, etc.), and constantly adding new content to continually attract requires an
ongoing effort which is not to be underestimated.

The goal of your career website is to advertise and promote your organization as
an employer of choice and ultimately to guide the right candidate profile to apply
(whether it be for a current opening or to register interest for a future opportunity).
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With digital recruiting, the application will usually be handled by the ATS
(applicant tracking system). Your career website should pass over the digital baton
in this relay to your ATS, and the ATS (even if hosted elsewhere) should provide a
seamless candidate experience.

In digital recruiting, an applicant tracking system is often the first large building
block that one puts in place. However, it is often the first critical error whereby paper
processes are taken “as is” and mapped to the new technology without rethinking
how the technology can in fact alter the recruitment process. Traditionally, the “job
application” prior to digital technology was a paper CV or SAF (“standard applica-
tion form”) which was posted to a company, usually in response to a job advertise-
ment. It was a “one-shot” apply with a “one-shot” response (usually “no, thanks” or
“invitation to interview”). Sadly, many organizations still map these historical
processes onto digital technology without rethinking the new possibilities and
opportunities. Ultimately, an ATS is a tool for allowing potential candidates to
apply for jobs, but furthermore it also provides for

— The ability to deal with significantly many more applications but treating them all
in a “personalized” manner

— Building a relationship with potential candidates for future opportunities

— Registering interests of candidates so that they can be alerted when potential
opportunities arise

— Providing for a multistage application process that allows for expression of
interest from a mobile device thru to fully fledged detailed apply via a tablet or
computer

— Referral/social referral mechanisms

— Self-assessment for suitability/eligibility of open or future positions

— Providing a knowledge base on your organization for a talent pipeline

The choice of an ATS for your organization is going to be key, especially as it is
easier to put in place a new ATS (“greenfield install”) than migrate from an existing
one. SaaS (software as a service) solutions are fairly standard in the ATS world, so
this removes the requirements of having an on-site IT infrastructure. However, just
because you don’t need an IT infrastructure doesn’t mean that IT should be
completely bypassed (even if this seems tempting) as there are important aspects
of integration with other HR systems that need to be considered. Most ATS solutions
that are SaaS have standard interfaces for integration with a wide variety of software
and can even be adapted to integrate with in-house and/or legacy systems. Integra-
tion is usually far less of a problem that it was some years ago.

When choosing an ATS, it is easy to be sold over by the marketing material. It is
essential to make the decision based on requirements. Visiting other sites which are
using the ATS that you are considering is strongly recommended and examining
what they find to be the strengths and weaknesses. Moreover, apply for a job at the
other site and see what the candidate experience is like. An ATS has two sides and
the usability of both is critical: the outward-facing candidate side must provide a
positive candidate experience and not deter applicants from your organization and
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the inward-facing (also known as “back office’’) component is the one which is going
to be used consistently by your recruiters, and it’s essential that it provides for an
efficient and effective interface for repeated tasks. If it takes five clicks and three
screens to review a single applicant, imagine the effort if you have 1,000 applicants
for your position! (You may say you don’t expect 1,000 applicants — but the future is
all about scalability, so be prepared!)

Another pitfall of evaluating ATS is the configurability of the ATS. Be careful not
to compare an excellent ATS that is poorly configured with a mediocre ATS that is
highly configured. Evaluate the base functionality and the configurability with
respect to your requirements. An ATS is providing a continuation of the candidate’s
journey from your career website. If the marketing and advertising has worked well
(e.g., via multiposting and social/professional media efforts as mentioned previ-
ously), then they will have driven significant amounts of web traffic to your career
website. The career website in combination with the ATS should then act as a
“funnel” to ensure that all the relevant and potentially interesting candidates progress
thru the journey, those that are potentially interesting for the future remain “engaged”
for a future time, and those that are not relevant still have a positive experience
(in order to be a good referral) but understand the reasons why they would not be
considered further. This is a challenging balancing act, and the interplay between the
information on the career website, “self-screening,” and the funneling in the ATS
will be one of the challenges in managing this process. Letting too many, but not
relevant, candidates proceed through to the full application will be frustrating both
for the recruiter and the candidate, but filtering out potentially excellent candidates
too early on will be detrimental to the business. Short videos on the career website
can show typical profiles and can also give hints and tips about applying and what
the organization is seeking in applicants. In a modern ATS, the application form is no
longer a “one size fits all” but usually is dynamically configured to the position in
question — features such as “JSQs” (job-specific questions) allow applicants to
answer questions during the application process that are directly relevant to the job
and assist in a first assessment for the job. JSQs are preferable to “killer questions”
which are an alternative form but generally are more abrupt and “abort” the appli-
cation process if the correct reply isn’t given (a typical killer question may be
regarding if a candidate has a driving license for a job involving a vehicle, whereas
a JSQ may more be around self-assessment of competency levels and/or experience
directly related to the requirements of the position).

Traditionally, in recruitment after reviewing a CV, a decision would be made to
invite the candidate to an interview or not. Nowadays, this is simply both too risky and
too costly to have a single-step process. It is too risky because a CV may indicate a
particular skill but without proof of its neither proficiency level nor applicability. For
example, a CV which says “java coding” on it could be anything from a person having
read a book on java coding to a proven java guru (or even a persistent but poor
programmer). It is too costly because of the time that would be required of all those
involved in the process to interview a large number of candidates (let alone if any
travel expenses are paid for). Digital recruitment can provide a number of tools to
reduce the risk and cost, and these evolve around online assessment and screening.
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Online assessment as part of the digital recruiting process allows the probing of
specific skills or competencies relevant to the position. Testing in itself is an entire
subject and will not be addressed in depth in this chapter, but suffice to say one
should evaluate the requirements relevant to the position and consider online testing
of the following categories:

— Personality

— General aptitude

— Cognitive ability
Abstract reasoning
Verbal reasoning
Numerical reasoning

— Technical
Job knowledge
Work sample/simulation

— Language

It’s important not to get over zealous in the testing as too much testing can deter
candidates. For example, if you were recruiting a java programmer to integrate in a
team in France, a first reaction may be to have a psychometric test for team worker,
coding challenge for Java, and a language assessment for French. Candidates
having three such assessments may easily be deterred, and this will generate the
risk of losing the ideal candidate. Adopt the MoSCoW approach (“must have,
should have, could have, and would be nice to have”) and test for the “must haves.”
In this case, if it’s Java then a coding challenge could be launched using a variety of
online tools.

Online assessment tools are not foolproof and cheating can occur (e.g., the person
carrying out a coding challenge could “google” the answers or have a “testing
party”). Estimates are that around 10 % of online assessments are completed with
some form of aid. Techniques are becoming more and more sophisticated to detect
and deter cheating (e.g., detecting typing vs. copying/pasting of solutions, measuring
speed to reflect, etc.), but the safest approach is to retest what was tested in the final
interview (e.g., with a question “can you explain your reasoning behind the solution
you provided to X at the online code challenge?”).

Online tests however are not the only technology which can help reduce risks and
minimize costs. Video screening and particularly asynchronous video screening
are a very effective digital recruiting technology in screening and assessing candi-
dates in a penultimate step prior to the live interview.

Traditionally, telephone screening has been used (and still is being used) to assess
a pool of candidates prior to deciding which subset should be invited to the final live
interview. Telephone screening however is costly in administrative overheads as it
requires synchronization of many persons’ busy agendas (hiring manager, recruiter,
candidate, and more), and the information captured at the telephone screening stage
is only shared by a few persons. Asynchronous video screening provides a cost-
effective digital alternative. In asynchronous video screening, the recruiter agrees
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a set of questions with the hiring manager whereby the answers to those questions
determine if the candidate should proceed to the final stage of interview. Typically,
four or five questions would be prepared (a question bank may even exist). The
candidates are then invited to participate in the online interview — but the participa-
tion is asynchronous. This means that the candidates can choose the most convenient
date/time for them to carry out the video interview within a given period (usually a
week). The software then simulates interview conditions in the candidates’ own
home (or wherever they have chosen for the interview to take place), i.e., the
candidates cannot see the questions in advance, and, once the interview has started,
they cannot “pause” the interview (e.g., to go and find the answers on Wikipedia or
ask a friend for help). The candidate can typically carry out the interview on a PC,
tablet, or mobile device — anything with an Internet connection and the ability to
record sound and video. Once the deadline has passed, then these “recordings”
become available for the hiring manager to review and evaluate in order to determine
the final short list of candidates for interview.

Usually, the final face-to-face interview is the most traditional element of the
recruitment life cycle. However, digital technology may still be of assistance.
Using digital technology, it is not always necessary to physically invite the
candidate on-site — for example, videoconferencing or Skype may be used to
carry out the interview. Conversely, in the event of a panel interview, technology
can be used to have a virtual meeting of the panel members or have the presence of
one or more of the panel members assured thru videoconferencing. These technol-
ogies can assist in the logistics and reduce the overall costs of the final interview
stages.

Digital recruitment doesn’t stop at the interview and selection. Sophisticated
onboarding systems combined with e-learning facilitate the selected candidate’s
integration into the workplace and ensure the shortest possible delay for the candi-
date to become productive. Both onboarding and e-learning are separate topics in
their own right that will be treated elsewhere in this book.

The recruitment life cycle is a process of continual feedback and improvement. In
order for this to work, digital recruitment should include automatic gathering of a
vast variety of data around the recruitment process with the ability to synthesize
these into key data analytics messages and key performance indicators (KPIs). From
the click-through data on the career website used to identify the most effective
recruitment channels thru to data on time to hire, cost per hire, and ultimately quality
of hire and process (often using perception metrics), digital recruitment allows an
organization to build up a dashboard of recruiter effectiveness to constantly monitor
and pilot the organization’s recruitment processes to ensure continual alignment with
the changing business needs and priorities.

In summary, there are a plethora of digital recruiting tools, techniques, and
technologies covering the full recruitment life cycle. A cultural consequence of
this is that, where “recruitment” has traditionally been viewed as the entry-level
HR position, the skills and competencies required by the recruiting team are becom-
ing increasingly advanced and sophisticated — to the extent that it is questionable if
this is still an entry-level function or moreover a specialization.
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Economic Perspective

Building the business case for introducing and/or improving technologies used in
HR processes can be challenging. Compliance aside, the business case needs to be
based on data, metrics, analysis, and a projected ROI (return on investment) — a
terminology which may traditionally be less familiar to the HR department’s popu-
lation. Successfully convincing the CFO will require the HR director to understand
and speak the language of the CFO as opposed to the inverse. It may also require
access to data or numbers that are not easily available in the current financials (such
as “what is the cost of an unfilled position?”). Help can usually be sought either
internally or externally — often simply finding a person who has already been on this
journey and seeking their advice. LinkedIn discussion forums provide a place where
peers often share such experience and can be a useful starting point.

Building the business case for a digital workforce planning system should not be
an HR initiative alone. If a corporate system is being sought after, then planning in
general should come from the budget and finance, and workforce planning could be
integrated into this initiative. Applying the KISS principle (“keep it simple, stupid”),
workforce planning could be tried in a proof of concept with as simple tools as
spreadsheets based on data extracted about current demographics, turnover, etc.
Even such manual tools can identify areas where proactive recruitment — anticipating
needs — can have a significant business impact. If you can convince by success on a
small scale, then this may be de facto your business case for a larger-scale
implementation.

Building the business case for the employee brand or EVP is addressed in the
previous chapter, so digital recruitment simply focuses on how digital technology
can disseminate and reinforce the brand. While the use of many social media
channels is free, resources are still required to publish, post, and engage on these
channels, and a common pitfall is to overlook the requirement of such resources.
Ideally, the identification of such resources is integrated into the EVP business case,
but if not they can be added subsequently. Fortunately, metrics are abundant in social
media, so, for example, one can compare how much web traffic a posting on social
media brings to the career site vs. a paid-for job posting. Arguably, a job posting may
have more targeted traffic, but social media may carry a stronger referral element.

The cost of developing content for social media shouldn’t be overlooked. Videos,
photos, branding, etc., all require investment. Here, marketing (or communication)
becomes the strong ally of HR since marketing has already been on this journey.
Marketing has experience in producing videos, posters, photos, and content for use
in the digital environment. EVP is simply “HR marketing” instead of promoting why
customers should purchase your product but why candidates should choose your
company. The challenge is that the impact on sales and revenue can be significantly
more indirect in HR marketing than in traditional marketing. This will make the
business case more challenging to develop when focusing on ROI but not
impossible.

Building a business case is not all about numbers. Credibility and a proven track
record can be equally important. For this reason, it could be useful to first identify the
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quick wins or (if there are any) the “no-brainers.” If your company is advertising
across many job boards or many channels, then automated multiposting technology
may be a quick win. There is a small initial outlay in the setup, but you can obtain
economies of scale, metrics which allow you to focus on the most effective job
boards and reduced time spent on posting in the recruitment team. Starting with
small proven track records eases the path for preparing the business case for the
larger costs such as purchasing or replacing an ATS.

There are areas of digital recruitment where it is far easier to build the financial
business case. The use of online testing, job boards for advertising, and even
introducing asynchronous video screening are business cases which are all relatively
easy to formulate in a cost-benefit analysis.

However, the bigger areas such as the career website and/or a new applicant
tracking system (ATS) can be significant challenges for the business case. This is
because ultimately the business case may rise to the business key questions that
perhaps not even the CFO can answer. What is the cost of an unfilled vacancy? What
is the cost to business of hiring a bad candidate? What is the cost of the best
candidate going to your competitor?

It may be difficult to put figures to answer these questions, which is why the risk
perspective is perhaps also an equally important component of the business case.

Risk Perspective

Digital recruitment can potentially open up a new set of risks to which your
organization has not previously been exposed. Traditionally, HR systems have had
their data protected either physically or at least behind an intranet, firewall, etc.
However, for recruitment the systems require that the IT system is exposed to
potentially anybody in the world — this opens the doors to potential theft or loss of
personal data. There have been cases in the past where an organization’s applicant
database has been found to be publically available due to loopholes in the applicant
tracking software used. This is the most frequently thought about case since it is the
widest publicized — but it is not the only risk to consider.

The use of social media in recruitment opens up the doors and channels for
communication that can be extremely positive for the organization but can also be
potentially detrimental to the reputation — depending how the interaction with the
community is managed — particularly around controversial subjects. All companies
at one point or another will have opponents that for one reason or another want to
pass messages which may potentially damage the brand. On the one side, social
media encourages open dialogue, but steps can also be taken to minimize this risk.
For example of Facebook, a fluid dialogue can be achieved around themes by
allowing people to reply to posts but not enabling an “open wall” policy (i.e., disable
the feature which enables any person to post to the wall).

Typically, in the social media arena, experience shows that candidates are more
well behaved via the recruitment social media channels than customers can be via the
traditional marketing social media channels. You may already have a legal/risk



3 Human Resources Marketing and Recruiting: Essentials of Digital Recruiting 65

blueprint for handling such channels via your marketing or communication
department.

As mentioned in the opening paragraph, ATS implementations come with their
own risk. Is the data secure? Will the system integrate with other existing systems?
How is accessibility to the data and confidentiality handled? With an ATS, you may
be rejecting over 90 % of the applicants, so is there a rigorous process in place that
can objectively demonstrate the criteria upon which candidates were selected or
rejected at each phase of the application process?

SaaS (software as a service) solutions risk to pose legal questions such as “where is
the data stored?” and “how is the data protected?” The attraction of SaaS solutions —
whether it be for a fully fledged ATS or simply components such as CV parsing or
video screening — is that no IT infrastructure is required inside your organization and
you are effectively paying for a service and achieving significant economies of scale.
However, the risk is about how/where your data is stored, what happens if the service
provider goes into liquidation, etc. The legal department should help evaluate such
risks, and it’s important to take into consideration the advice — but it’s important to put
this into perspective. Zero risk doesn’t exist, so, while the risks will be highlighted
and advice can be sought on steps to mitigate the risk, this shouldn’t be a deterrent or
a scapegoat for not moving forward with the implementation.

The biggest risk is the long-term risk of inaction. Not implementing digital
recruitment techniques and being overtaken by your competitors in the long run
will mean your organization is losing out in attracting the best talent — and ultimately
the business will suffer in the long run. It’s important therefore to put all the legal,
compliance, and financial risks in the context of the overall business case for
implementation.

Operational

Traditionally, recruitment was viewed as an entry-level position in the HR career
ladder. With digital recruitment and the associated techniques, recruitment (and
sourcing) is becoming a true specialist field with specialist skills and competencies.
Acquiring and maintaining these competencies in your organization can be a chal-
lenge in the implementation of a digital recruitment strategy.

The competencies required for effective recruiting and sourcing in the digital era
are rapidly evolving. This section will once again take the recruitment life cycle
covered previously and examine the operational challenges.

Recruitment starts with a need, so the recruiter’s first tools for understanding this
need are the competency framework of the organization. The competency model
provides for a structured language in which to describe requirements of the organi-
zation. With access to internal data (e.g., from workforce planning), the recruiter can
also understand issues and challenges of the specificity of the post (e.g., reasons for
high turnover) to understand the target audience (school leavers, experienced pro-
fessionals, etc.). The recruiter should know where to turn for data and metrics
concerning the recruitment challenge — this is an area where there are known skill



66 J. Purvis

shortages, the company is paying below the market rate, etc. The use of data turns
recruitment from an art to a science. A full understanding of the context in which the
recruitment takes place will help the recruiter best brand the opportunity (applying
the EVP and emphasizing the relevant attraction factors for the role) as well as select
the most appropriate channels and actions for sourcing.

Metrics will continue to play an important role throughout the process as the
recruiter monitors (and adjusts) the strategy to direct potential applicants from a
variety of sources thru to the career portal and ultimately the applicant tracking
software.

Sourcing expertise will be required with knowledge of the platforms and tech-
nologies available as well as the regular innovations in this field. The challenge will
be to acquire and maintain this expertise, either by hiring into the team, using
external consultants, or training members of the existing team. In most instances,
a combination of all three approaches is perhaps the ideal.

Implementing digital recruitment solutions is an opportunity to learn new tech-
niques and acquire new competencies — capacity building in your team. It can be
extremely motivating for the staff if the change management is handled correctly.
Ensure that budget is allocated for training and/or knowledge transfer of the capa-
bilities to your staff — this may be for the implementation of a new ATS, new features
in the ATS, and new tools such as video screening or CV parsing or sourcing
techniques. Obtaining the capabilities in your HR team is more of an opportunity
than a challenge. However, it does require that inside HR you are no longer simply
recruiting people who “want to work with people,” but you have evolved to people
who use technology; are numerate, process oriented, and structured; can project
manage; work to tight deadlines; and, of course, have all the behavioral competen-
cies to work with people (client focused).

Implementing digital recruitment technologies should force and rethink existing
processes. The biggest mistake would be to take the route of examining how to map
existing processes (“as is”) onto this new technology. The new technology provides
for opportunities to entirely rethink the existing processes. Mobile devices, for
example, provide for an entirely new paradigm of potentially expressing interest
for a position — with geolocation on the mobile device, candidates in the vicinity can
easily find out about positions relevant to them. A candidate’s mobile device has an
incredible amount of knowledge about a candidate, so a mobile paradigm would
encourage candidates to share the relevant information with minimum effort (e.g.,
“apply using my LinkedIn profile””). Mobile devices can be used to keep a wider
passive audience up to date of news/opportunities to have a potentially larger talent
network than traditional technologies.

Digital recruiting generates more information, more leads, more data, and ulti-
mately more candidates than traditional methods. The challenge is how to process
this increase without it in turn generating an increased workload. Hence, the
scalability of the processes is a key factor. On paper, an organization may have
been receiving and reviewing a thousand CVs per annum. When implementing
digital recruitment, this may jump to 10,000. The approach that worked for 1,000
won’t necessarily scale to work for 10,000 (and may not be feasible with the



3 Human Resources Marketing and Recruiting: Essentials of Digital Recruiting 67

resources in the unit). Hence, how can the technology be used to funnel, filter, and
screen candidate to enable that the focus is on quality not quantity. This may require
a full rethink and redesign of the recruitment process.

When examining digital recruiting solutions, it’s important also to look at the
wider picture. Requirements may start from the need of a “better tool” for recruit-
ment, or the ability to have a “mobile presence,” and the focus may initially be on
recruitment. However, it’s important to take a holistic approach in HR and examine
the full career life cycle from recruitment and including learning and development
and career management. This may change the parameters of the problem being
addressed — for instance, in aligning the selection and choice of HR technologies,
it is a “best-in-class” ATS solution that’s required or a full life cycle solution that
covers recruitment and L&D, for example. It may be worth making compromises on
the single-source solution if the overall benefit is larger. With the best-in-class
solution, integration questions need to be answered — how will the system integrate
with existing eRP or other HR solutions?

Furthermore, the technology choices go beyond “best-in-class” vs. full life cycle
solutions. The question of the level of involvement of your IT department is crucial.
If the software is to be “purchased” and installed and configured in your IT
infrastructure, then a critical operational success factor will be the early involvement
of the IT department. Ideally, for such scenarios IT would be involved in assisting
with the requirements analysis and working together on solutions that meet both the
HR requirements and the IT infrastructure or integration requirements of the orga-
nization. Alternatively — and this is a hugely growing area — “software as a service”
(or SaaS) solutions have the attraction that they don’t require the IT infrastructure of
your organization. These are provided as a web-based “service” which translates
effectively into a rental of a service. The solutions can be configured, branded, and
tailored to adapt to your needs. While it may seem tempting to completely bypass
your own IT department, it would be recommended to involve IT also in a SaaS
selection process — this is because these tools often require integration and config-
uration, and your in-house expertise will be of great assistance.

In addition to introducing new tools and technologies, at the operational level
consideration needs to be given around structuring the team and roles and respon-
sibilities: (a) Will each recruiter be trained in all the areas or (b) will there be
dedicated roles such as “sourcing specialist” and “social media manager”? Both
centralized and decentralized approaches work and have their pros and cons, but
either way responsibilities need to be clear for the team to provide the best service.

Introducing digital recruitment technology can seem daunting — especially focus-
ing on potential risks, missing competencies, and other challenges. However, digital
recruitment technology presents an immense opportunity as a catalyst for change. It
represents an opportunity to question and rethink the fundamental recruitment
paradigm and associated recruitment processes. It represents an opportunity to
acquire new competencies in the team which can be extremely motivating for the
persons concerned. It represents an opportunity for providing a modern leading-edge
HR service that anticipates and delivers proactively upon the needs of the client.
It represents an opportunity of overall improvement in HR service delivery.
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Do’s and Don’ts

Don’t simply map your current processes to a new technology.
Technology should be seen as an enabler. To get the most out of new technolo-
gies, one should review, rethink, and even redesign the HR/recruiting process.
Simply taking existing ways of recruiting and mapping them onto new technol-
ogies risks failure in reaping the benefits the technology would bring. New
technology allows for new approaches to the recruitment process to increase
quality, reduce costs, or become more competitive. However, successfully
implementing technology will require a change in mind-set and a rethink of
existing recruiting processes.

Understand your target audience.
See your process from your target audience’s point of view. Profile them, under-
stand which digital channels they use for what purposes, and develop a strategy to
build engagement with them

Treat the candidate as your customer.
Treat each potential candidate as a customer. Understand their behavior. Then
prioritize your implementation of technology around what adds the most value
first.

Define and use metrics.
There is an adage which says “you can’t manage what you don’t measure,” and
this is certainly equally true for digital recruiting. Measure the impact and
engagement of social media and use of technology. Invest in those channels
giving the highest returns, and consider dropping those which are not making
results. Make decisions based on metrics not trends.

Take decisions based on data not opinions.
Avoid the “HIPPOs” (highest-important-paid-person’s opinions). Don’t fall into
the trap of designing a new career website based on input from “HIPPOs.” Use
data to take decisions. What are the topmost desired features? Do you have them?
Prioritize the implementation of features and content around the needs of your
target population.

Design a strategy.
Digital recruiting offers an overwhelming choice in opportunities. Which social
media channel? What applicant tracking system? Job boards or referrals? Before
embarking on any implementation of any one component, paint the big picture
and agree on an overall strategy.

Identify and implement some quick wins with technology.
The risk around technology projects can be long timescales (and large budgets)
diminish confidence. However, some technology solutions (typically small SaaS
offerings such as online testing or asynchronous video screening) can be set up,
branded, and implemented in less than a day. Before embarking on the larger
technology projects, build confidence by identifying some quick wins with the
technology and building confidence, and trust in your strategy.
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Understand when you do and don’t require in-house IT resources.
With the ubiquity of SaaS (software as a service) solutions available, particularly
in HR, you may have more autonomy than you realize for implementing a variety
of technology solutions (without even having a technical background). However,
you may have existing corporate systems or processes which require interfaces.
Understand the role of the in-house IT team but also the opportunity of off-the-
shelf SaaS services in recruitment.

Use your network to look for successful blueprints.
Although we are in a competitive world, the HR network tends to share its case
studies. Therefore, before embarking on a project, don’t rely solely on the sales
pitch, but visit customer references or other sites that have succeeded.

Be aware of paradigm shifts with technology and the hype cycle.
Don’t assume that the technology you have just implemented today will be valid
in 5 years’ time. Within 10 years, it may certainly be obsolete. The exponential
growth in mobile means your current way of applying may have to be entirely
rethought to leverage mobile opportunities. Your existing traditional career
website may even be gone in a few years.

Monitor the trends and stay up to date.
Technology is changing tremendously, regularly offering new opportunities. It is
important to find time to keep up to date with news feeds on what is hot and what
is not and question what potential role these new technologies could play in your
organization’s recruitment or sourcing strategy.

Final Comments and Outlook

Digital recruiting is here to stay. It will become the “norm” of all recruiting, and the
differentiation between companies will simply be the level of digital technology
being used at the various stages of the recruitment life cycle.

Digital recruitment brings with it a new set of challenges but also a new set of
opportunities. It also transforms the recruiting profession from a general entry-level
position to one of specialization where experience, training, and specialized skills
and competencies are required to successfully deliver.

Designing a digital recruitment strategy for a company is an iterative process —
because the landscape, technology, and opportunities are constantly changing — as is
the recruitment market and needs of the company. This chapter has given an insight
into some of the key messages of designing such a strategy, building the associated
HR capacity, and managing the risks and implementation — but it is by far from being
a blueprint. Today, no such blueprint exists because each company and each
challenge is unique — but the attraction of digital recruitment is that the solutions
can be tailored and adapted to the unique requirements far better than solutions that
have previously existed in the past.
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Many excellent books exist in this domain, but the problem with paper literature is they can rapidly
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engage youth (2008)
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Abstract

Digital recruiting has become an important element of sourcing, attracting, and
recruiting top talent at Sodexo, a world leader in Quality of Life Services with
125,000 employees in the USA. As an early adopter of social media and one of
the first to launch a mobile app allowing candidates to apply for jobs directly from
their mobile device, Sodexo has recognized the cultural shift in preferred com-
munication methods by job candidates. Because of this, they have deployed a
number of digital recruiting campaigns in recent years. In this case study, details
are provided about the comprehensive digital campaign deployed to expand
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outreach and engagement with student members of the National Society for
Minorities in Hospitality — a target audience for Sodexo’s hospitality pipeline
sourcing.

Keywords
Digital recruiting ¢ Social media « Mobile recruitment ¢ Diversity « Employer
branding * Technology

Introduction

Sodexo, Inc., is a world leader in Quality of Life Services with 125,000 employees in
the USA. Annually, they recruit for more than 6000 executive and management
positions. To meet aggressive growth goals, the company recognized the potential of
using digital recruitment approaches to expand their ability to source, attract, and
recruit top talent.

What Was the Challenge?

Sodexo’s challenge was to maximize technology as a competitive advantage.

Looking back at the evolution of digital recruiting, new opportunities via social
media and the concept of building talent communities became central to many of the
techniques used today. As each new platform emerged — from LinkedIn to Facebook
to Twitter — companies around the world looked for new ways to communicate with
external audiences, including potential job candidates.

From 2006 to 2012, social media adoption and the emergence of new platforms
grew at phenomenal rates. Facebook saw an annual compounded growth rate of
109 % during this time frame, topping off with one billion registered users globally —
the equivalent of becoming the world’s third largest country. Twitter increased by
about a 507 % annual compounded growth rate. And newcomer Pinterest, in short
3 years from its launch in 2010, saw a 4,900 % annual compounded growth rate — the
fastest growing of these three platforms.

Additionally, in 2008 another clear trend was emerging: an increasing adoption
and reliance on digital and mobile technology. Very quickly, mobile technology use
was increasing at exponential rates — for everything from news gathering to banking,
from connecting with friends/family to entertainment, and for professional network-
ing through social media sites. And, at that time, Sodexo saw trends indicating that
minorities were adopting mobile use at faster rates — thus creating an opportunity for
the company to further its diversity recruitment goals through the use of mobile
technology.

In 2014, this trend continued. According to the Pew Research Center (2014),
90 % of American adults own a cell phone, and 58 % have a smartphone.
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Additionally, 32 % of American adults own an e-reader and 42 % own a tablet
computer. Even more telling about the mobile trend is the fact that 63 % of adult cell
owners use their phones to go online and 34 % of cell Internet users go online mostly
using their phones and not using some other device such as a desktop or laptop
computer.

Because of this, it is clear that developing a comprehensive mobile recruiting
strategy will significantly enhance a company’s ability to attract and recruit top talent
by making it easy for candidates to learn about the company, connect with recruiters,
and view and apply for jobs from their mobile devices. Additional research also
shows that a mobile strategy would have a positive impact on the diversity of
candidates and the opportunity to promote internal mobility to employees.

And so, in response, Sodexo developed a mobile recruitment strategy that
included on-the-go access to online properties, and they developed one of the first
mobile job search apps that allows candidates to connect with recruiters, access
Sodexo’s online career properties, and apply to open positions directly from their
mobile device. Additionally, candidates can opt-in to receive various messages and
newsletters from Sodexo via the mobile app.

Throughout the company’s engagement with social and mobile media technol-
ogy, it became clear that digital recruiting requires an integrated philosophy. Gone
are the days of posting job advertisements in newspapers. Today, candidates and
employers alike are using the Internet to find each other and to build relationships
that were not possible even just 10 years ago. From e-cards to social media posts to
mobile engagement via QR codes and text messaging, the landscape has changed. If
a company wants to truly engage candidates, their efforts need to involve digital
technologies and be seamless across all platforms — from digital to traditional.

What Was Our Plan to Master the Challenge?

* Sodexo increased the use of integrated digital tools to support diversity in entry
level hospitality roles.

One area of focus for Sodexo is supporting their value of diversity while attracting
top talent for their hospitality clients. One way this is achieved is by developing
relationships with key professional organizations and select colleges across the
country to build a pipeline of top entry level talent. The National Society for
Minorities in Hospitality (NSMH) is one example of such a professional organiza-
tion that the company has partnered with for a number of years.

NSMH is the premier professional organization for hospitality students — and a
source of diverse future leadership for Sodexo’s talent pipeline. Each year, NSMH
assists members in making the transition from “Today’s Students to Tomorrow’s
Leaders” through networking and professional development opportunities, most
notably at the national conference where students can engage with experts in the
field as well as prominent corporations.
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As a corporate sponsor of NSMH, Sodexo is able to leverage strong partnerships
within the company to pursue this diverse talent of student members as well as attendees
at the national conference. The company’s annual campaign uses a range of approaches,
including social media techniques, speaker panels, and on-the-spot hires. Additionally,
the NSMH campaign assists in developing relationships with students from diverse
colleges and universities starting in their freshman year, leading to internship place-
ments across the country as well as permanent placements after graduation.

Steps to Optimizing Digital Recruitment Programs

Digital recruiting encompasses the use of different electronic means to source,
attract, and recruit top talent. This may involve the integrated use of a candidate
relationship management (CRM) system to build ongoing relationships with candi-
dates, online properties like websites and career centers, as well as social interactions
on sites like Facebook, LinkedIn, Twitter, Pinterest, YouTube, and the like, and the
sharing of information via blogs and e-newsletters. To maximize successful use of all
of these platforms, recruiters at Sodexo are required to attain their Certified Internet
Recruiter (CIR) credential.

It is also important to note, as mentioned earlier, digital recruitment programs are
more successful if they are fully integrated across all of your efforts and across all of
your online properties — the company website, social media profiles, mobile sites and
applications, as well as blogs and other publications.

Creating and implementing a digital recruitment strategy can increase the fre-
quency and the quality of your outreach while building stronger relationships with
the members of your talent community. This is beneficial for top talent interested in
working for your company in the future, even when an opening may not be available
now. Additionally, digital recruitment can increase your access to the pool of top
diverse talent and result in year over year savings in recruitment advertising. At
Sodexo, they have been able to yield more than $300,000/year savings in advertising
by using digital recruitment efforts.

And another way that Sodexo has maximized its use of social media is by
utilizing a social sharing platform called QUEsocial. QUEsocial makes it easy for
recruiters to share useful, relevant content generated by Sodexo’s Talent Acquisition
Brand Ambassadors on their individual social media profiles. Additionally, an
outcome-based game engine in the platform issues challenges that encourage users
to convert their social media activity into business outcomes.

To optimize digital recruitment programs, you should consider the following:

 Set clear, attainable goals that include details about your audience, how you will
measure success, and the types of messages you want to share.

* Choose your platforms and the timing of messages to support engaging your
different audiences. Will you use e-mail, website, social, and mobile platforms?
Will you include live communication? Remember that using multiple mediums
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can help build momentum for your campaign and can culminate in personal, live
interactions that yield hires.

 Select your content — text/articles, videos, photos, stories, profiles, testimonials, etc.

* Plan for an all-encompassing approach that includes communications prior to the
event, during the event, and following the event.

* Create a timeline or calendar detailing when and how you will communicate with
your audience, i.e., schedule dates for specific Facebook posts, blog posts, cross
posts, e-mail messages, etc.

» Consider the use of video interviewing tools like InterviewStream to save time
and money and create convenient opportunities for managers and candidates to
connect virtually.

And lastly, remember there is no one size fits all when developing your digital
recruitment strategy.

Having a true understanding of what you hope to accomplish with each of your
campaigns and selecting the right tools to use will bring greater success.

Dos and Don’ts of Digital Recruitment Programs
A few things to keep in mind as you plan your digital recruitment program:

* Be consistent in all messaging. Unify your messaging with an overarching theme
and graphics/imagery.

* Create unique web pages and maximize the use of shortened URLs to track hits
and your audience reach.

» Use a wide spectrum of media that include social, electronic, and live methods of
communicating with talent communities to offer more opportunities to engage
with your audience.

* Remember that not all social media sites are created equal. Choose the outlets you
want to use that most closely align with your goals based on audience and type of
messaging (i.e., short vs. long posts, strong use of imagery, etc.).

* If you use multiple communication channels to achieve your recruiting goals,
remember to connect all of the communications with cross-links to avoid isolation
within any one platform.

» Keep your content short and engaging, remembering that most people scan online
content rather than read it word for word.

* Spell-check, spell-check, spell-check.

As you launch your campaign and begin to post content, do not become a
one-way megaphone of information. Engage your audience with comments, likes,
and Retweets. Be responsive.

Also, do not spam your audience with multiple, repetitive posts. Be selective and
deliberate in all of your messaging.
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Case Study: NSMH - Prior to the Event

Sodexo’s involvement with NSMH begins long before the national conference each
year. In fact, the company remains engaged with the organization throughout the
school year building relationships with students beginning their freshman year of
college via classroom presentations and live attendance at regional events leading up
to the national conference.

However, when it comes to the national conference, they initiate regular meetings
for a planning committee that organizes every detail of their involvement in the
conference — before, during, and after.

Specific campaign elements include:

* Culture of Synergy and Inclusiveness: Sodexo engages students throughout the
year at regional events leading up to the national conference opening ceremony
and closing banquet through special events, networking and interview opportu-
nities, and breakout sessions and panel discussions.

» Strategic Planning: Sodexo strengthens relationships with HR and operations to
leverage their support and commitment to NSMH and college recruitment.

» eCard Campaigns: Sodexo sends eCards both internally and externally to build
excitement, support, and engagement for the NSMH national conference, while
encouraging hiring managers to make employment offers. eCards are also sent to
students for pre-screening and pre-scheduling of interviews.

* Online/Social Media: Each year, Sodexo develops a specialized NSMH landing
page on the Sodexo Careers website for students to get information about their
participation in the upcoming conference. Additionally, they create a Facebook
event page; leverage Twitter, Pinterest, and Google+; and promote the national
conference through an e-newsletter called Career Connections to build relationships
and excitement before the conference. All of this content is mobile optimized and
available to students accessing content via the Sodexo Careers Mobile Jobs app.

* Branding: Through all communications, the company positions Sodexo as an
employer of choice to students and as a corporate option to pursue outside of the
traditional hotel and restaurant industry. Sodexo team member enthusiasm and
energy at the national conference takes on a life of its own quickly and is valued
by attendees.

* Scholarships: Each year, NSMH students can apply either for a scholarship to
assist them in attending the conference and/or for an academic scholarship that is
awarded to a deserving student to be applied to their college studies. The
academic scholarship winner is announced at the national meeting each year.

Case Study: NSMH - At the Event

During the actual conference, Sodexo hosts a number of live activities, including a
welcome/hospitality suite, and their recruiters, operations leaders, and Sodexo-NSMH
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alumni participate in panel discussions and other breakout sessions. Additionally,
they conduct a full day of interviewing intern and management candidates, and
they are the only large company making on-the-spot offers to candidates.

Supporting all of Sodexo’s activities on-site, their team actively posts to
both personal and company social media profile information about Sodexo’s
on-site activities, as well as other relevant bits of information to engage with
attendees.

Case Study: NSMH - After the Event

After the conference is over, Sodexo recruiters reach out to those who were met to
continue engaging them with the company. To facilitate this process, Sodexo uses
their candidate relationship management (CRM) system to stay in touch with those
NSMH members currently in school who might be interested in internships and
those who are preparing to graduate who might be interested in entry level
positions.

For those students still in school who apply and are accepted into the Sodexo
Future Leaders internship program, professional development webinars as well as
virtual mentoring is offered as part of the program. And at the completion of the
internship, former interns are granted access to the company’s alumni network
program called Reconnexions. Access to the Reconnexions portal gives the students
access to additional professional development opportunities and job openings not
available to external candidates.

Also, top students who complete the internship program as well as current
employees who are former NSMH members are encouraged to become official
brand ambassadors for Sodexo at their home schools, sharing information about
careers at Sodexo and encouraging others to become active in Sodexo-NSMH
events. Sodexo provides these ambassadors with social media training and guide-
lines on how to use Twitter and other platforms to engage socially with potential
candidates, and provides opportunities for these ambassadors to be guest bloggers on
the company’s career blog.

For graduates and former NSMH members, Sodexo maintains contact with them
for future career opportunities with the company and also encourages them to refer
other candidates to Sodexo. In fact, the company has gone back as far as 2008 to
source NSMH students who were previously interviewed and may now be ready for
general manager positions.

Additionally, Sodexo works to connect students with jobs through internal
marketing within the company’s talent acquisition team. During their weekly
talent acquisition department calls in the spring, time is dedicated to spotlight
NSMH students to increase awareness of their availability. Additionally,
invitation-only e-mails are sent internally to solicit HR partners to participate
in workshops and panels in support of marketing and branding of Sodexo at
NSMH.
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What Was the Real Outcome?

Each year, metrics are gathered to measure the effectiveness of Sodexo’s communi-
cation strategy as well as overall engagement with students who attend the
NSMH conference. The 2014 conference was held in St. Louis, Mo., and was
overshadowed by a winter storm that prevented many chapters from attending the
conference.

However, Sodexo’s use of Twitter in 2014 vs. 2013 saw an increase of 115 % in
accounts reached and a 7 % increase in impressions. But the true measure of success
was their on-site engagement — despite the overall low conference attendance:
Sodexo conducted 56 management and intern interviews over a span of 8 h, resulting
in 10 offers for management hires and 12 offers for internships, as well as identifying
five students who are under consideration for employment after they graduate later in
the year.

What Are the Lessons Learned?

The strategy developed for the NSMH campaign has become a best practice for
Sodexo’s future college recruitment strategies. Future campaigns will introduce new
mobile technologies/techniques, continue the mentor/coach approach to students,
and foster relationship building with students who attended previous events.

Sodexo’s NSMH campaign is about more than increasing the number of hires
achieved at the national conference. It is about building relationships with students
who become part of a diverse talent pipeline that can meet future hiring needs in the
company. It is about building relationships and strong partnerships with Sodexo’s
internal customers and colleagues in operations and HR who are willing to go that
extra mile to pursue this talent. And, above all, it is about developing an innovative
campaign that brings all of these relationships together to achieve results.

While new technologies have become the tool with which Sodexo implements its
campaign, at Sodexo it is more about the people and the long-term relationships
developed. Developing an effective recruitment campaign is not built simply to
achieve better numbers than last year. An effective digital recruitment campaign
supports the building of long-term relationships that meet hiring needs now and into
the future.
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Abstract

Recruiting events are one way of attracting and finding talent and an integral part
of a company’s overall sourcing channel strategy.

This topical chapter explains the various types of recruiting events and the
kind of talent that is mainly sourced through this channel. It highlights required
investments (both human and monetary) and identifies potential risk areas.

The chapter outlines key steps for successfully planning, executing, and
following up on recruiting events. It concludes with an outlook on the future of
recruiting events compared to other sourcing channels and in consideration of
technology advancements.
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What Are Recruiting Events?

Recruiting events (also known as career fairs or job fairs) are live or virtual events
focused on recruiting a specific target audience — usually at a prescheduled date.
Recruiting events can be organized by a company itself or by third parties such as
universities or professional associations.

Below is an overview of the most common types of recruiting events.

Events hosted by professional associations — Professional or industry associations
may offer recruiting events as a way to assist member companies in recruiting
specialized talent, or they may integrate recruiting opportunities into topical
conferences.

University career fairs — A university’s career services team supports their stu-
dents’ ability to find internships and permanent positions. Especially in the USA,
career fairs are an integral part of a university’s career services offering.

Diversity-focused events — These recruiting events are commonly organized by
associations that support minority groups in their job search. An example is the
National Black MBA Association (NBMBAA). Universities may also offer events
and other recruiting opportunities that target their diverse student population.

Military veteran-focused events — These events focus on the reintegration of
military veterans into the civilian job market. They provide a venue for employers
to specifically hire from this talent pool, and they may also provide resources that
aid in the translation of military experience.

Events hosted by chamber of commerce — Similar to events organized by profes-
sional organizations, (international) chambers of commerce may offer career fair
opportunities to their membership.

In-house career fairs — Companies may also organize in-house recruiting events.
These either are targeted at current employees and provide an overview of various
departments and career paths or may be an integral part of the company’s
selection process for external candidates.

Virtual career fairs — Virtual and online career fairs are a recent evolution of live
recruiting events (Korn 2014). A virtual career fair is an interactive online
platform that connects job seekers to employers and employment opportunities.
Virtual career fairs may last from a few hours to a couple of days and feature 24/7
online access, live chats with recruiters, ability to record video pitches, and
company booths.

Non-recruiting events — Hackathons (24-36-h competitive marathon programming
sessions) and annual interactive conferences such as South by Southwest/SXSW
(Swartz 2015) have become innovative recruiting event opportunities, especially
for attracting scarce technology talent.
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Companies may participate in a few or all of these types of events, depending on
specific talent hiring needs.

People Perspective

There are certain people aspects to take into consideration when conducting
recruiting events. Besides identifying the candidate audience, it is critical to deter-
mine which employees should participate in events. For all event types, it is
advisable to include non-HR employees and managers. This fosters employee
engagement and provides candidates with an opportunity to get a better sense of
the company culture.

When selecting employee ambassadors to participate in recruiting events, the
following attributes should be considered:

— Exhibit a positive attitude toward the company.
— Have good communication skills.
— Represent the diversity of the company and society of the respective country.

In addition, the following outlines event-specific people-related considerations:

In-house career fairs — Recruiting events, especially if they are conducted on-site at
the company, can send a strong signal about the future of the company. The
message to current employees is: “Your job is safe with us because we are hiring
even more people.” In order to avoid disruption of daily operations, there can be
designated stations within each department where candidates can get information.
Breaking down the boundary between external and internal can make candidates
more comfortable with the company’s culture and environment. It also shows
applicants the real life within the company and aids in the decision-making
process whether to join the company. A negative decision based on a realistic
cultural experience is better than having candidates join the company only to find
out that it’s not a good fit.

Off-site events — When organizing recruiting events off-site at an attractive location,
the company sends a clear signal that it values investment in talent. Such events
lack the opportunity to have candidates experience the company culture but might
— depending on the location — offer other opportunities to showcase positive
aspects and messages regarding the company. If the location is too luxurious in
comparison to real life in the company, there is a risk of creating false or too high
expectations with candidates which might lead to increased early attrition.

Off-site events hosted by third parties — Depending on the size and reputation of
the company, attendance at major third-party events may be critical for
maintaining brand equity. Especially large organizations should not miss major
local recruiting events, even in times of crisis. During hiring freezes or very
moderate hiring, event communication should focus on general employer



86 N. Dessain and M. Zeuch

# # DIRECTORY
| T

Fig. 1 Accenture virtual event environment (Source: Accenture corporate marketing)

attractiveness and company information. A decision not to participate in major
recruiting events can cause a long-term harm to the employer brand. Maintaining
a continuous presence is especially important in university/college graduate
hiring. Even when employers are not actively hiring on campus, they can
maintain a presence with students through networking events. As students are
always being reminded of the importance of networking to their job search, they
attend these events even if there are not any open positions.

Virtual career fairs — Virtual career fairs are especially conducive to the commu-
nication style of the new generation entering the workplace. Participation in such
fairs can send a positive signal to the candidates about the company’s openness
for new technologies, its innovative mind-set, and adaptability to the new gener-
ation. The lack of direct personal contact may be perceived more favorably by this
millennial generation than by other workforce segments.

An example of effectively engaging participants in a virtual environment is
Accenture’s 2015 International Women’s Day event. Participants can enter the environ-
ment before the day of live events and access the networking center, resource room, and
expo hall to learn more about Accenture and International Women’s Day (see Fig. 1).

Economic Perspective

Who organizes the event and whether it is a live or virtual event determine the
monetary investment required to conduct recruiting events. The following provides
economic perspectives for the various types of events:
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In-house career fairs — On-site events may result in expenses for:

— Catering

— Investment in additional displays

— Additional cleaning costs

— Security measures

— Safety measures

— Overtime payments for participating HR staff and non-HR staff (especially if
events take place on weekends or after hours)

If the company sells retail products, the event could also be used to familiarize the
visiting candidates with its products and thus increase sales.
Off-site events — Off-site events may require the following expenses:

— Rent of the facility

— Transportation cost

— Cost for designing, creating, and building the complete decoration of the facility
to align with the company’s look and feel

— Overtime payments for participating HR staff and non-HR staff (especially if
events take place on weekends or after hours)

This type of event is usually the most expensive option because the company
basically creates a temporary, in-kind outpost at another facility.

Off-site events hosted by third parties — Off-site events organized by others
may require the following expenses:

— Rent of booth space and participant cost
— Cost for interview space

— Stand design and production

— Marketing collateral

— Transportation cost

Virtual career fairs — Third-party charges for virtual career fair platform access
may vary. It is advisable to collect quotes from several vendors to assess which
solution provides the capabilities needed at an affordable price point.

Risk Perspective

Risks may vary by type of recruiting event, depending on who is the organizer
responsible for the event.

In-house career fairs — On-site events incur the highest risk compared to the
other types of events. Usually company facilities are not prepared to be turned into a
“museum” with open access to visitors.

Risks may include:
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— Safety Risks: Especially when the company also has production facilities at the
location of the event, precautions have to be taken that visitors will not get
injured. This either requires locking production areas for visitor access or having
security guards and/or guided tours through the production.

— Security Risks: When granting visitors access to offices, confidential company
information has to get secured first. This includes whiteboards, pin walls, and flip
charts with discussion results, documents on desks, access to computers, and
other forms of information. It is advisable to conduct an employee security
briefing prior to the event.

If, on the other hand, the visible space to visitors is strictly limited, the positive
effects as detailed under section “People Perspective” will be diminished, and the
investment (see section “Economic Perspective”) might not pay off.

Off-site events — The risk exposure of off-site events usually is in between the
relatively safe and secure events organized by third parties and the high-risk on-site
events. The company is still responsible for most safety risks, unless the location is
managed by a host who assumes that risk. The safety risk for visitors depends on the
choice of the location. The security risk, especially regarding confidential company
data, is low because all information material has to be actively carried to the location
so that the risk of unauthorized access to company information is low.

Off-site events hosted by third parties — Off-site events organized by others
usually are both the safest and most secure form of recruiting event. The company
rents a defined space, and everything around that space is managed by third parties.
Also the risk of unauthorized access of visitors to company information is rather low.

Virtual career fairs — Usually there are minimal safety and security risks if the
virtual career fair is facilitated by a credible organization. Any time personal data
such as resumes, grades, etc., are shared online, the virtual career fair vendor must
ensure compliance with all applicable data security laws.

Operational Perspective

In-house career fairs — Operationally, on-site events are most work intensive, both
for the HR department and for facility management and security staff. Since the
company is liable (see section “Risk Perspective”) for all that happens during the
event, precautions have to be taken, staff has to be trained/informed, and a large
number of staff has to be present during the event.

For an HR department that is understaffed or overworked, a recruiting event at
their own premises may not be doable. An advantage of on-site events is that usually
all meeting spaces and offices are unattended during the weekend, so it is possible to
conduct interviews with potential candidates already during the event.

Off-site events — Depending on the location selected and the services provided by
a potential host, the workload for HR staff varies significantly. Usually HR (poten-
tially with the help of facility management) will be responsible for designing and
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preparing the off-site location for the event which can cause a major workload.
Certain parts of the facility may be used to conduct interviews during the event.

Off-site events hosted by third parties — This form of recruiting event is the
least work intensive. The preparation is confined to the limits of the defined square
meters of the company’s booth area. Neither access control, catering, safety, nor
security has to be taken care of, and HR can concentrate on marketing and recruiting
activities.

Conducting interviews during the event may be limited to semiprivate discus-
sions in open spaces or require additional investment in interview rooms.

Virtual career fairs — While there are no physical activities necessary to attend a
virtual career fair, there are still work-intensive parts regarding information collec-
tion and posting, designing the virtual booth of the company, and attendance of
the fair.

When participating in virtual career fairs, HR has to ensure that all staff takes the
participation in this as seriously as it would with a face-to-face event. Similar to
eLearning, fostering engagement is more difficult than in a face-to-face setting.

Dos and Don’ts

Recruiting events — especially live ones — require a considerable amount of planning
and coordination. It is important to be aware of key tasks required before, during,
and after the event.

The list below captures success factors across all these three stages:

Event strategy and planning — Any type of recruiting tool cannot be a one-size-fits-
all solution. Recruiting events need to be an integral part of a company’s overall
segmented sourcing strategy. Preparation for the event in terms of identifying the
audience, creating an annual event schedule, and appropriately sizing the event
team is a critical success factor. Time and effort required to analyze competitive
event practices and designing attractive marketing collateral should not be
underestimated.

Technology integration — The event can be publicized socially prior, during, and
after the event day (e.g., by encouraging visitors to tweet about their experience in
real time). Pre-event blog posts or webinars around topics of interest such as
resume writing and interview skills can further drive candidate engagement.
Recruiters can learn from social media marketing best practices on how to
promote events effectively (Reynolds 2015). The exhibition stand design may
incorporate digital technology, portable displays, and social media. Using iPads
to collect candidate information during the event enables better tracking and
easier follow-up.

Company culture showcase — Recruiting events can serve both for HR marketing
and for recruiting purposes. Companies should invest in a professional look and
feel for the exhibition stands, print material, and technology to showcase the
company’s unique culture and products. Company culture is further reflected in
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how the event team is dressed and the type and level of representatives the
company chooses to bring.

Candidate experience matters — It is important to create a positive experience for
everybody visiting a company’s recruiting event booth, not only for those whom a
company wants to hire. All visitors are potential ambassadors or detractors of a
company’s image as an employer. A good practice is to walk around and analyze
how other exhibitors (especially competitors) handle this and to integrate these
best practices.

Presence of decision makers — When attending events with potential high-quality
candidates, it is important to bring decision makers who can make immediate
hiring decisions. Inviting key executives to speak about interesting trends draws
talent for targeted networking opportunities and showcases the importance of
recruiting talent at all levels of the organization.

Time management at the event — Especially at large events or for companies that
have a well-known brand, lines at the booth may exceed capacity. Recruiting
should limit conversations with interested visitors to a few minutes maximum and
then schedule a 1:1 interview after the event with those candidates that were
short-listed based on the initial assessment.

Follow-up — Capturing information about candidates during the event is key for an
effective follow-up. Especially for large recruiting events, a timely and memora-
ble follow-up can set an organization apart from the competition.

Final Comments and Outlook

According to CareerXroads Source of Hire Report 2014, career fairs made up 1.4 %
of companies’ total hires in 2013. That was down by 0.5 % compared to 2011.
Overall, career fairs ranked fairly low compared to other sources — only print ads and
walk-ins generated fewer hires (Crispin and Mehler 2014).

Recruiting events have not evolved much over recent years unlike several other
recruiting channels. One could argue they are made obsolete by constant enhance-
ments to online, social, and mobile recruiting channels. On the other hand, a human
need remains for high-touch, quality personal interactions.

This leads to the conclusion that there is an opportunity for recruiting event
reinvention. As virtual, interactive, video, and holographic event technologies
evolve, there may be a potential to reshape recruiting events into something new, a
hybrid between social sourcing, community building, gaming-facilitated assessment,
and experiential employment branding. The advantage of virtual event technology is
that it enables asynchronous access to a global talent pool and may also ease barriers
of access for people with different abilities.

As a case in point, the candy producer Hershey provides a glimpse into the future.
Their talent acquisition team experimented with immersive technology in an effort to
increase candidate engagement at job fairs (Colino 2014). The below image (Fig. 2)
shows candidates interacting with iPads during the career fair.
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Fig. 2 Hershey’s immersive technology at career fairs (Source: http://www.slideshare.net/
fullscreen/hersheycareers/hershey-immersive-job-fair-experience-33602189/1)
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Abstract

This chapter covers an overview of the description, implementation, and man-
agement of an employee referral program. This is an important recruitment tool,
and so it is crucial that any company looking to introduce one or to learn more
about how they work initially researches the processes, benefits, and risks
involved.

The purpose of looking at an employee referral program is to outline the main
areas to consider and dedicate further research before committing to an
organization-wide launch.

The report used current reported methodology and academic findings as well
as the results of studies carried out into this field of staff recruitment, incentive,
and retention.

The chapter shows that this type of program can be extremely successful if
managed correctly and that employees are fully aware of the processes of how it
works and how to access the program and the benefits to them as participants.
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It also looks at the risks to consider and safeguards to have in place with reference
to certain areas.

The chapter demonstrates that with thorough planning and communication, an
employee referral program is an incredibly efficient tool, although one which
should be considered as whether it is a fit to a particular company and the way it
operates.

Undertaking this introductory and feasibility investigation into an employee
referral program will help any recruitment expert or company owner in making a
decision as to the positive outcome which can be achieved through the integration
of such a tool into their human resources recruitment and retention suite of
methodology.

Keywords
Recruitment *« Employee ¢ Referral ¢ Incentive * Program ¢ Loyalty ¢ Retention *
Economy ¢ Human resources

Introduction/Overview

One of the most important elements of any business is the workforce — the staff who
are there each day to make a company a success. It is sometimes not easy to motivate
and manage a team, and so there is a need for a policy to inspire them to remain loyal
to their brand, build trust in them as people, promote confidence in their worth as
employees, support them in their ideas and decisions, and communicate clearly
strategies and corporate vision. A successful industry influencer will engage, educate
and train, empower, and lead their employees by example.

One way to engage and empower is to offer defined and structured incentives
through different policies and programs. One which should always be part of an
inclusive team approach is an employee referral program.

What Is an Employee Referral Program?

An employee referral program (ERP) is an internal recruitment approach where an
organization incentivizes current employees to promote, attract, identify, and refer
possible candidates from both their social and professional networks to current
employment opportunities at their organization. ERPs are considered to be one of
the most impactful recruitment strategies used by every level of company and type of
industry today. When planned and executed correctly, an ERP can produce signif-
icant cost efficiencies as well as provide organizations with better quality recruits.
ERPs are widely considered as sound human resources (HR) and recruiting
business investments because they provide a nonrevenue-generating department
the highest performing cost-effective means to recruit talent in a very efficient
way. They do this while also providing organizations with quality recruits which
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come from their most trusted contacts — their employees. The added value which
ERPs provide keeps employees who participate engaged as well as encouraging a
distinct amount of retention capabilities. As an example, when an employee suc-
cessfully refers a friend or colleague to their company, they not only feel a sense of
contribution to the welfare and success of their organization, they also gain the
positive feeling of helping someone within their own network to find a good job.

People Perspective

When looking at the personal benefits of such a scheme, ERPs offer employee
recognition as well as the ability to boost employee morale when implemented
within a comprehensive employee engagement strategy. They utilize the networking
skills of staff in order to grow a business for the future as well as attract new
customers. Sound ERPs foster a friendly yet competitive spirit among employees.
Those who already work for a company are one of the best and most cost-effective
advertising and recruitment resources, and a solid ERP builds on that foundation
(PR Newswire 2014).

By providing monetary and nonmonetary rewards as well as a sense of contribu-
tion to the success of the company they work for, ERPs encourage current employees
with both short- and long-term incentives to remain with the company for an
extended period of time. Many studies have shown that the benefits of ERPs
outweigh alternative ongoing investment made by companies by attributing the
success of this type of program to key metrics such as the quality of hire, cost per
hire, and overall employee morale.

Most ERPs are designed to have a desirable and positive effect on employee
recruiting as well as employee retention; however, there are personnel-related risks
to ERPs that companies should be aware of. The most likely is the recruiting of
undesirable employees through the ERP. However, this risk can be effectively
mitigated through ensuring that all potential employees are properly vetted through
the HR department and then go through the same training as non-ERP employees are
required to attend. Some staff may be discouraged when they discover and refer
potential employees and then are not eligible for the reward because their recruit did
not make it through the vetting process, but if an ERP participant refers qualified
leads, then this should not prove to be a huge issue.

Friendly competition within the ERP can create a positive and healthy work
environment; however, the ERP will need to be constantly monitored to ensure that
the friendly competition does not lead to resentment among employees, which in
turn can create hostile work environments. Workplaces may need to set limits on the
maximum reward an individual can achieve, either overall or during a certain time
period. Workplaces may also need to create restrictions on who can participate in the
ERP. As an example, a workplace may restrict the recruiting department employees
from participating in the program, since their main job is to recruit potential
employees and ERP bonus programs may not be appropriate for this department.
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Economic Perspective

ERPs can offer both monetary and nonmonetary rewards to influence and encourage
current employees to actively promote their company’s talent brand and employer
value proposition. The goal is to incentivize employees to continuously participate in
the recruitment process and to encourage proactive networking on behalf of their
company to discover and refer great talent. ERPs have grown more useful with the
evolution of technology over the last few years and are primarily utilized by the
employees through social media — more specifically professional online networks
such as LinkedIn (LinkedIn Talent Solutions 2013).

Time is money and this is especially true when it comes to efficiently recruiting
top talent to a forward thinking and future proofing organization. ERPs allow
recruiting departments to efficiently use their time and resources when choosing
candidates for open positions by creating a way for employees to become market-
ing extensions for their company’s talent brand. This means that employees are in
fact actively marketing their employer, searching for and initially screening poten-
tial candidates for open positions, as well as providing valuable candidate
pipelining work for future vacancies. Many HR and recruiting departments are
usually small in comparison to the workforce they support. With the implementa-
tion of an ERP, these departments can raise and promote their organization profile
and achieve much more reach in terms of their recruitment marketing efforts and
targets.

ERPs are not always all necessarily geared toward attracting new employees.
ERPs can also take advantage of the marketing and networking skills of staff in order
to attract new customers. ERPs which are designed to attract either customers or
employees also help raise employee awareness about their workplace and enhance
feelings of unity and respect among coworkers. The costs associated with these types
of ERP are greatly overshadowed by the profits and economic growth that they bring
in with new customers and increased sales (Taulbee 2010).

Operational Perspective

Designing a successful ERP requires communication of how program success is
envisioned and the budget available to determine how straightforward it will be to
achieve the desired outcomes. This could well depend on the size of the organiza-
tion, the industry sector, and how many open roles it is perceived will require filling
in a given quarter or year. In order to maintain a successful ERP, there will be the
need to consistently execute the following:

— Attractive messaging which encourages employee participation while educating
on how to fully utilize the program

— Technology implementation to help streamline processes and capture important
data to measure program success and identify areas for improvement
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— Employee guidance on what the company is looking for in specific positions
which are being advertised as well as relevant information on broader talent
profiles the organization can utilize to pipeline for future hiring needs

It is considered good practice to communicate to the organization the referral
award amount which will be paid out when a successful employee referral hire is
made. The amount needs to be sufficient to incentivize action but not too much that it
becomes a distraction or the amount no longer provides the organization with an
acceptable cost per hire metric. The right amount of referral reward will be depen-
dent on certain criteria such as the following:

— Size of company

— Industry sector

— Position type

— The number of positions

— Time frames or deadlines to fill open positions

One thing to consider is the cadence in which the company pays out the referral
bonus. Best practice is to pay out the referral bonuses in two installments where half
is paid immediately after the referred employee start date and the second half is then
paid after a few months. This approach ensures the referring employee remains with
the company for both installments as well as giving the employer an opportunity to
manage budgets and resources.

There are many alternate forms of referral rewards outside of monetary compensa-
tion. Many companies offer rewards in the form of additional vacation time, tickets to a
special event or industry conference, charitable donations made on behalf of the
employee or team, and even company-wide recognition which is often seen as very
valuable to employees who want to raise their profile as being a worthwhile and valuable
member of the workforce. It is important to provide a variety of rewards to help the ERP
stay fresh and exciting to encourage continued participation by the employee base.

There is also another way which will help expand an ERP program and continue
to receive active referrals. Some companies are expanding their reach to former
employees or vendors as well as trusted contacts within other similar, like-minded
companies (PR Newswire 2012). This type of ERP may or may not offer rewards
from referrals from outside sources; however, it can still be an extremely effective
and cost-friendly approach to recruiting new hires.

Recruiting programs utilize many different forms of marketing when spreading
the word that they are hiring. Historically, companies marketed their jobs using
many formats, from print, radio to even television, but marketing is expensive, and
with limited budgets many recruiting department leaders are using the Internet and
social media as the major vehicle to both fuel the marketing of their talent brand and
carry their employee referral programs.

There are several different ways in which the Internet can be used to its fullest
advantage with any ERP. Redesigning business websites to incorporate the ERP has
been shown to be advantageous when implementing new ERPs (Taulbee 2010).
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Databases and registries can be created to help track employee progress and rewards
earned. Social media can also be used as a way for employees to advertise their
business with no cost to the employee or the business; however, there would need to
be a way to accurately track employee referrals through social media.

Social media recruiting allows for a much more cost-effective means to promote
open jobs but also provides an incredible efficiency when engaging the social media
networks of employees. By engaging these platforms with curated content and job
opportunities, the messaging will be much easier and faster to disseminate to the
range of social media tools. It is important to note that effectively communicating
what the “must haves” are for each position so that your extended recruiting team
(i.e., employees) can focus on contacts within their networks who are in line with
what the company looks for from both a skill set perspective and cultural fit.

There are a variety of social media recruitment tools and technologies available
on the market today to choose from. The place to start is to look at the budget
constraints and then test a program within these parameters. The use of affiliate
marketing technology is a further trend which is seen as being responsible for the
evolution of adoption of an ERP by employee workforces. The more streamlined,
accessible, and easy to understand participation is made, the better the results. This
requires recruiting leads to learn about which technologies will help your ERPs to
become fully integrated into the everyday work processes used by the company
employees. The primary goal with these technologies is to seamlessly engage the
employee population to help build strong online talent pools to be used for both
present and future open positions.

Some companies are also turning to “low-tech” solutions to implement ERPs, and
these have been equally successful (Taulbee 2010). Businesses are able to simply
distribute company business cards with an employee’s signature on the back of the
card, and when a new employee gives that business card to the HR department during
the interview process, the employee receives a reward or a certain amount of points for
the referral (Taulbee 2010). Companies can also limit the reward to employees who
refer successful hires which will help reinforce the integrity of the ERP program.

Dos

Before implementing an employee referral program within a company, it will be
necessary to provide HR and finance leadership with extensive research on best
practices and a prospectus on possible ongoing expenses and maintenance to the
program. It is important to assess multiple ERP programs within different types of
industries to gauge which is the right approach for the organization. It is also
important to fully consider the feasibility and implementation of nonmonetary
rewards because not all ERP programs require money to be paid for successful
referral hires. Recognition from internal leadership, event access to thought leaders
and industry influencers such as at conferences or workshops, and additional time off
mechanisms can be used as rewards for participating. This approach provides
additional employee betterment, networking, and learning opportunities which can
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produce a higher-quality employment experience versus simply making a monetary
payment. Having an all-year round ERP and unlimited referrals objective is impor-
tant because recruitment is an all-year round activity which requires employees to be
incentivized to assist in the continual identification of strong passive candidates who
are in the market and could be referred for current and future opportunities.

Each referral should be tagged in a standardized procedure, and if the candidate is
successfully hired at any time in the future, a referral fee should be paid out to the
successful employee who introduced the candidate.

It is best practice to break ERP payments into installments to confirm referrals
have successfully been employed for an acceptable period of time. This also helps
retain employees who are responsible for the referral.

Continual management and promotion of the ERP program is crucial because
employees have their own job to focus on, but it is important to continually promote
communications of the program highlights, details, and advantages of participation
in order to stay fresh in the minds of all. The best times to introduce the program are
during new hire orientation, company meetings, and at scheduled times during the
year. Showcase how easy it is to participate and what the rewards look like on a
regular basis. Fluctuating rewards and a consistent schedule will help keep employee
attention and interest in the ERP. It is also important to run promotional periods
where successful referrals are paid a premium award versus the usual amounts. This
will help keep interest in program participation during key quarters of hiring growth.

Successful employee referral programs require consistent, standardized, and contin-
ual assessment, measurement, monitoring, evaluation, and maintenance in order to
deliver on their initial benchmarked objectives. The best ERP examples capture,
measure, and market the data and share actionable insights to business counterparts.
This should be in an effort to further justify the investment as well as improve upon
results. These insights should look to answer a number of important questions such as
how many hires come from employee referrals compared to other recruiting programs
and strategies, how long do employees who were referred stay at the company versus
other non-referred employees, and are referral employees more successful in terms of
performance appraisals than non-ERP hires. These are all important talent metrics which
other nonemployee referral recruitment approaches are measured against. One way to
measure ERP quality is to survey current employees and hiring managers to help capture
important data and insights and to gauge how effective the program is as well as to
identify areas for improvement. Most improvement areas which arise are usually around
whether the amount or type of referral incentives is incentive enough to participate and if
the process is easy to follow and provide results for all who are involved.

It is important to maintain a thorough vetting process even with an ERP in place.
There may be concerns voiced about the possibility of hiring poor leads from an
ERP; however, these can be effectively mitigated with a comprehensive vetting
process. ERPs do not replace the employee vetting process, and new hires who are
discovered through an ERP should still complete the same requirements and orien-
tation processes as regular new hires (Mohanty 2011).

Any incentive which is given for ERP hires should be disbursed out once the new
employee completes the vetting and orientation processes. As already indicated,
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companies can also schedule ERP payments once new employees reach certain
milestones within the company. This ensures that employees who use the ERP
program do not take advantage of it by referring people who would otherwise not
meet the requirements to be hired by the organization.

Don'ts

The important issues to concentrate on preventing within an ERP program concern
budget, quality of recruitment, and promotion of program.

Budget constraints are part of every company finances, and the introduction of an
ERP will have a monetary impact — the setting up, the management of, and the
incentive itself whether it is actual money or the cost of a nonfinancial reward such as
access to a chosen conference or training course. Therefore, it is important that the
budget is clearly defined at the outset with each relevant department being aware of
their maximum spend, HR and marketing in particular. Overspend will eventually
bring the downfall of the program, so the excitement of this new method of
recruitment should never overshadow the actual cost of carrying it out.

It is also equally important that monetary payments are staged, so the current and
new employees stay with the company for a set amount of time and do not leave as
soon as they are paid their extra referral fee. Consider a period of time such as 3 or
6 months, perhaps dependent on the usual staff turnover rates.

Carry on recruiting in other traditional ways as well as the ERP. Focusing purely
on ERP employee referrals could lead to poor recruitment candidate choice and the
lack of quality applications.

The staff need to know about the scheme, so do not forget to tell them about it and
how it works. They need to comprehend the overall idea and the exact role they play;
otherwise there will be no referrals as the workforce will not know what they should
be doing.

At the same time, even if you have launched the ERP with an impressive flourish
and accompanied it with information in various formats, do not let the initial
enthusiasm and communication stop at that point. It is a program which requires
regular marketing, and it would be wise to assign a member of staff to take on the
role of refreshing the dissemination of information as part of an ongoing strategy. If
the staff become too involved in their daily workload, they will quickly forget about
the ERP unless there are constant and visible friendly reminders about how it works
and the benefits on offer.

Final Comments and Outlook
ERPs can be extremely beneficial to any company; however, they can in particular

help companies which are understaffed to find qualified new employees to help boost
their ranks. They can also help create a more positive work environment which can
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lead to better employee retention and loyalty. ERPs are not designed for companies
which are already contending with financial issues because most ERP programs will
involve an investment of money, even for those that use nonmonetary rewards as the
actual incentive.

If ERPs are utilized and managed effectively, they can affect most companies in
an extremely positive way. They help to build morale among current employees,
while also increasing both successful recruitment and retention rates. Employees
who are allowed to have a voice in the hiring process may feel that they will be more
cohesive with people that they recommend for positions than people hired through a
random hiring process. This will help increase workplace satisfaction among
employees and also provide a word-of-mouth advertising for businesses, further
assisting in the recruiting process for businesses which utilize ERPs successfully.

ERPs may be the difference maker in companies which are trying to be successful
in struggling economies. They are low cost and do not always have to involve
monetary rewards to be successful. ERPs focus on using the networking skills of a
current workforce rather than, or in addition to, paid advertising. Personnel recruited
through ERPs already have one solid reference which is referring them to the hiring
company, and a thorough vetting process can ensure that companies are still hiring
the most qualified individuals for each advertised position.

An ERP may not keep a company from going out of business or declaring
bankruptcy; however, it will help conserve much needed costs that can be utilized
in departments where the funding can be more effective. Therefore, it is reasonable
to suggest that successful ERPs will benefit the entire company and not just the
recruiting department and the department where ERP hires are assigned. Depart-
ments that may have had funding cutback in the past in favor of more funding for the
recruiting department may be able to have funding restored with successful imple-
mentation of an ERP program.
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Abstract

As demographic realities become more apparent to business and HR leaders, the
focus on early-career talent will continue to grow over the next decade. There is a
significant investment to manage an internship program, but with good prepara-
tion, the investment can strengthen the employer brand and the pipeline of talent
from the rising generation. The foundation of a successful program includes
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meaningful projects and close supervision from engaged managers. With this
foundation, appropriate university relationships can be established along with a
recruiting process, onboarding, and integration into the organization. Planning
should also include a process for high-performing interns to convert to regular
employment. An outstanding internship program will hire motivated and talented
students who feel embraced by the organization and empowered by their man-
agers to make a positive difference in their roles. And these successful interns will
spread positive messages back to their peers and help to enhance the company’s
brand.

Keywords
Employer brand ¢ Interns « Millennials * Recruitment * University

Introduction and Basics

Internships are one lever in building a robust recruiting function and in managing
a company’s employer brand. The National Association of Colleges and
Employers (NACE) in the United States offers the following definition of an
internship:

An internship is a form of experiential learning that integrates knowledge and theory learned
in the classroom with practical application and skills development in a professional setting.
Internships give students the opportunity to gain valuable applied experience and make
connections in professional fields they are considering for career paths; and give employers
the opportunity to guide and evaluate talent (NACE 2014a).

An internship program can provide tremendous value to an organization over the
long run when the conditions are right, but the time and expense of bringing students
into a company is considerable and requires strong commitment and careful prepa-
ration. An internship requires appropriate roles/projects, effective managers, quali-
fied candidates, an engaging onboarding and integration process, and a clear
procedure for ending the internship. The energy and ideas that interns can provide,
along with the potential future talent that can be attracted, can be enormous benefits
to an organization.

The decision to develop and implement an internship program shows a com-
mitment to developing university-age talent. There are many organizations that
decide to focus their talent acquisition efforts on experienced hires who typically
require little development before being full contributors in their roles. Internship
programs require senior leadership support, hiring managers willing to spend
their time (and some financial expense) onboarding, structuring project(s), and
coaching for performance. The amount of work by HR and by the hosting
departments is considerable, so the business case should be thoroughly
examined.
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The learning element differentiates internships from other forms of temporary
summer help or part-time jobs. Organizations that decide to implement an internship
program are committing not only to finding meaningful projects but to supporting
the learning and development of the students who are accepted into the program.
Program managers and hiring managers need to build learning opportunities into the
structure of the internships.

The benefits of an internship program can go beyond the temporary help
completing work projects. Interns require host organizations to integrate
employees who are new to the world of work. In the process of integration, quiet
assumptions about how (and why) things get done in the workplace become more
explicit. Bright and curious interns may question cultural practices that can be
limiting the organization’s effectiveness. This interrogation of an organization’s
cultural practices should be encouraged as an important opportunity to leverage the
power of the intern program.

People Perspective
Talent/Management Development

An initial benefit that will appeal to most business leaders is the boost that an
internship program can provide to building the long-term talent pipeline. Growing
companies, even slow-growing companies, are scrambling to figure out ways to
attract and prepare millennials and the “digital natives” to take on leadership roles.
The 2014 Deloitte Human Capital Report points out that two-thirds of global
organizations are dissatisfied with their efforts to develop millennials into leaders,
and only 5 % see themselves as excellent at this imperative. Young talent that can be
acculturated and come to embody the skills, values, and mission of the company can
be a powerful cadre of future leaders.

Creating a strong brand with the best and brightest of the newest generation of
workers can be a crucial prong in this strategy. A professional, fun, well-run
internship program should be a core element of this strategy. When a company
can consistently attract talented university graduates, develop them into high-
performing contributors, and prepare them to manage and lead within the organi-
zation, a virtuous cycle of growth, talent acquisition, and development can be set in
motion.

In addition to valuable project support, an additional benefit of internships is the
opportunity to provide management experience to high-potential employees who do
not yet have direct reports. The transition from individual contributor to first-line
manager is a notoriously challenging career step. Internships can provide selected
employees with a short-term management experience that includes recruiting and
selection, performance management, work planning, coaching, and feedback.
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Identifying high-value development experiences for long-term high potentials
should be one of the highest priorities for a company’s talent management strategy.
An internship program not only can identify and attract new talent into the organi-
zation, but it can provide a solution to a population hungry for management
experience. But if an organization decides to utilize new managers for interns,
management skills training should be mandatory or at least strongly encouraged.
Management training should include basic skills such as structuring work assign-
ments, observing behavior, active listening, clear communication, and motivating
people to perform at their best.

Of course, the manager of the intern manager should take this experience
seriously, supporting the first-time manager with clear expectations on managing
the work to be accomplished as well as expectations for effective people manage-
ment. But when well planned, the development of the intern manager can be one of
the most valuable benefits of an intern program.

Once the business case is made for an internship program, one of the first
decisions to make is what types of positions make the most sense for the organiza-
tion. Certainly it is tempting to identify departments that have plenty of work that can
be accomplished by employees with very limited experience. But internship oppor-
tunities should give the interns something tangible and challenging to accomplish —
not just busy work.

Employers should start by ensuring that management understands that intern-
ships are part of a long-term talent strategy and that identifying challenging and
meaningful internship roles is a key success factor to implement a successful
program. A good place to start is to encourage strategic business units and
functions in the organization to identify projects that could be delivered within
2-3 months.

Connecting Interns to the Organization

Forward-looking organizations connect leaders to the intern population. When
senior leaders participate in an intern orientation, for example, it sends a powerful
statement about the importance of this population to the growth and vitality of the
organization. And consistent visibility of leaders to interns is one of the strongest
ways to brand the internship program and by extension the company itself. In
addition to welcoming new interns into the company, it can be very effective to
host regular lunch and learns where senior leaders share their career journeys and
lessons that they’ve learned over the course of their professional lives. Interns tend to
react very positively when they can hear about the business trends and how they can
help solve business challenges and how they can be part of the organization’s future.

In addition to senior leader engagement with interns, sharing the norms and
etiquette of the organizational culture will help these new employees to avoid
embarrassing faux pas in the workplace. Cultural training is often overlooked in
organizations because the informal, often unspoken, practices are so embedded that
they are ignored in the orientation process. But for interns who are new to the
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workforce, this often leads to social errors in judgment that could be easily avoided.
An in-person session to talk through communication practices like email, voice mail,
messaging, meetings, etc. can be one way to help prepare interns to be aware of
common communication practices and to be mindful of how they communicate with
colleagues.

Interns should also feel well acquainted with the products or services of the
organization. At Genentech, a biotechnology company where FDA approval is
crucial to the business, the College Programs team developed a board game for
interns to match their products with their corresponding approval year. Games,
presentations, mobile device applications, and an “open house” session are all
possible methods for building interns’ awareness of the organization and its
products.

Connecting the interns to the organization through discussions on the culture and
products of the business is an important first step, but there are also methods to
institutionalize the intern program itself in the larger organization. One way to share
the output of interns’ projects, for example, is to set up a poster session where interns
can share their work with other employees both visually and in person. Their projects
should have some “afterlife” — and both the content and the process of their work can
inspire other employees to take on business challenges and opportunities that can
improve the organization. Intern presentations are another potential way to share
projects with a wider audience. Depending on the number of interns, presentations
would typically need to happen only in a local department rather than to a broader
employee population.

Finally, as organizations seek sustainability, social responsibility, and a reputation
as key partners in solving community and social challenges, engaging interns in
some form of community service can further establish the organization as a place
where the rising generation can “do well and do good” at the same time. There are
many creative ways to identify community service activities that connect to the
mission of the organization. Engaging the interns themselves in identifying oppor-
tunities is one approach that can work well. In the end, interns should see the
organization as part of a larger community and that they should feel connected to
keeping that community strong.

The Intern-Manager Relationship

This relationship between the intern and the manager is a crucial factor in the success
of an internship experience and, by extension, to the success of the internship
program itself. Preparation ahead of time can help to get the relationship off to a
good start. Clarity solves a great deal of challenges. Managers should provide clear
expectations for outcomes and identify very early on the key stakeholders who can
support those outcomes.

Interns can have an early orientation activity that helps them to organize their
work effectively and build good professional relationships. Using David Allen’s
Getting Things Done, or similar approaches, could provide a very useful way to help
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interns plan effectively and manage their work successfully (Allen 2002). Project
success is the foundation of a strong relationship with the manager, but interns
should learn on day 1 (if not before) that successful planning and implementation
must be based on good professional relationships. Relationships are not sufficient,
but they are necessary.

Of course, in a 2-month internship, there is not much time for extensive training in
productivity and interpersonal effectiveness, but some themes and tips should be part
of the orientation and the learning expectations for all interns. To the extent that these
foundational concepts can be incorporated and illustrated concretely in orientation,
performance plan documents, lunch-and-learn presentations, etc., the greater proba-
bility that interns will feel supported and will perform successfully in their roles.

Economic Perspective
Costs of an Internship Program

There are a number of very concrete costs that accompany an internship program. A
business case for initiating an internship program is an important way to present the
notion to business leaders. The business case should include expectations around the
size of the program, recruiting strategy and tactics, employer brand, and effects on
business operations.

One of the first questions to answer is how many interns should one target.
Benchmarking studies have shown that companies that robustly leverage internship
program hire at a rate of about 5 % interns to the overall employee population. The
low-end percentage is about 1 % for companies that have interns but do not invest as
much or convert as many to full time.

It is typically possible to use regular recruiters to fill intern requisitions in addition
to their regular, full-time positions. At least one recruiter should be well trained and
identified as a key point of contact in the details of the intern program and recruiting
process. The time commitment for each intern requisition should be one variable to
consider when establishing the business case for an intern program.

Another cost can be campus or event-related expenses. Establishing an attractive
employer brand with a diverse and relevant university student population requires a
professional presence at universities and career-related events. Although the rapid
transition to digital employer marketing can reduce the costs of some traditional
collateral material (like glossy brochures), driving candidates to digital materials
requires resources from IT partners. There can be significant costs to shooting even
short, high-quality videos. Digital material should be made with care and should
connect the internship program to the employer brand. A rushed, poor-quality video
will tarnish the brand and discourage applicants.

Beyond the advertising resources, the employee time resources should also be
included in the business case. This would include an estimate of the time needed by
HR and the business to go to campuses for presentations, career fairs, interviews, and
less formal campus activities. A strong brand requires a high-touch approach, and
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having the right representatives using their time to speak with students is another
cost that needs to be factored into the case.

A University Relations or College Programs FTE will typically be needed for
larger programs, but even for smaller programs (~30 or less), it would be wise to
allocate 25-35 % FTE to an experienced recruiter or HR Business Partner to manage
the intern program.

Hiring manager time is another cost that bears mentioning. From interviews to
expectation setting, regular check-ins, performance planning and evaluation,
coaching, and instruction, a manager should expect to add at least 10 h per week
to bring the intern up to speed. Ideally there will be some tangible business benefit to
the time invested, but over the course of a 2—3-month internship the break-even point
in terms of a manager’s time is often not met.

There has been a great deal of publicity over the fractious issue of intern
compensation. From an intern’s point of view, the career-boosting value of intern-
ships leads some to consider unpaid internships to get their foot in the door of
especially attractive employers. The option to get academic credit, the network they
can establish, the glisten of a top employer for their resumes, and the possibility of
conversion to a full-time job are important motives for interns to accept such
conditions.

But the litigation risks of such arrangements are convincing most employers that
deciding to have an intern program entails financial compensation. Depending on the
academic backgrounds that one is targeting, the base salaries can vary widely. MBA
interns, for example, can require salaries approximately double those of undergrad-
uates. And fully loaded costs of interns will add 20-30 % to the base salary.

Benefits of an Internship Program

Given the clearly significant costs that interns require from an organization in time
and resources, any decision to implement a program must demonstrate some com-
pelling benefits. Alas, strictly financial estimates of the benefits are more difficult to
demonstrate, but internships are an important process for attracting early-career
talent to an organization.

Recent data from NACE indicates that conversion from intern to regular
employee at their partner companies has been over 50 % (NACE 2014b). A
LinkedIn survey that was conducted earlier this year shows a range of conversions
across industries, from 12 % on the low end (publishing) to 31 % on the high end
(accounting) (Koba 2014). Even the low-end conversion rates show the important
role that internships play in the early-career talent acquisition efforts for
organizations.

Research by PwC has highlighted several elements of an employer brand that
seem to be particularly prominent with the millennial generation. They value
learning and development. They prefer to communicate with technology. They are
attracted to employer brands that they value as consumers. And they value oppor-
tunities for career progression (PWC 2014).
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In the much shorter term, internships can also provide valuable contributions
toward projects that are needed by the company. With managers consistently looking
for additional resources to help them achieve their targets, a well-chosen intern can
be a great solution. Internship projects can include such activities as evaluating
current programs, researching social media strategies and platforms, reviewing the
company website and proposing improvements, drafting a budget, coordinating a
large meeting or company event, gathering information on industry news and
summarizing for the team, etc.

The project must be well conceived. The ideal internship project is one in which
the intern leaves the position commenting that she/he cannot believe that the
company gave so much responsibility to an intern. It should involve some kind of
proposal or decision by a leadership team at the end. It might also require some
interaction across the department and across other functions. And the manager
should be open to expanding the project or initiating a new project if the intern
demonstrates the capacity to take on additional responsibilities.

For interns who are a good skill match for the role or project, and who are highly
engaged, the opportunity to take on additional responsibilities should at least be an
implicit goal. Hiring managers would do well to encourage this kind of enthusiasm
in their interns from the very beginning. Interns need to be very clear about the basic
expectations of the project, along with ideas for how to meet those expectations. But
when a manager also shares possibilities for expanded responsibilities, the intern will
often feel the trust and confidence that can inspire superior performance (Grant and
Sumanth 2009).

As important as a well-planned project may be, the selection of the right candidate
is even more critical. Each internship should have a clear list of technical and
nontechnical skills and qualities that the organization is looking for. Recruiting
collateral, presentations, and interviews should repeatedly emphasize these skills.
For internships, interviews will typically be used to make the selections decisions,
but those interviews should bring out ways to explore the needed skills.

When the project structure and intern selection are done well, value-adding
contributions, even over a 2-month period of time, can be considerable. Important
training sessions can be designed, developed, and implemented. Information can be
analyzed and recommendations can be presented based on a thorough analysis. The
preparation time by hiring managers to structure key objectives, activities, and
stakeholders will pay off much more than a fuzzy, unclear project that takes a
month after the intern has started to finally emerge.

Risk Perspective

Internships are by nature very short term, and in some respects, a program poses
relatively few risks. Poor hires will be gone in 2 or so months, and if the internship
program does not meet expectations, it can be modified or discontinued without
significant disruptions to the business.
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At the top of the list of risks are legal concerns. Payment for internships that at
least meets minimum wage standards is one important way to minimize these risks.
If the organization opts for unpaid internships, then great care must be given to
ensure that the terms meet legal requirements for intern employment and that those
terms are clearly stated in a signed offer letter. Making clear that the position is not
guaranteed after the completion of the internship is an important point to make
explicit in drafting the offer letter (or memorandum of understanding) (Leachman
2013).

Beyond the legal considerations, poorly conceived or executed internship pro-
grams can lead to unwelcome business outcomes. One risk that an internship
program can pose is to hurt a company’s reputation with the younger generation of
workers. Socially networked university students will not hesitate to share negative
internship experiences that can begin with a small circle of friends and quickly
spread to millions of people. The HR marketing and/or communication functions
should be involved in establishing and promoting an effective social networking
strategy for the program.

The best way to mitigate this risk is to execute the program effectively. Some of
the key processes that need to be implemented well include recruiting, selection,
onboarding, manager readiness, performance management, learning opportunities,
and ending the internship. Expectations should be aligned from HR and business
leadership to intern managers and the interns themselves. If the strategy is to convert
a significant percentage of interns into full-time roles, then an effective conversion
process should be put in place and communicated. If there will be few full-time
opportunities, then interns and managers should be aware.

Regular employees should be supportive of interns in general, but there is the risk
that providing too many perks to interns can alienate employees if they are not
available to all. In cost-constrained environments, it is not a major risk, but conspic-
uous intern activities that are not available to other employees do risk raising
eyebrows of employees. An important way to forestall this risk is to ensure that
the intern manager is an enthusiastic and vocal supporter of the intern program. The
internal reputation of the program gains legitimacy when managers defend the
program to their peers. Indeed, one notable comment from an intern at Facebook
(rated the number one company for interns in 2014) was “everyone is actually happy
that interns are there” (Bort 2014). This is the kind of youth-embracing culture that is
a hallmark of successful intern programs.

Operational Perspective

With projects and managers identified, the candidate sourcing process can move
forward at full speed. Of course, many of the sourcing preparation activities can be
initiated well beforehand. The strategy established for the program should guide the
operational decisions, but building a sustainable talent pipeline usually involves
setting up long-term relationships with universities that can be a consistent source of
candidates with the education and basic skills needed by the company. School
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rankings are often a leading factor cited by business leaders, but the relevance of a
university’s academic programs to the business and the geographic preferences of
graduates are typically even more compelling factors to consider.

Universities often try to give greater investment to majors that are relevant to
local industries, so begin by getting clarity on which programs within local geo-
graphic area(s) are the strongest in subject areas that are (and will be) important to
the organization. An important way to manage university relationships is to develop
a structured method that works for the company to evaluate target schools. The
factors should be as concrete and tangible as possible so that the rationale is clear to
program administrators and business leadership.

The effectiveness of sourcing and recruiting should be evaluated based on the
factors that matter most to the company. Strength of relevant programs, number of
university graduates currently employed, diversity profile of the university, geo-
graphic preferences of university graduates — all could be factors to include in the
target school assessment. But the criteria should be customized to align with the
organization’s mission and talent needs. The number of target schools should start
small and expand as needed. It would be wise to start with one or two schools as the
company is starting out or rebuilding an internship program.

Whatever the number of universities targeted by the organization, each should
have a dedicated campus team. These teams are often comprised of alumni, but
could also include people passionate about university recruitment. Ideally, actual
or potential hiring managers will comprise a majority of the campus team. There
is no real downside to very large campus teams, but all participants should be
well versed in the internship program, target candidate profiles, and types of
internship opportunities. Campus teams will be utilized to present the company
and the internship program at campus events, attend career fairs or other
recruitment-focused activities, and conduct interviews of candidates from the
target schools.

One effective practice for managing university relationships effectively is to
assign an intern to be a “campus ambassador” back at their university. At Genentech,
these ambassadors receive a small amount of funding to hold regular office hours,
pizza lunch and learns, coffee chats, etc. back at the university. Building a cadre of
brand ambassadors at target universities can significantly extend the reach of an
organization with potential candidates.

As important as the high-touch, in-person relationships at target schools are for
building a strong employer brand among university students, it is important to have
additional channels to attract applicants from other sources. Social media should be
utilized to communicate all internship opportunities. Each school can have its own
Facebook page, for example, to ease communication with candidates. And a clear
application process should be shared along with the needed education, skills,
mindset, etc. that are expected from successful applicants.

It is typically advisable to have one or more dedicated recruiters who are
receiving the applications and building the candidate pools for each internship
position that is opened. They should understand the program goals as well as the
specific backgrounds and skills needed for the internship. They will be the most
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critical source of information for candidates and will need to make sure that
communication with candidates is professional, clear, and prompt. Failure to follow
up with candidates is toxic to an internship program and to an employer brand more
generally.

At least one recruiter should be part of each campus team if possible, so that
candidates from target schools who are interviewed on campus will be sure to be
included with candidates who come from other sources. A first round of interviews
can occur either at a campus or at the company or by phone or video conference. The
face-to-face approach is always preferable — it’s also preferable when candidates can
be interviewed in quick succession.

The first round of interviews should be followed within a couple of weeks by a
second (typically final) round with the hiring manager and perhaps other depart-
mental leader(s). Because internships are temporary positions, the candidate assess-
ment process does not need to be as time intensive as regular hires, but interviews
should still challenge the candidate to address situations that they are likely to
experience in the organization, and explore the values and motivations of the
candidates.

The interviews are also a chance for candidates to get to know the company
through the campus team and other representatives they meet with. Interviewers
should be encouraged to be open and genuine in discussing the company’s chal-
lenges and opportunities, as well as the particular department and internship project.

Unlike more experienced candidates with many years of work experience to
discuss, interns will have very limited professional stories to tell, so the interviews
will need to focus primarily on educational experiences. Interviewers can drill down
into some depth on coursework and projects completed and can also probe on
relevant skills that the candidate has developed. There should also be time for the
candidate to ask questions, and the quality of those questions should be considered in
the decision to extend an offer.

Internship projects are distinguished not just by their short duration but also by
the academic element that is not typically part of work projects. Ideally, a project
description will highlight the desired major(s) and the skills expected of the intern. A
short statement about the educational value of the internship is also helpful for
student candidates to evaluate the project opportunities.

Of course, an internship project description should include a description of the
primary responsibilities and expected deliverables. Clear project expectations make
the recruiting process more straightforward and successful as both hiring manager
and candidates can have more relevant discussions about the work to be done and the
skills and qualities needed to get the work done.

As the internship projects are being designed, arrangements need to be made for
space and office resources — like a computer, phone, and email account. Often space
is in short supply and interns are sitting in temporary work areas with limited space
and privacy. If that is the situation in the organization, be sure to manage expecta-
tions on space from the time an offer is made. It’s of course not ideal, but being clear
from the beginning about the workspace situation can help to mitigate some of the
discontent that they may feel about the cramped quarters.
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As the project gets underway, there will often be changes that shift deliverables
or timing. Hiring managers must be agile as they may need to make adjustments to
the work expectations in the middle of the internship. And of course, some
particularly enterprising interns might achieve their objectives sooner than
expected, and great managers find opportunities to extend the contributions these
interns can make to their organization. Interns commonly rate the challenge and
impact of an internship as the top factor in rating an internship successful — so
managers should be encouraged to design projects that will provide some stretch
for the candidates.

This leads to the critically important topic of managers. One of the key benefits
that is articulated earlier was the opportunity that internships can provide to allow
novice managers to start to develop effective management skills, practices, and
habits. The clear downside to such an approach is that an inexperienced, unskilled
manager can utterly ruin great employer marketing, a highly professional recruiting
effort, and a brilliantly designed project.

So how to reconcile these competing priorities? In starting up an internship
program, it’s wise to opt for a strong manager. Intern managers should be identified
based on their demonstration of ability, on the one hand, to manage their work and
the work of others and, on the other hand, to build strong, collaborative relationships
and interact effectively with other people. In addition, the manager should have a
strong interest in working with students. The level of detailed explanation will be
much more than normal for a manager, so find intern managers who enjoy breaking
down work into smaller chunks.

Ideally, the manager’s manager will have the skill and capacity to help the new
manager to develop the skills and practices needed to be successful. The new
manager should go through a Management 101/First-Line Manager training before
the start of the internship. And the manager’s manager should be actively engaged in
the project design, as well as the performance planning and management process
over the course of the internship.

Given the really challenging roles that managers have, it’s important to provide
both training and coaching to support them in their people management practices.
They will need to be able to set clear expectations with their interns, articulate the
skills needed to achieve the deliverables, evaluate the skill level, and provide
feedback on the skills and delivery. With very inexperienced employees like interns,
the need for clear, explicit communication about expectations and needed skills
becomes even more critical.

One of the more valuable experiences that interns should take advantage of
is the informational interview. Both as part of their project and as part of
getting to know the industry and function more generally, helping the intern
to schedule one-on-one meetings with the right set of people is an important part
of the manager’s responsibilities. The manager should, then, have a strong
network of colleagues and make introductions to the most relevant people for
the intern.
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Bringing the Interns Onboard

Once candidates have been assessed, the recruiter will need to be ready to follow up
with all candidates and move forward with an offer that can quickly be closed.
Salary, benefits, and other logistics will need to be ready to communicate with the
selected candidate. It will also be helpful to engage the hiring manager or other
business leader to close the candidate on the opportunity of this internship. Top
candidates will have multiple offers, and having leadership ready and willing to
speak with these candidates to encourage an acceptance of the offer is a great way to
close the process.

The onboarding or induction process should be fun, be well prepared, and again
involve business and functional leaders. It’s not necessary for all interns to start on
the same day, but there should be orientation meetings that provide an opportunity to
deliver key messages to a group of interns and complete required forms, receive
employee badges, and get IT equipment and access and other basic information and
equipment.

The orientation should be professional, but lively and interactive. Business
leaders should deliver a welcome and share the value of the internship program for
the company as well as for the interns’ individual career paths. The interns should get
an opportunity to get to know one another through creative introductions. The
program manager should share the program activities that will be happening over
the course of the next 2—3 months.

Overall the tone should reflect a deep commitment to the company and its
mission and should encourage interns to inject their energy and ideas into the
departments where they will be working. The speakers should share personal
stories and their own professional journeys. The interns should be invited to
support each other and their other colleagues in ways that extend beyond their
individual projects. The value and impact of effective collaboration and productive
professional relationships could be a beneficial theme for the intern population.
They should be humble and focused on listening and learning during their short
time at the company, but they also need to find ways to share their questions and
their insights.

The formal, stated values, principles, beliefs, and commitments of a company
should be shared and illustrated as part of orientation, but the unwritten ways that
things get done should also be communicated. A buddy or a mentoring initiative
(or both) can be a great way for current employees to share their experience and
advice with interns. Buddies and/or mentors should be carefully selected and
provided with guidance on the kind of advice and support appropriate in these
roles. These should be employees who are positive and optimistic about the com-
pany and able to relate well to the intern based perhaps on their educational
backgrounds or other areas of common interest. Regular lunches or coffee meetings
can go a long way to making the interns feel welcome and integrated, even outside of
their individual department.
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Internships move fast, but if you can block some time to include basic organiza-
tional skills training, it can be a great boost to interns’ engagement during their time
with the company. Possible topics for intern learning could include topics such as
working more effectively, communication in organizations, building strong profes-
sional relationships, and delivering great presentations. And in the spirit of learning
by doing, it can be really effective to have interns self-organize into committees (e.g.,
social) where they can practice skills of communication, organization, setting prior-
ities, motivating colleagues, achieving results, etc.

As internships wind down, it’s important to have some kind of capstone event that
gives interns a sense of achievement and recognizes what they have learned and
contributed to the organization. Departmental presentations or poster sessions are
two good options to consider. You might also consider a closing internship meeting
that includes both managers and interns to give thanks and recognize. Another useful
concluding activity could be instruction and discussion about managing online
identities effectively. Genentech brings in a representative from LinkedIn, for exam-
ple, to share insights and tips to help interns optimize their social media presence.

Overall outcomes from the internship program should be agreed upon and
measured appropriately. Intern conversion to regular employee status should be
one key metric to consider. Top internship employers tend to convert at least 50 %
of eligible interns. The intern conversion process should be clear and implemented
effectively.

Another outcome to measure is the success or “afterlife” of intern projects. That
is, how many led to tangible business benefits after the intern had left, and how could
those benefits be demonstrated. Other indicators to consider include touch points
with business leaders (e.g., mentoring relationships, presentations), intern satisfac-
tion/engagement surveys, and manager satisfaction surveys.

Lessons Learned: Dos and Don’ts
Internships Should Be Part of Your Long-Term Staffing Strategy

Interns provide a wide variety of benefits to organization, not least is the opportunity
to attract high-quality, long-term talent. The temporary employment as an intern
offers both parties a good opportunity to confirm a mutual benefit. The risk of
attrition drops considerably when the intern understands expectations and culture
in the organization.

An Internship Program Provides an Opportunity to Refresh
the Culture

The ideas and modes of communication from interns can help your company stay
connected with the newest generation of graduates. Design activities that will
combine business relevance and idea generation (e.g., hackathons). The enthusiasm
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and energy that interns bring can help bring engagement and ideas to the
organization.

Combine with University Relationships

Use existing university relationships or build new ones to develop a sustainable
pipeline for internships. Look for opportunities to combine internships with research
coming out of universities. If appropriate, consider mentoring or other supporting
activities to strengthen the company’s partnership with the university.

Interns Should Not Be Viewed as Low-Cost Labor

Although interns usually cost significantly less than regular employees, do not
ignore the educational purpose of the internship and view them as additional
operational workers. It could be a violation of labor laws, union agreements, and
other forms of applicable regulations. Treating interns solely as an extra pair of
hands can negatively influence the company’s image as an employer in relevant parts
of the labor market and could certainly also reduce the number of future interns who
view the company as attractive.

Engage Senior Leaders and High Potentials

Create opportunities for senior leaders to interact with interns as part of onboarding
activities or for lunch-and-learn sessions. High potentials should be used as man-
agers and mentors to give them additional experience in management and develop-
ing others. These interactions can have an energizing effect on the leaders and high
potentials, and this kind of exposure to leadership is a fantastic way to engage and
integrate the interns.

Final Comments and Outlook

Internships are an engaging, forward-looking vehicle to promote your employer
brand with a population of emerging employees and consumers. Thoughtful orga-
nizations can create multiple benefits for a relatively small investment in an intern-
ship program. Interns can help make progress on key projects for your company and
can be a source of innovative ways of working. Mentoring and reverse mentoring
can provide benefits to interns and to regular employees at once. As technology
becomes more embedded into our day-to-day activities, an internship program can
be a valuable method for your organization to get in touch with the next generation,
build your reputation with this generation, and help them prepare to enter the
workforce in a skilful and effective way.
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Abstract

Vocational training in China gets more and more attention in society. It is a long
way to establish a well-working dual education system to prepare the youth for
sustainable employment in a modern economic environment. Due to the fact that
Chinese economy is growing constantly and foreign companies established their
business in China, the requirements of skills changed in the past few years. China
is not the playground for quick wins and low-cost production anymore, but
business and products reach a serious level, which is close to Western standard.

The following case study shows how it can work, which hurdles have to be
cleared, what kind of circumstances have to be obtained, and where the mind-set
has to be changed. Starting from the political decision to change a vocational
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training system to a more suitable one, meeting industry demands faces a lot of
challenges, changes, and chances.

The top-down approach has to bridge a big gap and only people involved can
make the difference. In the past a lot of investigations were taken by different
organizations regarding which country has the best education program in general.
But there is no clear answer about that. No system is directly transferable as a
blueprint to another country.

It takes a lot of persuading, but at the end, the most important aspect is to have a
rough idea, define responsibilities, and start with a small project. Regular commu-
nication and evaluation and monitoring the process are essential and lead to success.

Keywords
Introduction/actual situation * Preparation * Teacher education * Students * Learn-
ing * Daily routine/execution ¢ Perspective

Introduction

Vocational training has a long-lasting history in Germany and guarantees a stable
and well-educated workforce. Most of the bigger companies established their own
technical training center and deliver the practical oriented training. Therefore, each
company installed a training organization to ensure the quality of the apprentices.
Next to an own training facility, the most important aspect is well-educated and
qualified trainers. Basically, these trainers joined the vocational training system
some years ago, got later on some basic methodical and didactical training, and
gained the first experience with a small group of apprentices. It needs at least 2 years
to conduct a holistic education approach.

The second pillar in vocational training belongs to a government-owned voca-
tional school. Teachers take care about the theory. Most of the teachers have a
diploma or bachelor’s degree and are focused on conducting theoretical contents
according to their major.

The general vocational training duration takes three and a half years; in special
cases it can be shortened. All in all, apprentices spend two thirds of the apprentice-
ship in the technical training center, one third in school. For the entire duration, all
apprentices sign a contract with the company and get a monthly salary.

The situation in China is different. The biggest difference is all the apprentices
belong to the school, thus to the government, and have to pay tuition.

All teachers have at least a diploma or bachelor degree and are responsible for
theory training in their respective field.

Since several years the Chinese government takes high attention to develop the
vocational training situation and cooperate with some Western countries. Besides
that, the government spends a lot of money in training teachers abroad, buying new
training equipment and building up new facilities. The necessary conditions are
created and ready to use.
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Due to the fast economic growth of China and the higher demands from the
industry, the workforce and therein the people have to be trained and qualified in a
more effective way. New technologies, cost-saving measures, and high quality
standards need employees who are aware about that and can deliver their knowledge
to satisfy customers’ demands.

A lot of globally acting companies try to solve this problem with an effective
qualification program. To make it successful and sustainable, it is important to spend
a lot of efforts in vocational training. A close cooperation between companies and
schools is the first step for a bright future, not only for the business, mainly for the
employees and their families.

The government is aware about the situation that most graduates want to study in
higher education to get at least a bachelor’s degree. A lot of efforts were made in the
last 10 years; the biggest problem is and will be that vocational training has not got a
high reputation in society.

Preparation

All German car producers want to expand the business in China. Different joint
ventures were set up with the focus on local total production after a while. Mile-
stones were defined and one was the establishment of an own vocational training
system. The responsible managers possess a lot of experience running vocational
training in Germany, but what about China? Is it possible to implement the same
system, which will be the suitable cooperate school, and how to convince the
partners about the cost intensive approach?

A lot of questions raised and the answers were difficult to find. Luckily, the
project had priority and high management attention. A small team with a Chinese
and a German was founded and both ran the project. The Chinese colleague tried to
get in contact with some governmental officials; the German colleague tried to get
support from Germany. The best idea and most important decision was put into
practice. A German master trainer from the German car company should come to
China to help and support the establishment of an own-operated vocational training
school.

After successful negotiation with a department of the Beijing Municipal Educa-
tion Commission , one school was pointed out to be the partner for a common
Chinese-German cooperation.

Learning Journey to Germany

Officials, school representatives, and teachers went for a learning journey to Ger-
many. During their 2 weeks stay, they visited different company-owned training
centers. The objectives were clearly defined and both parties did their best to start a
bright, shining project.
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The Chinese visitors were basically interested in hardware that means equipment,
tools, and the facility themselves. After a while, the discussion turned to the soft
factors. Nothing is running by hardware alone; the people behind make the differ-
ences. The most important role in the education process belongs to the master trainer.
How good are they educated? What does the company provide for further develop-
ment? What is the trainer/apprentices ratio?

A lot of explanations were necessary to convince the Chinese delegation. It was
often mentioned that technical training has a long tradition and is developed over
years. Also, the close cooperation with all relevant business units is important to
evaluate the needs and trends. To be open minded and able for lifelong learning is
mandatory to deal with apprentices as well as understanding the youth. Next to all
knowledge and practical skills, a high focus is on soft skills. Trainers should be able
to deliver fruitful feedback for individual growth. It is the holistic approach that
makes it happen.

One question appeared very often: what kind of training material (hardware) can
the car company provide? The answer was not satisfying the guests. Nearly all
electrical training boards or mechatronic kits were designed and produced by
apprentices and are not available at the market. During this manufacturing process,
an effective learning and understanding are guaranteed, and the technical knowledge
is developing constantly.

At the end of these packed and intensive days, everybody was motivated to
support the project. Although the Chinese colleagues understood that through this
close cooperation there will be a lot of changes in the future, and therefore, they were
a little bit doubtful at that early stage.

Master Trainer from Germany to China

Just a couple of weeks later, a German master trainer visited Beijing. The focus
was to:

. Check the facility and give some recommendation.

. Show the idea of implementation of technical skills.

. Select teachers by interview and give suggestions.

. Learn how China is working and think about whether to spend all his efforts and
energy in China for a while.

B W =

The first condition was easy to handle. Due to the fact that the school moved to a
new campus, everything was brand new. Suggestions regarding equipment were
noticed with the promise to order. The money for hardware was not a problem at that
time because the budget was sufficient.

The first group was a batch of future assembly fitters. In their future job, they need
mechanical skills and knowledge including usage of different kinds of machines,
joining technologies, as well as basics on painting. To teach all of these in real life,
each participant had to produce his/her own product (a model car) and needs an
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own-assigned workbench to do so. It was not easy to convince the local partners of
this approach and of the workbench for each participant.

Selecting Teachers

From a group of ten, four teachers had to be selected. Some requirements were set up
at the beginning, like how many years of experience and what kind of major
communication ability and open-mindedness to learn new education style. A trans-
lator was needed because of the lack of candidates’ English skills.

There is a significant difference between German and Chinese proficiency in the
English language. If in Germany a pupil/student gets an intermediate mark, his/her
English skills are sufficient to engage in a basic conversation. In China many
graduates who passed the CET 4 (College English Test) lack the ability to commu-
nicate in English.

The ten candidates provided were well prepared and everybody had an English
written CV. Some of them failed because their majors did not fit to the requirements
or they were not teachers anymore and worked already at the management level in
school.

At the end, suggestions with pros and cons were given to the school principle, and
after internal discussion, four teachers were selected to join the program. Of the
candidates chosen, each had an interesting history as teacher. For example, one
female teacher was educated for 3 months in New Zealand and two male teachers
had a short-term assignment in Germany several years ago.

Teacher Education

In June 2006 the two female and two male teachers were sent to Germany to attend a
4 weeks training at the “State Academy for In-Service Training and Human
Resources Development at Schools” in Esslingen. The program was developed in
close cooperation between the car company, and the academy’s. main focus was
“activity-oriented learning.”

The Chinese teaching and learning method is usually an ex cathedra teaching.
The teacher is standing in front of the group, reading phrases from a book, or
presenting PowerPoint slides. Students are listening more or less carefully and
repeating randomly as a group what the teacher is asking for.

Chinese students are excellent in learning by heart and they can memorize very
well. This is a kind of short-term learning. After a certain time, it is hard to remember
for the pupils or students what they have learnt a certain while before.

Many Chinese schools are very modern equipped, with projectors and computers
in each theory classroom and teachers using preferably PowerPoint. The position
and standing in the society of a teacher is very high. Therefore, it is very important
that the teacher knows everything. The teachers themselves ensure the smooth
teaching approach by trying to avoid possibilities for their students to ask questions.



124 R. Wieland

This has something to do with the Chinese culture. Losing face has to be avoided.
Unexpected questions can bring a teacher in an uncomfortable situation.

The first day in Esslingen was packed with a lot of information, the introduction
of all participants, the agenda, and the weekend activities. From the next day on,
hard-learning staff met the teachers and interpreter. Half a day was used to explain
the “dual system.” The cooperation between enterprises and state-owned vocational
training schools should work as a role model for the new establishment of both
parties in Beijing. At the beginning some employees of the enterprise joined the
lessons as well. Everybody wanted to know more about each other. In China it is of
high importance to create a bond of trust.

In the first couple of days, teachers were acting like traditional Chinese students.
Listen carefully, write everything down, and be silent. Slowly, the teachers dared to
ask questions when some aspects were not totally understood.

One obvious problem occurred. The interpreter was able to translate the regular
communication. When it came to specific technological terms, the interpreter’s
knowledge was limited. The stunning faces of the teachers emphasized that
observation.

Nevertheless, everybody tried to give all the best for a common success. The
atmosphere and the mood of all participants were always good. There was only one
reason for criticism, the food. Chinese abroad cannot survive without their loved
dishes. One room got a portable stove and in the evening, big cooking events made
everybody happy.

To learn more about the interaction between theory and practice, the facilitator
used real examples, like the brake system of the car. Generally speaking, the syllabus
of a job profile is distributed in several key functions. When talking about the car
mechatronic as a job profile, there are 14 different key functions, e.g., engine and
combustion, transmission and driveshaft, axles, electrical systems, chassis, etc.

The professional teaching approach consists of six different sequences:

Informing — Planning — Deciding — Executing — Inspecting — Evaluating

If learning is implemented as a complete action in the training, it results in a
higher productive efficiency of the skilled workers. That means, it is important
that students learn in an early stage to follow these six steps independently as
soon as possible. Sure, at the beginning the teacher has to explain more details
and more deeply. After a certain while, the teacher is changing his/her role and is
acting like a coach and supports only when it is necessary or the learning progress
is to be at risk.

The six sequences in detail:

Informing: Students use media, documents, the Internet, or technical books to learn
as much as possible theory to accomplish the given task. In the mentioned case,
the topic area was “Different brake systems and their functions.”

Planning: Students have to check the brakes on an existing car. Therefore, they have
to write down a working plan that mentions what kind of equipment has to be
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used, which tools and measurement tools, and the different working steps have to
be listed.

Deciding: Usually, this step has to be done by students and teacher together.
Students show their documents and explain the working approach to the teacher.
It should be a dialog between both parties and the teacher should use questions
that she/he can distinguish if the students understood the content well. Later on,
the decision can also be done with a group of students, depending on their
experience.

Executing: Now, students are going to the car and execute the given task. Here, the
teacher has to control the working safety and observe the action and handling
carefully. It is helpful to make some notes for later discussion.

Inspecting: Students write down the results and recheck it, clean the working place
and store the tools and equipment, and the task is finished.

Evaluating: Finally, evaluation is done to see whether all steps have taken an

optimal course. This has to happen together with the teacher through a technical
discussion.
Errors and aberrations from the planning are analyzed. The workflow is examined
simultaneously and mistakes that could be avoided in the future are detected.
Thus, the students can assess their strengths and weaknesses and develop objec-
tive quality benchmarks for their actions.

This evaluation also pursues pedagogic aims. The existing qualification deficits
shall be recognized in order to target their removal. Moreover, a final work review —
in which the individual action steps are recapitulated on the basis of the action
result — supports the internalization of the action.

As the activity knowledge is still to be built up, the activity execution demands a
comprehensive and reflected planning of the workflow. The students often already
know some basics or partial aspects of completion of a task through the company or
vocational school. But a lot is still to be accomplished before the execution of the
planned work assignment can be started. In such a situation, students often want to
try out immediately whether and how they can proceed with the solution of an
assignment. But such an approach should be avoided even though “making mis-
takes” is allowed.

An “although-they-do-not-know-why-but-they-do-it” mentality cannot do justice
to activity-oriented learning. Radical learning processes can thus not be
implemented.

Here, the teacher shall intervene and demand a goal-oriented planning of the
action steps, because the learning starts from this point. Hence, the teacher has to
observe the learning process and intervene, if necessary. From a didactic point of
view, it is very important that the action steps are formulated by the students.
Therefore, their ideas about the work assignments have to be put down in writing
and subsequently have to be discussed with the teacher. The recognition of
problems which — for the time being — prevent reaching the goal requires the
understanding of the basics and background of a work assignment by the
students.
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That is the theory behind activity-oriented learning. In reality and especially for
all the Chinese teachers, it was hard to catch the idea. The teachers always compared
immediately their teaching environment in China with the learning atmosphere in
Esslingen. One aspect was always mentioned: our classes are too huge to follow
activity-oriented learning. Instead of trying to find solutions on how to apply the new
method, they were busy trying to justify the traditional method.

During teaching hours, another problem occurred. The teachers never heard
something about the coherence between different competences. In their mind teach-
ing and training is only related to technical skills and competences.

For the accomplishment of work assignments in the industry, however, extensive
qualifications are necessary that go above and beyond the pure technical area. Only
those skilled workers who have the action competence at their command are able to
adjust to new requirements as opposed to just being qualified to repeat processes
they once learned.

Qualification denotes the direct utilization and application of what has been
learnt.

Competence, however, describes the ability of the individual to act appropriately
and responsibly in a given action situation as well as to be willing and able to acquire
new qualifications.

Thus, besides the professional competences, methodical, social, and personal
competences, which are independent from the direct workflow, are increasingly
expected from the skilled worker.

Action competence is the ability to accomplish new work assignments in time
and repeating. The skilled worker must be able to deliver required work results in
appropriate time; to decide about means, materials, procedures, etc., to be applied; to
obtain the necessary information; and to communicate with the client, peers, and
colleagues. He/she has to be able to structure the work in a sensible manner and
execute and review it. Thus, occupational learning means the acquisition of action
competence. Competence is much more far reaching than qualification. A skilled
worker can be professionally qualified, but that does not necessarily make him/her
“capable of acting” precisely because he/she possibly lacks the ability to work in
teams and the motivation, the self-organization or the independent and responsible
planning ability.

Professional competence consists not only of knowledge, skills, and abilities
directly related to the profession. Besides the theoretic knowledge and the practical,
well-founded handling of materials, substances, appliances, tools, and machines, the
ability to transfer knowledge and to be able to apply it to new tasks also belongs to
it. Professional tasks have to be recognized; procedures for problem solutions and
decision-making regarding possible work techniques have to be mastered and
evaluated. At the same time, professional and methodical handling of tasks have to
be ensured to be able to apply what has been learned in the professional life.

Methodical competence shall enable the future skilled worker to apply his
learned and tested abilities and experiences flexibly and creatively to unknown
situations and fields of activity. Such a method competence can especially be
promoted through an activity-based and project-oriented instruction during the
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training. For the trainees, the point is to recognize task structures, apply and evaluate
problem-solving and decision-making procedures, and transfer their gained knowl-
edge independently on specific tasks which solution is not clear and predetermined
from the outset.

Social competence defines the ability to cooperate, resolve conflicts, communi-
cate, and interact in professionally demanding situations. Social relationships and
interests have to be grasped and understood to be able to deal and communicate with
others sensibly and responsibly. Among others, it is about the teamwork, tolerance,
cooperation, politeness, conflict resolution, and responsibility and solving individual
and common tasks. An adequate competence and a responsible action can mainly be
internalized by your own activities and by the joint work in groups.

Personal competence is the ability to act for oneself and toward others respon-
sibly and reliably. That means gain in reliability, willingness to learn and perform
persevering, and ability to work under pressure. It also includes the development of
accuracy and conscientiousness, of independence and readiness, to take on respon-
sibility. But also, the ability for criticism and self-evaluation as well as the enhance-
ment of creativity and flexibility should be fostered. The more the students are
motivated to cope independently with a task — important both to them and others —
the more such a competence can be built up.

After that theoretical introduction, the holistic teaching approach was set
up. Methods were defined; the didactical concept and syllabus was introduced, and
learning targets were clear and some technical details understood. As this was a
completely new way of teaching, some of the teachers appeared to be slightly
overloaded by all the new inputs.

Four weeks of intensive teaching was over; the group moved to a vocational
training center of the car company. It was planned that teachers got an insight how
apprentices get trained in a company-driven training center. Now, they experienced
very close the daily cooperation between apprentices and German master trainers.
Sure, it wasn’t easy for the translator to translate each single word, but through
observation the teachers learnt a lot. They were astonished how motivated and
curious the students were, asked questions, and discussed with the trainer in a polite
manner. This was very seldom in China at that time. Also, they recognized a calm
atmosphere while every student had some tasks to fulfill and followed the action-
oriented teaching.

How to bring these standards to China? A big question mark occurred in each
teachers face.

Students

Participants in vocational training are called students in China. This sounds better
than apprentices and expresses no differences to students in universities. All stu-
dents, no matter which institute, school, college, or university, are united under the
umbrella of the Ministry of Education. It is scaled from national level until provincial
level. In Beijing alone, there are 250 vocational training schools offering different
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kinds of professions or job profiles. Each school that exists has roughly about 3,500
students in total and 250 full-time teachers. All teachers must have at least a
bachelor’s degree. Most of students joining a vocational school did not pass the
exam for university. Therefore, their motivation to learn is less because all of them
know, after examination, the possibility to catch up a good and well-paid job is very
low. But the circumstances are changing in a growing market. Blue collars are the
workforce to produce products in high quality. Most of the Western companies pay
high attention to the education of their staff, no matter which kind of job they fulfill.

As mentioned in the introduction, the Chinese government knows about the
demands of the companies and wants to convince the local producers as well to
invest in good-educated and well-trained skilled workers.

To show the holistic approach in recruiting students, the home company’s
recruiting test papers were used as a blueprint. The test papers were translated.
The context was focused on math, logical thinking, Chinese phrases, basic English,
and technical understanding. Additionally, a manual hand skills test was established.
A short introduction to all parties involved followed so that each member of the
recruiting team had the same understanding about the process.

The school made a preselection according to candidates’ grades from secondary
schools. Two hundred fifty participants in the first round were very nervous about the
upcoming test. At that time, it was something new that a foreign company gives
suggestions, how students can be recruited. Luckily, the school management was
convinced. When there is a new education process; the whole system has to be
changed. This was different from experiences from the past when Chinese partners
listed carefully to the concepts of foreign partners, took out only some parts which
they viewed as “the best,” and left the overall process unchanged.

During the test, significant differences between candidates’ performance were
obvious. Some were really below expectations, a lot of them were good and showed
potential, and some of them were outstanding. This situation is typical in recruitment
processes for vocational training in Germany also. At the end of the day, it is
important that a company recruits students who fit to the culture, the products, and
the philosophy of the chosen company. The English test was not highly weighted
because most of the candidates’ English was really poor and even the supervisors’
English was not good enough to judge in a fair manner. One hundred candidates
were chosen for the next day, the practical skills test.

This practical skills test consisted of two parts:

1. A quick check about their hands-on skills. A simple drawing was given to each of
them and they had to bend a piece of wire according to a drawing. Even here, the
differences about the quality were tremendously obvious.

2. All candidates got a second chance and had to build up a car model based on a
technical drawing. Forty-five minutes were given to fulfill the task. Only a few
candidates could finish in time. Most were visibly overloaded and did not know
what to do. One reason can be that Chinese children seldom have the chance to
repair a bicycle, for example. If something is broken, it will be given to a
repairman on the street, whose business it is. Another example is that in Germany,
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kids get toys to build up some models to gain some hands-on skills. This is not so
common in China.

Still, companies need staff with hands-on skills and a sense of technical under-
standing. This is why this type of test is important.

At the end, 24 candidates were chosen to join the “pilot class” for assembly fitter
and 24 as car mechatronics.

From this moment on, candidates knew that they are working for a big automotive
company, and they were quite proud about this. They moved into their dormitories
and got the overview of the schedule and an introduction of the courses. The
company provided working clothes and explained the company history and philos-
ophy to create loyalty of the students from an early stage.

The first 4 weeks were covered by Chinese history and military training. These
lessons are mandatory according to the Chinese law. After that time, it is negotiable,
what kind of lessons are following. Of course, there is a rough plan made by school,
but the companies should focus on their demands and establish a training and
teaching plan according to their needs. Therefore, it is very important to invest in
a person who is permanently in school for an ongoing support. This might be a
guarantee for a sustainable development; in the case described, it was
definitely true.

Many Chinese, no matter which function they have in daily business, went to
foreign countries, asked a lot of questions, and heard about new teaching and
training philosophies. The essence of dual education, however, cannot be found in
lesson scripts, curricula, or classroom designs — the essence can only be understood
when talking with students, on-site masters, and teachers about their experience.

Project Learning

In the following chapter, the focus will be on the assembly fitter education. There-
fore, the car company sent a German master trainer to China to stay at least 2 years in
the cooperation school to deliver daily on-site support. The trainer from Germany
brought technical documents to establish a project-based learning system in the
school. The project consists of a 1:10 model of the so-called Unimog. The ideal
case of teaching was described above as complete action in training.

For the informing phase, it was very important to find some Chinese textbooks
about the information needed. The market for such books is huge. Beginning with
technical drawing, a lot of good books were already published in the market.
Technical drawing is the entrance card to understand a complete design drawing.
In the past students learned some rules and regulations but did not use this knowl-
edge afterwards. Here, it became the foundation for all the next steps. Students got a
single drawing from one part of the entire project. They had to:

— Understand the drawing.
— Identify which technical skills were needed to produce this part.
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— Deliver the expected quality.
— Know the theory behind it.

Even though the approach sounds straightforward in theory, reality was different.
Additional on-site support to the school was necessary to teach all detail skills for the
abovementioned learning process.

The “four steps method” is very popular to explain a technical issue and ensure
that the students grasp the context.

1. Preparing and explaining: The teacher or trainer prepares all relevant materials
which are needed to demonstrate what he/she wants to show. He/she gathers
students around him/her and explains in detail the technical aspects, the functions,
and the security aspects or, when needed, a machine.

2. Representing and explaining: The teacher operates with relevant material or
machines and explains in detail what he/she is doing and why. Repetitions and
asking questions, to ensure students grasp the details, are necessary.

3. Reproducing and making explanations: Now, it is the students’ turn. They have
to handle the given task and explain their action to the teacher. If students can
handle the skills acceptable, the next step will follow.

4. Deepen through exercising: Students are able to handle tools, machines, and
measurement tools by themselves and can fulfill the given task in a proper quality.

Especially, here was the bottleneck in that approach. Only a few Chinese teachers
were able to show their hands-on skills. Most of them are theoretically educated in
universities and are not used to practice. This was the second important point to
preserve German master trainer support. Nevertheless, the most important aspect
during the first couple of days was a deep cooperation and communication. Nobody
could achieve the highly appreciated goals without the other. Of course, the com-
munication was not that easy at the beginning. The obstacles occurred of something
unknown. Communication has to be set up and a foundation of trust and reliability
has to be created that cannot be implemented by defining authorities.

Some joint events were organized by the school. Gatherings and activities in
leisure times involving the families created the bond of trust which was necessary for
success.

Remark: Everywhere in China where foreigners try to speak Mandarin, they are
much more welcomed. The same applies to dining habits and selection of food: The
more a foreigner expresses his/her appreciation for local culture, the higher the
acceptance.

Basically, the project is divided into two parts:

1. Single exercises: On a single spare part of the entire product, students learn the
relevant technique. That means, here, the students have to inform themselves about
the theory, they plan their work, and they discuss with the teacher. Afterwards, the
teacher uses the “four steps method” to show the right handling; students execute,
inspect the manufactured part, and evaluate it with the help of a quality sheet.
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To make it more visible, an example is given. The drawing shows a “steering
bearing.” Students know how to read the drawing. Then, they write the working
plan with different steps: Marking, corning, and filing. They use a high caliper to
mark the sizes. The usage of the hammer and center punch to corn. They describe
the different files they want to use to fulfill the requirements. The square angle is
necessary to check frequently the angularity and flatness; with the vernier caliper,
they control the size of the part. After a self-evaluation, students show their result
to the teacher. The teacher uses the same quality or evaluation sheet and gives
his/her points. One hundred is the highest score; less than 60 means failed. At that
stage it makes sense that the teacher has a technical talk to the student. At the
beginning it should be individually; later, it can be as a group discussion.

2. Exercises to deepen the strength: There are a couple of spare parts which
require no new technology or skills. For these parts there is no specific evaluation
sheet available. But at the end, when it comes to assembly, failures are easy to
detect. Therefore, students have to work very precisely as well. Especially when it
comes to machining work, students have to work very carefully and follow the
safety instructions. Working carefully all the time, checking the sizes frequently,
following the working standards, and trying to achieve a good result are much
more important than rushing through. For both, teachers and students, one aspect
was hard to accept: cleaning machines and working environment after usage or at
the end of the day. Even students were able after a while of permanently
exercising, after weekends or vacations it seemed, they forgot everything about
cleanness and order and the disaster started again. Companies have to take really
good care and have to train their staff regularly to avoid losing control and getting
in a mess.

To complete the entire Unimog model, 17 different mechanical skills are
necessary:

(a) Quality management: it is divided in several tasks and has to be trained
frequently.

(b) Marking: transfer the drawing onto raw material.

(¢) Corning and stamping: make the lines visible.

(d) Sawing: the first simple chips workmanship.

(e) Filing: removing chips in different tolerances.

(f) Drilling and lowering: making boreholes by using a machine.
(g) Milling: conventional machining tools driven.

(h) Turning: conventional machining parts rotating.

(1) Tapping: cutting threads.

(j) Grating: increase the quality of boreholes.

(k) Joining: differences between temporary and permanent joints.
(1) Assembling: mount all single parts together.
(m) Material science: has to be taught when new material shows up.
(n) Bending: construction work for cabin and dumper.

(o) Welding: different welding technologies.
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(p) Bearing: area of application.
(q) Basic automotive training: how a vehicle works.

This training approach works well in the cooperation school and is still in use.
During more than 6 years of close cooperation, the teachers’ role changed success-
fully. All of the teachers on duty are able now to teach, train, and coach students to
achieve a technical level, which is appreciated by the company. It was, however, a
long process.

The role of the teacher is newly defined with a lot of expectations from
company'’s side.

The teacher takes over a position not so much in the center of the action but in a
didactical vital function. He/she has to arrange the learning situation and be respon-
sible for the learning processes. In this case they often take on the function of a
mediator or counselor.

Part of the responsibility will be transferred to the trainees. The teacher does not
“produce” the knowledge in the heads of the students. Their job is to enable and
support the processes of independent development and acquisition of action com-
petences. Teachers design and help rather through learning questions, tasks, and
requests and advise the trainees during the planning and execution of action goals.
Teachers point out possibilities of action and ask for alternatives, make information
sources accessible, and prepare them systematically as needed. Besides this, the
teachers support the execution of the work, point out inspection criteria, and counsel
during the assessment of work results in the framework of a technical discussion. At
the same time, the principle to keep support to a minimum is always applied or in
other words: “as little help as possible and only as much support as necessary.” Thus,
the teacher intervenes in the learning, planning, and work process only if it is not
possible for the students to develop solutions independently in reasonable time and
required quality.

Students get a new role as well. In primary and secondary schools, they were used
to listen to the teacher during ex cathedra teaching. Now, they are requested to
participate actively and are in the focus of the new education model.

Here, it may be noted again that action competence is only built up when the
acting knowledge is structured and thought through systematically, conceptually,
and professionally as well.

Daily Routine/Execution

In the news it is always mentioned how concentrated and disciplined Chinese
students are. Sure, as long as they get recorded and the visitors are announced, it
looks like the Chinese students are lamblike. Working everyday in a Chinese
vocational training school shows another picture. And this picture looks like every-
where in the world, luckily. Students try to explore their constraints. Some try to be
the best, some like to cheat, and some are even lazy, but at the end it is the job of a
good teacher to educate and guide them. It is very important to set up clear targets
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and expectations; ultimately, a good job perspective is given. Everybody’s perfor-
mance counts and everybody is responsible for himself/herself.

The Chinese teachers gave each student some special tasks, e.g., monitor, respon-
sibility for the keys, etc. This was the first step to strengthen their sense of respon-
sibility. If something went wrong, the teacher reacted immediately, gave some small
punishment, and noted it. This was one requirement from the company, to observe
students’ behaviors. Eventually, it affects the scholarship which was provided by the
company.

On the other hand, it makes more fun and brings a better atmosphere when a
pleasant learning environment is given. Sometimes, a smile on everybody’s face
makes things easier. And students at the age of 16 or 17 also expect a fair handling.
Possibly, the presence of the German trainer was the reason for the smooth progress.
Students were curious about the foreign trainer. Why does this guy join their class
permanently? He gave instructions to the Chinese teachers, are they not good
enough? How to communicate and act with him? A lot of open questions occur,
but after a couple of weeks, the German was totally accepted. Everybody got a
benefit from each other. The good cooperation and communication between the
trainer, the teachers, and the students was never a question of language; it was the
question about mutual respect and trust.

The students found out very soon that the trainer wanted to establish a well-
running education system at the school and tried to support them whenever it was
needed as well and that impressed all students deeply, the trainer showed good hand
skills and got dirty hands.

The teachers were a little bit shy at the beginning and did not dare to asked
questions or wanted to tell their opinion. But teachers also figured out that the trainer
offered help in a kind manner.

Every morning, all teachers, including the trainer, used a small shuttle bus to
reach the school. Transportation time was used to discuss the upcoming day. Open
issues were clarified, the schedule finalized, and also some private words were
spoken.

The students were already in the class after arrival. They behave very disciplined
and prepared already tools and equipment. The teacher explained the goals of the day
and students started working independently. When it came to presentations that one
group had to present the safety rules for using a drilling machine, for example, the
students were a little bit nervous at the beginning. The entire groups gathered around
the board, no matter how many of them were presenting. After they were used to
give a presentation, it was not a problem anymore. Only one student was standing
self-confident in front of his/her classmates and presented well. Teachers seldom had
to add some contents but when necessary, they did it in a polite manner.

One issue was always under discussion: What are the differences between
Chinese and German students in terms of learning?

The answer is crystal clear. There are no differences, when the Chinese students
receive the same kind of education like the Germans. Sure, it took a while to arrange
everything according to the German standard, but this was reasonable. The key
factor for success is the teacher. If the teacher is willing to change and able to
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conduct lessons, training, and education as learnt in Germany, then there are no
differences detectable. There is only one important point to consider: The German
“dual system” is not 1:1 transferable to China or somewhere else in the world. The
circumstances in each country are different and have to be respected. There are rules
and regulations from ministries which cannot be changed. But the system can be
adapted to the existing environment.

Some companies in Germany spend their apprentices 1 week, where they can
learn something about soft skills and gain experience in unknown situation to
strengthen their social competences.

To give the Chinese students the chance to gain social competences besides daily
working and learning as well, soft skills training was separated and taught to
experience it randomly.

The focus was set up to six key qualifications:

1. Work methodology: is based on how students learn independently and focused on
the professional teaching approach

2. Ability to take the initiative: shows the motivation of students to strive for good
results and using their knowledge

3. Communication ability: is based on using the right words in terms of technical
items and their ability to give and take feed back

4. Cooperation ability: is based on knowledge sharing and respecting peers

5. Problem solving ability: shows students solution orientation based on experience
and their creativity

6. Sense of responsibility: shows the reliability and how students comply with rules
and regulations

After half a year, students have to evaluate their performance first based on a
performance evaluation sheet. In parallel the teacher is filling out a second form.
Afterwards, the student goes into dialog with the teacher and both sheets have to be
compared. The reason behind is to know from each other. The teacher explains
his/her opinion and should name some situations, which were obviously easy to
observe and the student can remember. It is not for sure easy at the first time and both
sides really do not know how the perception and assessment from the other one is —
but this is exactly the reason behind. The teacher should give a feedback and some
advice for personal self-development in an open dialog to the student. A lot of
information and explanations were needed to run this process smoothly and it took
several years to become successful.

The cooperation between a Chinese vocational training school and a German
company attracted a lot of visitors around Beijing and neighbor countries. At least
once per month, the management informed that it has to be cleaned very well.
Unfortunately, the visitors arrived after the class was over. They rushed through
the building, looked at sophisticated machines, and were not really interested in the
new teaching progress.
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A camera team from a local education channel showed up in the school and
recorded an entire day. And they recorded live without any screenplay. Students
were very proud to get filmed and gave their best for the shot.

The second time, a camera team which appeared had another focus. This time, the
record was used for teaching material, which the school provided to the education
market. It showed the development of the project; every single step was explained.
At the end, the result was very attractive: students were set up in action, teachers
were shown during explanation, and animations illustrated the production process.

The highlight in terms of records and media was a visit of certain students,
teachers, and management staff at a local TV station. The Beijing Municipal
Education Commission invited four former students to share their opinion about
their experience they made during vocational training in different majors. After-
wards, a discussion about pros and cons was held. It was an open dialog between
some school representatives and members of the education commission. They
pointed out that the efforts of the government were done. They spent a lot of
money in hardware and teacher education. They reformed the organization and
opened new channels. Now, it is the common task for schools and companies to
establish a new spirit in cooperation to achieve successful goals.

Besides media attention, the “pilot class” got management attention from the
company. As a multiple-car producer, the company has a second production location
in Fuzhou. The management team decided to bring the same vocational training
system to an elected school at Fuzhou. Some representatives from the joint venture
and the chosen school visited the running school at Beijing. Experiences were
changed and the advantages of an action-oriented training were highlighted. After
some deeper discussions, the German trainer supported two Fuzhou vocational
training schools as well. There were two schools chosen because of the huge demand
on students. In total, 12 teachers joined the education training program which was
held during the summer vacation. Immediately afterwards, 150 students were
recruited per school and divided into five classes. This is really a big advantage in
China. There are no long planning phases; everything can be arranged in short notice
and human recourses are always available. When a decision was made, the imple-
mentation is following straightforward.

Next to Fuzhou, the company set up cooperation with one vocational training
school in Shanghai and Guangzhou to deliver after sales training for the dealer
network. All processes were used from the assembly fitter “pilot class” in Beijing.
The company extended the vocational training department, hired some additional
staff to monitor the progress, gave on-site support to the schools, and handed over
the curriculum. The job profile was named “car mechatronics” to ensure the quality
of service and maintenance the cars.

The general education approach is split into two phases. For two years, students
are in school, and in the third year, all students join an internship in the company.
Especially in the plant, students are allocated to one department during that time.
This is not the ideal case. A rotation after a period of time is much better, a challenge
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HR departments are not prepared for. The company provides a monthly allowance to
attract students and brand them. In the past and even at present, there is a war for
talents in China. Good-educated and well-skilled young people are welcomed in
each company, no matter what kind of major they learned. And it is not only a
question of money. A lot of factors have to be borne in mind that youngsters stay in
the company for a while. Where is the company located and does the company
provides transportation? How is the reputation of the company? What kind of bonus
will be paid? Is there a career opportunity? However, the HR departments should be
alert that there is a new generation of job seekers on the market, and not every
company is aware about these circumstances.

Although in the abovementioned case the same happened, students were deter-
mined to join a department for 1 year and learned more or less how to fulfill quantity.
At the end that had nothing to do with learning anymore. It is not easy to change this
mind-set of executives and will take a while until new management style becomes
reality. Luckily, there was one big advantage for the company. Nearly all students
grew up in remote areas of Beijing and the possibilities to find an adequate job were
less. So all of them were happy to join the internship and earned a little bit of money,
and the company promised a bright future. Right now, less than 1 % of former
students quit the job after employment. This is really a good ratio during the last
8 years.

Besides some negative aspect, which is normal to usher a new era, all involved
parties strived to give their best to make some noise in the market. The school invited
all the parents to an “open house.” The parents got the chance to see what their kids
experience during daily routine. Different learning stations were created. Project
learning and soft skills activities attracted parents as well as a test driving circuit.
Everybody was proud to see kids’ performance and a lot of pictures were taken.

To show the school the real holistic vocational training approach at the end of the
third year, a practical examination was set up. During 8 h of work, the students had to
produce a small project which covers all learned context. The entire day was
recorded by a camera team. The students were divided in teams to use the machines
and other resources in sequence. All machines, tools, and raw materials were
prepared in advance and everything was in good condition. The teachers were a
little bit nervous about students’ performance. They suspected that a worse result
reflected a bad teacher performance. But there is no doubt about it. Students worked
fast and concentrated and everybody finished his/her task in time. After the evalu-
ation of the German master trainer, the results were in a range between 78 and
100 points. Everybody was happy and proud about that and the good examination
performance showed all parties that the first batch wrote actually a success story.
Three years in close cooperation set up a milestone at least in the history of the
chosen school.

The cooperation is still working, no matter in which city, and especially, the plants
and dealers are very satisfied with the new educated young talents joining their
business units.
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Perspective

Time is running fast; meanwhile, a lot of money was spent, and finally, the small
“pilot class” became a role model for vocational training in China. The government
is satisfied with the successful implementation of a new education system. The
participating schools can highlight a fruitful cooperation with a German car producer
for self-marketing. The car company can offer attractive employment and ensure the
high quality standards of their products. The teachers learned more in a various field
and the German master trainer got rich in never expected experience.

It seems like a true successful story but there is no time to rest for each and
everybody. The economy is still growing in China. New dealerships open frequently
and new car models will be produced in the future. New employees with a deep
knowledge and the ability to strive for lifelong learning are needed.

During the last couple of years, some good examples for a sustainable develop-
ment followed. The company initiated a regular trainer support from Germany. A
master trainer from a German technical training center spent at least 2 weeks in a
Chinese vocational training school. Together with local teachers, they worked on a
common project and repeated the “four steps method.” Teachers acted as students
under the guidance of the German trainer. Hereby, the focus was on the transfer from
theoretical knowledge to action ability. This program is highly appreciated by
teachers and school heads.

A second pillar to bring German spirit to China is a yearly student’s exchange
program. Two German apprentices stay for 2 weeks together with Chinese students
in their school and generate a common project. The focus is aligned on communi-
cation and cooperation ability of the students. It was exciting to see, how fast they
could work together, no matter how difficult the different languages are. One
interested statement was given by a teacher: “It is fantastic to see, how well
organized the German apprentices plan, execute and evaluate their work scope.”

From time to time, some engineers from the plant production are visiting the
schools and holding a lecture. But it is hard to find suitable persons to deal with
students. They are definitely good educated but their wording is too sophisticated for
students.

A good impact on daily routine had a so-called learning journey. Representatives
from several cooperating schools visited, together with car producer’s training staff,
some technical training centers in Germany. During 1 week, they experienced
different job profiles at different locations. The Chinese colleagues got convinced
that the mixture of theory and practice is an essential part of a sustainable change in
the Chinese vocational training system. They realized the necessity on good skilled
workers with a better technical knowledge.

A lot of efforts were undertaken, a lot of words were spoken, and vocational
training is in everybody’s mouth, no matter in which field.

Now, it is on the Chinese society to continue in writing the story of success, not
only for the economy, basically to provide a prosperous future for the youth.
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Final Comments and Outlook

Years of implementation are gone, success is visible and now? To encourage a
vocational education reform will be the essential project for the next couple of
years. Therefore, learning from the good examples, implementing the holistic
approach of learning/teaching in the entire vocational training environment.

It is not easy to convince all the involved ministries, institutions, schools, and
companies to get in contact and try to change some educational principles.

It is cumbersome to find responsible persons who take the topic really seriously.
Tasks have to be assigned to people who are not aligned with new ideas and
concepts. Here is definitely the bottleneck in a sustainable approach. Bring passion-
ate people together, educate them in a proper way, and reduce administrative
barriers. Only people can make the difference and are able to change their minds
which are necessary to change a traditional education system to become a modern
dual education.
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Abstract

The chapter provides a fundamental introduction into the executive search
industry. Starting by the big picture, the industry with its origin, its economic
dependencies, and youngest developments will be presented. Followed by a
deep dive into the daily work, the direct search process with its most crucial
phases is described. This process is one of the most important core success
factors of professional executive search agencies. The depth level of each phase
in this chapter varies based on its complexity and importance. For the case of
hiring and working together with an executive search consultancy, the need of
understanding some further connections and insights is crucial. Therefore, four
different perspectives on the industry are provided, including the cultural,
economic, risk, and operational point of view. The following section summa-
rizes tips for the daily work with external executive search consultants in the
form of do’s and don’ts. Finally, selected trends such as the war for talents,
gender diversity, and big data allow a discussion about the impact of such
external changes and in which direction it might change the industry over the
years.

Keywords
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Introduction and Overview

Compared to many of the decisions, which need to be made on the highest level in a
corporation, the task of hiring the ideal executive for the current and upcoming
challenges is probably one of the most crucial, critical, and difficult ones. Therefore,
providing systematic, structured, and professional solutions for this major challenge,
executive search consultancies belong to the most important strategic senior-level
management consulting services provided. This chapter will give you an overview
over the industry, its history, and the current economic development followed by a
detailed description of the heart of this professional service: the direct search
process. Furthermore, the four different perspectives (people, economic, risk, and
operational) will provide a diversified view on executive search. In the end of the
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chapter on experience-based hands-on, do’s and don’ts give valuable hints for
working together with an executive search consultancy successfully.

The Executive Search Industry
What Is Executive Search

Executive search, also known as informal “headhunting,” stands for a specific and
well-structured process named direct search. This on a mandate-based service
includes an in-depth vacancy analysis so as wanted the defined profile can be
systematically sourced, contacted, invited to interviews, and finally placed. Due to
the intensity in resources and time, executive search is mainly applied at highly
relevant/rare expert positions and executives such as board member, C-levels, vice
presidents (VPs), and managing directors (MDs). A direct search process is always
initiated to find a specific candidate for a certain position with a very detailed profile
in which conventional recruiting methods such as job advertisements do not induce.
The intensification of the war for talent through more globalization, lowering
retention rates, and increasing expectations of top employees makes it even more
important to win out over other employers. Therefore, the direct search, which
includes preselecting and also proactively addressing suitable candidates, which
are not visibly looking for a new opportunity, is known as the most effective
approach to find and hire the best candidates available in the market. Participants
involved in an executive search process are the client, the candidates, and the
consultancy as mediator or market maker in between. The nature of the vacancy,
either executive or specialist, implies the importance of this hire to the organization
so there is a substantial interest in lowering the risk of hiring a “miscast” for this
position. Therefore, especially such “mission critical” vacancies are often
outsourced to specialized external direct search agencies. Other reasons for the
outsourcing are the following:

» The organization does not have the resources such as know-how, time, or
manpower to process a direct search in-house.

* The organization has been unsuccessful in direct searching the right candidate
with its internal resources.

» The organization needs the search to be undercover to assure that certain stake-
holder like employees or competitors stays uninformed about the vacancy.

* The desired candidate is already known or identified but cannot be addressed
directly so needs to be converted with the help of a third party.

The Rise of the Executive Search Industry

The executive search service, as we know it today, has its roots in North America. In
1926, Thorndike Deland founded the first executive search company called
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Thorndike Deland Associates in New York. Due to the shortcoming of high-profile
politicians after the First World War, he developed the process of actively researching
and contacting potentially interesting candidates for top positions in politics rather
than waiting for them to react and apply on advertisements (Barmash 1991).

About 15 years later, during the blistering industrialization in the USA in the
1940s, the rapidly increasing demand of top managers in corporations led to the
emergence and rise of executive search agencies. In 1942, George Fry founded the
recruitment agency George Fry and Associates in Chicago, followed by newly
founded direct search agencies from notable personalities like Sidney Boyden
(Boyden International) and Spencer Stuart. These early market participants have
shaped this newly evolving industry after the Second World War in the USA
intensively. They also strongly participated in the rapid expansion to international
markets such as Europe just a few years later in the 1950s (AESC 2009).

Despite different national laws, which prohibited nongovernmental job placement
services (such as the German job placement monopoly, which was established in
1931 and was finally overruled in 1991 through the European jurisdiction), several
developments in Europe and around the industrial world led to a fast rise of
executive search consultancies in the late 1950s (Winterhager et al. 2006):

* The increasing competition through the emergence and establishment of interna-
tional companies (especially in Europe).

* The increasing difficulty of developing and promoting executives internally fast
enough.

* The rapidly moving markets and the new emerging challenges to executives
(increasing internationalization of business, increasing complexity and speciali-
zation, increasing fluctuation on all management levels, etc.) have led to an
intense shortcoming of managers and executives in many industries.

» The realization that job advertisements only reach a small percentage (only the
active job seekers) of all relevant candidates for a certain “mission critical
position.”

» The fact that the ideal candidate often works for competitors and is not easy or
even forbidden to address directly.

Spencer Stuart, today representing itself in 55 offices in 30 countries worldwide,
was one of the first executive search consultancies launching in Europe. At Spencer
Stuart, the next generation of rising executive search consultants were educated and
qualified, among others Jiirgen Miilder, the founder of Miilder & Partner. He helped
the European executive search industry not only to establish a new standard of
discretion and reliability. He was also truly engaged in politics and thereby gained
relevant reputation for his guild to become more accepted as relevant and common
part of the “executive game.” Miilder & Partner was acquired from Heidrick and
Struggles in 1997 for $27 million. Miilder left Heidrick and Struggles just 7 years
later due to internal differences. Another game changer, which Spencer Stuart has
produced, is Egon Zehnder. In 1964, he founded Egon Zehnder International in
Zurich and since then built up the worldwide second largest international executive
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Korn/Ferry International 783
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Fig. 1 Revenue of the biggest executive search firms worldwide in 2012 (in $ million) (Source:
CESifo-Group)

search firm with over 68 offices and $650 million revenue in 2012. The number one
executive search consultancy in revenue, employees, and offices worldwide is Korn/
Ferry International. Korn/Ferry was founded by Richard Ferry and Lester Korn in
1968 in LA. Korn/Ferry employs 2,400 people in 80 offices around the world and
reported a revenue of $783 million in 2012 (Fig. 1).

Understanding the Executive Search Economy

Today, the executive search and hiring market has grown to an industry of about $10
billion revenue worldwide. Not only because this pivotal form of management
consulting has its roots in the USA but also due to their competitive free market
economy and the dense landscape of international market leaders and players in all
relevant industries like pharmacy, technology, consumer goods, financial services,
and science, the majority of all search mandates are executed in North America
(Fig. 2).

As many other professional service industries, the executive search market is
strongly fragmented. In terms of size, the market is dominated by only a few globally
represented and market-leading corporations. Alongside, regional and sectorial
specialized direct search boutiques and uncountable well-networked and indepen-
dent sole traders characterize the industry. In order to stay competitive to the
international network effects and knowledge synergies the big international players
profit from, many boutiques and individuals are organized in global networks and
operate under the same brand name.

Another type of fragmentation in this market is the specialization of consultancies
or individuals on selected sectors like financial services or the consumer goods
industry. Having already mentioned two of the major sectors, the manufacturing
industry is responsible for one quarter of the worldwide revenues of the executive
search industry (Fig. 3).
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Fig. 2 Dispensation of executive search assignments worldwide in Q1 2013 (in %) (Source: AESC
State of the Executive Search Industry Report Quarter 1, 2013, p. 5)
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Fig. 3 Segmentation of search mandates to executive search consultancies worldwide until Q1
2013 (in %) (Source: AESC State of the Executive Search Industry Report 2013)

Other service providers do not focus only on a sector but on selected divisions
such as digital marketing or product management in the e-commerce businesses.

Analyzing the revenue of some selected years back to the year 2000, the chart
below demonstrates several important insights about the executive search industry.

Firstly, the immediate dependency of the executive search industry on the world’s
economic situation becomes self-evident. Taking the economic crunch in 2009 as an
example, it involved the most intense decline of this industry ever. The interest but
also the financial ability of investing in cost intense searches for managers and
executives dropped in many economic sectors to a minimum. Even though many
positions became vacant through layoffs during the economic crunch, unstable
forecasts for many sectors led to a mentality of cost cutting on human resources
and recruiting, including expensive executives searches.
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Fig. 4 Worldwide revenue of the executive search industry (in billion US dollar) vs. business
climate index (Source: AESC State of the Executive Search Industry Report 2013)

Secondly, the strong dependency is valid in both directions. As soon as sectors
such as the automotive industry and financial services had found new trust in their
markets such as in 2010, new search mandates for relevant vacancies have been
assigned quickly. The executive search industry had some losses in terms of
insolvencies but quickly found its way back on track and grew by about 29 %
(Fig. 4).

The economic crisis in 2009 had a significant impact on the industry: especially
small boutiques and stand-alone consultants were affected. Consultancies needed to
lay off employees, some even ran out of business. Based on this dramatic experience,
many executive search consultancies, including the market leaders, started to
broaden and accelerate their revenue streams through services such as succession
management, management auditing, leadership development, outplacement,
recruiting outsourcing services (ROS), etc. Korn/Ferry, for instance, bought the
leadership consultancy PDI Ninth House in order to increase its revenues from
non-search sources up to 40 %. Despite these acquisitions, direct search remains to
be the core service as illustrated on the graph below on the example of the German
market (Fig. 5).

Taking a closer look at the youngest market feedback around the world, gathered
by AIMS International, a global Executive Search and Talent Management organi-
zation, the upholding stagnation of the industry in 2012/2013 seems to have come to
an end in 2014. Companies are hiring on all levels, and the war for talents, experts,
and innovation driving executives is already in full swing again. The order books of
the executive search firms are filling up again, and the industry is regaining its self-
confidence (Fig. 6).
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Fig. 5 Segmentation of the German executive search consultancies performed services in 2012
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The Direct Search Process

One can describe executive search or direct search as a consultative process since the
business model is based on advising clients to understand, analyze, and solve a
leadership or staff management challenge. Search consultants strive to first
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understand the needs and dynamics of an organization by getting to know as many
stakeholders as possible. This may include talking to past and present board mem-
bers, key staff people, or members of the community. A search consultant continu-
ally gives feedback during the finding process, and at some point, a new
understanding emerges regarding the scope and nature of the position and the
requirements for a successful candidate.

The search consultant also recommends a research approach to identifying
sources and qualified prospects and develops a road map for identifying the talent
needed by the hiring organization. Throughout the whole process, the consultant
offers the client feedback and advice.

The consultant can help the client prepare questions to set up a key skill set that is
essential in the decision process. In case that questions regarding a presented
candidate arise, the consultant recommends an approach to reference checking and
testing before making an offer or ideally starts with further background information
checks already throughout the search.

The search consultant also typically plays an important role in offer negotiations
with the most suitable candidate and advises on what the client needs to consider in
making a successful offer beyond compensation.

In the end an executive search consultant can be thought of as an advisor who
is responsible for advising the client in keeping the search on track, focused,
and on schedule. Having a timetable with specific deliverables and clear expec-
tations and roles for the client and the consultant helps to ensure a successful
outcome.

Detailed Briefing

Basic Information

A search always starts with a detailed briefing, a discussion between the consultant
or recruiter responsible for the search and the responsible person on the side of the
client or department for whom the recruiting is being executed. From an external
perspective, there might be exceptions, for instance, if the consultant and client have
been working together for a couple of years, he or she may already be considered a
trusted partner — that, by the way, should always be the goal!

One might think that this part of the process shouldn’t take that much time.
Especially as the company being recruited for (in case the consultant is external) is
most likely not planning to spend 2 or 3 h to explain their needs. In the case that the
consultant is an HR professional handling internal recruiting using the direct search
method, his or her contact partner probably won’t bother to define what they want or
need — they will, in most cases, expect that the consultant or recruiter already
understands what is needed if she/he is provided with the name of the position.

But professional search consultants or recruiters in general, either within a
company or from an external recruiting agency, don’t accept an assignment without
understanding the position they are looking to fill — they explore different perspec-
tives in order to fully understand the profile.
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Fig. 7 Preparation and
structure research

Market

Company

Preparation and Gathering Information
In the first place, the aim is to truly understand the client or department and their
working processes in the best possible way.

The consultant should imagine himself or herself working in the company being
recruited for and trying to understand the organization; she/he should define the
company structures as well as their current situation (marketwise, competitor-wise,
etc.), objectives, vision, and, last but not least, their culture (Fig. 7).

Relevant Information: Market and Company

» Company details

* Founder and management, number of employees and international offices, reve-
nue, financial situation, product, vision, strategy, and culture

* Market share/positioning

* Business model

* Partner

* Ranking, reputation, etc.

Relevant Information: Position
e Level
* Requirements

Understanding the requirements of a position is vital, but at the same time, the
level of the position is crucial for the identification of potential candidates at a later
stage, which means i.e.: to whom the candidate will be reporting, how big the team
will be, and what prospects the candidate will have (Fig. 8).
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Fig. 8 Classic company hierarchy structure

Executive (Leader), Manager, and Specialist

To quickly summarize the different levels, the executive (board and C-level, includ-
ing vice president) is most likely responsible for the overall future strategy within a
company, whereas a manager takes care of resources and planning. The specialists
are usually very close to the operational part. Understanding the level of the position
will help when looking at different profiles and determining if they will be interested
in the position that is going to be offered.

Tip: The consultant or recruiter should use or collect different job titles for the
same level. A bigger variety will bring more results when identifying relevant
candidates. Keep in mind that every company has its own structure and its own
way to describe a position — position titles nowadays tend to be very volatile.

Example: Head of Sales = Director of Sales = Team Leader of Sales = Sales
Executives, etc.

Every single detail will help the person responsible for the search to understand
why they need to fill the position. A helpful tool to make sure to get all the basics
together is a scorecard or fact sheet. Using a scorecard in the conversation will
definitely help to guide through the briefing and ensures that nothing important is
missed.

Scorecard
A scorecard describes the mission for the position, outcomes that must be accom-
plished, and competencies that fit with both the culture of the company and the role.
A scorecard is the blueprint for success.

The following structure of the scorecard can help to structure the information:

(A) Job’s mission
(B) Outcomes
(C) Competencies
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Scorecard Example Sales Position

(A) Job’s mission

Task: Describe the essence of the job and why the role exists.

+ What exactly is the candidate going to do in this role?

Example: Support of direct sales team with the overall goal of growing revenue
through effective marketing materials and online campaigns.

It should be kept in mind that the best salesperson in the team is not going to
make the team happy if she/he doesn’t fit into the culture (see competencies). If
it is already doubtful that a person (typical one-man juggernaut) will not be
found in the market, the consultant or recruiter should mention that already and
explain why. A discussion in the beginning will definitely help to successfully
place a candidate at the end of the project.

(B) Outcomes

Task: Develop at least three to five objective outcomes that a person must
accomplish.

* What exactly needs to be accomplished in the first 3/6/12 months?
* How much revenue shall be achieved by the end of the year?

Example: Develop a 12-month marketing plan to achieve revenue goals within
budget of $500.000. Launch campaigns to drive new customer leads from
current 10 per month to 30 per month within the first 9 months.

The responsible party should make sure to have a definition of what exactly
must get done (at least three to eight outcomes — these outcomes need to be
objective and observable) and in what time frame. It’s very important to have the
right people in the right spot at the right time, which means that the consultant or
recruiter should not be hiring a generalist but rather a specialist.

(C) Competencies

Task: Identify as many role-based competencies as are appropriate to describe the
behavior someone must demonstrate to achieve the outcomes.

*  Which competencies are critical and job related for the role?
* What values (company culture) are essential for a long-term relationship
regardless of the role?

Example: Job-related competencies — persistent, proactive and analytical, hardwork-
ing, and influential. Cultural competencies — open minded, fast paced, and
results oriented.

At the end, it all comes down to:

Competencies define iow they expect the candidate to operate in the fulfillment
of the job and the achievement of the outcomes.

The consultant or recruiter should always be looking for narrow but deep
competencies. It should be kept in mind that certain criteria are connected not only
to the position but to the company culture to ensure the behavioral fit — it is not only
about their professional qualifications. People who don’t fit culturally fail at the job,
even when they are perfectly talented in all other aspects.

The search consultant or recruiter should understand the company culture (which
values are important and what exactly defines the culture) and should translate the
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culture into a series of competencies. Sometimes successful hiring means having the
discipline to pass on talented people who are not a cultural fit.

The scorecard not only helps to understand what exactly to look for but is also a
guardian of the culture. It encapsulates on paper the unwritten dynamics that make a
company what it is and ensures those elements are taken into consideration in hiring
decisions.

Along with the gathered information and after making sure that every question is
answered, the person responsible for the search can determine the requirements the
candidate has to meet and prepare a detailed job description that will be sent out to
candidates who are interested in the position.

Job Description

After collecting the relevant information, the search consultant can, together with the
client, develop a differentiated job profile. This will include a clear definition of the
role within the company, the ideal background, and required skills and experiences.

Job descriptions can also be of great value to the client or head of the department.
Creating a job description often results in a process that helps determine how critical
the job is and how this particular job relates to others and identifies the characteristics
needed by a new employee filling the role.

Once a job description is prepared, it can also serve as a basis for interviewing
candidates, orienting the future employee, and in the evaluation of job performance
later on the job — using the job description for future evaluation should be part of
good management.

Components of a Job Description

1. Short company description and background.

2. Functions of the position. Usually this section is the lengthiest and contains
details of what the job actually entails and can be quite specific. It should detail
any supervisory functions in addition to being as specific as possible describing
tasks the employee will face every day. This is also the best place to indicate
whether the person will deal with customers, the public, or only internal
employees. This section should also be used to place priorities on the activities.

3. Competencies needed for the position. This section should detail any technical
or educational requirements that may be critical or desired. This is also the place
to provide some insights into the type of work environment the company is
attempting to maintain and should mention at least a couple of competencies
that define a suitable profile.

4. Reporting. This section provides details on the reporting and organizational
structure. This will help the future employee to better understand how his or
her activities fit into the overall organization.

5. Evaluation criteria. The more specific this can be, the better. Writing this section
will probably help to define what is most important for the organization as well as
for the employee. The consultant or recruiter should try to make sure the
evaluation criteria of the position will promote the type of activities which
enhance the success of the business.
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6. Compensation. From a recruiting agency perspective, it is probably better to
work with a short statement: e.g., depending on work experience. Internal
recruiters could include a range instead of a specific figure — that will ensure
more flexibility. It is usually better to have a specific amount, especially if the job
description is being given to the employee. If the organization uses salary grades,
use that.

7. Physical location and surroundings.

Keep in mind:

* The description should be short and simple and easy to understand and should try
to create a bigger picture.

+ It should start with a description of the company and its history as well as the
current situation and future strategy.

* The job description should explain why the position is open and what exactly
needs to be done in the role.

e Last but not least, it should differentiate between crucial and cultural
competencies.

The document should be well structured and not longer than three pages. One of the
key differences in direct search is that the search consultant or recruiter is actively
contacting candidates in positions where the majority is not actively looking for a
new job — so she/he has to convince them from the very first moment.

Tip: The final version of the job description can be used as another touching point
with the client or department. They should have a look at the summary and give their
final go that the information can be sent to potential candidates making sure that it
does not include any confidential aspects. Nobody wants the market to gossip
around!

One of the last bits that need to be done before the job description can be sent is to
prepare a target company list — a well-structured list of companies in which suitable
candidates are most likely to be found.

Target List
Since these lists are growing through the whole search, there is a difference between
a so-called long list and a short list. With the short list, the client or department will
get an overview in the beginning of first ideas and where the recruiter is going to look
for candidates. Handing it over gives another chance to check if there are any
blacklist companies on the list — companies where she/he should not be hunting
because it is a business partner or a close business relationship.

Depending on the company and the position being filled, it makes sense to
structure the list into different segments:

* Business models

* Size of the companies

» Competitors

» Countries/cities or areas they are operating in



9 Human Resources Marketing and Recruiting: Essentials of Executive Search 153

e Revenue
* etc.

As can be seen, although the search hasn’t started, it feels like a week or two has
already passed. Accuracy will help quite a lot in the overall process. To be efficient,
the search consultant or recruiter had better do his or her homework in the beginning
of the search. But with the overall understanding, finding the right candidate and
starting with the identification are closer than ever.

Identification and Approach

How to Identify “Mr./Mrs. Right”?
After having a closer look in his or her own network, the responsible party should
always start with the screening of the companies on the target company list to
identify potential candidates. The consultant or recruiter should not forget to
write down where she/he has been looking already. The list can be used as a
management tool and a certain control tool. When reporting to the client or
department, it gives them an idea of what has been done and what they can
expect (market perspective).

Other very important sources that might be useful to identify potential candidates
(always depending on which industry/sector being looked at):

* Network or companies’ network

» Multipliers

 Internal or external databases

» Social networks (XING, LinkedIn, etc.)

* Specialist forums, networks, and organizations
* Recommendations

It is important to keep in mind that people (naturally) are always looking for the
next step in their professional career. Candidates to whom the same or a similar
position is being offered (which would mean a side step) most likely won’t be
interested in learning more about the position.

How to Screen Profiles and What to Look for?
One of the most challenging parts is to figure out which profile might be the best and
most suitable. While screening hundreds of different profiles, it is super important to
be very selective in the beginning of the search. Efficiency is truly key! Over the
years, after the consultant or recruiter has probably screened thousands of profiles,
she/he will develop an eye for every single detail and will be able to read profiles
within only seconds.

The consultant or recruiter should make sure to be checking that all relevant
criteria from the briefing are fulfilled and in the beginning only concentrate on those
profiles that fulfill every single detail. The client or department, especially in the
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beginning, won’t compromise right away when a candidate does not have one of the
requirements that she/he is looking for.
Try to keep in mind the following aspects and criteria:

* Professionalism

* Educational background

* Industry expertise

» Job-hopper or unexplained gaps in the CV
 Current position

» Extracurricular activities

+ Keywords

Depending on the position/role being filled, the person responsible should always
make sure to have a certain amount of identified profiles to choose from.

Tip: A rule of thumb should always be: It’s better to have fewer than a hundred
profiles that fulfill every single requirement rather than 200 which don’t. It’s quality,
not quantity, that counts.

There might be situations in which it is unclear if the profiles the consultant or
recruiter has found are the right ones; it’s more cost and time efficient for both sides
to take an extra 10 min to speak about the first profiles and get even more input.

With a variety of different profiles (various backgrounds and experiences but still
within the criteria from the briefing — it is best to find a more junior and a more senior
version) suiting the position, the consultant or recruiter also has the chance to see
what profiles are preferred.

After double-checking a certain amount of profiles (to make sure that the con-
sultant and client are on the same page regarding the expectations) and when the
search consultant or recruiter has identified a solid number of candidates, she/he can
finally start contacting the candidates.

Approaching Candidates
Candidates should always be approached discreetly, individually, and directly while
treating them with the utmost care. Before starting, the search consultant or recruiter
needs to decide what the fastest and most effective way will probably be of
contacting candidates. Having the position as well as the profile in mind, there can
be differences depending on the industry they are working in. In the case that the
position is a sales manager, the consultant or recruiter can probably just ring the
candidate and quickly ask if the offered position could be a relevant next step. Sales
managers tend to be very extroverted and communicative, whereas an IT expert
might prefer an e-mail. The consultant or recruiter should make sure that the
candidate is feeling comfortable with the approach and should try to anticipate! In
addition to keeping the message short and simple, it should contain three to five key
aspects that causes a certain stir of interest and convinces the candidate a certain stir
of interest to talk further about the position.

When contacting a candidate for the very first time via e-mail, the person
responsible should not simply copy and paste — the candidate will probably notice
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and just delete the message. They need to feel that they are special and therefore the
only ones who have been contacted for the position. It is very important to person-
alize the messages in stead of simply changing change the name of the addressee
(one of the worst cases of copying and pasting if sending an e-mail to a potential
candidate is to still have the last name of the former candidate in the salutation). The
consultant or recruiter should be sure to include information that she/he already
found out, e.g., if the candidate has been in the same position for more than 3 years,
use the info as a teaser. “As I see that you have already been with the company for the
last couple of years, I thought you might be interested in a new challenge.”

* Via telephone (fastest way to contact the candidates is to directly call them — be
careful while calling them at work, always try to find a slot before or after
working hours)

* Via e-mail

» Directly via social networks (Twitter and Facebook are not suitable for every
position!)

Scenario 1. The candidate will respond and be interested in more information. Then
the consultant or recruiter can directly give him or her more details — even send
the job description if it is not confidential — and ask for his or her curriculum vitae
(CV) to have a closer look at the profile and get a better understanding of their
experiences.

Scenario 2. The candidate gets back to the consultant or recruiter but is not
interested (common reasons: relocation, position, company, happy in the current
position, etc.). If a candidate hasn’t mentioned any details regarding family and
relocation, the consultant or recruiter should give it another try and see if she/he
can convince him/her — it won’t work out every time, but one out of ten might
take the bait.

Scenario 3. The candidate does not get back within the first three to five working
days. It should be taken into consideration that there is always a slight chance that
he or she is on vacation or a business trip. If they were contacted via e-mail, the
consultant or recruiter can definitely try to reach them via phone after the fifth day,
telling them that she/he already tried to reach them via e-mail. In that case, she/he
should have a short pitch/summary ready to quickly give them an overview on the
phone.

Scenario 4. The candidate does not respond and it’s impossible to reach him or her
via phone. Then the consultant or recruiter still has the chance to ask his or her
network if somebody might know the person or can make an introduction. If the
position is for a PR and communication manager, channels on social networks
such as Twitter or Facebook are also possibilities; those ways of contacting are
not always the most suitable, but depending on the position, they will not be
offended.

But the consultant or recruiter should not spend too much time convincing
people — concentrate on the ones who show interest from the early beginning.
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There should not be more than five working days from the day the candidate is
first contacted until an initial interview is arranged. It is important to keep them in the
loop — the faster the process, the better it feels on the candidate’s side.

Before scheduling an interview, the consultant should ideally have their CV at
hand. It can be used to gain a better understanding of what exactly they have been
doing so far and to check if they fulfill most of the professional or technical criteria.
Some of the candidates will not have an updated version ready because the majority
is not actively looking. For the initial interview, it is a good idea to check if they have
a relevant profile on one of the common professional networks such as XING or
LinkedIn.

Note: The process can be considered as a give-take situation. If the consultant or
recruiter is providing more details, she/he can also ask for an updated CV to already
have a closer look at their background; it’s best to make sure that it’s worth it to do a
first interview. Checking details beforehand enables the consultant or recruiter to
decide whether it makes sense to further concentrate on the candidate or to decide
against him or her. The more efficiently the work is done, the faster the position can
be filled.

Interviews

Preparation

All suitable candidates should be evaluated thoroughly during a minimum of at least
two interviews (via telephone and ideally in a personal interview involving at least
two people) and should be reviewed under special consideration of relevant quali-
fications and competencies. As mentioned before, the job description or the score-
card can now be used to structure the interview and make sure that the most relevant
requirements are being focused on.

To be a great interviewer, one must get out of the habit of passively witnessing
how somebody acts during an interview — decisions shouldn’t be based on how
somebody acts during a few minutes of a certain day. The consultant or recruiter
should use at least two interviews (plus a reference interview) to collect facts and
data about the candidate’s performance track record.

Once a potential candidate has been found, the search consultant or recruiter
should prepare a well-structured guideline to use in every single interview for the
position, making sure that there is an objective basis to compare the candidates and
to evaluate their skills. There are hundreds of different ways to interview and
techniques to use. The technique is not the most important aspect but rather making
sure that the same structure and questions are constantly used for every single
candidate that is going to be interviewed. This is to try to ensure a comparable
starting situation.

Note: The consultant or recruiter should try to spend at least 10—-15 min in
preparation before picking up the phone or meeting the potential candidate, and
she/he should show interest! Looking at the candidate’s CV or profile, what they are
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currently doing, and where they are working are good ideas. These provide a starting
point to trigger the discussion.

First Interview (Phone-Based or Personal Interview)
Guideline for the first interview (minimum of 45—60 min):

* Overview of the interview — How long it’s going to take and what you are going to
talk about: it is important to give a road map!

» Short introduction of himself or herself and the company she/he is working for
(this helps to establish some kind of relationship from the early beginning
throughout the interview)

* Basic checkup of the requirements (background and education, professional
career steps, salary, availability, etc.)

» Evaluation of relevant experience — Get curious (What? How? Tell me more)

* Motivation and value system

» Expectations

* Short overview of the position and first questions

* Outlook and next steps

The interviewer shouldn’t just ask about all the information that is important for the
position — she/he should engage the candidate to take part in the dialog! That is the
only way to find out if she/he can be considered as Mr. or Ms. Right. But it should be
kept in mind that for 80-90 % of the conversation, the candidate should be speaking.

In the unfortunate case that the candidate is not convincing or lacks experience,
the consultant should already point that out during the conversation. This will help
later on if he or she must be rejected later in the process.

In the case that the candidate fulfills the requirements and has convinced the
consultant or recruiter to talk a bit more about the position, the next step is to set up
another interview to talk about more details (again, the faster, the better. Do not lose
too much time in between the interviews — the more time in between, the more
difficult it is to remember details). Now it is time to send out the job description if
that has not already been done. This gives the candidate a chance to further research
the company and investigate a bit more to see whether the opportunity could be a
possible next step.

Tip: It’s best to try to arrange either a personal meeting or at least a video call for
the second interview. A personal interview will give the consultant another chance to
not only hear what the candidate says but also see how she/he acts.

Second Interview (Personal Interview)

The second interview can be considered even more important because it allows the
consultant or recruiter to gather additional, specific information about the candidate.
They can focus, for example, on the outcomes and competencies of the scorecard and
be curious after every answer by using the What? How? Tell me more framework.
She/he should keep asking until it is clear what the person did and how she/he did it.
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Guideline for the second interview (minimum of 60—90 min):

* Details of position and Q&A

» Evaluation of the job-related interest of the candidate

* Review of necessary competencies: What? How? Tell me more
» Strength analysis and attitude

» Evaluating and double-checking cultural fit

The data gathered about the candidate now ideally matches up perfectly with the
job and the culture of the company, and in the consultant’s or recruiter’s mind, the
person already works for the company. When the two interviews are over and the
consultant or recruiter feels totally excited about the potential candidate, a third
interview should be considered — the reference interview.

Reference Interview

The reference interview can help grow even more understanding about the candidate
and might point out a couple of important aspects. There are three things to keep in
mind to have a successful reference interview:

» Pick the right reference (boss, peer, subordinate. Do not just use the reference list
the candidate provides).

* Ask the candidate to contact the references to set up the calls or at least to
inform them.

» Conduct the right number of reference interviews (minimum of three).

The consultant or recruiter should try to verify the candidate’s answers by using a
couple of questions from the previous interviews; asking for multiple examples helps
to put strengths and development areas into context. It is good to keep in mind that
people probably don’t change that much when it comes to certain criteria — past
performance really is an indicator of future performance.

Candidate Short Profiles, Interviews, and Feedback

After interviewing the candidates, the consultant or recruiter should compose a brief
and precise short profile that offers a representative overview of the collected
information including a personal recommendation. On the basis of these short pro-
files, the client or the internal person responsible should be able to get an overview of
the candidate and decide whether she/he would like to interview the candidates
or not.

Tip: The person responsible should use the job description to point out certain
competencies and prepare a single fact sheet using a scale (1-5) to make sure that
she/he, as well as the client, is able to validate on the basis of the same criteria.
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Short profiles usually contain:

* Criteria (background, professional experience, availability, salary, etc.)

— Career insights (challenges, personal development, and achievements)
» Competencies, especially cultural fit

— Attitude, personality, and strengths

— Motivation, value system, and goals
 Personal evaluation and recommendation of the interviewer

If the client is not turning down any recommendations from the search consultant,
that is a good indicator that she/he understands what the client is looking for.

After presenting the candidate to the client or the internal person responsible and
helping to schedule interviews, the consultant or recruiter should always try to take part in
the interviews. That can help a lot to even better understand exactly what they are looking
for. The consultant or recruiter should try to make sure that she/he still owns the process
and shouldn’t leave them alone. The search consultant should be managing the process!

If the consultant or recruiter won’t be able to take part in the interview, it is best to
schedule a feedback meeting/call to get detailed feedback. If possible, she/he should
do this right afterward to get first impressions, no matter if they are positive or
negative. The feedback helps to better understand what is most important for the
client and what they are focusing on.

Tip: The consultant or recruiter shouldn’t be offended if the other party is coming
back with negative feedback; that feedback can be used for future interviews to
ensure that the following candidates fulfill the missing aspects.

Selection of Candidates and Negotiation

If the client or internal person responsible shares the same opinion regarding the
candidate, the consultant or recruiter should make sure that she/he will be kept in the
information loop. It’s not a good idea to turn them loose and try to coordinate with
the candidate as well as with the client. At this stage of the process, it is even more
important the consultant stays up to date in case there might be room for further
support, e.g., during the contract negotiation phase.

The search consultant or recruiter should always be aware of possible changes
and therefore try to mediate between the client and the candidate. Until the ink on the
contract is dry, she/he should try to stay very close to both sides.

Successful Placement of a Candidate

After the candidate was successfully placed, the consultant should definitely stay in
touch with the client. It makes sense to get feedback at the end of the first 90 days
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after the candidate started working for the client. The consultant shouldn’t hesitate to
meet up with them and get feedback on how things are going. It’s a good idea to try
to stay in touch even longer than the most critical time period of 6 months — always
keep in mind that this placement could be a future client.

Tip: The consultant should let somebody else from his or her company do a
quality call right after the placement and after a certain amount of time to verify what
the client was thinking during the process and if there is room for improvement.

People Perspective

People live and work in an age of transformation. Companies are challenged by
continuous change due to a more globalized and fast-moving environment. On top of
it, demography is affecting company growth or even a stable balance within the
workforce. Today, most industries are only confronted with the tip of the iceberg.
The so-called war for talent has just started. Soon, the next generation will impact the
economic developments since fewer skilled workers (professionals, managers, and
executives) will be available on the job market. This forecast results in a fundamental
change within the workforce. There is a shift of power between the employer and the
employee, which has a substantial impact on all parties involved. As a result, there is
a high demand for executive search, which influences both company and employees
(candidates) on different levels. In the following, the motivational and cultural
changes will be stressed.

Partnership Between Candidate and Executive Search Consultant

Over the last years, employees have gradually changed their focus when deciding on
new job offers. On the one hand, they have realized that companies can no longer
promise stability and security of employment since some jobs become obsolete, new
skills are urgently needed, and structural changes are becoming the norm. On the
other hand, skilled workers have also understood that they can benefit from the war
for talent in making greater demands. Hence, job changes are more and more
corporately accepted due to the growth of skill shortage and increasing competition
between employers. As a result, around majority of the workforce is generally open
for discussing new job opportunities.

Working with a trustworthy executive search consultant has great advantages for
any employee that is interested in an ongoing career development. Not only knows
the consultant about the competencies of his or her protégé but also about the hidden
motives. Does the employee care about a pay rise, or is he or she more interested in
flexible working hours to spend more time with the family? All these questions
won’t be the center of attention during a typical job interview between a company
and a job applicant but drastically influence the candidate’s decision.

A well-trained consultant will always be an advisor and won’t be seen solely as a
service. The communication between candidate and consultant will not only focus
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on current job offers but also involves information about a career development
strategy as well as salary negotiations. Of course, the position of power also shifts
toward the employee once directly approached for an open position, which influ-
ences the candidate on an emotional level and gives him or her an advantage for
further negotiations.

Partnership Between Company and Executive Search Consultancy

After evaluating the current situation, it becomes apparent that businesses have to
fight a high turnover due to increasing employee fluctuation or restructuring. In
both cases, executive search consultancies supply companies with the needed
resources but also poach employees from their positions. This two-sided scenario
puts businesses on the spot to change their usual patterns and focus on the
changing employee needs. Recent developments have shown that human
resources are concentrating on the development of strong company cultures to
retain their talents and develop a unique DNA. Since it is becoming more and
more difficult for companies to differentiate themselves in a highly competitive
war for talent, the new trigger point is called culture (Papa et al. 2008; Hartnell
etal. 2011).

Due to these changes, executive search consultancies have a new mission, not
only understanding the business model and job specification but also the identity
of the firm. It becomes their primary task to identify candidates that match the
company’s DNA. When contracting an executive search agency, it is of impor-
tance to choose wisely the right partner. Especially with senior placements, the
risk of a cultural mismatch can negatively influence the company’s culture,
employee retention, and motivation. Therefore, human resources should focus
on an equal fit between their company, their culture, and their agent. It is beneficial
for both sides to seek a long-lasting business relationship. Having a sparring
partner on recruitment matters that has in-depth understanding of soft factors
such as company culture is vital for the survival on an increasingly dynamic labor
market.

Economic Perspective

People are the most important asset and resource for successful and sustainable
businesses. Therefore, it is fascinating that often no or very small budgets are
planned for strategic personnel growth. Quite often, executive search consultancies
are contacted when there is no other option left and the vacancy became a pressing
matter for the company. Often the required resources and time frame for a new
placement are underestimated. The process of searching, interviewing, and actually
winning over a candidate can take months. Therefore, outsourcing this task to an
executive search agency is an expensive investment, which will be further examined
in this section.
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The Pricing of Executive Search Services

One of the reasons for avoiding external professional services is that there are plenty
less costly recruiting options available (in-house efforts, posting job advertisements,
etc.) before considering the support of an executive search agency. Hiring with the
help of an established and professional executive search agency costs 25-33 % of the
estimated total annual compensation of the candidate, usually plus expenses. Talking
about a senior executive compensation package, which normally includes the fixed
salary and bonuses, the search fee is easily above 50.000 €. Some consultancies also
agree on a flat fee in order to be unbiased, avoiding a conflict of interest during the
negotiations of the compensation package.

First, it is very important to understand the economic drivers behind the two
major models, retained-based consultancies and contingency-based agencies.

The Retained-Based and Contingency-Based Model

Retained executive search firms ask for an upfront payment, which is often one
third of the whole fee. In general, they receive another third of the whole fee after a
certain amount of time (e.g., 6 weeks) or having presented at least three relevant
candidates, which the client wants to get to know personally. The last portion of the
total fee is due, when a candidate is hired and the employment contract is signed.
Furthermore, often travel expenses are charged back.

Contingency-based agencies only get paid when a candidate has signed the
employment contract. They charge for a placement around 20-25 % of the total
annual compensation package. Comparing both payment models from the client’s
economic and financial point of view, the contingency model seems much more
attractive because the agency is bearing all the financial risks. In addition, if there is
no exclusivity agreement, the client is able to assign the vacancy to two or even more
competing contingency-based agencies, without carrying any financial risk.

Taking on the perspective of an executive search consultancy, it is apparent that
economically the contingency-based model does not suit to perform an elaborated
direct search process as described in section “The Rise of the Executive Search
Industry.” If an agency is only rewarded, when a placement is done, it is self-evident
that the amount of resources (time, money, workforce, tools, process accuracy, etc.)
invested in the process of finding a suitable candidate is kept as low as possible in
order to diminish the own sunk costs and risk level.

Additionally, staying in competition with other contingency-based agencies auto-
matically increases the time pressure to present suitable candidates in order to
succeed first. Therefore, contingency-based consultancies have to work with smart
shortcuts. For instance, it is practice to have easily more than ten mandates at the
same time in order to create synergies between similar vacancies. In other words, a
great candidate will be presented to several clients in order to increase the possibility
of a successful placement. This also indicates that relevant candidate selection
criteria such as cultural fit, role, etc., cannot be taken fully into consideration. In a
nutshell, if a service provider is not paid for having time and resources to set up an
individual direct search process, then neither the expectations should be held to
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receive such a process, nor the promise should be made that such a process will be
executed.

But why is the contingency model widely spread and seems to work? First,
because it is often forgotten to differentiate between those positions suitable for a
contingency model and those more appropriate for retained-based models. The
contingency concept works perfect for sectors or fields in which many vacancies
of the same kind exist and the candidates’ profiles in terms of skill sets are
comparable. This is mainly applicable for junior, midlevel, and generic positions.
Of course, the attractive compensation packages of senior and executive positions
attract contingency-based agencies to aim for higher positions as well. Second, their
pricing model makes it very easy for them to acquire new clients and vacancies in the
executive field.

Lately, the contingency model becomes less applicable for executive search
consultancies. The profiles become more and more complex, and the missing
expertise for the direct search process as well as the huge amount of time and
resources, which need to be invested at this point to find great candidates, leads to
a withdrawal from the job. Only independent and self-employed executive search
experts, who work mostly alone and do not have high fixed costs such as salaries and
office rent, can offer a good service and process without retainer — exclusivity
preconditioned.

Pricing of In-House Executive Search

In order to obviate the fees described above, some companies have insourced the
service of executive search and built up an in-house direct search department. This
works out in many companies, especially in the blue chips and fortune 500 compa-
nies. They do always have a continuous need for skilled workers, just alone because
of natural fluctuation.

But before a decision can be made on “make or buy” executive search, a
transparent evaluation of all needed requirements and fixed and potentially emerging
expenses needs to be done. Finding, convincing, and hiring the right executives are
neither cheap nor easy. The most crucial element for a successful and cost-efficient
in-house executive search department is having an up-to-date, highly efficient, and
experienced former executive search consultant or headhunter, who will lead and
manage the department. Experienced headhunters, switching from an agency to an
in-house HR department, certainly know well what they are worth. Therefore, a
competitive annual salary needs to be taken into consideration.

Bearing this in mind, the question occurs if there are enough open vacancies,
which in fact need to be directly searched. Companies should count with at least
40 positions per year that cannot be staffed easily via job advertisements in order to
fully occupy a direct search expert, ideally supported by one researcher.

In order to provide a long-term perspective for your in-house direct search
employees, a sustainable job profile or at least a Plan B should be prepared for
times when recruiting is not needed. As the economy, markets, and individual
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companies are swaying, so is the need for new heads. On the other side, it will be a
challenge to keep a passionate direct search expert in your company if he is only
doing administration and laying off people in phases of low or no recruiting needs.

Besides fixed costs like salaries, offices, communication expenses, etc., variable
costs like job advertisements and travel expenses need to be taken into consideration.

Risk Perspective
Risks During the Executive Search Process

Even though a company has found an experienced and professional executive search
consultancy, which understands the market, has placed the vacant profile a dozen
times, and last but not least gives a good gut feeling, there are many risks along the
way of the search process the client can and should keep in mind:

Risk of losing time by searching for a wrong profile. The consultancy can only
find accurate candidates if the briefing was accurate and precise. Often, the
awareness of being on the wrong track becomes obvious, when wrong profiles
are presented to the client, so relatively late. Resources and especially time have
been wasted. In order to reduce this risk, it is recommended to be extremely clear
what you want from the beginning on. A great consultant will insist on a precise
briefing and will not start searching without it. Still, the best way to reduce this
risk is communication, before and during the search process.

Risk of expecting a unicorn because of having contracted a consultancy. Just
because a professional consultancy is contracted, the quality of the candidates
cannot be better than the market allows. They will only find what truly exists and
will present only those who are interested in the job, location, and company.

Risk of losing candidates during the process because of being too slow. The
clients’ bureaucracy, keeping candidates on hold, no time for short-dated personal
interviews or several postponements, or vacations of the decision maker without
having a decisively holiday replacement are classic reasons for consultancies
losing great and at the beginning interested candidates during the process. The
better and more attractive the candidates are to the job market, the smaller is the
window of opportunity to win them over. Letting them wait and feel
unappreciated will drive them away fast.

Risk of falling in love with one candidate and having no eyes for others
anymore. Having seen the “perfect” candidate often makes other candidates
look gray and uninteresting, even though the “perfect” one might have been a
level too high and too expensive or was not interested in the job anyway and the
other candidates may fit even better. It is recommended to stay objective and
realistic.

Risk of being paralyzed by too many options. Often, clients want to see more
candidates, because they have the feeling that there might be another great
candidate out there, even if they have four or five great candidates they could
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decide between. Describes by the paradox of choice, presenting further can-
didates will not help the client to make a decision. “Even if the paralysis has
been overtaken and a choice was made, we end up less satisfied with the result
of the choice then we would be if we had fewer options to choose from”
(Schwartz 2005). So to overrule this paradox of choice, it is recommended not
presenting more than three candidates to the client to choose from at the same
time. If the right candidate is not one of the three presented, one or two
candidates need to be rejected first before introducing new candidates.
Through this strategy, the client is never confronted with more than three
candidates at the same time.

Risk of Hiring the Wrong Candidate

Costs of Mis-hires

“Between 5 and 25 percent of the executive personnel decisions are corrected within
the first two years” (Bierwirth and Nagengast 2005). Another 5-10 % are bad hires,
which are kept in their positions due to internal politics and for keeping the
fluctuation low. Summing up, about 80 % of all top-level hires are considered as
successful and valuable for the company. This part will examine what it costs to hire
the wrong candidate and how the risk of making with each fifth hire as wrong
decision can be reduced.

As rule of thumb, taking all direct and indirect costs and expenses of hiring and
severance into consideration, a bad hire causes costs of a total amount of at least
1.5-3 times of the annual salary. This does not include intangible costs such as
financial damages emerged though mistakes and missed business opportunities nor
cultural and motivational damages left behind at the employees though insufficient
management and missing leadership. Furthermore, lawsuits, bad press, and resigned
top employees are also potential long-term damages which can occur if a mis-hire
occurs on the top level.

Cost of hiring process

» External or in-house direct search fees

+ Job advertisement expenses

* HR administration and recruiting expenses

* Complete time invested in interviews, discussions, and negotiations with
candidates

» Travel expenses for all personal interviews

* Relocation package

* Onboarding and trainings

Cost of separation

» Exemption costs (compensations during absence)

* Outplacement counseling and/or mediator fees

» Complete time invested in negotiating the separation
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* HR administration costs of separation (generating termination agreement or
cancelation, authoring recommendation letter, reference calls of new potential
employees, etc.)

* Costs of potential lawsuits

Potential intangible costs

* Losses in productivity through bad management and leadership

* Losses though procedural stagnancy during separation phase

» Losses in customer relations and reputation though bad press

» Losses in employees’ morale and motivation through instable leadership structure

» Losses of knowledge, personal information about certain processes, clients,
suppliers, employees, outcomes

Reducing the Risk of Mis-hires

First of all, we are all human and humans are making mistakes; therefore, mis-
placements are part of the game, and there is no way or strategy for a zero
percentage mis-hire rate, especially because visions, companies, structures,
teams, people, and roles are changing continuously along the way and ideal setups
can change into unpleasant constellations just through a few changes within the
company. Still it should be tried to evaluate all known corner marks of an existing
vacancy and the future direction and goals in order to reduce the risk of a wrong
hire to a minimum.

Knowing exactly what character is needed and wanted. Sounds easy and
banal but it is not. On the executive level, it is not only about track record and
capabilities. It is far more about the personality, intentions, and values. If they do not
fit, the best skilled and with experiences equipped candidate can be the wrong hire.
An excellent executive search consultancy will check on the character traits and
personal motives as intense as on the capabilities, experiences, and former successes.
Often, psychometric testing is applied to get objective and comparable character
profiles.

Finding out how and why a candidate left. Making background and reference
checks is a basic part of a professional executive search process. It is crucial to find
out why and how the former employers have been left. This as well gives interesting
insights about the character the new employer might want to know.

Not hiring out of desperation. Sometimes, it just cannot be obviated that a
management or executive position is vacant and there is no potential candidate at
hand. But being forced to fill a high position vacuum ASAP is not a position of
strength and deliberation. If this situation should occur, desperation by taking the
next best candidate has to be averted. Alternatively, hiring an interim manager and
letting people accompany the recruiting process which are not directly affected by
the vacancy so they can contribute a more objective and cool-headed opinion to
candidates in the recruiting process is recommended.

Not letting hiring be a side project. Often enough, recruiting, interviews, and
debriefing sessions are not understood as priority but as at the same time extremely
time consuming for all people involved. Therefore, the recruiting process is often
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experienced as a bothering necessity, which takes away focus from the actual job and
other love projects. As a consequence, shortcuts in the process as well as quick
decisions are the result to find a fast end. If this should be the case, either everyone
needs to pull oneself together or a specialist should be contracted so the quality of the
process is not at risk.

Operational Perspective
Selection Process of a Consultancy

The operative perspective on recruiting mainly focuses on the process conducted by
the executive search consultancy as explained in detail in section “The Direct Search
Process” of this chapter. In the following, the question about the main criteria of
choosing the right external partner for the hiring process will be stressed.

Industry know-how. First, human resources should identify executive search con-
sultancies that operate in their branch. There are various specialists concentrating
on specific industries as already mentioned in » Chap. 1, “Human Resources
Marketing and Recruiting: Introduction and Overview.” For the identification of a
suitable candidate, the executive search consultant is required to have an in-depth
industry know-how. Clients can reassure themselves by requesting references of
the consultancy or asking about the latest placements of the responsible
consultant.

The process. Second, when deciding on a suitable executive search consultancy,
HR should always be informed about the research process and conditions.
Especially the pricing varies between different providers, which is explained
in section “The Pricing of Executive Search Services.” Often consultants are
chosen due to their large network in the industry, which is clearly a benefit for
the client since the consultant might be able to contact a few trusted candidates
with a successful track record and present those candidates only within days to
the client. Nevertheless, the art of executive search is not taking a lucky shot but
finding the right match for the position on all levels previously discussed with
the client (experience, skills, culture, goals, etc.). The key to a successful
placement usually rests in an efficient and well-structured process. Due to a
strictly determined workflow, the consultancy is able to properly represent the
client and identify a great amount of potential candidates within a predecided
time frame. Experience shows; the more complex the positions get, the more
focus should be on a highly professional research process. The detailed struc-
ture of a search process always benefits the time schedule and supports trans-
parency for the client.

The consultant and team. Third, recruitment or executive search is a labor-
intensive and time-consuming task. With respect to the research process,
human resources should always inform themselves about the capacity of the
consultant (often self-employed) or the executive search consultancy. How
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many research projects is this person taken care of at once? Who is supporting
the consultant with the search process? With complex or C-level positions, it
might be advisable to consider an executive search agency that is employing a
team of researchers. Often, consultants are focusing on the client relationships,
but a research team performs the operative part. A researcher is responsible for
the identification of potential candidates and acquisition of new candidates via
direct search and active sourcing. According to the complexity of the project,
there might be one to three researchers working on one vacancy. They are
specifically trained to call their way into the target department to attract the
attention of a candidate and make the first contact. In addition, modern
researchers have excellent social networking skills and use digital search
techniques to identify talents. Researchers provide the consultant with a talent
pool and only the best candidates will be presented to the client. Usually, a
research team will have screened over 1,000 profiles, contacted over 300 people,
interviewed up to 20 potential candidates, and presented a selection of 3-5
candidates to the client.

Placement and onboarding. It is common practice that human resources stop
frequent communication with their executive search consultants after successfully
placing the right candidate in his or her new role. Nevertheless, the consultant is
responsible for the “well-being” of the client as well as the candidate for the
candidate’s time of probation. According to most recruitment contracts, the
business relationship between company and consultancy ends once the time of
probation has passed and the company as well as candidate is pleased with their
choice. Therefore, human resources should use this as an advantage, keeping in
touch with the consultant to prevent an early drop out on behalf of the newly
contracted employee. Professional consultants will always have insight knowl-
edge of the current situation and level of job satisfaction of their candidates and
will be able to advise human resources on the matter.

Tip: Communication is king for all executive search projects. The most success-
ful placements can be achieved by developing a professional communication flow
between the client and the consultant. It is beneficial to implement regular (weekly)
feedback loops with HR to navigate the search into the right direction. Communi-
cation and clear expectations will always speed up the placement period and increase
mutual satisfaction.

Dos and Don’ts

Do build a reliable and long-lasting relationship to direct search consultants,
who understand your company as well as your wants and needs. Such a trustworthy
relationship will pay off especially in the quality of candidates in terms of cultural
and personal fit.

Do not expect an individual direct search process if you do not pay for one.
The difference between the processes of retained executive search firms and
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contingency-based agencies is sometimes difficult to see from the outside but cannot
be ignored — especially if the vacancy is crucial to the company. See section “The
Pricing of Executive Search Services.”

Do not underestimate the importance of the search consultant during the
negotiation phase. The consultant has earned trust of both sides during the process
and normally has an advantage of information, which are not shared between the
parties. This mediator role of the search consultant should be used by both, the
employee and employer, to find common ground in negotiations and further points
of discussion.

Be aware that the client is sometimes the biggest risk in the process of
successfully hiring a great candidate. Of course, the client is not doing it on purpose,
but sometimes a consultant needs to make the client aware of his misinterpretations
of a certain situation. A consultant should not be an opportunist but rather an honest
adviser and respected process owner. See section “Risks During the Executive
Search Process.”

Try to reduce the risk of hiring the wrong executive to the lowest level
possible. Hiring the wrong executive is not only a huge loss in momentum, moti-
vation, and time. It is also very expensive, on average three times the annual salary of
the hire. Of course, nobody hires the wrong person on purpose, but there are
possibilities to reduce the risk of doing so. See section “Risk of Hiring the Wrong
Candidate.”

Don’t forfeit your image at your candidates. If time pressures filling a certain
position, sometimes several contingency-based search firms are asked to screen the
market. This might speed up the process but also includes the risk of addressing
valuable candidates several times. Being contacted by several agencies for the same
job lowers the attractiveness of the offer. Organize the agencies wisely so they do not
hunt on the same grounds.

Final Comments and Outlook

This last section of the chapter “Executive Search” will contain some selected trends,
which will give an idea in which direction the industry is developing. Nevertheless, a
decent economic outlook on the direct search industry cannot and should not be
made because the ruling instance, which predetermines the direct search industry, is
the economy.

Starting with the war for talents, the sudden drop in birthrates in the 1960s, caused
by the introduction of the birth control pill, has led to a disproportion between the
retiring baby boomers and the following generations X and Y. Until 2020, thousands
of baby boomer executives and experienced managers will retire, and only a few
companies feel prepared, e.g., through already installed and sophisticated succession
plans. This scarcity of experienced executives, managers, and experts will lead to an
intensification of the so-called war for talents.

The scarcity of executives, of course, also influences the average age of execu-
tives. If there is no CEO with 20 years of experience available on the job market, the
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next best one with just 15 years has to do the job. But not only a shortage of
candidates leads to younger C-levels, also the perceived importance of age for
certain positions has dropped. The CEOs of international global players and market
leaders like Google (Larry Page, 40), Facebook (Mark Zuckerberg, 29), Yahoo!
(Marissa Mayer, 38), and Burger King (Daniel Schwartz, 33) demonstrate this
perfectly.

Also, the trend to gender diversity, which started around the 1980s, will continue.
Probably, this trend will even gain in pace, because of many supporting develop-
ments such as new expectations on corporate culture and modern leadership, legal
quota for women (e.g., for supervisory boards in Germany), initiatives, and engage-
ments on gender diversity on the executive level (e.g., The Enhanced Voluntary
Code of Conduct for Executive Search Firms).

The information age hit the direct search industry with an uncomfortable new
level of transparency years ago. Employees are able to identify their most wanted
candidates over social media platforms such as LinkedIn themselves and do not
depend on the in-house data banks of the executive search firms anymore. Even
though this trend is not new, it has not reached its full potential in all industries yet.
Especially less internet-oriented executives and experts of traditional industries and
SME:s did not join such platforms yet. Despite that, in 2012, already over two thirds
of all North American executives used online platforms to increase their digital
visibility so they can be found easily when their profile fits to an interesting job
opportunity.

A much younger trend coming out of the information age corner is called data-
driven hiring. Already widely implemented in many other areas of corporations,
data-driven decision making is nothing new. But for recruiting purposes, especially
on the executive level, only the most innovative companies apply such methods, in
particular the big-data-flagship Google. Executive search consultancies have good
arguments that computers and data will never replace the personal interview, but
data-driven decisions will infiltrate the industry in other areas, for instance, how
candidate backgrounds and referrals are checked.

Drawing a conclusion, the importance of finding the right executives, managers,
and specialist will most certainly never fade, especially in such a competitive and
fast-moving environment, which we are building around us. Also the process of
taking external advice on finding a new face for a certain position is human and will
never be fully replaced by computers and data systems. Horse sense and experience
are elements in this process, which are simply irreplaceable for finding the best
candidate (Cifolelli 2014).
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Abstract

The case of recruiting a Senior Accountant for German company Brabender
Technology in Beijing demonstrates typical challenges and adequate solutions
during the process of recruiting executive or senior positions for Western com-
panies in China.

The foundation of the recruitment success was a very close and open way of
communication between the responsible Brabender representative and the author.
This became true right from the beginning when it was important to really
understand what kind of candidate would best suit Brabender. Only after clearly
defining the question, the precondition was set to be able to find the right answers.
Important key questions were foreign language requirements, intercultural com-
petencies, professional experiences, personality and working attitude, and
likeliness to stay with the company.

Another core reason for the successful outcome was the systematic recruitment
approach starting with defining the role of the position carefully. Here it became
clear that emphasizing too much on the professional experience would not lead to
satisfying results. It was therefore important to also imagine what kind of overall
contribution the desired candidate would be able to make concerning the support
for supervisors, the team atmosphere, and outcome.

Reading CVs, preselecting candidates, conducting telephone interviews, and
meeting candidates in person were further important steps to identify Mr. or
Ms. Right. To keep an ongoing observing attitude and not evaluating the
candidates’ suitability too early was another crucial aspect. This also made it
possible to gather extremely important additional information about the candi-
dates’ suitability which is normally hidden, because it derives from unconscious
behavior.

Keywords

Curriculum vitae (CV) ¢ Intercultural communication * Job description ¢ Personal
interview ¢ Personality ¢ Professional knowledge ¢ Recruitment ¢ Telephone
interview * Unconscious communication behavior « Working attitude

Introduction

At the end of 2013, German medium-sized company Brabender Technology, a
worldwide producer of advanced feeding, weighing, discharging, and flow metering
technology, was looking for a Senior Accountant for its China operations. To achieve
this goal, the author, German Industry and Commerce (Taicang) Co., Ltd., Beijing’s
Head of HR, Recruitment and Training, was asked to undertake this recruitment case
with his Sino-German recruitment team.

The successful candidate should be located in Beijing, the biggest and most
important location of Brabender in China, where also Brabender’s whole financial
accounting system for all China operations is undertaken.
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The Senior Accountant to be found should be responsible for the whole account-
ing and financial reporting system of Brabender’s branches in Beijing, Shanghai, and
Guangzhou. With a direct reporting line to the Vice President Asia in Beijing and the
CFO in the German headquarters in Duisburg, the successful candidate should lead a
small accounting team; gather, analyze, and prepare the financial data from all three
China branches; and play a vital role in Brabender’s future development of the
Chinese market.

What Was the Problem/Challenge?

How to Find a Suitable Chinese Manager for a Western Company
in China?

Successfully recruiting qualified management staff is in principle a big challenge,
everywhere in the world, because the role of a manager, especially a senior or
executive one, plays a vital role for the company’s success. Recruiting the wrong
person can directly and badly influence the outcome of the business and the entire
working atmosphere. This holds especially true for a position in the financial field,
because money in general, and payment of invoices, and salaries in particular are a
very fragile psychological matter and can thus influence customers’ and employees’
sentiment to a big extent.

Having pointed out the general challenge, it needs to be pointed out that recruiting
excellent management staff in China is even more difficult and has always been
related to certain general problems especially for every German or other foreign
company. One of these particular challenges is to find candidates that can meet the
various expectations of a foreign company when it comes to foreign language
requirements, intercultural communication competencies, professional knowledge,
personal skills and experience, and last but not least personality and working
attitude.

Another challenge during the recruitment process is to increase the likeliness that
the successful candidate stays with the company instead of hopping to the next job
after having worked for only a short while. In the current Chinese working environ-
ment, many employees like to change jobs frequently after a relatively short time of
employment (e.g., 6 months—1 year) in order to enter into a better-paid position or a
position with a better job title in a different company. Only slowly Chinese candi-
dates understand that a CV which consists of a series of short-term employments
does not make the best impression on recruiters.

An additional phenomenon to deal with during recruitment cases are candidates
of the so-called Generation Y, which in China contains people born in the middle of
the 1980s. These Chinese candidates who mainly derive from the Chinese middle
class and who are most often single children as a result of the one-child policy grew
up in a relatively wealthy environment and developed different values than, for
example, their parents’ generation. Unlike their parents when they were young,
they have been exposed to Internet and mobile phones when they were teens and
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are often considered to be spoiled by parents and grandparents and of not being so
obedient. They often demand a comfortable and supportive working environment
with the opportunity of work-life balance, intensive training, coaching on the job,
attractive regular incentives, sharply increasing salaries, and excellent career
prospects. This high demand toward a job unfortunately very often does not
correspond with the professional skills and also not with the willingness to work
hard and become better.

But since the labor market for qualified staff in China is very competitive and will
stay competitive at least in the short and mid run due to the fact that the Chinese
economy is still growing considerably while the Chinese society is in average aging
seriously, candidates of the generation Y are actually in a good bargaining position.
As long as the educational system is — apart from some straightforward schools and
universities — still focusing on memorizing information rather than learning how to
think independently and creatively, the situation is likely to continue.

Because of the lack of excellent people, companies in China have to decide
whether to invest into the existing staff, develop them, treat them well, and pay
them higher and higher salaries or to hire new (and also expensive) staff. Since some
companies decide only to raise the salary at a lower rate than the average rate of
increase, which was, e.g., 8.9 % in 2013 for German companies in China (according
to the 6th Annual Wage Survey of the German Chamber of Commerce in China
2013), people often leave their company if they are dissatisfied with their salary and
if they can earn more money for a similar job elsewhere. This phenomenon is well
known and has been researched a long time ago by Herzberg et al. (1959), who
created the two-factor theory.

Generation Y candidates seem to be well aware of the situation, and this influ-
ences every recruitment, especially on the middle and higher management level. The
current situation also leads to the general challenge that candidates often ask for a
20-30 % higher pay compared to their existing jobs without even knowing if they
can successfully master the new job responsibilities.

Which Foreign Language(s) Were Required?

The first question was which foreign language or foreign languages should be
required from the desired candidate. In the past many German companies considered
German language proficiency to be a must when recruiting Chinese managers and
other skilled employees for the company’s China business. But more and more
German companies believe that good or very good English skills are sufficient,
and no German language skills are required any more. This especially holds true for
German companies that operate on a worldwide level, making English a precondi-
tion at least for the management team in the German headquarters.

It is important to know that the level of English skills of Chinese job candidates is
in average very different from, for example, the one in Europe. Many Chinese
applicants are nowadays able to speak and write relatively good English (“relatively”
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means that they can often communicate well but in average make much more
grammar and spelling mistakes, because of a lack of attention to details), especially
those under 30 years of age. But older candidates often have huge problems with the
English language. The reason is that Chinese people who were born in the 1960s or
1970s often did not learn English in school at all. In fact English education in school
only started to develop systematically in the 1990s.

It is necessary to keep in mind that Deng Xiaoping, the visionary leader, opened
the Chinese economy only 35 years ago (in 1978). And it was only 13 years ago, in
2001, that China joined the World Trade Organization (WTO) to become an accepted
member of regulated global trade activities. The opening of the Chinese economy in
the late 1970s thus became the starting point toward internationalization and pro-
fessionalization and also made it necessary for the first time in China’s history (and
much later then, for instance, in European countries) to start teaching all Chinese
children English. This historical fact of the country’s relatively late opening still
leads to the problem that senior professionals with the required professional skills
often do not fulfill the foreign language requirements.

What Should Be the Level of Intercultural Communication Skills?

Chinese and German culture in general and business culture in particular differ a lot.
There has been a lot of interesting and helpful research done in order to better
understand how culture shapes values and behavior and thus the logic of how to
interact within one culture. At the same time this research contributed a lot to the
question of how the communication between the cultures, the intercultural commu-
nication, can be understood and should be dealt with.

The challenge is that people who grew up in one cultural background uncon-
sciously expect that the behavior of other people follows the own-learned cultural
logic. This leads to a variety of problems with people from other cultures, because
the expectations toward the question what is right and wrong behavior differ
tremendously.

Some prominent examples of intercultural (or cross-cultural) research milestones
lead to a better understanding of the role and content, e.g., of leadership and
hierarchy (Hofstede 2005), and the differentiation between low-context and high-
context communication (Hall 1989). Other important findings are elaborated on the
difference in time orientation of different cultures, e.g., a sequential versus a
synchronic approach (Trompenaars and Hampden-Turner 2004), and the dramatic
difference in perception and thought processes, which lead to different attitudes and
beliefs as well as different values and preferences in behavior (Nisbett 2003). And
last but not least, there are the findings of French sinologist Francois Jullien, who
contributed a lot to a profound understanding of Chinese culture in general and
Chinese thinking and behavior in particular, e.g., by describing how Chinese people
naturally make use of the potential circumstances rather than making plans like
typical European cultures (Jullien 1995). These are just a few famous examples of
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researching and analyzing differences which are relevant for a better understanding
of Chinese culture. How to transfer these significant findings into strategic human
resource management concepts for multinational Western companies in China has
been researched and described by Priifer (2007a, b).

Taking this extremely big challenge of intercultural communication into account,
it was a paramount precondition for the Brabender recruitment case that the suc-
cessful candidate should be able to successfully interact with supervisors, col-
leagues, and subordinates in China as well as in Germany. Here it became obvious
that we were also looking for an open personality who is able to value workplace
behavior deriving from both cultural spheres. We were looking for an interculturally
competent candidate who feels comfortable in both cultural spheres, who even
enjoys being a bit “between the cultures.” Having said this, it becomes already
obvious that certain personalities would suit the position much better than others.
This point will be addressed in more details later.

What Scope and Depth of Professional Knowledge Was Required?

The requirement of professional knowledge seemed to be the most straightforward
one, but the contents of the position of a Senior Accountant are not automatically
predefined and need to be specifically outlined by the company itself, so that the
recruiters understand what they need to pay attention at. The nature of the position of
a senior accountant, for example, can be very different in big corporations compared
to small- and medium-sized companies. The location of the company, its legal form,
its business model, and the industry play a role and jointly influence which account-
ing and reporting standards and which kinds of taxes are applicable. They also
determine if there is inventory to be dealt with, and if so, what kind of inventory
needs to be managed from an accounting perspective.

Thus, it was necessary to understand what accounting standards need to be dealt
with, e.g., Chinese GAAP or IFRS or specific German systems like Handelsge-
setzbuch (HGB) or a combination. Furthermore it was crucial to understand the
financial reporting requirements, e.g., the kind and amount of entries in the daily
bookkeeping, and the expected financial forecast periods. In general the recruiters
needed to understand the complex nature of the accounting and reporting tasks and
responsibilities.

In addition the candidate should be able to handle Brabender’s existing
accounting and office software as well as the established reporting system. The
successful candidate should be either already familiar with it or able to learn it
quickly.

Last but not the least, it was a must to find out what level of professional work
experience was required in order to be able to fulfill all the necessary tasks and
responsibilities. And since the working requirements are in principal not the same in
every company, it was one of the crucial challenges to find out whether the
successful candidate would really be able to adapt to the new working environment
and responsibilities.
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What Personality and Working Attitude Was Needed?

What kind of personality is needed was a question which could not only be
determined by the nature of the work but also by the social environment the chosen
candidate would later on be working in. The following questions were important for
the recruiters: How does the Beijing Vice President of Brabender who runs the China
operations, for example, want the working relationship and the communication with
the new Senior Accountant to be like? What are his expectations toward the
personality of the final candidate? What have been his positive or negative experi-
ences with previous employees who shaped his expectations into a certain desired
direction concerning the question how the new colleague should be and behave like?
And what are the requirements for the communication with other staff?

These detailed questions could be summed up by the following single question:
Would the successful candidate be fitting into the overall personnel structure espe-
cially in the office in Beijing and be able to integrate? This is one of the most
neglected questions in professional recruitment. Recruiters in general focus too
much on CVs and personal skills. Professional experience and knowledge are
important, no doubt about that. But whether the person’s personality and his/her
over years developed attitude toward working together with other people fit into the
system of the existing people or not determines the quality of working together and
also the likeliness of severe and ongoing conflicts.

If a management candidate, for example, likes to lead other people in a very
directive or even pushy way while having had a lot of freedom in his own decision-
making in previous positions, this person is likely to rebel against a supervisor who
is a strong and directive leader himself/herself.

And if a person is very scared to make mistakes, this can lead to many bad ways
of communication and behavior, e.g., hiding instead of revealing and learning from
mistakes, not giving crucial information to other people in order to keep control, and
not being helpful to other colleagues in order to save time. Scariness can lead to the
consequence of only being worried about the own tasks and responsibilities and also
to see qualified colleagues as a threat for keeping the own position.

For the recruiters additional important questions were: Should the desired person
be working independently with own ideas or mainly following orders? Should there
be a close or a more distant communication with supervisors? Are there any
expectations concerning the working attitude of the desired candidate, e.g., in
periods of time pressure or parallel projects to handle simultaneously? Is overtime
work required? And in what ways should the candidate contribute to the office
atmosphere and culture?

How to Ensure Stable Employment?
Many Chinese employees are willing to change jobs quite frequently. There are

many reasons, one of them being the desire to climb the career ladder and to increase
the salary and improve the living conditions as fast as possible. As a consequence
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this leads to the phenomenon that periods of employment can sometimes be rela-
tively short, e.g., only half a year, 1 year, or 2 years.

Brabender was clearly looking for someone who would stay with the company.
Of course, no recruiter can guarantee that a candidate will stay with the company,
because nobody can predict all aspects of a market’s or a person’s future nor forecast
personal decisions or the outcome of working together over a period of time.

In average the fluctuation rate of Brabender in China has been very low; people
like to work for Brabender and stay with the company. So, one goal was to evaluate
the likeliness that a hired person would stay with the company by following a
structured approach based on many years of working and recruiting experience.

One important aspect to specifically take into consideration was the distance
between the candidates’ homes and the company’s location in Beijing (Beijing
Development Area). One crucial question was whether the candidates that live
faraway from the company’s office are willing to commute. Sometimes a company
is lucky that a candidate lives pretty much nearby (which is for most people
everything up to 45 min traveling for one way).

But often this is not the case, and the likeliness to relocate even within Beijing is
most of the time not very high, because people often live together with their partner,
their parents, and their children. Husbands and wives often have their own jobs, and
children go to a certain kindergarten or school. Children are especially important;
therefore, parents’ time after work is often considered to be very valuable and should
not be wasted by traveling home from work for a long time.

But sometimes candidates are willing to move their home close to the company,
especially if the family situation allows them some flexibility. This most often holds
true for younger candidates who came to Beijing from other provinces and who do
not have children yet.

Considering these aspects, we focused on candidates that have been living in
Beijing in a stable social environment for quite some time. And we also evaluated
how faraway the existing home of the candidates was from the Brabender premises.
Experience showed that the likeliness that a hired candidate from outside of Beijing
aims to go back to his/her family sooner or later if an opportunity is arising is very
high. This holds true for many Chinese people in particular, because family (includ-
ing the care for children and parents) plays an extremely important role in the
Chinese society.

What Was Our Plan on Mastering the Challenge?

Open and Intense Communication Between Recruiters and Client
Should Be the Key During the Recruitment Success

In general Brabender’s head of the China operations and the recruiters decided on
intensive and open communication throughout the whole project. The better the
recruitment team (which consisted of two people) would understand the question
“What kind of a candidate would suit Brabender the best?” the better the results
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would be. One of the most important mistakes in recruitment is not to make enough
efforts to really understand the task at the very start. But if the task is not clear and if
the recruiter or the recruitment team is not in deep contact with the question, he or
she will choose the wrong answers and right from the beginning will start looking for
the wrong candidates. This initial mistake, if not recognized in the course of the
recruitment process, could then even lead to a final recommendation of a candidate
who is not suitable.

Especially in China people can quit a company very quickly, because they most of
the time have short termination periods of 30 days and can thus leave a company often
within 2 weeks (if, e.g., there are still some holidays which can be taken). But the
reasonable expectation from the top management to quickly fill the vacant position
again should not result in the recruiters’ behavior to act in a rush or start searching staff
only on the basis of a quickly written job description from the customer. It is an attitude
of indifference (laziness or arrogance) to start searching for senior candidates without
spending many hours in first understanding the client’s market situation, its business
model, and the company’s people structure. For that reason, the close, open, intense
communication with the client was chosen to be of paramount importance. Hence, the
Brabender Vice President Asia in Beijing and the recruiters communicated very
closely, not only at the beginning but during the whole period of the recruitment
process, discussing every single step of the recruitment in detail.

The Ideal Candidate’s Profile Becomes Clearer in the Course
of the Process

For mastering the challenge of finding the right candidate, it is important to under-
stand that not all important aspects of the job requirements are, for example, clear
right from the beginning. Many important conditions that the successful candidate
should fulfill only become obvious during the search process. This particularly holds
true concerning the team suitability of a candidate. Just like in a soccer team, where it
is not only important to look for a technically brilliant new player to join the team, it
is crucial to develop a feeling of how the different candidates would integrate into the
team and which specific role within the team they could possibly play best. Client
and recruiters need to be aware of this and be willing to enter into a process of
understanding step by step what kind of person is really needed.

It was therefore important to agree right from the beginning that the outcome of
the recruitment heavily depends on the quality of the communication between client
and recruiter with an openness to enter into a learning process throughout the whole
recruitment case.

A Systematic Recruitment Approach Helps a Lot

At the beginning of the process, there is the more or less existing understanding of
what the ideal candidates should be like. This understanding will then be translated
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into a job description, which is most of the time a first outline of a desired
educational background and of professional experiences and related skills. This
first job description is drafted by the client, often as a set of written down bullet
points. And this first concrete job description needs to be discussed in detail in a way
that the recruiter needs to ask many questions from all perspectives to best under-
stand what the client is really looking for. Through this dialogue the job description
is step by step amended. And if the client is more and more happy with the jointly
developed job description and if the recruiter understands all aspects of the profile, a
job advertisement can be created and later on published. Then, the applications are
collected and selected.

In this selection step, the cover letter, the CV, and references and certificates play
the major role. This is the only material the recruiters have for the selection process.
Since the quality of the CVs in China is much lower than, e.g., in leading European
economies (less accurate, less complete, often poorly designed, sometimes much too
long, sometimes much too short, often with spelling and grammar mistakes), it is not
easy to tell the suitable candidates from the not suitable ones. The CVs of the
supposed to be suitable ones should be shared with the client, so that the client can
get a first idea of the differences and the expected quality of the applicants.

In order to verify or correct the impressions of the written material, it is very
helpful to do intensive telephone interviews (each about 30—40 min) with those
candidates that at least seem to fulfill the most important requirements according to
the job description. This step is a very crucial one, since it becomes clear if the first
impression from the written material was accurate or needs to be corrected. After
talking to the candidates on the phone, some candidates appear to be much better
than what they showed in their CVs and other material; other candidates appear to be
worse and thus fall out of the pool of suitable candidates. Some “fluent English”
advertised in the CV, for instance, turns out to be on a poor level where it is hard to
understand each other. Some “motivated” and even “enthusiastic” candidates appear
to be just looking for another source of (higher) income without being interested in
their job at all. Others mentioned some important professional experiences in their
CVs to demonstrate that they can fulfill certain crucial job requirements, but after
being asked for examples and dates and names that they should easily be able to
come up with, they can only recall very little or anything at all.

This stage is thus very important because on the phone it is already possible to
find out how good the language skills really are, how accurate the CV was according
to the times worked for a company, how sufficient the experiences are, how the
personality and attitude is like, and what reasons the applicant names for leaving a
previous employer.

That is why it is so important that the recruiter documents the second impressions
from telephone interviews with those candidates that seem to be suitable at the first
glance. And that is why sharing these observations and impressions with the client is
crucial too in order to decide together which of the candidates should be invited for a
personal interview together with the client and the recruiter(s).

Following the introduced logic of a continuously joined learning process, the next
round of personal interviews is of course particularly important. Meeting the
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candidates in person, getting the whole picture of their conscious and unconscious
behavior, and being able to observe what they say and how they respond in an
interview setting are the most valuable source of the whole recruitment process. And
again, the observation (and afterwards the discussion!) of differences of the individ-
ual candidates shapes the clarity in the client’s mind with regard of what type of
candidate is most desirable to him or her.

Since Brabender’s Vice President Asia would be the person being in daily contact
with the Senior Accountant during the next years, this first round of interviews also
followed the goal to preselect those candidates that he could basically imagine to work
within the next years. The reason is that some of the candidates could basically be able
to do the job, but they create a bad feeling inside of the client, who, for instance, cannot
trust that after hiring one of them a positive and constructive working together could be
established. This feeling of inner resistance, based on the impression that something is
fundamentally not right, needs to be taken very seriously.

After this first round of interviews, it was decided to select three candidates whom
the Vice President Asia could basically imagine of working together with, because
they all more or less fulfilled the above-described set of all important criteria. On the
basis of this comfortable position, those three selected candidates were invited for
the second and final round of interviews together with a high-ranked representative
of the headquarters in Germany. During this second round of interviews, the
experienced German representative asked many questions to get an own impression.
The recruiters took care of those important questions and made sure that none of the
important aspects would be forgotten. After every interview the impressions were
shared again, and the pros and cons were discussed.

In the course of the interviews and after many discussions, one candidate evolved
to be the favorite one for the company’s representatives. With this candidate an
assessment was performed. It consisted of a real set of financial statements that
contained financial items which should be explained and commented. In addition the
German representative asked the candidate to create an own financial statement from
the scratch to evaluate the candidate’s imagination and creativity (which is very
important to do especially in China, where the educational system is still mainly
focusing on).

The Ideal Candidate Must Be the Best to Fulfill the Requirements
Rather Than Being the One the Recruiters Like the Most

Here it also becomes obvious that the recruiters have to be very open minded and
flexible. The best candidate is not necessarily the candidate the recruiters like the
most. It is the candidate that would fit best into the client’s organization even if the
recruiter does not like him/her. Very often recruiters sympathize with candidates who
have a similar personality and similar values, strengths, and weaknesses. This not
seldom leads to the phenomenon that the recruiters are looking for someone who
resembles himself or herself the most. But that is not a good strategy because it
neglects the recruitment task.
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However, it is the recruiter’s responsibility to widen the perceptions of the client
by asking constructive questions that can help the client to develop a well-balanced
view of the candidates, because the client too sometimes tends to evaluate candidates
in an unconscious manner favoring applicants in a way that does not correspond with
the job profile. Of course the client, especially if he or she will be working together
closely with the chosen candidate, should have a comfortable gut feeling toward a
positive and constructive working relationship. But sometimes the candidates, e.g.,
flatter the client, and the client does not realize that it is the flattering that he likes,
which can easily result in ignoring serious weaknesses of a candidate.

What Was the Real Outcome?
Foreign Languages

The company’s Vice President Asia and China head together with the GIC recruit-
ment team defined that the ideal candidate should be a native Chinese who speaks
excellent English. It would have been possible to search for German-speaking
candidates too, but since Brabender is operating on a global level and the financial
data is prepared in German and English, English was considered to be sufficient.
This decision also widened the pool of suitable candidates in Beijing’s labor market.
Candidates who have been working for European or American companies were
added to the group of potentially fitting candidates.

In the end the successful candidate spoke excellent English due to a long-lasting
previous working relationship with a North American supervisor.

Intercultural Communication

To ensure that the requirement of excellent intercultural communication was ful-
filled, Brabender management and the GIC recruitment team were specifically
looking for candidates that have already enough proven experiences in a Chinese-
Western working environment.

This requirement was quite tricky, because the question was how the Chinese-
Western working experiences of the candidates could be helpful to best fulfill the
new role in Brabender. The company’s management and the GIC recruitment team
were specifically looking for candidates with several years of regular working
together with Europeans as well as with Chinese. We defined that part-time contact
via e-mail, e.g., from China to Europe or North America, was not enough to meet
Brabender’s standards. We needed someone who has worked together with
Europeans or North Americans in direct contact on a daily basis. However, the
successful candidate should still be able to fit into a Chinese working environment.
This lead to the decision that Chinese candidates who are more Western than Chinese
would not fit well into Brabender’s working environment. This holds true for
Chinese who studied and lived abroad for many years and often have huge problems
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to reintegrate into a Chinese workplace environment (CHOW 2002). The search
therefore focused on candidates with solid experiences between the cultures who like
to deal with people from both cultural backgrounds but spent their working life
mainly in China-located companies.

The successful candidate had a professional background entirely in China, but
with Western (in this case North American) colleagues in the office and in the
Western headquarters. There was a long-lasting experience in dealing with both
cultures on a daily basis, which we found very suitable for Brabender.

Professional Knowledge

One point was very important right from the beginning. Only if the recruitment team
understood the professional responsibilities and job functions required right from the
beginning, it would be able to distinguish the suitable candidates from the less to not
suitable ones.

People are growing into jobs and job functions with the years. The responsibilities
they had in former employments determine the likeliness to be able to fulfill the
professional requirements in the new role. An important basis is of course the
professional knowledge gained at the university and in additional trainings (e.g.,
by acquiring additional accounting certificates).

Brabender China management and the GIC recruitment team defined that the
nature of Brabender’s business in China does not require an experienced CFO who
has extensive finance and accounting experience and knowledge. The emphasis was
more on accounting rather than on finance; thus, solid accounting experiences and
knowledge in a working environment and company size similar to Brabender would
possibly lead to a good recruitment result.

However, the successful candidate should be able to manage the overall book-
keeping, to prepare common financial statements, to forecast cash flows, and to
translate all company’s business operations into the accounting language to provide
the China head of operations and the German headquarters with useful data as the
best possible basis for analysis of the business success as well as for the best possible
future decision-making processes.

Brabender and the GIC recruitment team decided that it is necessary to find a
person who already worked in a responsible accounting position, in which it was
necessary to prepare the financial data of the China operations and to translate them
into the accounting standards of the headquarters in a Western country. In the ideal
case there was regular communication with a Western CFO as well, since this was
another requirement of the respective role at Brabender.

It was part of the previous jobs of the successful candidate to regularly commu-
nicate with the North American headquarters, which made it necessary to translate
the Chinese accounting figures into the North American system and in the English
language. Although there were many differences compared to the requirements at
Brabender, the client and the recruiters believed that these experiences would be very
useful for the new position at Brabender.
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Personality and Working Attitude

Through intense initial talking about the profile of the desired candidate, it became
obvious that the ideal candidate should be willing to follow the vice president’s and
the German CFO’s guidance and leadership but at the same time being able to think
independently and to take over responsibility. It was clear that the ideal candidates
should be able to determine goals, milestones, and working steps by himself’herself
during the course of the year. This combination is not easy to find among Chinese
candidates. They either tend to be very obedient as a result of the still very
hierarchical educational system or they tend to do things in their own way, which
makes it hard to lead them.

It was therefore decided to look for someone who had already learned to follow
the supervisor’s guidance and advice, but who was self-motivated to bring things
forward and who already developed the wish to act in a responsible way including
the ability to think about future goals, to create own timelines, and to shape working
steps in a reasonable way.

In addition it was decided that the ideal candidate should be a friendly and
cooperative person that can also lead others in a constructive and motivating way
and at the same time contributing to a positive working atmosphere driven by the
motivation to achieve goals together. Since these are attributes that can be more
easily found in Western companies, the ideal candidate should have had exactly
these experiences from previous employments in a Sino-Western working environ-
ment, but not necessarily in a Sino-German working environment.

In the end the successful candidate showed a very cooperative personality, being
patient, willing to learn, and always trying the best to deliver a good performance.
The leadership experiences were however relatively short, but enough to make the
client and the recruiters believe that leading other people would be feasible. How-
ever, it was also clear that some further personal development would still be needed
to make this candidate fit into the new and responsible role.

Stability of Employment

It was already mentioned that it is hard to predict for sure if a candidate stays with the
new company for many years. However, the past behavior in previous employments
gives one important hint. If someone changed all of his jobs quickly, it is more likely
that this will happen in the future too. Still it is important to always ask for the
reasons why someone left his previous companies. Sometimes the candidate needed
to leave, because the company closed down the operations or some private reasons
like marriage and the birth of a child resulted into a change of location and thus the
need to find a new job.

In this case it was decided to look for someone with the experience of staying
with the company for many years. But this was only one important factor. At least
as important was to find someone who likes personal improvement, who likes to
increase skills, and who likes to develop the own personality and to grow the own
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field of responsibilities. With that kind of a person, being interested in the work
and being motivated by becoming better, it is more likely that a challenging job
with the right amount of responsibilities provides sufficient motivation for many
years.

Of course it was also checked whether the distance from the living and the
working place was really feasible for the candidate, and the people involved in the
recruitment process found that this was the case.

Last but not the least, the level of the previous salaries should enable the ideal
candidate to also financially grow with the company. It is important to plan mid- and
long term concerning the salary development and to decide for a candidate who fits
into the existing salary structure. This is also important to make it more likely that
someone stays with the company rather than employing a person with ten additional
years of experience and a salary expectation that cannot or that can hardly be met and
does not leave space for continuous improvement. Such a personnel strategy would
more likely lead to the candidate looking for other employers if the salary stays
the same.

The successful candidate was in the middle of the range of candidates on the one
hand concerning the age and the years of experience and on the other hand
concerning the previous salaries. Better candidates were much more expensive,
and the company decided not to exceed the set budget. Since all major preconditions
necessary to do the job were fulfilled and the candidate fitted into the salary structure
and also still had a lot of room to further develop, the decision was made to make a
job offer.

What Are the Lessons Learned?

The Importance of Carefully Reading Chinese CVs Without Too Many
Prejudices Toward Style and Accuracy

The CVs of all the three final candidates included the general information
concerning the professional knowledge and skills needed to be able to successfully
enter into this position as a Senior Accountant at Brabender Technology, Beijing.
Since the quality of the CVs in China is so different from Western developed
countries, it was crucial not to put too much attention to the style, design, and
even accuracy of the CV and attached application material but rather to concentrate
on the main contents.

HR managers from Western countries tend to tell the good from the bad CVs also
on the basis of design, style, and detected mistakes. But in China it is necessary to
learn that it is part of the Chinese culture to perform tasks in general and to deliver
the most crucial information in the application material in particular in a not perfect
way. It would have been a mistake to focus too much on details, creating the
prejudice that such candidates could not do their (accounting) work in an
accurate way.
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The CV and the attached application material of the successful candidate was
okay and ranged in the mid level of CVs, but her qualities only showed up in the
telephone and personal interviews.

Unconscious Communication Behavior Tells a Lot About Personality
and Working Attitude

During the whole recruitment process, there is the obvious level of information
contained through reading CVs, conducting telephone interviews, and talking to
selected candidates in person. This level of information is most of the time in the
center of a recruiter’s interest, because it is crucial to find out about the quality of
education each candidate went through, the existing professional experiences, and
the personal skills and competencies.

A more hidden level of information is provided by observing the candidates’
unconscious communication behavior. This, for example, starts when the recruiters
write a confirmation e-mail that the application has been received (what we did with
all candidates that we found interesting) and the candidates respond to this e-mail or
not. Some candidates responded immediately, others responded with a delay of 1 or
2 days, and others did not respond at all.

Another valuable source of information is to observe how the candidates behave
during the telephone interviews. After being called and not picking up the call, some
candidates did not do anything and waited for the recruiter to call again. Others
called back at the next convenient moment. Others picked up the phone and
promised to call back at an agreed upon time. Others asked to be called again.
These examples show clearly how the observation of unconscious communication
behavior can contribute a lot to the evaluation of a person’s personality and working
attitude. Characteristics like responsibility, reliability, active behavior toward passive
behavior, friendliness, and politeness can be much better measured by observing
candidates on this unconscious level of communication behavior.

This particularly holds true also during the first and second round of interviews.
There was one candidate in the first round of interviews with shining blue contact
lenses. Together with other impressions gained from observing the Western designer
clothes chosen for the interview, the luxury handbag, the talking about money and
better career opportunities being the reason for leaving previous companies after a
short time of working there, the importance of shopping in private life, and so on and
so forth, the overall impression was that this person might be a good accountant,
even an excellent one, but might at the same time be more interested in the job as a
mean to earn money rather than being interested in the job itself. Here the conclusion
was that this person would leave the company immediately once a better-paid
position came as an opportunity.

Another important source of information was to observe the candidates’ body
language and the facial expressions while talking. There was, for instance, one
candidate who talked about how he liked the previous job and how disappointed
he was when he had to leave the company. But these words did not correspond at all
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with his unconscious body language and facial expressions. He appeared to be
neutral, because no emotions were involved in his communication. This created a
feeling of suspicion. In addition while sitting on his chair, his body was most of the
time turned into the direction of the recruiter rather than into the direction of
Brabender’s Vice President Asia, who would be his future supervisor and the
major decision-maker. He seemed to be reluctant to address his possible future
boss, which added to the feeling of suspicion and created a feeling of more and
more distrust.

In contrast the successful candidate was easy to talk to and a very good listener,
with a natural talent of communicating well and openly. This created trust and
interest. In addition it was important to observe that the candidate answered certain
questions in an honest way, e.g., when it came to certain professional experiences,
where it was stated that they were indeed missing. Some candidates never admit that
they have a lack of experience here and there. But it is almost impossible that a
candidate covers all desired fields of professional experiences. So it should be
expected that a good candidate is strong enough to admit that there are areas in
which he or she did not gain (enough) experience yet.

The Decision for a Candidate Is a Decision Which Also Influences
the Company Culture

When hiring a person, this person will not only work on the job-specific tasks and
responsibilities, but this person will be part of the whole group of people, especially
those people who work together in an office. It makes a big difference to have
someone who is doing the job and someone who is doing a job and at the same time
positively influences the whole team. A helpful and reliable colleague very often is
able to motivate other people to contribute to the teamwork as well. In the case of
Brabender, not only the collaboration with the supervisor added to a positive
working atmosphere, but also the teamwork in general benefitted a lot. This valuable
experience at Brabender has influenced all the other following recruitment cases as
well, so that it has become an important part of every recruitment case to analyze and
to forecast how the whole group of surrounding people in the company will be
influenced by each of the possible candidates.
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Abstract

Keys to finding and integrating top leadership talent in an international setting
cover areas that fall into the responsibility of both HR and the business leadership.
In order to understand what is required to set up a functional structure as well as a
progressive culture for hiring in international settings, this chapter focuses on
potential success factors. It is equally important to understand what mind-set can
be found in the candidate marketplace when it comes to leadership talent and how
to best locate and engage the top players that could be suitable for the respective
open positions. Once located and engaged in initial discussions, every part of the
organization involved is tasked to fulfill their part to attract talent and then to
ultimately make the right people decision. Process and structure are one aspect to
secure talent, but so is defining the right set of criteria that can predict the highest
chances of guaranteeing success. Once onboard, integration of new talent is vital
in order to help the individual and the organization to gain immediate traction.
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Finding, hiring, and integrating talent is a tedious and costly process that is worth
its investment many times over. A successful global leadership network has a
multiplier effect and is essential for leveraging true global synergies. However,
when things go wrong it will cost not only countless hours, fees, expenses, and
lost revenue, but it will also negatively impact an organization in various ways.

Keywords

Executive search ¢ International recruitment ¢ Recruiting across cultures ¢ Inter-
national talent acquisition ¢ Leadership talent placement ¢ International
headhunting

Introduction

As large and middle market companies increasingly become global enterprises in
order to grow and to survive, their structures and organizations have to adapt and
grow in the home region as well as in their subsidiaries. One of the challenges for
leadership and human resources is finding and integrating the right kind of talent in
key positions abroad. The language, culture, management style, and the way of
doing business are unique in every country and region across the globe. Successful
corporations have learned, many times through trial and error, to adapt to the “local
way” in order to gain respect with customers and employees in the respective
countries. However, the first obstacle to overcome is to gain awareness of this fact,
to accept it at all levels, and then to execute this strategy successfully. The cooper-
ation of all departments and levels is required to strategize, plan, and implement a
global workforce strategy with a global perspective and local insight. “Think
globally, act locally” is an often used phrase that also to some extent applies to
global talent acquisition efforts. Is this a task for HR? Yes, but not on their own.
Business leaders drive strategy and guide the team to achieve the vision. Business
leaders know what is required locally and on global scale to win and sustain
successful business relationships. Business practices span across international bor-
ders since multinational customers now have global operations that expect a uniform
standard and often demand a key account approach, as well as a local contact and
fulfillment entity. Therefore, companies doing business with multinational cus-
tomers are forced to drive a dualistic approach and be global but with local offerings
and delivery. Broken down from that, a clear profile of talent can be defined that will
be best suited to execute on that strategy. But aside from education, skills, and
experience of candidates that fit that bill, a deciding factor will be cultural fit —
cultural fit in terms of company culture as well as country culture. Culture is a soft
factor and especially on the company/corporate level not always defined or written
down. Many things have to come together to find the right people to fit in that
environment and are equipped to achieve sustained success. Finding, selecting, and
then hiring should be a joint effort between HR and the business leadership. Done
right in a collaborative fashion, finding and integrating the best players will have a
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multiplier effect on an organization and can catapult an organization to new levels.
There are several aspects that decide how successful recruiting and hiring will
play out.

Search for International Executive Talent
A Changing International Leadership Challenge

What is leadership? For the purpose of this article, it represents a leadership-driven
culture that cascades down from the very top to the second and third levels below
depending on the size of the organization.

Filling leadership roles always has been and seems to be an even more important
issue now facing organizations around the globe. Most multinational organizations
are aware of the importance and sometimes urgency to recruit and attract the very
best to lead their global or regional organizations. The question is, are companies
equipped with the right mind-set, knowledge, and tools to take on the global
leadership acquisition challenge?

Every century since the industrial revolution has brought change, new ideas, and
new constraints to businesses, but now organizations face the new landscape of a
now global economy operating at a rapid pace across borders. A paradigm change
has started, stemming from new demands and immense technological advancements
that will possibly also widen the gap between generations and their management/
leadership styles. A mainstream leadership style has and is undergoing change as a
result of large corporate ethics scandals in previous decades and partially perceived
management failures before and during the last major recession in the year 2008 and
following years. Job security and lifelong careers seem to be a concept of the past. A
sense of caution or distrust has spread through the workforce toward past, dominant,
egocentric management practices especially by a now somewhat disillusioned youn-
ger generation. The command and control approach is often being replaced by a
more inclusive leadership style of facilitation and empowerment to better respond to
increasingly complex business issues and intertwined technologies. Technical inno-
vation has enabled companies large or small to innovate, expand, and compete
globally; the small and nimble can now overtake the large and traditional industry
leaders of the past. Complex supply chains span the globe and require a multina-
tional cooperation inter- and intracompany wide. A global, adaptive, and flexible
mind-set is required to lead and steer corporations and teams toward growth and
success when it has become increasingly difficult to see into the future. Being
innovative and creative is a key factor for future successful leaders apart from
being business savvy, technologically versed, and having multiple language and
cultural fluency. Requirements change; a technology-driven society requires more
leaders to be creative, innovative, inspiring, and ever more flexible to differentiate
companies and their offerings from global competitors.
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Be a good
global citizen

f Do what is desired by
SN, global stakeholders

Responsibility

Do what is expected by

B sitiool g global stakeholders

Responsibility

Do what is required by
global stakeholders

Obey the law

Be profitable / Do what is required by

global capitalism
Responsibility

Fig. 1 Corporate social responsibility pyramid (Carroll 2004)

An additional consideration for international leaders is a clear understanding of
the social and corporate responsibility and ethics standards in various parts of the
world that they are exposed to. Balancing global growth and improved business
ethics/corporate governance has been added to the scope of the global leader.

The model in Fig. 1 depicts the various expectations that should be met by global
entities of multinational organizations and their leadership teams. Sometimes,
diverging goals between entities might have to be aligned to achieve a balanced
framework that complies with corporate standards and local requirements. Standards
and expectations need to be defined and communicated since what is considered
ethical or legal in one region might not be considered compliant behavior in another
region/country. Being profitable and economically responsible is a universal expec-
tation and the key responsibility at the foundation. However, there are higher
standards to be met in today’s world for a good “corporate citizen.”

The task of being an international leader is clearly not an easy one with a myriad
of facets and challenges in an ever changing environment. An organization is a
complex social system, an international, multinational, and intercultural organiza-
tion, and an ever more complex ecosystem. Leaders need to step in and provide
guidance and direction in a diffuse environment but furthermore give employees a
good sense of clarity and purpose for what is expected down the road.

Key Characteristics of International Top Talent
Everyone is different; however, most high performers across the globe typically

share common traits and exhibit similar characteristics that differentiate them from
average performers and make them successful. Across the board, top players
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embrace change once seen by them as beneficial. They tend to enjoy the challenge

and prosper in dynamic environments. In order to do this, they adapt and operate in a

flexible mode to solve the problems at hand and prepare for those in the future.
The following are examples of traits top talent commonly shares:

* Motivation — They show exceptional commitment to pursue goals. They inspire
and motivate others to take (moral) action like they do.

* Curiosity — They are naturally curious and have a desire to learn and explore.
They enjoy new engagements and challenges on unchartered territory.

* Humility — They are confident and do not need to exhibit signs of superiority to
others below them. They are able to learn from failure and are open to listen to and
consider other viewpoints.

* Collaboration — They possess strong communication skills and get along well
with others. They do not take negative feedback personally or feel attacked. They
understand that together they are stronger than the sum of the individuals. They
are not afraid to hire and collaborate with team members that might be even more
qualified than themselves in some areas. Top talent shows genuine concern for the
well-being of the team.

* Mindfulness — They have the ability to put themselves in other people’s shoes.
They possess strong emotional intelligence skills as they are self-aware and
manage their behavior as much as they are aware of their social surroundings to
manage relationships successfully.

* Intercultural competency — Through experience and training, they are able to
understand and leverage intercultural differences. They are open to learn about
and really get invested in the other culture. They are looking to take the best of all
worlds instead of finding fault or giving judgment.

» Development — They are willing to try and learn new ways of approaching or
executing strategies. They understand that they are never done learning, and they
invest time and money for personal and professional development.

» Engagement — They are the driving force when it comes to engagement. They are
invested into the vision and what a company stands for. They show respect and
are widely respected within the company. Consequently, they can inspire others
and pull along the almost 87 % of the workforce that is not actively engaged
(Gallup Inc 2013).

* Determination/resilience — No one can succeed without the determination to be
successful. They take deliberate action after thorough analysis and then persevere.

* Creative problem solving — They have an ability to think creatively and “outside
the box.” They can visualize solutions in unchartered territory. Their ability to see
things from different points of views helps find new ways and to get on common
ground.

» Adaptability — They can adjust to new demands, new environments, and chal-
lenges. Their focus is on success, not on a rigid corporate structure. They are rapid
learners and adjust priorities as needed. They always remain calm and show
composure especially in unknown cultural and business environments. Failures
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are part of business, it can happen to anyone, but top performers learn from
mistakes and failures.

But does this leadership talent exist and what drives them intrinsically?

The Mind-Set of Sought-After International Talent

Top performers vary in style and approach especially across age groups, but there are
significant similarities that can be observed even across generations like Baby
Boomers, Generation X, or Millennials. When recruiting leadership talent for inter-
national roles, it is helpful to focus on the similarities first. What motivates them
generally? Looking at the potential pool of talent motivation varies depending on
how active or passive they are in considering new opportunities. Contrary to many
active candidates in any market, top passive talent is not primarily driven by
financial reward. They can wait for the right opportunity and carefully evaluate it
to see if they would be able to work with high-caliber people who have comparable
values, and if they can work on a product, service, or for a purpose, they can really
identify with and get excited about.

Once those requirements and the opportunity at hand seem to be a match, talented
managers and executives will likely weigh these general considerations as important
for an optimal opportunity:

* What impact can they have? How will the network of power and influence
between headquarter and foreign entity determine possible local impact? Will
this setup allow them to make a difference?

» Is there a possibility for personal and professional growth and development? In
the remote unit, at headquarters, or globally?

* What is and will be the work-life balance including global travel requirements?

» How does the financial reward fare against the above requirements?

Eventually when they start considering a new opportunity, top talent carefully
evaluates up- and downside potential, risks, and rewards. The following aspects will
also influence career decisions.

What will the new environment be like on a daily basis? What will it be like to
work for the given leadership group and with the new team at hand? This is one of
the practical questions mostly pondered by the talent after being engaged in conver-
sations. What resources are available to them, what authorities will they have, and
what is expected of them in the short term and midterm? Coming into a multinational
and intercultural setting adds complexity in accumulating all the facts to draw
oneself a realistic picture. Not only will a potential candidate work and deal with
the local organization and customers, in a global corporation, oftentimes dotted
reporting lines are added and global account structures require international cus-
tomer interaction. Working in the confines of the local structure and standards is
compounded with global standards and priorities that can overrule or contradict local
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powers of authority. Will they really have freedom, support, and resources and do the
values align in the corporate context as well as the local entity setup?

Good candidates evaluate risks of a possible career change early on. Most suc-
cessful top performers look back at a continuous career development. Going from the
known to the unknown can be an unsettling proposition. It should be the responsi-
bility of the hiring authority to provide transparency of the future career and company
development, opportunities, and risks to grow individually and as an entity. Top
candidates with time and choices at hand do not need to make a move that will
increase downside risks without a clear overwhelming upside potential and clarity.

Lifetime learning and career development: Top talent understands they are never
done learning; they are looking for continuous improvement and advancement in
themselves, others, and their organizations. Can professional development and
training be provided on the same or higher level as with the current/previous
employer? This among many other things will shape their decision-making process.

The Human Aspects: Corporate Culture Within the Confines
of the Country Culture

Business results have a direct correlation to an ability of any organization and its
members to think, act, and feel as humans. Financial outcome can be seen as an
effect not the cause, human engagement, and drive impact success. One should
address the human side when trying to attract and engage talent. Ideally one should
convey the vision, the company strategy, and how they would fit into this vision as
an integral part of the team. What is the fabric of the organization, what does it feel
like to work in the international organization, and what is the common global goal?

A company’s culture is an intangible concept to many. Generally company
culture could be defined through these main components: shared language, shared
space, and shared tools.

What are indicators you are on the right track and what are signs of a healthy
cultural environment? The following sample indicators can help assess cultural goal
alignment (Walton 1991):

. There is a general sense of transparency.

. Trust is built through information sharing.

. Mutual respect is the norm not the exception.

. People do not have reason to feel fear.

. People experience employment and overall security.

. There is a low level of status differences.

. Employees feel well compensated for performance.

. Training and professional development opportunities are available.
. A careful hiring process that emphasizes culture fit is in place.
. There is a sense of empowerment within the teams.

. Work is team driven.

. Continuous improvement is encouraged.
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Managing and living a positive corporate culture can yield direct rewards. Studies
have shown that a managed company culture can have a direct impact on produc-
tivity and bottom-line success.

A decade-long study including several hundred companies in over 20 diverse
industries showed that companies that managed their corporate culture outperformed
similar companies that did not. Between managed and unmanaged corporate cul-
tures, the research indicates the following differences:

1. Growth in revenue of 682 % (managed) compared to 166 % (unmanaged)
2. Value growth, stock price increase of 901 % compared to 74 %
3. An income growth of 756 % compared to just 1 % (Kotter and Heskett 1992)

The challenge for multinational companies is an alignment and coexistence of a
corporate culture within the respective country culture. For talent acquisition pur-
poses, it is a prerequisite to first define their corporate culture at large and then
manage company culture in the confines of the respective country. One should
question how it can positively attract the right talent in the particular marketplace.
Does it speak to the target talent audience and if not, what can be done to convey it to
the ideal talent group? A new leadership hire in the local country/market will also
somehow be tasked with being a culture-carrier, a person that can convey and live
part of the uniqueness and identity of the overall company culture. By the same
token, successful new leaders are expected to be flexible and tolerant to the home
country organization and its culture as well as to the regional one. This can be
particularly challenging for international talent that is from neither the corporate
home country nor the subsidiary and possibly create a multitude of issues. A
proactive recruiting process and integration process can mitigate risk and develop
capabilities (e.g., direct search, culture fit assessment, training, coaching, mentoring,
etc.).

Rotating talent around the globe as well as regular global leadership meetings/
events can support such integration efforts early on and on an ongoing basis. A big
step is taken by creating awareness and by proactively building intercultural cohe-
sion that feeds into a successful international talent acquisition process.

Locating and Engaging Globally Minded Talent

Due to the before-mentioned current talent market trends and conditions, an over-
arching theme should be that of caution but openness when looking for new
leadership talent. Approaching talent acquisition efforts with an understanding of
talent scarcity versus a talent surplus typically yields a more resourceful and thought-
out master plan. In an international setting, the approach should be open-minded
with an understanding that practices and cultural aspects are neither good or bad, but
simply different.

Having a detailed talent acquisition and later development plan is key. What is the
current and future hiring plan? Does your organization have a clear strategy which
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Fig. 2 Talent Optimization Matrix(©), InterKon Associates LLC

serves as a foundation for a talent acquisition plan? Thinking strategically as well as
tactically is both beneficial for HR and the business side. When looking for interna-
tional hires in a multinational environment, specifically one should project what the
role of leaders will be years down the road. Planning hiring needs 8—12 months out
increases the chances of locating and hiring the best. Reacting to changing needs on
short notice can create a scenario where one has to settle on hiring any person that
has just applied, not necessarily the best talent available in the market. It takes time
to locate, engage, and eventually convince a high potential that the given position is
a real career opportunity. New subsidiaries and transplants typically have a steeper
growth curve than the parent company which has been established for many years.
Hiring needs differ from those in the home country for that reason, apart from the
country-specific requirements. One tool for a structured approach is the development
of a global competency matrix to align talent strategy with business objectives. What
are the key aspects for success in the local market as well as in interaction and
context with the parent business? Overlaying this with the strategic SWOT analysis
can highlight the critical factors for success. The cycle of talent acquisition, transi-
tion, and development is closely connected to capacity and culture. Through con-
stant improvement and adjustment driven by outside factors and relevant strategy
adjustment, it can be considered a work in progress (see Fig. 2).

Part of a leadership talent acquisition plan in a foreign country is to familiarize
oneself with the current local talent marketplace, local customs, and legal employ-
ment framework. The marketplace is different and influenced by different factors in
Europe than in Asia or in North America compared to South America. Even within
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those regions one can find vast differences (e.g., Canada vs. Mexico, China
vs. Japan, etc.). Sometimes, hiring authorities in the home region or abroad have
their own existing networks and connections where people get hired or advance on
the basis of who they know or what is most convenient. This can yield poor hiring
decisions since an entire pool of possible alternative candidates was never consid-
ered or evaluated. Having an open mind and being willing to invest time and money
to get presented with and grasp the whole picture will most likely pay off in the
long run.

Every great organization thrives to recruit and hire star performers. Most are
looking for high performers that can take their organization and teams to the next
level. But it is not an easy task to get noticed by A-players in the respective market.
This is especially true for new market entry situations where the company name and
brand carry no meaning or are not recognized as in the home country. Most high
potentials are not actively pursuing a career change but are rather considered passive
candidates that need to be approached directly or through referrals. They are busy
and engaged with their current career. It is estimated that one in five is not even
registered on popular online networks like LinkedIn and certainly not on online job
portals. Their time is valuable and in an effort to preserve it, they limit distracting
interactions. Confidentiality is also paramount for them to uphold their reputation
and avoid rumors.

In order to locate top talent in the local market, therefore, building relationships is
key. One can start with local business networking groups, build an in-house
recruiting initiative, or reach out to global consulting firms that provide recruiting/
search solutions on a global scale or through partnerships in the relevant region.

Working with third party recruiting/search consulting entities has potential ben-
efits that go beyond convenience and efficiency. They have an opportunity to
connect and foster relationships in the markets and relevant niche that will go further
than what an internal recruiting team can accomplish. Top talent is more likely to
network with an independent advisor that can be there for multiple opportunities
now and down the road. Always driven to utilize time efficiently, top performers tend
to dedicate time for meaningful relationship building with a trusted advisor. Further-
more, third party search consultants work on different schedules and can make
themselves available off hours and weekends to build and deepen relationship.
First-class recruitment consultants succeed by maintaining close, mutually reward-
ing connections and a trusted network. For those reasons, third party talent acquisi-
tion providers can have an ability to cast a wider net and introduce a much wider
variety of potential candidates to choose from.

When working with an international executive search/recruiting firm, it is impor-
tant to understand and manage expectations right out the gate. If a new business
relationship is built, a recruitment plan should be developed together with clear goals
and responsibilities. In order to equip the consulting firm with all the necessary
“ammunition” to sell an opportunity, the employer should work closely with the
consultant to explain and convey the company culture, inner workings, goals, and
vision apart from all the standard company information and position requirements.
The employer can support the service provider in promoting a position by sharing
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the passion of the opportunity and by describing all the aspects as detailed as
possible. It is a task for both hiring authorities from the business side and HR to
transfer knowledge to a service provider to the fullest extent.

Finding and engaging talented people in a scarce environment requires acquisi-
tion specialists who can recruit, hiring managers who can attract, and last but not
least a company that offers good career opportunities with upward mobility, not just
lateral moves.

Finally, all parties involved should keep reassessing the talent acquisition situa-
tion and adjust plans and expectations if required. Some common reasons for a
failure to hire talent are the following:

* There is just not enough talent in the particular niche/market.
» The talent acquisition strategy and execution plan are not effective.
» Expectations are unrealistic.

Selecting Future Global Leaders

Candidate experience is one of the buzzwords in talent acquisition that has
become more prevalent as good talent becomes more scarce. Walking in the
shoes of an applicant/candidate opens one’s eyes as to how they might see and
experience an organization and the process. This is even more complex in an
international setting since what one would experience when walking in a candi-
date’s shoes in the home country might differ vastly from what a local candidate in
the remote market might experience. Attempting to see the process from another
person’s point of view not only helps understand how a company’s recruiting
experience might feel like but also what would drive decision-making from the
point of view of a candidate.

Communication is always a two-way process. One person might not necessarily
hear what the other person meant to say. Every company has a unique recruiting/
hiring process and style. Communication with service providers and candidates is
essential to keep candidates engaged. Having a transparent and honest communica-
tion strategy supports rapport building and prevents offsets in perception.
Intercultural and international standards of communication should be taken in
consideration when planning a communication strategy.

Interviewing candidates and communication with candidates is a key component
to a successful hiring strategy. Utilizing multiple team members for the interviewing
process can have its benefits but can potentially also be the downfall of a successful
recruiting process. Introducing candidates to multiple team members on a peer and
superior level is useful for a candidate in order to get a feel for the social environment
of a future workplace, and it adds an extra set of eyes on the employer side. However,
of particular importance is the selection and the amount of team members a candi-
date will meet. Too many people with too many opinions can distort the picture of
the candidate and lead to the fact that a candidate is not hired even though he/she
could have been a good fit (politics, personal agendas, lack of interview experience,
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etc.). In an international setting, a misstep that corporations take unknowingly at
times is who they select to be the interviewer and also the decision-maker. In an ideal
scenario, it is a small, select group of a handful of people that are tasked with the
process and decision-making. The individuals need to be intimately aware with the
host country business and social environment, so they do not disrupt the process or
negatively impact the recruiting and later decision-making process of a potentially
very qualified candidate. In order to avoid confusion and to expedite the entire
process, responsibilities within the hiring team need to be set and communicated
early on.

When it comes to interviewing, many approaches have been evaluated in recent
years for their effectiveness. Behavioral interviewing is a standard practice that has
shown its merits but might not provide one with the full picture and projection of
possible future success. The environment an employee is in can determine and
shape behavior. Therefore, past success or failure in a previous role and organi-
zation does not necessarily mean the same in the new organization and environ-
ment. Increasingly, research supports the notion that how people are managed has
an effect on productivity, quality, and profitability and therefore ultimately busi-
ness value (Pfeffer 2007). For this and other reasons, careful consideration and
structured evaluation are essential for making the right people decisions in an
international setting. The stakes are high and it pays to evaluate carefully which
candidate best fits into this multifaceted environment. A blended approach of
behavioral and performance-based interviewing can be an effective way to under-
stand a candidate’s real personality, motives, professional strengths, and short-
comings as well as dreams and ambitions. Pinpointing on previous international/
intercultural experience and developed skills will help project possible future
success in a global setting. While experience and skills are important possible
predictors, having the talent to develop and adapt to the new environment and
setting is even a higher priority. There are many pieces to the puzzle and only a
comprehensive picture will allow decision-makers to select the best international
leader/manager.

“When in Rome. . ., do as the Romans do.” Personalizing and adapting the talent
acquisition process will generally yield better results. Corporate directives and
bureaucracies can sometimes bog down or restrict recruiting activities in the regional
markets. While corporate standards are important to maintain a common understand-
ing and reduce variance, it might be hindering for a market-specific talent acquisition
activity. What is the norm, legal, and ethical in one country might be different from
the other country. Cultures and standards differ as well. This also applies to the
perception of time available/needed for a recruiting project. Different countries may
have different cultural concepts of time (e.g., monochronic vs. polychronic), but also
candidates and employers might have a different understanding regarding the
“usual” timeline of a recruiting process. Some regions have customarily long notice
periods and longer decision-making processes, while in other regions it could be
more time compressed. Creating a plan, adjusting to the local customs, and clear
communication support a more cohesive process and can lead to an enhanced
candidate experience compared to an unstructured process.
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Integrating New Talent in a Multinational, Multicultural Setting

Once a decision is made to hire and the offer has been accepted by the preferred
candidate, companies start the onboarding process. Most corporations have a struc-
tured approach in place to handle all necessary administrative steps. This might
include local or international relocation. Relocation can be an added stressor for
candidates and especially their spouses and families which should not be
underestimated. Their world will be turned “upside down” for a period of time,
and supporting the new employee and families is something that ultimately acceler-
ates the integration process. Offering spousal support and cultural training before
and after an international relocation is one component to achieve a holistic integra-
tion. This in turn improves the new employees’ moral and effectiveness, thus
delivering value sooner rather than later. A dedicated onboarding plan can be useful
to start the relationship building and to make the new employee most efficient early
on. Onboarding is part of the candidate experience that will shape the starting phase
of employment. It sets the tone for the beginning work relationship.

In an international environment, a new employee not only has to figure out the
culture and processes of the new entity but also deal with the added complexity of a
global structure and its inner workings. New relationships have to be developed
internally as well as externally. Establishing and fostering personal connections
between key leadership staff and the new employee can help make the transition
smoother and to make a new hire more comfortable to integrate as a human being,
not just an executive branch. It is again the human interaction that can impact the
outcome. The more and the earlier meaningful interaction takes place and bonds
begin to grow, the higher the success rate. When connected on an emotional level,
everyone feels more invested. These efforts will also reduce the chances of a
candidate entertaining or accepting a dreaded counteroffer from the current (and
now disappointed) employer. Efforts put into onboarding and transitioning should
not be underestimated, since naturally everyone assumes everything is a done deal
when a candidate signs on. Challenges, opportunities, and day-to-day problems will
always be there, but with the right team and the right attitude, they can almost always
be solved and new paths can be chartered.

Conclusion

As the world globalizes so should every corporation’s talent pool. Finding,
attracting, and integrating good leadership talent is challenging enough in one
country/region, but it is multiplied in complexity when one is tasked with developing
a global leadership network that can function well in a local region and interacts
successfully globally. As much as one can prepare for such a task and as much
leadership talent gets trained and educated, there is still a sizable portion of “trial and
error” and “learning by doing” that takes place. Making mistakes is part of the
human learning and improvement process. As long as everything is seen as an
opportunity to improve and one can learn from their own mistakes, the global



204 G. Mueller

leadership talent conundrum can be solved. As for leadership candidates the same
applies but with a lower tolerance level for mistakes as organization looks at the local
top 2 leadership levels and holds them accountable for success or failure. However,
having had the opportunity of holding one or several international management and
then leadership roles can be an extremely beneficial experience and competitive
advantage compared to other potential candidates since they have been shaped
through this journey before.

Together great things can happen. When people with the same mind-set, experi-
ence level, attitude, and level of motivation come together, their impact surpasses the
sum of all individuals. Leveraging global synergies through an efficient and diverse
international leadership structure can be an untapped source for sustainable success
and corporate value enhancement.
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Abstract

It’s the decade of the three big “i-factors” “Internet, internationality, and
intercultural awareness.” Thus, it is exactly these three factors that have been
making a huge impact on training and qualification in organizations in recent
years. New skills are being asked for, new competencies are being required, and
new ways of learning are feasible.

Nobody was born as a leader; however, life gives plenty of opportunities to
practice leadership. Starting with early childhood, human beings are in a constant
process of becoming leaders. Admittedly, some are more talented than others. But
each and every person can develop solid leadership skills. In fact, most people
working in organizations operate in an international network and a world driven
by project management. Therefore, professionals from various disciplines and
industries have to be able to manage people, projects, tasks, target groups, time
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lines, and budgets successfully (compare » Chap. 17, “Training and Qualifica-
tion: Essentials of Leadership Development”).

Obviously, no one can fulfill all these requirements alone by oneself. In fact,
people have to collaborate with the members of their organization, need to
interact with their suppliers, and have to communicate with their clients. In
times of the big “i-factors,” bridge-building teams of external experts and vital
networks of different companies are more crucial than ever before. Consequently,
it is important to clear the way for innovation taking place beyond organizational
boundaries. And most importantly, change and learning become essential parts of
our workplace.

How do staff members and organizational leaders learn most effectively?

Why are there high-performer teams, while other groups within the same organization
hardly ever collaborate in order to increase their output?

Is the way leading companies are taking care of their trainings and their continuing
education offers different to the methods average-performing companies use?

All these questions are key for human resource management. Therefore, HR
executives and managers are asked to undertake a thorough analysis of these
topics in this chapter.

Keywords

“i-factors” * Leadership skills * Skill management ¢ Virtual seminars * Team
development ¢ Training management < Intercultural management ¢ Training
approaches ¢ Sustainable qualifications

Overview: What Do the Upcoming Professional Articles Have
in Common?

Staff members need transparency in order to know what others expect from them at
their specific workplace and how their superiors are evaluating them. Ultimately,
successful management is based on successful leadership. Leadership is learnable
and includes the competence to encourage team members to become a highly
collaborative learning team. Therefore, forming teams requires a systematic and
flexible approach, which allows setting up and supplying trainings throughout the
organization and within the framework of changing demands and special offers.

So what is usually happening right before innovation starts in HR and when is the
best time to create a dynamic training environment? The answer is short and simple:
“crisis.”

The automotive industry serves as a prime example supporting this premise. With
auto-parts being made on different sites all over the world, several automotive
companies faced poor communication within the organization. Training always
included traveling which was very time-consuming for employees and ultimately
expensive for companies. To cut travel costs and improve communication,
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companies started to establish virtual seminars. Even though employees were used to
being trained on a face-to-face basis, these virtual seminars became very successful,
and new training skills were adopted quickly.

People Perspective

The upcoming articles are indicating four common perspectives. The first one is called
people perspective and concentrates on the jobholder. Detailed job descriptions should
support and encourage jobholders and possible applicants. Besides, the recruitment
process can be simplified. It deals with teams and their structures, types, models, and
members. Furthermore, this perspective assesses people’s intentions to create ideal
circumstances for the development in personality and leadership. Employees need
proper and continuous training to achieve all company goals in a constantly changing
working environment. The training of team members should not be underestimated, as
the complexity of different team types can vary distinctly. Therefore, emotional intel-
ligence (EI) is an important skill for employees and even more so for leaders (compare
Chap. 17, “Training and Qualification: Essentials of Leadership Development”).

Economic Perspective

The economic perspective centers the economic impact of skill management on team
performances as well as on the productivity and effectivity of groups of people.
Moreover, it addresses long-dated investments related to leadership. If employees
are happy in their companies and feel challenged and forwarded at the same time,
their work performance will be better and their organization will benefit from it in the
long run. In contrast, ineffective training could cause poor results and enforces the
necessity to rework outcomes. Thus, structured training programs should be
implemented; the resulting shorter learning periods could save company money.
Furthermore, investing in a full leadership pipeline instead of head-hunting agencies
is recommended in order to be cost-efficient and effective.

Risk Perspective

The risk perspective deals with risks and threats occurring while designing and
implementing skill management. It is endorsed to consider all possible risks, which
could occur during the implementation of measures, and to develop different solu-
tions for each possibility. For example, it is important that the measures of
implementing team development are consistent with the culture in the organization
and that the leaders are aware of the values and policies in companies they are
working for. If that would not be the case, these measures, which were actually
meant to increase motivation, could cause the opposite. Therefore, it is also
recommended to plan, define, and follow through enacted measures.
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Operational Perspective

Finally, the operational perspective is concerned with the process of implementation,
processing, and development of management, teams, and leadership programs.
Before measures can be conducted, it is advisable to determine some guidelines.
Prime examples are when and for how long should the measures take place, who is in
charge, and what resources will be needed. Additionally, these measures should
cooperate or at least coexist with the other running processes. Furthermore, pro-
grams should be implanted in steps to assure a smooth transition. In a team
developing process, for instance, it is essential to identify the standpoint of the
team and to create some kind of road map as a tool for further leadership. For the
evaluation of a team situation, a team survey can be used.

Skills and Tools for Training and Qualification

Skill management is the process of identifying, analyzing, and establishing skills
needed as indicated in job descriptions. It may help a jobholder to understand what
outcome the company expects from his/her position. Furthermore, it assists the
organization in detecting possible gaps between the jobholder and the job itself
and allows them to be closed (compare » Chap. 13, “Training and Qualification:
Essentials of Skill Management”).

Leadership is learnable, even though there are more and less talented people. In
order to support individuals in becoming great leaders, the development of leader-
ship skills within the organization as a whole and its teams is essential. A good
manager is just as strong as the community he or she is leading.

Even though leadership training commonly focuses on middle and top management
levels, in recent years, the selection and training of entry-level leadership gained more
attention. It specifically targets people who, for the first time in their careers, are
required to take over formal leadership responsibilities. This is particularly important
when employees get promoted or switch departments within the company.

Living in times of globalization, training intercultural management skills are
more decisive than ever before. Dr. Geert Hofstede’s framework for cross-cultural
communication supports this idea that challenges training requirements. He points
out different values and related behaviors of diverse cultures (compare » Chap. 17,
“Training and Qualification: Essentials of Leadership Development”).

Team development is an ongoing process. Tasks in organizations become more
complex every day and it is mostly impossible for individuals to achieve targets on
their own. As a result, working in teams has become essential in the workplace, and
team cooperation determines the productivity of organizations. Therefore, it is
important to create healthy teams in team development processes. As there are
different types and development phases of teams, it is necessary to analyze its
structure and to work with its members on their working relationship. It is also
essential to identify and to work on the different roles of team members in order to
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guarantee an effective collaboration (compare » Chap. 22, “Training and Qualifica-
tion: Essentials of Team Development”).

The focus of training management is evolving with the ever-changing needs of
employers and the understanding of how to improve the richness and quality of
available training programs. Successful initiatives and solutions are an ongoing
series of support methods that result in a change in behavior. Training managers
can ask leading questions that typically guide a person through the process of
realizing changes that need to be made. An assigned lead trainer, who gets updated
on a regular basis, should create a training communication plan and consequently
manage the delivery of all training programs. Evaluating the training outcomes is
essential for further effectiveness. According to Kirkpatrick evaluation takes place in
the four levels of reaction, learning, behavior, and results. Furthermore, training
managers have an obligation to their teams to help keep them motivated and engaged
(compare » Chap. 15, “Training and Qualification: Essentials of Training
Management”).

Virtual seminars were introduced in an automotive company because of travel-
ing expenditures cutting rules. As a result a system that works by phone was created.
To keep the phone costs low, a callback system was put in place. Additionally an
existing IT platform was used. Even though the participants missed the “warmth”
that face-to-face communication might provide, their feedback afterward was pre-
dominantly positive. Most participants were excited about the unconventional way
they had just acquired new skills. Some people even said that they had experienced
situations during the seminar where they would feel like they had been knowing the
other participants for several years, whereas in fact they had not been meeting in real
life yet (compare » Chap. 20, “Training and Qualification: Online Leadership
Training in Crisis”).

Final Comments and Outlook

The plan-do-check-act (PDCA) cycle is another great guideline for training and
qualification matters. Training and qualification are embedded in a strategic, struc-
tural, and cultural organizational level. It supports organizational and team learning
processes as well as personal learning. Paul Watzlawick wrote as a first axiom of
communication, “One cannot not communicate.” Nowadays it can be said, “One
cannot not learn.”

Finally, it is not only about the content a person is learning but also about a
person’s readiness to acquire this content. Resistance against change, the fear of new
things, or anxiety that one won’t get it all done, all these challenges can hinder
people to learn effectively, efficiently, and joyfully. As a consequence, powerful
organizations try to arrange new approaches and methods of training. After all, only
if they successfully manage to do so will they be able to build up and support
sustainable qualifications. And qualifications are of overriding importance for an
organization’s successful performances, not only today but also tomorrow.
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Introduction/Overview: What Is Skill Management?

Skill management is the process of identifying, analyzing, and creating the skills of
jobs based on an established job description; developing the learning curriculum
based on required skills for each job; developing the learning materials’ content for
each learning item included in the curriculum; implementing the learning plan for
each jobholder to ensure they are able to deliver the expected job outcome; and
finally, creating the certification process to assess employee’s learning results.

Skill management is a practice that serves multiple purposes. For example, a well-
established skill management will help the jobholder understand what job outcome
the company expects them to deliver, and what the required skills are in order to
deliver the expected job outcome; skill management helps the organization identify
the gaps between jobholder and the job itself to ensure the development plans are
aiming to close the skill gaps; skill management helps management identify who the
people are with the right skills for the next position by measured data; and skill
management helps the organization identify what the common skills in place are and
what are the skills in shortage are, which will allow them to be well prepared for the
business strategy of new market OR a new product.

Skill management results in many lots of details, such as skill inventory, learning
curriculum, learning materials, course registration, learning history, certification, etc.
and all these need to be managed well by a system; otherwise, it may not create as
much value as expected if it is managed off-line.

People Perspective

When people start a new job, it is the normal practice that they will receive the job
description from HR or a Direct Manager, and start with their job after the orientation
or sometimes even earlier. It happens quite often that both their managers and they
will realize that their performance is not up to a certain level yet after the work has
been done. It may create the frustration for the jobholder and leave the manager
feeling disappointed.

However, a well-implemented skill management can better support the job holder
to accomplish their tasks successfully. If both job holder and manager know what
skills are required to perform the job well in the beginning, then they can map what
skills the job holder has and what skills the job holder does not have; thus, the
manager can assign only the tasks which can be well performed by the job holder,
and arrange the OJT (on-the-job training) or other development solutions to develop
the skills which are missing. This process will help the job holder develop steadily
and all tasks are under control.

Skill management can support the job holder to better perform their current job,
but it also can help the job holder to prepare for the next position. For those
candidates who are aggressive with their learning and development, they can start
to learn the required skills for next position, and then they can be more competitive
when the opportunity arrives.
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When there is a complete development plan in place for employees, they know
what they need to do and learn, and how long it will take to bring them from one
level to another level. It is believed that this practice will definitely increase
employees’ sense of belonging and loyalty. As a result, the highly motivated
employees with developed skills will provide high performance to the organization.

Economic Perspective

Skill management is to help employees achieve a better job outcome via improved
job skills. Implementing the skill management for the jobs which need various and
complicated professional skills or specific skills for certain industries will result in an
economic impact on the company.

* Learning and development expenditure as a percent of payroll continues to
increase, rising from 2.7% in 2010 to 3.2 % in 2011 (Source: ASTD). Companies
invest a large amount to people development. In order to ensure the ROI, it is
important to make the right decision in the first step on what and in whom to
invest. skill management can easily create the gap analysis between “As Is” and
“Desired”; the Company can make the right decision by referring to the gap
analysis on what kind of training or development plan should be invested in and
who the people are that need the training in order to achieve a better job outcome
or business result. Following this process can ensure the company invests the
training budget in the right place to maximize the value for the money.

*  Well-implemented skill management can shorten the job holder’s learning period
so that the organization’s productivity can be improved. Table 1 shows what skills
each job holder requires in order to perform the job well, it also shows what the
common skills are among each job. If there is an opening for Sales Engineer, the
company can easily tell by referring to this table that Technical Solution Engineer
and Senior TSE share the most common skills with Sales Engineer, so a TSE job
holder should be the candidate to consider since they can pick up the Sales
Engineer’s job more quickly than a CS Engineer post or new recruits.

*  Well-implemented skill management can also improve the retention rate and save
the recruitment expense. From Table 1, a CS Engineer knows exactly what
additional skills he/she needs to learn in order to upgrade to Senior CS Engineer
or Product Experts. Or, if he/she would like to change their job career from
Customer Service to Sales, and then he/she can start to prepare based on the job
skill requirement and be ready upon the opportunity’s arrival. Employees basi-
cally can diversify their career, and they can manage it proactively.

» Transferring the skill into a business result is the process of turning input to
output. It is the ideal result from skill management, for example, by referring to
Table 1, “Mentoring Skill” is a skill which can guide the Sr. CS Engineer to
provide mentorship to a junior engineer. If the Sr. CS Engineer received the
training of a mentoring skill, it only proves that he has learned the skills, but not
sure whether he has mastered the skill or not. If the Sr. CS Engineer has mastered
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Table 1 Shows what skills each job holder requires in order to perform the job well, it also shows
what the common skills are among each job

Position | ¢ Service (CS)| Senior CS Product Technical Solution Sales
Skills Engineer Engineer Expert Engineer (TSE) Senior TSE | Engineer
Hardware Knowledge X X X
Product Portfolio Knowledge X
Basic SW & Application Support X X X X X
SW & Application Support X X X X
Expert SW & Application Support X X
Installation at Existing Site X X X
Installation at New Site X X X
PCB Process X X X X X
Communication Skill X X X X X X
Customer Handling Skill X X X X X X
Mentoring Skill X X X
Project Management Skill X X X
Sales Proposal Capability X X
Information Seeking X X X
Marketing Intelligence X X X
Influencing Others X X
Negotiation Skill X
Presentation Skill X X X
Certification 100% 100% 100% 100% 100% 100%

the mentoring skill, and then he/she is able to build a comprehensive mentoring
plan with his’/her mentee, under the mentorship from mentor, the mentee’s
learning period can be reduced from 6 to 4 months by delivering a good result.
This will be the expected result from the mentoring skill which focuses on turning
input into output. Implementing skill management is not only focusing on what
the job holder needs to learn, but it also needs to measure if there is a result
derived from each learning activity.

Risk Perspective

The risks are embedded in each step when designing the skill management and the
risk existing in the implementation process as well. The skill management steps are
stated as below:

1. Create the job’s Key Result Area based on an updated job description and
interview with job-holder experts for a specific job. The job outcome that the
Company expects this job holder to deliver is the basis for skill management.
The risk: Normally the job description is kept in file for years without updating, but
the organization is changing and requirements of the job holder are changing too. It
is a must to ensure the job description is updated before starting the process.

There is a high risk when interviewing job-holder experts. It is true that they
are the people who are most familiar with the post requirements, but the first step
of the interview is to find out what ideal outcome the job holder should deliver.
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The job-holder experts usually think from their previous experience about what
they can and not what they should do. If the Key Result Area is created based on
what the job holder can do and not what they should do, then the rest of the work
won’t help achieve the desired goals’ potential.

2. Present the draft Key Result Area to the concerned senior management for their
input and validation. This is an important process to involve the senior manage-
ment since they are the people who know what the new direction of the organi-
zation, and it may result in additional requirements to the specific job.

The risk: Senior management is normally very busy and it is difficult to get their
attention. So before kicking off the project, it is important to invite the senior
management as the project sponsor and mark their time for certain actions.

Senior Managements is also not aware of the importance of their input to the
Key Result Area. The project leader needs to prepare them in advance and make
sure they know the importance of this step since it may affect the whole program’s
effectiveness. It also needs to highlight that they are creating the ideal job
requirement for the organization to meet the company’s long-term business
strategy.

3. Define the core skill, knowledge, and attitude the job holder needs to acquire in
order to achieve the Key Result Area. This process will generate the skill list for
the specific job.

The risk: This step is done by holding a meeting with a group of job-holder
experts and their managers. During this process, there is a risk that either
participants list too many skills or very few skills. Why does this happen? Too
many skills are listed because they do not know what skills should be considered
or they tend to exaggerate their job complexity to prove how complicated the
job is. So in the beginning of the meeting, the project leader needs to inform every
participant that all skills are necesssarily nice to have. Too few skills are some-
times listed because participants are veterans and they think some skills the job
holder should naturally have and are not necessary to mention. So the project
leader needs to advise the participants that the listed skills should involve a
learning process to acquire. Also they need to double-check if they have the
skills A and B. In other words, can the job holder perform the task as expected?

All these risks will affect the skill management effectiveness and need to be
well managed in the process.

4. Define the learning activities for each required skill or knowledge to help the job
holder acquire the skills and knowledge. This process should also be done by
interviewing the job holder expert and managers.

The risk: During the interview, when the expert or manager is asked what kind of
learning activity the job holder needs to have in order to acquire the skill? They
normally answer that they should join the training course. If training turns out to
be the only development solution to all skills which will increase the company’s
cost, on the other hand, it might not be the most appropriate and effective solution
to help job holder acquire the skills. So an interviewer or project leader, needs to
have the interviewees understand that the learning activities are not limited to the
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training course as it is only one of the development solutions. The interviewer
should have good knowledge and background with learning and development,
otherwise this process may have a high risk of failure.

There is also a risk that the learning activities are ideally designed, look
reasonable and perfect; however, they will create big barriers for implementation.
It is important to have the learning activities designed which are practicable for
implementation; and they also need to consider if it is the best development
solution to help the job holder acquire the skills.

5. Design the training materials or select the right training content based on the listed

learning activities.
The risk: If the learning activities are to be implemented by external training
suppliers, HR needs to outsource the training suppliers and reserve the budget. If
the learning activities are designed for internal training, HR needs to coordinate
the material’s readiness with the due date. Normally it is difficult to have
dedicated people for training materials design due to limited resources. So it is
common to see that training materials are submitted late or the quality is not up to
the standard. In order to avoid the risk, it is recommended to set the item writer’s
criteria first and what kind of training needs to occur before starting an item; and
then to nominate the learning item writers based on criteria when defining the
learning activities for each knowledge level. It is also important to obtain the item
writer’s commitment from both individual and direct managers. By doing so, it
can ensure the project can be delivered on time with quality.

6. Identify what are the Key Performance Indicator (KPI) are for each skill to set the

competent standard based on Key Result Area and learning activities; suggest
using the How, When and Who to assess the KPI. This step is very important to
justify the certification quality.
The risk: It is a long and hard process to identify KPI. The KPI must be
measurable either by quantity or quality, otherwise there is no meaning to set
the KPI for each skill and the company is not able to tell if the job holder really
acquired the skill upon completion of the learning path. However it is a chal-
lenging process to find the KPI for each skill since some skills are not easy to be
measured, or it may result in a dreadful process by going to the extreme.

Operational Perspective

The operational perspective addresses the question of how to perform or implement
skill management. What are the things to consider and think of prior to, during, and
after the execution of the process?

Prior to even designing a skill management process, a few questions need to be
answered:

*  Who should initiate the skill management program?
Normally the program initiated by the Human Resources Department will easily
be perceived as an additional load by the Business Department. But if business
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executives initiate the program they will be the program sponsor, and then the
whole process will be much more efficient. The Human Resources Department
should be the one to create the sense of urgency for the need of skill management
in front of executive management, for example, prepare some data for executive
management to show the inefficiency of people development and try to link poor
learning performance with business result, such as a longer learning period for
one ready employee at critical positions, poor knowledge transfer due to inap-
propriate training, etc. In the meantime, executive management should see how a
skill management program will help with people development and performance
improvement. With this process, the executive management should be able to
initiate the program and HR can request them to act as program sponsor.
*  Who will own the process?

Often the perception is that people development should be the Human Resources
Department’s accountability. Which means HR should take the responsibility to
drive the whole process. However, having each related business executive to
share the ownership with HR will definitely help expedite the process and
increase the program success rate.

So basically, before starting the skill management project, it is recommended
to make the stakeholder analysis and define different people’s role and responsi-
bility in the beginning to ensure it goes smoothly along the way.

— Executive management should be the program sponsor, and they will be in
place to give support when there is a need

— The line manager needs to be aware of the project and they will be the person
to ensure skill management implementation in their team.

— The job holder will be involved during the implementation stage and under-
stand what they are expected to learn how to be measured and act accordingly.

— The technical expert should be the major contributor for technical skills
identification, assessment, and learning methods.

— HR should be the project manager to facilitate the whole project.

* What resources will be needed?

The amount of resources (people, money, time, etc.) may vary based on the size

and complexity of an organization. Normally, the large and complex organization

may require more resources than the local small-sized company. If there is a

resource constraint, then it is suggested to focus on critical positions first.

Resource planning should start before skill management Program is kicked
off. Resource planning should cover the program design to implementation of the
whole period. The resource plan below is for one particular position’s skill
management:

— What additional resources are required to fulfill the program?

When decideding to work on one critical technical position. i.e. Customer

Support Engineer, one needs to think about who the right person is to lead the

process from the Customer Support Department by working together with the

HR department. Normally it is suggested to invite the CS Director level, and

then a focus group needs to be established which is responsible for identifying

what Key Result Area the CS Engineer can ideally deliver. Since the CS



220 S. Chen

Engineer is a technical position, only if the CS Engineer’s manager is profi-

cient in technical skills should he/she be invited to join the focus group. It is

recommended to invite the expert level of the CS Engineer from each branch to
form the focus group. Once the Key Result Area is defined as well as
requirements of both technical and soft skills, then the appropriate learning
curriculum should be designed based on all this information. Once the learning
curriculum has been created, additional resources are required to design the
training content, and one also needs to determine who the person will be to
deliver the training. For external training, the HR department should commu-
nicate with the project sponsor and get approval for the budget needed.

— Is the company ready and willing to make a financial investment for a software
solution?

This will heavily depend on the financial situation of the company, and how

many jobs and employees will be managed with skill management. It would be

the ideal if the company purchases a Learning Management System to manage
employees’ learning activities and certification, and then it will be much easier
to maintain all learning history and monitor employees’ learning progress.

Also it would be easy to create related reports to track the whole organization

skill and knowledge status.

* How does this fit with existing processes?

With the implementation of skill management, every employee will be certified a
knowledge level once they completed the learning curriculum. HR will work
further on how to link the knowledge level with HR job level to ensure the
company is promoting the right person at the right position with the right package
as well. It is recommended to put knowledge level as the basis for employees’
promotion but not the only condition. For instance, for knowledge level
1 (an entry level) upgrading, it is recommended to directly link with job level,
which will encourage and motivate young and junior employees’ learning and
career advancement; for knowledge level 2 or above, it is recommended to link
with job level, individual’s performance rate and also business needs. Investing in
educating employees or prompting an employee to a higher level, it should be
determined by individual’s performance and also if there is a business need to
utilize his/her skill.

Normally HR will create the job level for jobs in the organization, but it is not
necessary to create the knowledge level for all kinds of jobs unless the job’s skills
require systematic learning to acquire, which also needs to be assessed by test or
observation. Bearing in mind this practice can help the project leader prioritize
and focus on critical jobs.

Skill management can also connect with the existing performance review
process. For example, if the performance review is based on competency assess-
ment, then direct managers should take employees’ skills learning progress as a
reference against certain competency assessment. In the meantime, a manager
could also determine the employees’ learning attitude and learning capability
based on his/her learning result at year-end review.

» How to implement skill management for the first time?
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First, all “must have” elements should be well established for skill management,

such as, knowledge level, learning curriculum, learning period, learning content,

and measurement for all critical skills. For the first-time implementation, the most

critical step is to assign all job holders with an appropriate knowledge level which

highlights each skills’ achievement status, and then each job holder will under-

stand what skills are missing in order to graduate from the knowledge level. This

step is generally called Skill Mapping. There are two approaches introduced

below for Skill Mapping as a general guideline:

Approach 1

1. Have a direct manager to diagnose which skill level the job holder should be
mapped

2. Have the job holder join all concerned on-line and off-line tests for the
appointed knowledge level

3. The job holder’s knowledge level will be determined based on the test result

Pros: This approach can help ensure the job holder’s skills are appropriately
measured, which reflects the job holder’s real capability.

Cons: Too time consuming and it also creates hard feelings for employees that
their previous performance was ignored.

Approach 2

1. Assign the job holder to an appropriate knowledge level for mapping based on
learning history in the organization; all employees whose work experience is
less than the first level’s learning period will be assigned as level 1 by default.

2. The direct manager will diagnose each of the job holder’s single skills against a
skill measurement indicator and guidance from a technical expert.

3. The job holder’s knowledge level will be determined by a direct manager’s
diagnosis result.

Pros: This approach is easy to implement and very efficient; employees’
previous learning and contribution are valued.

Cons: Skill mapping result’s accuracy is too heavily based on the direct
manager’s judgment.

When all employees are assigned an appropriate knowledge level after the
mapping process, they then need to start the learning journey within the learning
period. In the meantime, the direct manager should monitor the employee’s
learning progress to ensure they are on the right track.

* How to maintain skills up-to-date?
A company will not be able to grow further if it does not change its technology
level. Employees’ skills reflects the company’s requirements from a technology or
growth point of view. So it is a must to re-visit the skill inventory on a regular
basis to ensure it is aligned with the company’s growth pace. How long should it
be? That depends on the company’s growing status, but at least once a year is
necessary.

On the other hand, the job holder may be certified with a certain knowledge
level, but that does not mean he/she mastered all skills as sharp as the date he/she
was certified. It could happen that the job holder didn’t have the opportunity to
practice the skill due to job change or product limitation, and there is a high
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chance that the job holder may lose the skills gradually. In order to ensure the
certification’s value and reliability, it is recommended to renew the certification

every 2 years by following the below guidance:
1. Define the core skills in each knowledge level.

2. Define the conditions for employees who need to join the certification
renewal, such as, no exposure to the skill practice continuously over 6 months;
technical upgrading.

3. Hold the skill refreshment test for employees who are in need; the test could be
a paper test, an on-line test, a demonstration or an expert’s interview.

4. Employees who failed the test will be assigned the specific skills learning item
to re-start the learning process.

Outlook

Skill management is a relatively complex process, it includes too many steps and
each step involves different people. If one of the project members doesn’t commit to
the process, then the whole project will not be able to be completed successfully.
Although skill management has been well designed and implemented, it is normal
practice that management will cut the training budget when faced with an economic
downturn; this may then affect employees’ motivation negatively as they don’t see
the company’s commitment for employee development. This practice may harm the
organization badly and the project owner should be prepared in the beginning and
gain senior management’s commitment or find alternatives due to budget constraints.

Just because the skill management process has been implemented for certain jobs,
doesn’t necessarily mean it will last forever. Both HR and the business team should
revisit the listed skills and learning materials on a regular basis to ensure all skills are
the most updated skills which can assist employees to deliver the best result. The
same goes for learning content, which needs to be designed to match the changing
market and product.

Regardless of how complex or difficult the skill management process may seem
to be or become, it can certainly be considered as a great process to further strengthen
both the organization and individual’s learning and growth. Through component
implementation it will enable the organization to be more competitive even when
facing severe competition. Taking that view, there should be no hesitation for any
company to engage in the process.

Do’s
Create the Job Description
The skill management’s basis is job description (JD), which needs to make sure all

jobs have a complete job description which specifies all the Key Result Areas (KRA)
the jobholder is required to deliver.
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Develop Skill Profile Based on Job Description

Analyze what are the necessary skills are that a person needs to have in order to
deliver the KRA.

Skill profiles also should differentiate between different levels of skills (e.g.,
“Basic,” “Advanced,” “Mastery”).

Analyze Skill Gaps

While skill profiles represent the demand side, the real skills of the job holder
represent the supply side. Comparing demanded skills and the real skills of the job
holder within the job family leads to the “Skill Gap.”

Build on Existing Basis

If, for example, in Compensation and Benefits or Talent Development there already
exists a job family model, it is highly advisable to use the same model for defining
skill profiles for these job families.

Discuss Certification

Define skill demands via skill profiles and then provide the appropriate learning
solution to bring the jobholder’s skill up to the required level. An even stronger
approach is to test if the employee really acquired the skills (as opposed to just
attending the class!). Such a “Certification” obviously requires more administrative
work, but pays off in terms of the higher effectiveness of the overall skill develop-
ment process in the company.

Don’ts
Avoid Inflation of Skill Demands

When developing skill profiles in cooperation with experts on the subject matter
from the respective departments, there is a risk that skill demands are exaggerated.
The reason for this is that people are usually proud of what they are doing and tend to
over-emphasize the difficulty of the job and hence the skill requirement. With all due
respect to the subject-matter experts who help HR by creating skill profiles, HR
should try to avoid such inflationary tendencies in the discussion with subject-matter
experts. We highly recommend that all skills should be derived from the KRA,
otherwise, it will not be considered.
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Avoid Inflation of Job Families and Skill Types

Similar to the first point, the degree of differentiation between job families and skill
types has to be managed by HR. Subject-matter experts like to differentiate because
they know all the details. Still, HR should try to keep the number of job families and
skill categories low. As always, a good constructive dialogue is advisable, exchang-
ing the pros and cons of differentiation.
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Abstract

Average sales managers might become excellent by developing specific forms of
sales leader equity (SLE), namely, the additional value a sales manager brings to
his or her function and role that benefits him or her and the organization. The sales
manager competency model (SLE Competency Model) proposed in this study
specifies SLE components, as well as how value can be added to a sales
manager’s function and role. Leveraging knowledge accumulated from diverse
disciplines and data collected from companies in various nations, spanning
different levels of engagement, the SLE Competency Model asserts that sales
managers’ management and leadership competency rely on their specific traits
(personality traits, motives), character (self-concept, attitudes, values), skills
(cognitive, social), and knowledge (business, functional, organizational) which
engender sales managers’ beneficial expertise and enduring likability. These
detailed SLE components provide guidance for assessing and developing sales
managers’ competencies, which can have organizational and individual
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outcomes. By acknowledging the complexity of sales managers’ responsibilities
and different levels of their critical competencies, the SLE Competency Model
can enhance organizations’ sales performance through better management of
sales managers’ functions, roles, and talents.

Keywords
Sales managers ¢ Sales leaders * Competency model ¢ Sales leader equity °
Human resources management * Sales management * Talent development

Introduction: Can You Sing Like Sinatra?

What is individual equity? To understand the concept, let’s imagine you are listening
to Frank Sinatra’s famous 1969 rendition of “My Way.” The song originally was
inspired by Claude Francois’s 1967 “Comme d’habitude,” but the way Sinatra sang
it magnified the meaning of “My Way” in the collective consciousness. The song has
been performed by innumerable artists, but it never sounds quite like Sinatra’s
version. His personal qualities add value to the rendition of “My Way” in ways
that no one else can match. That’s individual equity: the additional value that an
individual brings to a function and role because of the specific qualities that only he
or she possesses.

In sales organizations, excellent sales managers possess specific qualities that
separate them from average sales managers. Identifying those qualities and building
relevant sales manager competency models is of paramount importance for both
human resource managers and sales executives to ensure proper management of their
sales managers’ functions, roles, and talents, as well as to improve their organiza-
tions’ sales performance.

Sales managers greatly influence organizations’ sales performance through their
supervision of the sales force that interacts directly with customers and drives
revenues. Sales managers’ competencies factor into salespeople’s performance
mainly through their sales management and sales leadership responsibilities. Sales
management duties involve planning, organizing, implementing, supervising, and
controlling salespeople and sales activities; sales leadership instead pertains to
activities performed to influence the sales force to act in accordance with the
organization’s mission and goals (Ingram et al. 2005). As Ingram and colleagues
(2005) put it, sales management pertains more to being efficient and “doing things
right,” whereas sales leadership refers to being effective and “doing the right things.”
Average sales managers become good ones by doing things right, but they become
excellent leaders only if they can envision the right things to do.

To help organizations determine the competencies that enable sales managers to
perform beyond average levels, this article identifies several sales management and
sales leadership competencies rooted in their specific traits (personality traits,
motives), character (self-concept, attitudes, values), skills (cognitive, social), and
knowledge (business, functional, organizational) that need to be carefully assessed
and overseen. The explanation of why these particular competencies matter offers an
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outline of how deficiencies in these elements induce suboptimal functioning by a
sales organization and describes how sales leader equity (SLE) can help excellent
sales managers earn desirable organizational and individual outcomes. Sales man-
agers can take several positions within an organization — such as frontline sales
managers who supervise salespeople and carry operational-related responsibilities,
second-line sales managers who supervise the frontline sales managers and carry
departmental or area-related responsibilities, and senior sales managers who super-
vise the whole sales organization and set the sales strategy and objectives — each
requiring different sets of competencies. However, the notion of SLE proposed
herein applies irrespective of the sales manager’s position. Sales managers’ SLE
exists because they consistently achieve success, regardless of their assigned posi-
tion, division, or region. Considering the critical importance of frontline sales
managers for the proper execution of an organization’s sales strategy though (Cron
and DeCarlo 2009), the SLE Competency Model focuses primarily on this level.

The next section details the importance of competency models for human
resource and sales management. After presenting the SLE Competency Model,
this article identifies the abilities that sales managers need to possess and leverage
to achieve superior sales management and leadership. The conclusion describes
some important outcomes excellent sales managers can earn from their SLE.

Critical Importance of Competency Models for Human Resources
and Sales Management

Global organizations operate in turbulent and changing environments that directly
affect salespeople’s and sales managers’ jobs. In line with customers’ growing
expectations, the functions of sales professionals are evolving, from serving as
territory or account managers to becoming highly competent advisors. The
Internet also has empowered customers with easier access to supplier channels and
information, leading to increased demand for even more skillful sales professionals.
Inside sales operations also are replacing outside salespeople for transactional sales.
Thus, the sales manager’s job embodies multiple and complex facets and requires
new sales, management, and leadership skills.

Frontline sales managers have a particularly challenging position. They have
direct supervisory responsibilities over sales teams, manage field operations that
involve salespeople and customers, serve as boundary spanners between upper
management and salespeople who share and promote the sales strategy, implement
organizational changes, and ensure connections between the field and upper man-
agement to facilitate intelligence dissemination that helps their organization remain
competitive (Huy 2002; Ingram et al. 2005; Le Bon 2014). Moreover, sales depart-
ments are gaining influence over marketing departments, such that sales managers
increasingly participate in strategic decisions about the strategic direction of the
business unit, expansion into new geographic markets, new product development,
distribution strategies, the design of customer service and support, or pricing
(Homburg et al. 2015). Considering these growing roles and accountability,
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organizations need to develop sales manager competency models that reflect the
transformations within their job environments.

A competency model specifies and structures the sets of knowledge, skills,
abilities, and characteristics required for effective performance in a job or role
(Lucia and Lepsinger 1999; Mansfield 1996). Competency models assume that
individuals possess competences or underlying characteristics that can result in
superior performance (Boyatzis 1982). A competence thus refers to some cluster
of traits, motives, self-concepts, attitudes, values, cognitive or behavioral skills, and
knowledge that can be measured to distinguish superior, average, and ineffective
performers (Spencer and Spencer 1993). In combination, these predetermined char-
acteristics influence each person’s abilities, that is, the quality of being able to
accomplish a task (Spencer and Spencer 1993). In sales management competency
models, the identification of such characteristics should reveal how excellent sales
managers fulfill their functions and roles to drive their sales teams’ performance.

Accordingly, organizations need to develop sales management competency
models for several reasons:

+ To align the organization’s core competence and strategy
» To protect the business’s sustainability

» To ensure organizational transparency and clarity

* To align human resource policies

» To provide a competency benchmarking and gap analysis
* To train personnel and develop their talent

Competency model should reflect the organization’s core competence and strat-
egy. Because any organization’s competitive advantage relies on its core compe-
tence, defined as its collective know-how, ability, and technologies to coordinate,
integrate, leverage, and market its products and services (Prahalad and Hamel 1990),
its employees’ competences should match its own core competence and strategy. For
example, Xerox’s competitive advantage largely has relied on its sales organization’s
know-how and ability to attract new customers with the value proposition of its
products and services. Therefore, Xerox considered training a critical asset in its
sales strategy, which it used to attract and retain the right people to maintain the
organization’s core competence.

The competency model also should protect the business in terms of its sustain-
ability. Remaining in business tomorrow matters more to a company than being in
business today. Accordingly, a competency model should be future oriented and
ensure the preservation of necessary competences that will allow the organization to
remain in business. For example, companies operating in the oil field services and
equipment industry, such as Halliburton or Schlumberger, must envision and inte-
grate oil barrel price variations in their efforts, and they need a sales force that can
manage changing interactions and negotiations with customers who expect signifi-
cant price drops when purchasing their products and services.

Transparency and clarity with regard to what an organization expects from its
employees, in terms of their skills and job performance, also are critical. By
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explicating and communicating, for each position level, the required competences
(e.g., foundational, emerging, proficient, expert) and performance levels (e.g., below
average, above average, successful, outstanding), an organization helps employees
understand the level of effort they need to achieve to perform well in their current
job, as well as what competences they need to gain to advance their careers. For
example, frontline, second-line, and senior sales manager positions demand different
sales management and sales leadership competencies, which a sales manager is
aware of and can acquire to move up the corporate ladder.

The competency model also needs to align with the organization’s human
resources policy so each position manifests specific requirements for hiring, training,
promotion, and compensation. At the organizational level, such alignment is critical
to determine and apply appropriate human resources management strategies and
rules. In very technical industries, for example, some companies prefer to promote
sales managers internally, rather than hiring from outside, because of the skills
required to perform the job and develop salespeople. Ecolab, the global leader and
provider of water, hygiene, and energy technologies and services to the food, energy,
healthcare, industrial, and hospitality industries, promotes frontline sales managers
internally recognizing the specific competences they possess.

Benchmarking and gap analysis are central reasons to build competency models.
That is, the primary objective of a competency assessment is to identify the traits,
motives, self-concepts, attitudes, values, cognitive or behavioral skills, and knowl-
edge that distinguish superior, average, and ineffective performers. Therefore, orga-
nizations can perform benchmarking and gap analyses to determine the competences
that low performers lack compared with top performers. In doing so, organizations
can appraise which competences top performers leverage most in their path to
success; in turn, they can provide better direction to average performers who seek
to increase their abilities. Competency gaps analysis is critical to identify deficien-
cies and suboptimal functioning of a sales organization. Reducing competency gaps
between average and excellent sales managers is the first step in developing more
sales managers’ talent and moving the whole sales organization to higher standards
of abilities and performance. For example, at the University of Houston’s Sales
Excellence Institute, several 360° competency assessments have helped organiza-
tions define their specific competency models and skill level requirements to achieve
improved top sales management performance.

Finally, and related to the preceding elements, a competency model should be a
tool for personnel training and talent development. When competency gaps have
been identified for a specific pool of managers, the next step must be to build
appropriate training and talent development programs to help them reach the level
of skills they need to improve their performance. For example, if a company
identifies retention of millennial employees as a critical challenge, sales managers
who have difficulty interacting with, leading, and retaining staffers with this age
profile can be trained and coached to gain a better understanding of how to manage
Generation Y expectations within their sales team.

A sales strategy is only as good as sales managers’ ability to execute it by
leveraging the right sets of competencies. The following description of the SLE
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Competency Model thus includes the abilities that excellent sales managers possess
and exploit to ensure their success.

From Average to Excellent Sales Managers: The SLE
Competency Model

A sales manager does not, metaphorically, need to sing “My Way” like Frank Sinatra
to be successful and gain recognition. Yet research has identified some specific
competencies that successful sales managers leverage “their way,” which seem to
produce better results and sales performance. Expanding on those findings, the SLE
Competency Model indicates that excellent sales managers develop their own
specific sales leader equity (SLE), namely, the additional value a sales manager
brings to his or her function and role that benefits him or her and the organization.
Therefore, SLE is the differential impact of a sales managers competencies on a
salesperson and sales team's responses to his or her initiatives and decisions.

This perspective on sales leader equity echoes the marketing literature on brand
management where the concept of brand equity accounts for the additional value that
a brand brings to a product (Aaker 1991; Keller 1993). According to Keller (1993),
brand equity refers to the differential effect of brand knowledge on customers’
responses to brand marketing compared with reactions to marketing initiatives for
another product without the same brand. Thus a customer’s positive response to a
brand signals the equity that the brand possesses. The concept of equity attached to a
brand has significantly improved understanding of customers’ favorable reactions to
and loyalty behavior toward branded products. For example, customers respond
more positively to the marketing initiatives for iPhone, iPad, or MacBook because of
Apple brand’s equity. Similarly, excellent sales managers also possess forms of
equity that drive favorable responses from salespeople and sales teams to their
sales management and sales leadership initiatives and decisions. Such favorable
responses occur when a salesperson and a sales team associate a sales manager’s
traits, character, skills, and knowledge with higher sales management and sales
leadership competencies, which also enhance the sales manager’s beneficial exper-
tise and enduring likability within the organization. Favorable responses from
salespeople and sales teams might include listening more closely to the sales
manager’s opinion and advice, better implementation of his or her instructions,
and better acceptance of his or her decisions.

Accordingly, excellent sales managers become “person brands” and make a name
for themselves through their competencies and commendable accomplishments
within their organization and environment (McNally and Speak 2002). Because of
their SLE, sales managers can influence people better and are likely to have more
engaged and loyal followers.

The proposed SLE Competency Model describes the components of SLE and
how they add value to a sales manager’s function and role. The SLE Competency
Model is rooted in four sources: (1) knowledge accumulated from diverse
disciplines, including human resources, marketing, sales, and leadership;
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(2) complementary data collected from senior, middle-level, and frontline sales
managers, salespeople, and customers from several companies, representing differ-
ent industries, across North America, Europe, and Asia; (3) validations through
multiple executive programs, consulting projects, and coaching engagements
conducted to help increase sales managers’ effectiveness and performance; and
(4) insights from executive programs, in which sales executives identified specific
skills they would like to improve, using a behavioral change contract and personal-
ized coaching program, such that the named skills revealed what sales managers
believed they needed to develop to perform better in their function and role.

The SLE Competency Model thus asserts that sales managers’ management and
leadership competencies pertain to two areas: the sales management and the sales
leadership domains. Those two domains content are what sales managers need to do
(or “doing things right” from a sales management standpoint and “doing the right
things” from a sales leadership perspective). Yet it is important to distinguish what
those domains include to help sales managers fulfill them better. The sales manage-
ment area constitutes a domain of functions, which refer to the set of activities and
tasks sales managers need to execute efficiently. Alternatively, the sales leadership
area is a domain of capabilities, which relate to the capacity and savoir faire that
sales managers must deploy effectively.

The sales management area encompasses three main domains of application and
functions, including salespeople and sales teams management, market environment
management, and the sales organization and administrative processes. The sales
leadership area entails six general domains of application and capabilities with
regard to the sales strategy execution, organizational culture and changes, sales-
people and sales team motivation and engagement, salespeople and sales team
development, coordination and relationship management, and priorities manage-
ment and decision-making (see Fig. 1).

Sales managers can excel in the domains of sales management and sales leader-
ship only if they possess specific traits (personality traits, motives), character (self-
concept, attitudes, values), skills (cognitive, social), and knowledge (business, func-
tional, organizational) that require careful assessment and management (see Fig. 2).

All these traits, character, skills, and knowledge together define sales managers’
abilities to perform their functions and deploy their capabilities. Abilities thus are the
result of both genetic factors and learning; skills and knowledge instead refer to
levels of proficiency developed through experience and training. The specific traits,
character, skills, and knowledge relate to why sales managers perform well if they
actually possess the underlying characteristics required for what they need to do.

The distinct SLE Competency Model levels and components are important
because they provide guidance for assessing sales managers’ competency and
devising necessary training or talent development. Although some domains or
abilities might vary across companies or industries, it is possible to identify signif-
icant ones, which all sales management competency models should recognize and
assess. Therefore, the following discussion emphasizes these elements in bold font.
The two competency areas, in which high-performing managers excel, reveal
respective sales management functions and sales leadership capabilities.
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Sales Leadership

- - - -

Sales Leadership Capabilities

Organizational Culture Sales Strategy
& Changes Execution

Salespeople & Sales Teams Salespeople & Sales Teams
Motivation Development

Market Environment Coordination& Priorities Management
Management Relationships Management & Decision Making

Sales Management

Sales Organization & Salespeople & Sales Teams
Administrative Processes Management

Sales Management Functions

- - - -

Fig. 1 Sales management functions and sales leadership capabilities

Sales Manager Knowledge

Sales Manager Skills

Sales Manager Traits Sales Manager Character

Fig. 2 Clusters and levels of sales managers’ competencies
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Sales management includes three main domains of application and functions:

(a) Salespeople and sales teams management, including (1) selecting,
interviewing, and hiring, (2) training, (3) quotas and goals setting, (4) pre-
call and post-call account planning and analysis, (5) field coaching, (6) sales
pipeline management, (7) sales meeting preparation and conducting, (8) com-
munication management, (9) performance review and management, and
(10) promoting, transferring, and terminating

(b) Market environment management, which entails (1) market and customer
analysis and segmentation, (2) competitive analysis, (3) territory design and
account assignments, (4) channel and customer management, (5) market and
customer opportunity scouting, (6) customer interactions and negotiations,
and (7) channel and customer problem management

(¢) The sales organization and administrative processes, including (1) sales data
analysis, (2) sales forecasting, (3) sales data reporting, (4) resources and
expenses management, and (5) budgeting and control

Sales leadership involves six general domains of application and capabilities:

(a) Sales strategy execution, which involves (1) sharing the vision about the sales
strategy and goals, (2) supporting and promoting the sales strategy and goals,
(3) contributing internally and externally to sales strategy implementation,
and (4) identifying and diagnosing potential infringements of the sales strategy

(b) Organizational culture and changes, such as (1) creating and consolidating the
organizational culture and belief system supporting the vision, (2) aligning
the sales management and leadership approach with the organization’s culture
and goals, and (3) acknowledging, supporting, and facilitating organizational
changes

(c) Salespeople and sales teams motivation and engagement, which refers to (1) set-
ting clear expectations, (2) creating and consolidating a teamwork spirit and
environment, (3) ensuring the right attitudes and behaviors, (4) diagnosing
salespeople’s and sales teams’ needs and expectations, (5) recognizing and
rewarding salespeople’s and sales teams’ performance, (6) stimulating and
renewing salespeople’s engagement, (7) communicating and framing corpo-
rate messages, and (8) identifying and managing conflicts

(d) Salespeople and sales teams development, which refers to (1) identifying sales-
people’s areas for improvement, (2) developmental coaching and mentoring
of salespeople, and (3) empowering and delegating to salespeople

(e) Coordination and relationships management, including efforts in (1) identifying
and coordinating organizational resources, (2) managing networks and
allies, and (3) managing relationships with upper management

(f) Priorities management and decision-making, such as (1) allocating the right
resources to the right priorities, (2) understanding and balancing challenges,
(3) initiating appropriate decision-making processes, and (4) making decisions
and obtaining buy-in
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The competencies that excellent sales managers have in common enable them to
address these activities and decisions, that is, why they perform well on what they
need to do, as the next section details.

Leveraging the SLE Competency Model for Sales Management
and Leadership Performance

The abilities of excellent sales managers rely on their specific traits (personality
traits, motives), character (self-concept, attitudes, values), skills (cognitive, social),
and knowledge (business, functional, organizational) (Ewen 2003; Shavelson
et al. 1976; Spencer and Spencer 1993; Winter et al. 1998) (see Fig. 3).

Traits include both personality traits and motives. Personality traits are founda-
tional, stable entities of a personality that make the person who she or he is. Excellent
sales managers usually rate higher than average on (1) need for power and ascen-
dency, (2) agreeableness, (3) creativity, (4) analytical prone mind, and (5) consci-
entiousness. Motives are motivational traits that can explain unstable or stable
behaviors exhibited in the pursuit of personal goals. Excellent sales managers
usually rate higher than average on (1) need for achievement, (2) persistence,
(3) proactivity, and (4) self-motivation.

Character comprises self-concept, attitudes, and values. Self-concept is the
person’s own individual idea or image of the self in terms of his or her self-
perception, self-awareness, self-knowledge, and self-esteem. Excellent sales man-
agers usually rate higher than average on (1) self-confidence, (2) emotional stabil-
ity, (3) tolerance for uncertainty, (4) stress tolerance, (5) flexibility, and
(6) resilience. Attitudes refer to positive or negative mental states, ways of thinking,
or feelings toward an attitude object. Excellent sales managers usually rate higher
than average on (1) people orientation, (2) customer orientation, (3) positive
thinking, (4) openness to learning, and (5) mental toughness. Values are personal
principles and standards of behavior. Excellent sales managers usually rate higher
than average on (1) dependability, (2) authenticity, (3) integrity, (4) honesty,
(5) being considerate, and (6) neutrality.

Skills encompass cognitive and social forms. Cognitive skills are mental abilities
used to acquire, process, manipulate, analyze, and leverage data, information, and
knowledge to solve problems. Excellent sales managers usually rate higher than
average on (1) strategic thinking, (2) data analytics, (3) critical thinking, (4) prob-
lem solving, (5) decision-making, (6) curiosity, and (7) being sharp-eyed. Social
skills refer to an ability to interact and communicate with others. Excellent sales
managers usually rate higher than average on (1) inspirational leadership, (2) com-
munication, (3) listening, (4) team management, (5) motivation, (6) interper-
sonal adaptability, (7) negotiation, (8) training, (9) empowerment,
(10) developmental coaching, (11) emotional intelligence, (12) persuasiveness,
(13) recruiting, (14) conflict resolution, and (15) change facilitation.

Finally, knowledge includes three types: business, functional, and organizational.
Business knowledge implies a thorough understanding of the elements, functions,
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tasks, and processes that create value for an organization in its environment.
Excellent sales managers usually rate higher than average on (1) business acumen,
(2) market knowledge, (3) customer knowledge, (4) competitive knowledge,
(5) field coaching, and (6) opportunity recognition. Functional knowledge
means a thorough understanding of what a function entails. Excellent sales managers
usually rate higher than average on (1) time management, (2) information flow
management, and (3) subordinate accountability. Organizational knowledge refers
to a thorough understanding of the available resources in an organization to perform
a task or accomplish an action. Excellent sales managers usually rate higher than
average on (1) organizational expertise and (2) organizational coordination and
interface management.

Sales managers have vast, complex, and challenging responsibilities. Hence, their
abilities to complete them need to be carefully developed and supported. The SLE
Competency Model distinguishes different levels of sales managers’ competencies
as fundamental qualities to drive excellence in sales management and sales leader-
ship competency domains. It is important to note that sales managers’ competencies
are not created equal; rather, they operate at different levels (e.g., motives, attitudes,
social, cognitive), from different perspectives (e.g., personal, interpersonal), and
with different impacts, depending on their experience and learning process. More-
over, some competencies are downward oriented (i.e., managing subordinates),
upward oriented (i.e., managing superiors), or environment oriented (i.e., managing
customers). Some sales managers’ traits and character are of greater interest during a
selection and hiring process, whereas their other skills and knowledge can be
improved through appropriate training and talent development programs. The extent
to which frontline sales managers’ competencies align with the organization’s core
competence, strategy, and human resources policies, such that they help protect the
business’s sustainability, thus requires thoughtful consideration.

Yet it is also worth noting that excellent frontline sales managers leverage a lot of
skills, especially social ones, due to their boundary-spanning position and responsi-
bility to interact with different types of stakeholders in their job environment (e.g.,
upper management, salespeople, customers). Also of growing importance are sig-
nificant cognitive skills, which enable them to undertake data analytics, critical
thinking, problem solving, and curiosity and directly affect their knowledge (e.g.,
business acumen, market knowledge, customer knowledge, competitive knowl-
edge). Moreover, because they operate in information-rich environments, excellent
frontline sales managers must mobilize these cognitive skills to take full advantage
of customer relationship management systems and data (e.g., Salesforce.com) and
thus engage in insightful conversations with their salespeople, supervisors, and
customers.

Sales leadership competencies may be more critical than sales management ones
for building SLE. This assertion is not to say that sales management domains and
functions related to salespeople and sales teams management, market environment
management, and the sales organization and administrative processes are not impor-
tant. They represent necessary conditions and greatly affect a company’s sales
revenues and costs. However, sales management competencies are not sufficient;
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they need to be leveraged further with sales leadership domains and capabilities
pertaining to the sales strategy execution, organizational culture and changes, sales-
people and sales teams motivation and engagement, salespeople and sales team
development, coordination and relationship management, and priorities manage-
ment and decision-making. Sales leadership capabilities are what truly distinguish
excellent from average sales managers, especially when it comes to salespeople’s
willingness to follow directions and adhere to an organization’s mission and goals.

Recalling the definition of SLE — the differential impact of a sales manager's
competencies on a salesperson and sales team responses to his or her initiatives and
decisions — the SLE Competency Model suggests that excellent sales managers’
differential leverage also depends on their beneficial expertise and enduring likabil-
ity, two critical constituents of their SLE.

Beneficial expertise refers to the valuable know-how that a sales manager lever-
ages to help the salespeople with whom he or she works. Beneficial expertise
enhances sales managers’ contributions to the efficiency and effectiveness of sales
organizations while increasing their credibility and reliability as leaders. It is critical
for a sales manager to identify and calibrate the type of expertise the organization
values. For example, some organizations operating in an information technology
environment might expect their sales leaders to have strong data analytics and
problem-solving skills along with significant creativity traits. Others, with matrix
organizational structures in which employees have dual reporting relationships,
might promote organization coordination and interface management knowledge
along with communication and change facilitation skills. Therefore, sales leaders
should develop and adjust their expertise in accordance with the requirements and
culture of their business environment.

Enduring likability refers to the quality of inspiring sympathetic feelings over
time to facilitate and preserve connectedness between people. Enduring likability is
important for sales managers to maintain a lasting leadership because they some-
times have to deliver unpopular messages and explain or make difficult decisions.
Moreover, it is important for a sales manager to remain connected in a positive way
with the salespeople he or she manages despite the issues they might have. In the
long run, salespeople are more likely to work harder for, and with, sales leaders
they like.

Beneficial expertise and enduring likability matter a great deal to salespeople’s
willingness to respond favorably to a sales manager’s opinion, advice, and instruc-
tions. Moreover, sales managers’ expertise and likability enhance their capacity to
interact with other internal and external stakeholders (e.g., upper management,
customers), which facilitates their ability to do their job.

The SLE Competency Model offers a comprehensive framework that can be
adapted and fine-tuned to specific organizational situations and sales strategies. A
complete sales manager competencies assessment leads on average to a set of fifteen
to twenty core competencies that can be managed, trained, and appraised (e.g.,
during performance reviews). The sales management and sales leadership areas
and domains change from one company or industry to another, so this section has
highlighted the most important ones, which all sales management competency
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models should recognize and assess. In doing so, human resource managers and
sales executives can identify deficiencies and gaps in the elements that imply
suboptimal functioning of a sales organization. Shrinking the competency gaps
between average and excellent sales managers always increases sales managers’
talent while moving the whole sales organization to higher standards of abilities and
performance.

Conclusion: What SLE Can Earn You, Even If You Don’t
Sing Like Sinatra

If you were to run a business with a sales organization, would you rather have an
average sales manager with excellent salespeople or an excellent sales manager with
average salespeople? Great organizations choose the latter, investing more in hiring
and developing excellent sales managers rather than excellent salespeople, because
an excellent sales manager can raise the standards of a team of average salespeople,
develop more talent, and drive more sales from their collective effort than an average
sales manager can. In situations in which average sales managers supervise excellent
salespeople, the latter usually become less engaged and demotivated and even might
quit. Average sales managers represent huge opportunity costs for organizations
because salespeople work not merely for organizations but rather for sales managers
whom they are willing to follow — or not.

Accordingly, SLE represents the additional value a sales manager brings to his or
her function and role that benefits him or her and the organization. Such value carries
important outcomes that excellent sales managers earn along the way. They pertain
to (1) organizational and (2) individual spheres.

The organizational sphere of SLE implies salesperson development and sales and
team performance outcomes. First, sales leaders have a tremendous impact on
developing their salespeople’s talent. Great sales leaders even create new leaders,
thus ensuring the organization’s sustainability. Second, salespeople’s talent enhances
sales and teams’ sustained performance, which secure an organization’s revenues.

The individual sphere of SLE pertains to personal, interpersonal, and economic
outcomes. Personal outcomes include distinctiveness, recognition, and respect.
Distinctiveness refers to the unique position and enhanced visibility a sales manager
enjoys because of his or her unique competencies. Recognition denotes the appre-
ciation and commendation the sales manager earns through his or her performance.
Respect pertains to a feeling of admiration for the sales manager.

The interpersonal sphere implies trust, attachment, identification, loyalty, and
power. Trust refers to confidence placed in the sales manager, which creates assur-
ance. Attachment involves a state of mind or emotional link that ties a person to
another, implying closeness to the sales manager. In addition, SLE may create
identification with the sales manager, which refers to a person’s assimilation to
another because of shared values or goals. Loyalty to the sales manager implies a
strong feeling of support or devotion due to his or her impact on people’s personal
growth and the organization. Finally, the power that SLE induces for the sales
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manager is mostly legitimate power, based on his or her accomplishments, or
referent power, which reflects his or her attractiveness to others. All of these factors
represent significant reasons for salespeople to become engaged and motivated and
decide not to quit.

The economic sphere includes financial value and market value. Financial value
refers to the direct relationship between a sales manager’s unique performance and
worth, which factor into his or her ability to expand his or her earnings. Market value
pertains to a sales manager’s aptitude to transfer to other promising organizational
positions, whether internally or externally.

For sales managers, earning these outcomes enhances the commitment to excel-
lence offered by their sales teams. As a matter of both fact and research, strength-
ening sales managers’ competencies and talents helps them move the sales needle
and make a valuable difference.
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Abstract

This chapter is written from the perspective of firsthand approaches to managing
training organizations and training teams. There are references to published
research and approaches; however, most suggestions in this chapter are a result
of years of ftrial, error, and lessons learned. Hopefully you can take away
suggestions that will help you lead your training organization. Remember, the
intent is to always be a business partner with internal customers, the training
requestors. If the two groups work together toward the common goal of ensuring
associates have the tools and training effectively and efficiently do their jobs,
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The approaches in this chapter are designed to provide practical approaches to
developing a solid working relationship with your team and customers. By
ensuring that critical steps in the training development and delivery process are
followed consistently and with some flexibility to meet customer needs, as a
training manager you will become a key strategic partner to the leaders in your
organization.

Introduction

Training and development and leadership development are evolving into a more
holistic approach of talent development. This is evident by the American Society for
Training and Development (ASTD) changes. In May 2014, ASTD changed its name
to Association for Talent Development. The focus is evolving with the ever-
changing needs from employers and the understanding of how to better manage
delivery of effective training.

The Association of Talent Management website provides a wealth of information.
Membership will benefit every training manager (http://www.astd.org/).

Servant Leadership

One approach that has been proven successful for leading a training organization or
any organization is following the principles of servant leadership. This helps training
managers, trainers, and instructional designers maintain a balance of following
sound instructional design and training development and delivery processes while
balancing needs of internal customers’ (leadership in the organization requesting
training) requests and needs that often don’t allow for preferred lead time. This will
be discussed later in this chapter.
Ten Principles of Servant Leadership by Robert Greenleaf at Butler University

1. Listening — Traditionally, leaders have been valued for their communication and
decision-making skills. Servant-leaders must reinforce these important skills by
making a deep commitment to listening intently to others. Servant-leaders seek
to identify and clarify the will of a group. They seek to listen receptively to what
is being said (and not said). Listening also encompasses getting in touch with
one’s inner voice and seeking to understand what one’s body, spirit, and mind
are communicating.

2. Empathy — Servant-leaders strive to understand and empathize with others.
People need to be accepted and recognized for their special and unique spirit.
One must assume the good intentions of coworkers and not reject them as
people, even when forced to reject their behavior or performance.

3. Healing — Learning to heal is a powerful force for transformation and integra-
tion. One of the great strengths of servant leadership is the potential for healing
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one’s self and others. In “The Servant as Leader”, Greenleaf writes, “There is
something subtle communicated to one who is being served and led if, implicit
in the compact between the servant-leader and led is the understanding that the
search for wholeness is something that they have.”

4. Awareness — General awareness, and especially self-awareness, strengthens the
servant-leader. Making a commitment to foster awareness can be scary — one
never knows that one may discover! As Greenleaf observed, “Awareness is not a
giver of solace — it’s just the opposite. It disturbed. They are not seekers of
solace. They have their own inner security.”

5. Persuasion — Servant-leaders rely on persuasion, rather than positional author-
ity in making decisions. Servant-leaders seek to convince others, rather than
coerce compliance. This particular element offers one of the clearest distinctions
between the traditional authoritarian model and that of servant leadership. The
servant-leader is effective at building consensus within groups.

6. Conceptualization — Servant-leaders seek to nurture their abilities to “dream
great dreams.” The ability to look at a problem (or an organization) from a
conceptualizing perspective means that one must think beyond day-to-day
realities. Servant-leaders must seek a delicate balance between conceptualiza-
tion and day-to-day focus.

7. Foresight — Foresight is a characteristic that enables servant-leaders to under-
stand lessons from the past, the realities of the present, and the likely conse-
quence of a decision in the future. It is deeply rooted in the intuitive mind.

8. Stewardship — Robert Greenleaf’s view of all institutions was one in which
CEO?’s, staff, directors, and trustees all play significance roles in holding their
institutions in trust for the great good of society.

9. Commitment to the growth of people — Servant-leaders believe that people
have an intrinsic value beyond their tangible contributions as workers. As such,
servant-leaders are deeply committed to a personal, professional, and spiritual
growth of each and every individual within the organization.

10. Building community — Servant-leaders are aware that the shift from local
communities to large institutions as the primary shaper of human lives has
changed our perceptions and has caused a feeling of loss. Servant-leaders seek
to identify a means for building community among those who work within a
given institution.

For the purposes of this chapter, training management may include the following
areas of training:

* Basic job skills training such as machinery operations or software programs.

» Basic supervisory skills training such as managing a team, hiring employees,
performance management, payroll, and talent management/performance reviews.
This type of training is particularly important for a newly promoted employee
who is moving from a line position to his/her first supervisor role.

* Management training — Higher level skills such as communication and managing
a team effectively.
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* Leadership development — Empowering leaders and managers to motivate and
engage employees to increase and realize higher levels of engagement, produc-
tivity, and employee job satisfaction (this helps retain high-performing employees
and contain the high costs of employee turnover).

» Communications training — As four generations are now working together, this
area of training has gained increased importance.

Managing the training programs has some unique considerations, which will be
discussed. However, all have common characteristics:

1. All have people, cultural, and emotional considerations (going forward referred to
as emotional) — How will people respond to training?

2. Economic perspective — Can a company afford training? Can it afford to not train?

3. Risk perspective — Compliance-related training that may be required by an
industry governing body or general compliance training such as safety training.
The risk area could also include other areas of risk to the organization that are
realized as a result of either not conducting training or by conducting. This will be
discussed further.

4. Operational perspective — Time and resource considerations. Often in organiza-
tions, they don’t have time to do it (training) right the first time but have time to
do it a second.

Several Perspectives on Managing Training Teams and Programs

As the work world has become more diverse and often more global, talent develop-
ment moves beyond basic job functions to include holistic performance skills such as
communication, leadership, management, and team work/team building.

Professionals who manage training programs need to be mindful that in some
organizations managers/leaders have perceived training as a “fix” for an employee
performance or behavior shortfall. Even the best training program cannot fix an
underperforming colleague without management support and training managers
following the suggested steps as described in this chapter.

Be careful of the leader/manager who approaches the training manager and says,
“I have a performance problem and need an hour of training.” The training manager
needs to follow the approaches in this chapter to ensure the highest probability of
training solution success!

Successful training and development and talent management initiatives are not
onetime events such as one training class. Successful initiatives and solutions are an
ongoing series of support methods that result in a change in behaviors supported by
reinforcement until the new behaviors become unconsciously performed.

Training failures are like diet failures. Most people can relate to going on a
diet where they lose weight and inevitably gain the weight and often more
weight back again. The following is an analogy to relate a diet failure with a training
failure.
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The story of a leader named Joe who was told by others to change his behaviors.

Training event

Through a 360 feedback survey, it is identified
by Joe’s boss that Joe does not communicate to
his team effectively

Joe’s boss talks to the training manager and
requests a communications class for Joe. The
training manager just says, “okay,” and finds a
class to send Joe to

Joe goes to a 1-day effective communications
class. He likes a couple of the concepts and
thinks others could not be applicable to him
Joe goes back to work, puts the training
manual on his bookshelf, and uses a couple of
the class tips for a couple of days

With no support or reinforcement of the
training class concepts, Joe slips back into his
old ineffective communication patterns

Through another 360 feedback survey, Joe’s
boss learns that he is back to being an
ineffective communicator with his team. Joe is
fired

Why did the training class “fix” fail? The
training manager failed to include Joe’s input
and buy-in. It was also considered a onetime
event, not a permanent change in the
communication approach

Diet event

At a routine physical, Joe’s doctor tells him
that he is 20 Ib overweight and needs to lose
weight

Joe talks to his friend and finds out about the
latest fad diet

Joe starts on the latest fad diet and radically
changes his eating habits. He even starts
exercising

Joe faithfully follows the diet and exercise
program for 2 weeks and loses 5 1b

With such limited food options, Joe gets tired
of the diet and starts eating a little of his old
food choices. Within a week, he abandons the
diet and exercise

Like most people who start a diet, which is a
temporary event, when Joe went back to his
old eating and lack of exercise habits, he
regained the 5 1b he lost and gained an
additional 5 Ib

Why did the diet “fix” fail? It was a onetime
event that Joe didn’t initiate, instead of a
permanent lifestyle change that Joe initiated

Why did both the communications training “fix”” and the diet fail?
In both situations, it wasn’t Joe’s idea to make the changes. His boss told him to

communicate better and his doctor told him to lose weight. People are much more
inclined to make changes when they have the “ah ha” moment and really understand
and want to make changes. A significant emotional event also triggers people to want
to make the changes. A key to success for training managers is to set up a scenario
where the idea for change comes from the people making the change or at least have
their input to secure buy-in.

Examples of a successful training intervention and diet experience for Joe.

Training event Diet event
Joe notices that his subordinates are
increasingly making errors and not following
through on instructions he has provided

Joe realized that he was no longer fitting into
his pants. He also noticed he gets tired easily
even when walking relatively short distances
and when playing with his 3-year-old son
Joe approaches his boss to discuss the situation
and asks for suggestions to improve his
subordinates’ performance

Joe didn’t want to buy all new pants, and he
definitely needed to keep up with his son

(continued)
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Training event

Joe’s boss offers to conduct a 360 feedback
with Joe’s subordinates to learn what they are
experiencing to better determine the best
approach to improve the situation. Joe agrees

Joe and his boss also talk to the training
manager before conducting the 360 feedback
to lay the groundwork and get suggestions
from the training manager about what to
expect. They agree to meet again with the
findings to discuss possible solutions

Joe received the results and learned his
subordinates find that he talks too fast resulting
in them missing instructions, and his emails are
too long and convoluted. Joe met with the
training manager. Together they identified an
online email writing class, and they decided
coaching sessions with Joe providing
instructions to the training manager who would
critique and provide constructive feedback
would be the best approach

Joe embraced the solutions, and 2 months later
they conducted another 360 feedback. The
feedback indicated Joe had improved
significantly in all communications areas. The
subordinates’ performance also improved

Six months later, the 360 feedback indicated
Joe had maintained his improved
communication. The performance metrics also
indicated continued improvement

K. Hughey

Diet event

Joe talked to friends about how they
successfully lost weight and kept it off. He
learned he needed to start working out and
change his eating habits — permanently

Joe joined the gym where several of his friends
belonged to. There, he hired a nutritionist and
personal trainer to develop a new eating and
exercise plan. He also asked his friends to work
out with him so he would have accountability
to go to the gym even when he didn’t feel like
1t

Joe faithfully maintained the exercise and
eating program. He began to have more energy
and a couple of pairs of pants fit again. He
found he actually enjoyed the camaraderie
when working out with his friends. That
motivated him to continue

Joe made it to his weight loss goal in the
planned amount of time. His pants fit and he
was keeping up with his son. He met with the
nutritionist and personal trainer again to get a
plan to maintain the weight loss

Six months later Joe had not gained any weight
back. He decided to train with his friends for a
5K running race

Three months later, Joe ran his first race and
continued to maintain his weight

What was different with scenario two? In both situations, Joe realized he needed
to make changes. He solicited help from others to make the changes to achieve his
goals. He was part of the process to develop and sustain the changes.

Four perspectives with Joe’s communications performance issue:

Emotional — It can be difficult for people to hear that they are not doing their job
well (scenario 1). It can be difficult for people to have the “ah ha” moment and
realize they aren’t doing their job well. Even after the realization, it can be
emotionally difficult to make changes, especially significant ones.

It can be difficult for other colleagues to be on the receiving end of ineffective
performance (in this case ineffective communication). When instructions are not
clear, especially when that occurs repeatedly, people become frustrated and may
disengage or avoid the ineffective communicator.
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Operational — It is costly and confusing to the colleagues in the organization when
people don’t communicate effectively. In this case, procedures may not have been
completed timely or accurately. The required rework can result in a backlog of
work needing to be completed.

Risk — There may be legal risks involved if a manager does not communicate clearly
and effectively. In this case, Joe’s subordinates may not have understood the
proper timing to send required notices to customers, resulting in fines for violat-
ing proper and timely notification.

Economic — There is definitely an economic cost associated with ineffective com-
munication. In this case, Joe’s subordinates did not understand the instructions
clearly. They weren’t completing tasks properly or on time. That resulted in
having to redo the work, which costs the company money to pay someone to
do the work a second time.

Not all training managers or bosses are so lucky to have an employee come to the
realization on his/her own that changes need to be made. However, training man-
agers can ask leading questions that typically will successfully guide a person to
realize changes need to be made. Leading questions that have proven to work
include:

1. Do you want to make your job easier? (Everyone answers yes to this!)

2. Do you want to communicate/work better with your coworkers? (Typically
people answer yes to this!)

. What is keeping you from accomplishing your goal/task or doing your job well?

4. Are you willing to make small incremental changes to accomplish your goal/task

or do your job better?
5. What can you do differently to get a better result?
6. What help can I give you to make the necessary changes?

W

After asking these types of questions, the person seeking help typically comes up
with some ideas for a solution to fix the situation. Then, the training manager just
needs to offer options and say, “From my experience this approach has proven to be
an effective solution. Let’s talk about how it will work for you.” Then, follow the
getting started steps detailed below.

Training managers and trainers need to think of their role as more than just
providing traditional training and consider how to deliver effective learning
opportunities that result in achieving the goals of the learning and behavior
changes. Training that delivers results offers a far better way to educate
employees, one that connects learning solutions with strategic business goals.
Rather than being told what to teach, proactive designers collect data to define
problems and develop training interventions. They need to use the following
approach which is more of a consulting role to help create effective training
solutions.



248 K. Hughey

How to Get Started: Engage with Your Customers

1. Who is your customer? This is critical for training managers and their teams to
understand. Their customers are anyone in the organization, usually other man-
agers, directors, and VPs who run departments with employees who need train-
ing. Those managers are the ones who make training requests. They make the
requests for many reasons. The reasons will surround a performance issue or
shortfall the manager is having in his/her department. However, training may not
always be the solution to the performance issues. It is the training manager’s job
to ensure an effective assessment is in place to work with the (training) requesting
manager to what if any training solution will resolve the problem.

Four perspectives of getting started — identify your customers:

Emotional — Not realizing who your customers are and what their needs are can
cause frustration for customers and training teams, reducing the effectiveness
of the working relationship.

Operational — Effective training solutions need to be identified and developed
with input from customers to ensure the most effective training solutions are
implemented.

Risk — Not realizing who the customers are and their role can negatively impact
training outcomes.

Economic — It is consistent throughout the training development and delivery
process that if effective training solutions are not implemented, employees will
not be as effective at their jobs, performance lacks, which has a negative
impact on the company. Conversely, when effective training solutions are
consistently implemented, employees’ performance increases, positively
impacting the company’s bottom line.

2. Managing customer requests. Depending on the size of the organization and the
training team supporting the organization, it may be helpful to implement a
formal training request process. This enables the training team to prioritize
training requests, budget time and expenses, and plan for more effective training
delivery. It is important to keep the request process short and simple. A compli-
cated process requiring a lot of time or effort on the requestors’ part will usually
result in the requestor circumventing the process.

At one company, the training team required their customers, the requestors, to
complete a three-page form, submit it, and wait for a response to see if the training
would be completed. The customers were not happy and often went straight to an
instructional designer or trainer to ask for help. The training team had a difficult
time managing requests. The solution was to revamp the request process, create a
one page request form, and make it user friendly. Then, the customers used the
process.

It is also recommended that one person, such as a training administrator, track
all requests and work with the training department leadership to manage the
request, development, delivery processes, and follow-up monitoring. The admin-
istrator should also track metrics such as:
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* Time required to develop training

» Time required to facilitate and complete training

* Training effectiveness

* Post-training effectiveness — 3 months, 6 months, and in some cases 1 year
post training to ensure participants have maintained the learning provided at
the training
See the attached training request checklist for training needs analysis form

example. The form is used for the training request and analysis for training

development. Feel free to tweak it to meet your organization’s needs (see

“Appendix”).

Four perspectives of managing customer requests:

Emotional — Training managers and training teams need to manage the training
request properly, so everyone has realistic expectations. By communicating
expectations and updating periodically, everyone will be satisfied with the
outcome.

Operational — Customers and training teams can manage their people and
resources effectively through the training request process.

Risk — Just jumping into training delivery and not managing the customer request
can result in the wrong training solution being implemented.

Economic — It is costly to the organization if a second training solution must be
implemented. The cost is incurred both in the training development time and
the lost time that training participants are still experiencing performance or
behavior shortfalls.

3. Managing the talent development training solution process — after receiving the
request.

Meeting with your customer — checklist and training need evaluation.

At this point, the request needs to be assigned to the training team member
who conducts the training need evaluation. The purpose is to determine if there is
a performance or behavior issue that can be corrected with training. This is often
referred to as determining if there is a skill or will issue. If there is a skill issue,
that can be corrected with training. If there is a will issue, the employee could
perform well on the job, but something else is the root cause. There could be
many causes for individuals such as poor job fit, uncertainty about the health of
the company, and changing career interests.

It is critical for the training team member to accurately identify if there is a skill
or will issue. If training is developed and delivered for a will issue, the training
will not be successful.

A thorough training need assessment will include a job analysis based on the
job description. The job description describes general information about:

* What a person does on a job.

* The conditions under which he or she works.

It is composed of a number of descriptions of job duties and responsibilities
indicating what is essential to perform competently in a particular job. With
this information, the necessary skills required to perform the job can be identified.
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If there is no adequate training or if a person does not have the skills, but
training can be developed to enhance the person’s skills, training is likely the
solution.

Use the attached training request checklist for training needs analysis form
example. The form is used for the training request and analysis for training
development. Feel free to tweak it to meet your organization’s needs (see
“Appendix”).

Again, this is a critical step to ensure that effective training solutions are
identified to effectively meet the training need. In the earlier example of the
department manager, approaching the training manager and saying, “I have an
employee with a performance problem and I need 2 h of training to fix it,” may not
resolve the issue. Proper performance shortfall identification and solutions need to
be identified and developed or the performance shortfall likely will not be resolved,
and company leadership will question the effectiveness of the training organization.

Four perspectives of managing the talent development training solution pro-
cess are similar to managing customer requests:

Emotional — Training managers and training teams need to manage the customer
request properly, so everyone has realistic expectations. By communicating
expectations and updating periodically, everyone will be satisfied with the
outcome.

Operational — Customers and training teams can manage their people and
resources effectively through the training request process.

Risk — Just jumping into training delivery and not managing the customer request
can result in the wrong training solution being implemented.

Economic — It is costly to the organization if a second training solution must be
implemented. The cost is incurred both in the training development time and
the lost time that training participants are still experiencing performance or
behavior shortfalls.

4. Designing effective training/talent development solutions.

After the needs analysis is completed and it is determined that training is the
solution, the training team’s instructional designers need to determine how to
deliver the training. Several criteria need to be considered. Instructional designers
need to have detailed conversations with the training requesters and ask
questions:

» How large of a group needs to be trained?

* Is everyone in one geographic location?

*  When can people train? Can everyone be taken off the job to attend training, or
does training need to be designed to accommodate different shifts, small
groups, or individuals that can be taken off the job to train? This could increase
the time required to complete training.

e Is there a time-sensitive deadline such as starting with a new client and
employees need support training?

* What is the experience and background of the trainees? Is there a wide
disparity of experience resulting in some needing basic skills training while
others just need more advanced training?
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* Will trainees need to demonstrate skills, such as working on a computer to
complete an assignment or construct something?

* Does the in-house training and instructional design team have the expertise to
develop and deliver a training program or does an outside provider need to be
engaged?

« Of all the possible courses of action available to correct the performance or
behavior shortfall, which is the most cost effective in terms of meeting the
company’s goals and objectives?

* Will the management support the training? If not, training management needs to
work with leadership to gain support in order for the training to be successful.
When these questions along with the training request checklist and analysis

questions are answered, the instructional designer needs to consider and be certain

of the budget available for training development and delivery. Typically the
training department has a budget. It may be possible for the requester to provide
additional money if necessary. If additional money is needed, training managers
and instructional designers should discuss the budget with the requester and be
clear on expectations. If additional money is not available, the instructional
designer needs to design a training solution that will meet the budget requirements.

When designing the training solutions, writing performance objectives to
resolve the performance shortfall or train a new hire to meet performance
expectations is important.

Write the performance objective for each training solution. A performance
objective is a description of the performance you want the learner to be able to
exhibit before you consider him or her competent. It describes the result or
outcome of the training instruction rather than the process. The performance
objective is a clear, concise, and measurable statement of:

Performance (what the learner is able to do)

Conditions (important conditions under which the performance is expected to
occur, including necessary tools, equipment, and situations)

Criterion — the statement or level of performance that will be considered
acceptable

Example for a process-oriented training:

Example of a poor performance objective:

o Sue will be able to process more orders.

Example of a good performance objective:

*  Sue will be able to process ten orders per hour with 98 % accuracy.
Example for a leadership or communication-oriented training:

Example of a poor performance objective:

e Managers will provide feedback to their employees.

Example of a good performance objective:

* Managers will provide performance improvement feedback to employees
within 1 day of identifying a performance shortfall. In addition, managers
will conduct performance feedback sessions with each employee at least once
per month. Documentation of the performance discussion will be placed in the
employee file and reviewed at the next monthly feedback session.
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There are many options today for training delivery. The performance objec-
tive will impact the training delivery options. All have advantages and

disadvantages:
Traditional classroom training:

Advantages

Disadvantages

People are comfortable with traditional training format

Can be time consuming

With a good facilitator/trainer, allows for flexibility and

adapts to trainee’s needs

Can be difficult to schedule all
participants at the same time

Allows for participant interaction, discussion, and

questions/answers to be provided immediately

Requires a training room or facility

Depending on the topics, can be costly

Difficult to deliver to geographically
dispersed training audiences

Traditional peer training with a subject matter expert (SME):

Advantages

Disadvantages

Easy to schedule

Inconsistent content delivery from
one trainee to the next

Can be customized to meet the trainee’s needs

Takes time away from the SME’s
time to do his/her job

Allows for participant interaction, discussion, and questions/

answers to be provided immediately

It is harder to document if training
criteria was completed

Online:

Advantages

Disadvantages

Easy to deliver to geographically dispersed
training audiences

Participants need a computer and compatible
technology to allow for the online delivery. Some
companies have technology blocks

Typically inexpensive to deliver

The technology or delivery system can fail

Typically can be recorded and delivered
multiple times

Can be expensive to develop

Becoming a much more common way to deliver
training and trainees are becoming much more
comfortable with this approach

It can be difficult to keep trainees engaged. They
can easily multitask, check email, and work on
other projects

Video:

Advantages

Disadvantages

Easy to deliver to geographically
dispersed training audiences

Participants need a computer or iPad to view

Excellent way to demonstrate and
show how to complete a task

Can be expensive to develop

Can be replayed and delivered
multiple times

It can be difficult to keep trainees engaged. They can easily
multitask, check email, and work on other projects

When designed properly, can shorten
training time




15 Training and Qualification: Essentials of Training Management 253

Mentoring can be formal or informal. It typically occurs over a longer time frame
than other training delivery methods. Mentoring typically occurs over multiple

sessions:
Advantages Disadvantages
Typically occurs over an extended period of time Can take longer to see results and changes
providing reinforcement opportunities in skill or behavior
Typically occurs between people within the If the mentor is an executive, there can be
organization, but not always limited availability for his/her schedule
Flexible for mentor and mentee to schedule Can be difficult to track results

meetings as their calendars allow

Flexible methods to facilitate in person, over the
phone, and Skype allowing for people to be in
different geographic locations

Coaching is usually recommended for a specific behavior or skill improvement
with the coach being experienced or an expert in the area:

Advantages Disadvantages

Typically occurs over an extended period | Can take longer to see results and changes in skill or
of time behavior

Very individualized Hiring a professional coach can be costly

The training manager should ensure the instructional designer follows instruc-
tional design principles and practices to design a training solution that will ensure
the performance or behavior shortfalls are corrected. Regular meetings between
the instructional designer, training team, and leadership requesting training
should be incorporated in the training plan. While the training manager should
receive regular updates, he/she should be able to delegate the management of the
process to the project lead who should be the instructional designer or lead trainer.

The lead instructional designer should be responsible to keep the training
development on schedule. Any problems that may cause a delay or missed deadline
need to be brought to the training manager’s attention immediately, so the team can
determine options to get the project back on track to meet the deadlines.

5. Delivering effective training/talent development solutions.

Delivery of the training program should be managed by the assigned lead
trainer who should have been kept updated during the training design phase of the
project. There should be a formal hand-off meeting when the lead instructional
designer hands off the project responsibility to the lead trainer.

An important, and often overlooked, activity that needs to be planned and
flawlessly executed is a training communication plan. The learners who will be
attending training need to be aware of the training as far in advance as possible.
Extended lead time is even more important in situations where significant learn-
ing for a major change is occurring. Another way of saying this is how far out of
the learner’s comfort level will they be expected to move. A common example is
a system change. The accounting department is implementing a new accounting
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software system. That is a considerable change for the accounting team who have
been comfortable and competent with the current system, and they will be
expected to learn a new system they may know nothing about.

An early communications campaign needs to be developed addressing the
following:

Why is the new system being implemented? Most people who will be going
through a significant change what and need to know they why behind it? They
will be thinking, “the current system is fine, I know how to use it and like it, how
different is the new system, how will I learn the new system and still be able to do
my job?” In the communication plan, the why needs to be thoroughly explained.
In this case, it could include, “the old system will no longer be supported by
software company, or the old system can no longer process the larger amounts of
data or information necessary as our company grows.”

Another important and also overlooked communication message is “WIIFM”
or what’s in it for me? This is a fundamental question every employee and learner
asks, and it must be addressed along with the why to ensure learner’s buy-in and
engagement in the training. Examples of WIIFM in this case could include, “The
new system will allow you to process your work in half the time, there is an easy
to retrieve backup system, the user interface is significantly more user friendly
and intuitive so your job will be easier.”

The third component of the communication must include the training and post-
training plan. This relates to the WIIFM, and learners need to be confident that
there is a solid training plan, a plan to support them after the system conversion
and go live, and time to get up to speed on the system to get back to the same level
of competency.

It is also advised that the training team communicate to the learners after the
training and provide FAQs and updates on lessons learned once the go live is in
progress. With nearly all system implementations, unexpected bugs and issues are
identified. Learners need updated information on how to work through the issues.
This will continue the learning process and enhance the credibility of the training
team in that they are supporting learners even after the “official” training.

During the training delivery, the training manager should continue to be
updated on the project progress. This should be managed by the training lead.
Agreed-upon training dates and deliverables need to be met.

The lead trainer should be responsible to keep the training delivery on
schedule. Any problems that may cause a delay or missed deadline need to be
brought to the training manager’s attention immediately, so the team can deter-
mine options to get the project back on track to meet the deadlines.

At times, the training delay could be caused by the requester. If business needs
change and the trainees cannot attend training, the training manager and trainer
need to be flexible and work with requester to find alternative dates to deliver
training. Training teams that are not flexible to adjust to business needs will soon
find themselves without leadership/customers requesting training. The leadership
will find other ways to get the training and those ways typically are not as effective.
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Evaluating the Training Outcomes and Effectiveness

Post-training evaluation is important to ensure the learners can competently do their
jobs. In the accounting system training example, this is important to ensure that the
learners can complete their job assignments as effectively as they could prior to the
system conversion. Often, however, this is an overlooked step in the training process
with busy training departments. The training is completed and the training team is
onto the next training assignment.

It is important to note that the training evaluation process really begins when the
learning objectives are first being established. Initial plans for evaluation begin with
the meetings between the training requestor and the instructional designer to ensure
training design and delivery align with the learning objectives and that they can be
evaluated for effectiveness.

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

The model was then updated in 1975, and again in 1994, when he published his
best-known work, Evaluating Training Programs. This is still a widely used
approach for many training organizations. According to businessballs.com, the
following specifies Kirkpatrick’s approach in more detail.

The four levels of Kirkpatrick’s evaluation model essentially measure:

» Reaction of student — What they thought and felt about the training

» Learning — The resulting increase in knowledge or capability

» Behavior — Extent of behavior and capability improvement and implementation/
application

* Results — The effects on the business or environment resulting from the trainee’s
performance

A look at each level in greater detail.

Level 1: Reaction

This level measures how your trainees (the people being trained) reacted to the
training. Obviously, you want them to feel that the training was a valuable
experience, and you want them to feel good about the instructor, the topic, the
material, its presentation, and the venue.

It’s important to measure reaction, because it helps you understand how well
the training was received by your audience. It also helps you improve the training
for future trainees, including identifying important areas or topics that are missing
from the training.

Level 2: Learning

At level 2, you measure what your trainees have learned. How much has their

knowledge increased as a result of the training?
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When you planned the training session, you hopefully started with a list of
specific learning objectives: these should be the starting point for your measure-
ment. Keep in mind that you can measure learning in different ways depending on
these objectives and depending on whether you’re interested in changes to
knowledge, skills, or attitude.

It’s important to measure this, because knowing what your trainees are learn-
ing and what they aren’t will help you improve future training.

Level 3: Behavior

At this level, you evaluate how far your trainees have changed their behavior,
based on the training they received. Specifically, this looks at how trainees apply
the information.

It’s important to realize that behavior can only change if conditions are
favorable. For instance, imagine you’ve skipped measurement at the first two
Kirkpatrick levels, and, when looking at your group’s behavior, you determine
that no behavior change has taken place. Therefore, you assume that your trainees
haven’t learned anything and that the training was ineffective.

However, just because behavior hasn’t changed, it doesn’t mean that trainees
haven’t learned anything. Perhaps their boss won’t let them apply new knowl-
edge. Or, maybe they’ve learned everything you taught, but they have no desire to
apply the knowledge themselves.

Level 4: Results

At this level, you analyze the final results of your training. This includes
outcomes that you or your organization has determined to be good for business,
good for the employees, or good for the bottom line.

Four perspectives of delivering training/talent management solutions:

Emotional — Employees need and expect proper training. When they receive proper
training, they are quickly able to meet performance objectives and feel confidence
and job satisfaction.

Operational — Operations may not run smoothly and as effectively if trainees are not
trained properly. Conversely, operations run efficiently and more smoothly when
employees are trained properly.

Risk — The risk of not delivering effective training is if employees do not receive
necessary training, they are unable to perform their jobs.

Economic — While there can be cost savings to not conducting training, insufficient
training can result in inefficiently run operations. Inefficiently run operations cost
the company more to operate.

6. Follow up and monitor the post-training effectiveness of the program.

It is critical that follow-up and evaluation is built into the training plan. This step
is often overlooked or skipped as busy training teams check the training off the list as
being completed and move onto the next project request.



15 Training and Qualification: Essentials of Training Management 257

Post-training effectiveness can be based on the performance or behavior shortfall
and expectations that were identified in the initial training request and meetings.
Performance monitoring and the post-training effectiveness should be evaluated at
several intervals.

At the end of training, this can be evaluated with formal testing of concepts,
participant demonstration, observation, and participant satisfaction surveys. Partic-
ipant satisfaction surveys may provide input on aspects of the training that were
beneficial from the participant’s perspective; this data should not be a primary
indicator of post-training effectiveness since it is subjective.

Three-month post-training evaluation is based on the same criteria as the end of
training criteria. In addition, performance results can be considered and reviewed
against expected performance goals.

This should be repeated again at 6 months post training.

Four perspectives of follow-up and monitoring the program:

Emotional — It is important to provide training attendees with follow-up feedback on

the success of the training, so they will continue to practice the performance or
behavior changes learned at the training. The feedback cannot be accurately
determined without structured follow-up and monitoring.
It is also important to provide instructional designers and trainers with follow-up
feedback on the success of the training. This allows them to continue to use successful
approaches, discontinue, and adjust unsuccessful approaches. Again, the feedback
cannot be accurately determined without structured follow-up and monitoring.

Operational — The monitoring and feedback allows the operation’s leadership to
evaluate performance improvements.

Risk — The risk of not following up and evaluating the training is if it is ineffective in
improving the performance or behavior shortfall, there are no metrics to identify
this. The ineffective training could continue to be used perpetuating the perfor-
mance or behavior shortfall.

Economic — The economic risk to ineffective (or no) training can impact the
company in many ways such as poor quality; necessary rework or having to
complete the work again, sometimes on overtime; dissatisfied customers who
leave; frustrated employees who are not properly trained to complete their jobs
resign; and the company incurs the cost of hiring and training new employees.

7. Keeping your training and instructional design team engaged.

Training managers have an obligation to their teams to help keep them motivated
and engaged. Often internal customers are demanding and do not give much lead
time for training requests. There are many reasons sufficient training request lead
time is not provided:

» Growing organizations tend to hire new employees who need new hire training.
* Current employees may need new or refresher training.
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* New software implementation or new process introductions require training.

In these cases, instructional designers and trainers must scramble to design and
deliver necessary training. Most instructional designers and trainers strive to provide
excellent training programs. Less than ideal development and training time can result
in stress on the team. The following are techniques that can elevate stress and help
keep the team motivated and positive:

Communicate, communicate, and communicate! Keep the team updated on
changes and progress. Communicate in various ways to ensure you reach all team
members; email, texting, and short meetings can be effective. Have “stand-up
meetings.” This is where the team meets, usually the first thing in the morning or
at the end of the day. Everyone remains standing for the meeting to ensure no one
gets too comfortable which lengthens the meeting. Everyone is given 1 min to
update the others on their assignments. If they need help with something, others
with experience or expertise can offer to help and they agree to talk off-line after the
meeting. This is a great way to efficiently keep the team updated.

Recognizing the assigned project timeline may not be ideal. Get suggestions from
the team on how to accomplish the assignment in the limited amount of time.

Allow for productive venting — give permission to vent frustration, and then move
onto completing the project.

Recognition for the team is always important and even more important when
under pressure of a tight turnaround project. There are many ways to recognize a
team. Many are simple and not time consuming to facilitate. Some of the easiest are:

1. Recognition certificates — There are numerous PowerPoint templates that can be
used and customized for each situation. Trainers have been known to post their
certificates at their cubicles as a daily reminder of the appreciation of a job well done.

2. Peer recognition — This allows team members to nominate each other or recognize
a job well done by their colleagues. The old fashion bulletin board has
transformed into a dashboard that everyone can access and view comments and
kudos, although training managers could still use a bulletin board if appropriate
for the team and organization.

3. Email recognition with a quick thank-you is appreciated. It is quick and easy for a
training manager to do. A note of caution to not use this method too often. It is
somewhat impersonal.

4. Email recognition to next-level managers of the training team or to the leadership
that requested the training is a great way to recognize individuals or the team. It
also gives visibility to higher-level managers to understand the training team’s
accomplishments and value they provide the organization.

5. Small monetary recognitions such as movie passes or gift cards are appreciated.

6. Extra paid time off is usually well received by employees. Training managers
need to check with their managers or human resources to learn what the organi-
zation’s policies surrounding paid time off.
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7. Larger monetary awards are always appreciated. Training managers need to be
aware of their organization’s policies surrounding bonuses and cash awards.

In summary, to keep team members engaged and motivated, it is critical for
training managers to regularly recognize their teams’ accomplishments that are
above and beyond expectations.

It is also helpful to track recognition that is given. Training managers, directors,
and VP’s who have managers reporting to them can create a dashboard to track all
managers’ recognition. It provides a quick check for all to see if proper recognition is
being given out.

Four Perspectives of Recognition

Emotional — Positive emotional impact is realized with recognition for accomplish-
ments that are above and beyond expectations.

Negative emotional impact is realized if recognition is not provided. Team
members begin to think managers don’t realized when they go above and beyond,
or they think managers just don’t care.

Negative emotional impact can also be realized if too much recognition is
provided. If team members are recognized for everything they do, the recognition
loses its impact. There may be diminished performance if team members expect
and only respond to consistent recognition. Managers do, however, need to be
aware of and balance the generational differences in recognition expectations.
Younger employees generally have experienced constant recognition and have a
higher expectation of receiving recognition than older team members. Training
managers need to be aware and customize recognition to individuals’ needs.

Operational — Training managers should also, when possible, track the teams’ per-
formance improvements after giving recognition. Operational outcomes in terms of
instructional design and training deliverables should improve as a result of recog-
nition being provided. Tracking the performance outcomes can also be quantified
and justify any economic cost to the company as well as operational gains.
Tracking examples:

* Days to complete a training design can be tracked to look for improvements in
reducing instructional time needed to design a training class.

» Trainers can be assessed on training participants’ competency/testing scores.

* Reduced time to deliver training while maintaining competency/testing scores.

Risk — See emotional perspectives.

Economic — The first four recognition suggestions do not cost a training manager
anything more than the time necessary to create and present the recognition. The
last three do have a cost to the company. Training managers should identify all the
options available to them at their organizations and budget accordingly.
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Final Comments and Outlook

Managing an instructional design and training team can be a very rewarding job.
There is no other team in an organization that can have as much impact on the
organization’s employee performance. The training manager should regularly meet
with senior leadership and report on the team’s project accomplishments and show
the performance improvements and training successes.

While some aspects of training and learning remain constant, training managers
and their teams need to continually educate themselves on the variety of training
solution and delivery options, especially with the use of technology, to ensure they
are providing up-to-date and effective training solutions.

With effective communication and partnership, the training team can realize a
prominent place in the organization as a key strategic partner within the organization.

Dos and Don’ts

* In dynamic organizations, do have periodic “temperature checks” need to be
scheduled during the year. Quarterly is a good time to have a business strategy
review with key leadership in all departments. The purpose of the temperature
checks is to review the current performance enhancement training schedule and
identify new business needs that may not have been identified due to changing
business needs or goals. These new needs must be accommodated and alternative
plans put into place to meet the needs. The training department cannot run the risk
of alienating itself from business partners by being inflexible to alter training
plans as needed.

* Do design a simple training request and delivery process. Internal business
partners do not have time to become bogged down in complicated training request
processes. A complicated and inflexible process will result in the training depart-
ment being viewed as an obstacle to training performance improvement rather
than a performance improvement partner.

* Do engage regularly with your customers.

* Do establish a yearly training plan with your customers.

* Do remain flexible. Training needs change and customer-focused training orga-
nizations realize this.

* Do allow enough time for trainers to be prepared for a class.

* Do create a class preparation checklist for consistency and efficiency.

* Do ensure instructional designers follow a consistent instructional design process.

* Do plan for yearly training and development for your instructional designers and
trainers.

* Do ensure the training team researches new training technologies.

* Do analyze and make the best use of in-house trainers and instructional designers
and external vendors who can supplement your team’s skill gaps.

* Do have fun!
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Don’ts

» Don’t alienate your customers by not reaching out to them on a regular basis.

* Don’t make the plan too rigid with no room to adjust.

» Don’t get stuck trying to adhere to the training plan. Plans will change.

* Don’t take shortcuts even if there doesn’t seem to be enough time. Reprioritize
and ensure key components are completed.

* Don’t “wing it” for each class preparation. Something will inevitably be missed.

» Don’t make the process so rigid there is no flexibility to adapt to each training
development request requirement.

* Don’t keep them from growing and developing their skills.

Training Request Checklist for Training Needs Analysis

Training Request Checklist for training needs analysis
Training requester:
Date:

Trainer/instructional designer conducting the analysis:

The job title of the position being analyzed is:

The experience level of the average job holder is:
__ 2yearsorless ___3-5years ___More than 5 years
Attach a job description if available.

List the major tasks and performance expectations of the job. Is the employee aware of this?

Why is the training being requested, what is the performance shortfall?

Is the performance shortfall caused by a basic workplace skills problem?

What behavior or performance changes does the requester want to see to improve the performance
shortfall?
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Abstract

What do companies do with employee training when their financial chips are
down? The knee-jerk reaction is usually to cut the training budget, as training is
often seen as an expense rather than an investment in the company’s future. This
chapter focuses on the case of a leading casino company in Macau and how its
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ongoing employee training efforts have not lost their momentum despite the
recent downturn in gaming revenue. The sustainability of its training agenda
rests on its unwavering focus on the service culture that is branded “World Class,
Asian Heart.”

The Galaxy Entertainment Group (GEG) attempts to differentiate itself in the
intensely competitive gaming environment through strengthening this WCAH
identity. It has tweaked its training programs, consolidating hundreds of disparate
packages for different employees to a more systematic and comprehensive
training of all employees in the critical corporate culture while separating skills
training for different groups organized by function. In the tougher financial
climate, the company will face further challenges to achieve its training objectives
in the most cost-effective manner.

Keywords
Employee training ¢ Casino gambling service culture * Macau * Asian Heart

Backdrop: Recent Setbacks in Macau’s Casino Sector

What a difference a year makes. Macau’s apparent unstoppable growth as the leading
gaming hub of the world has shown signs of distress as the early 2015 figures reveal
a continuing decline in gaming revenue, particularly in the VIP gaming sector. This
was most dramatically demonstrated by Melco Crown’s loss of 58 % of its GGR
(gross gaming revenue) in 2014 and by an activist union’s report that about 1,000
VIP room workers ranging from guest relations officers to cashiers and attendants
have been laid off (Macau Business Daily 2015).

The entire sector has had an “adjustment” following the Beijing government’s
anti-corruption drive that targeted big spenders who bet heavily in Macau’s casinos
either in person or by proxy. While the number of mainland visitors to Macau has not
declined, and they still make up more than 85 % of all visitors, the amount of revenue
collected has dropped significantly as the high rollers are replaced by mass-market
players. In 2015, the Chinese New Year holidays — traditionally the busiest weeks of
the year in Macau’s casinos — were particularly disappointing when players failed to
show in the numbers expected. According to a Bloomberg survey of analysts, casino
revenue dropped by 53.5 % in February (Bloomberg Business 2015).

Properties that targeted these mass-market visitors by offering a large range of
entertainment, retail, and lifestyle services were relatively less vulnerable. The Sands
China group, which owns the Venetian Resort, the largest number of gaming tables
in Macau, a one million square foot exhibition-cum-retail mall, and three other
related properties as well as a ferry service, announced financial results for the
2014 fiscal year in mid-February, reporting all-time highs in all three key perfor-
mance indicators: net revenues, adjusted EBITDA (earnings before interest, taxes,
depreciation, and amortization), and profit. Net revenues for 2014 increased by 6.7
% to USD 9,505 million (Macau Daily Times 2015). Similarly, the share value of the
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Galaxy Entertainment Group Ltd. that attracts a broader Asian clientele as well as
local customers with its cinema complex, international food outlets, and Asian-style
hospitality rose to a 2-month high in Hong Kong trading. By mid-2015, Galaxy’s
share value had increased to 4.8 % to close at HKD65, its highest level since April
28, 2014 (Macau Daily Times 2014).

Profile of the Galaxy Entertainment Group (GEG)

The Galaxy Entertainment Group (GEG) is one of Macau’s key casino-resort
companies, having won one of six coveted operating licenses in 2002 when the
gaming sector was liberalized. Despite poor performance across the industry for
15 straight months in 2014 and 2015, GEG announced “cautious optimism” that
business would pick up later in the year (PRNews 2015).

Having opened its Phase II in March 2015 that included the Ritz-Carlton and
Marriott hotels and a host of leisure and entertainment facilities, as well as the
newly acquired, renamed, and refurbished Broadway Hotel, the GEG is now
continuing to train its 25,000-strong workforce for the expected recovery and
further expansion. New facilities are to be launched in early 2016 to augment its
already successful properties, the StarWorld Macau and the Galaxy Macau Phase
1. The group’s detailed profile can be found in this press release: http://www.
galaxymacau.com/uploads/attachment/2015-01/6909954¢c5t5¢7594dd.pdf (GEG
Press Release 2015).

“World Class, Asian Heart” Service Culture

With such a large scale of operations across many complex areas of hospitality,
entertainment, retail, and gaming, the training needs of the workforce are
immense. At the root of the GEG’s employee training is the “Asian Heart”
service philosophy that has differentiated the group from its competitors that
were heavily influenced by Macanese or American characteristics. GEG is owned
by a Hong Kong Chinese family, managed at the top by the founder’s son and a
team of mostly Australian and Asian professionals. Its service employees come
from all over Asia, and its main customer markets are mainland China and the
entire Asia-Pacific region. Hence, it plays on the traditional hospitality of Asians
toward guests. This “Asian Heart” service is promoted throughout the organiza-
tion and is symbolically conveyed to visitors to Galaxy properties by hosts
placing their right hands on their hearts in greeting. The service culture is now
so pervasive that it is seen as the Macau equivalent of the better known Ritz-
Carlton’s gold standards and JW Marriott’s core values (GEG Presentation of
Phase 2 Plan 2012).


http://www.galaxymacau.com/uploads/attachment/2015-01/6909954c5f5c7594dd.pdf
http://www.galaxymacau.com/uploads/attachment/2015-01/6909954c5f5c7594dd.pdf
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Putting the “Heart” into Training

An organization’s service culture dictates how much importance the staff put on the
needs of the customer and whether their work activities will revolve around this. A
service culture can be communicated to its customers by various means: how
employees interact with guests, their attitude in wanting to serve them, their product
knowledge, employees’ skill levels, uniform, and dress code.

The GEG’s declared mission is to stand out from the competition as an Asian
gaming company in Macau known for its exceptional Asian brand of guest service.
GEG takes pride in being a guest service-oriented company that strives to provide
the best guest service experiences to guests. The management has defined this
culture through a common language that expresses their mission, vision, and values
and clear expectations to follow (see box “GEG Mission, Vision, and Values”
below). All frontline staff are assimilated into this culture when they join, and
their performance is continually monitored and further developed though ongoing
service quality training.

GEG Mission, Vision, and Values
Mission — Why does GEG exist?

To provide exceptional experiences to guests, instill pride in employees,
and delight stakeholders.

Vision — What does GEG want to be?

To be the benchmark for delivering exceptional “game-day” experiences,
with an Asian heart.

Values — What’s important to the company?

+ It anticipates customer needs and takes pride in delivering exceptional
experiences at every Galaxy moment.

» It acts with deep personal respect for every individual that connects with
Galaxy.

» It always does its best.

» It is prudent, is efficient, and acts with integrity and a sense of urgency
(source: GEG official website).

Structure and Components of Employee Training Programs

The aim of employee training at GEG is that they all operate with an Asian Heart and
create an exceptional customer journey.

An employee will typically undergo several rounds of training during his career
with GEG. Initially, he will receive induction into the service culture through the
WCAH (World Class, Asian Heart) Program. This is delivered by the training
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department and assisted by consultants specializing in hospitality culture. This
program is contextualized to suit various department requirements.
The objectives are:

—_—

. Understand GEG WCAH service philosophy.

2. Understand WCAH 8 key attributes and apply it through defined service
standards.

3. Understand key impactful behavior (KIB) and demonstrate knowledge and skills
to deliver exceptional guest services consistently.

4. Understand grooming standards and maintain a professional image.

GEG Service Philosophy

This section will reinforce the World Class, Asian Heart 8 key attributes; these
intangible attributes are linked to tangible behaviors and explain the core of customer
service (attitude/knowledge/skills) (Fig. 1).

Core Service (Attitude — My Professionalism)

This section will instill the pride from learners by linking the customer service with
professionalism beyond the technical skills and show how attitude influences an
individual’s choice of actions and how they respond to challenges. The key message
for this session for learners is: Your choice to become professional!

Core Service (Knowledge - What to Know)

This section will equip learners with necessary information to deliver customer
services. It will cover product knowledge, customer profile, position-specific service
standards, and KIBs.
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Core Service (Skills - How to Do)
This section will demonstrate the skills to apply WCAH 8 key attributes to each
service standard and allow sufficient time for learners to observe/practice/give
feedback with other learners/facilitator.

Exceptional Customer Service (Beyond the Core)

This section requires learners to exhibit flexibility and sensible mind-set to
provide WCAH service beyond the core requirement. It will include two sessions
to further reinforce WCAH (source: Departmental WCAH Customer Experience
Program).

WCAH 8 Attributes and Core Competencies

This program is designed to equip employees with the knowledge and skills to apply
WCAH 8 attributes to a specific set of service standards in order to deliver excep-
tional service to guests aligning with the company’s mission and vision. Employees
are expected to be:

. Attentive

Warm

. Respectful

. Sincere

. Passionate

. Anticipate

. Serving from the heart
. Culturally sensitive

®© LA W~

These attributes may also be considered as desirable attitudinal qualities that
form part of the competencies GEG wants its employees to have. These
attributes and other competencies like knowledge, skills, behaviors, and
capabilities are bundled into 12 core competencies, two examples of which
are the following:

Core Competency: Operating with an Asian Heart

* Lives and promotes the mission, vision, and values

* Practices and leads with humility

» Creates opportunities for Galaxy by honoring and respecting all stakeholders
* Instills pride and respect in team members

* Brings passion, drive, and commitment to work

Core Competency: Creating an Exceptional Customer Journey
» Keeps customers as the focal point of all activities and decisions
+ Strives to anticipate and exceed customer needs and expectations
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» Strives always to outdistance the competition in customer satisfaction throughout
the customer life cycle (approaching, acquiring, retaining, growing, exiting)
(source: GEG Core Competencies)

Key Impactful Behaviors (KIBs) and Learning Journeys

In operational terms, training is translated into service behavior relevant to depart-
mental functions. For example, the Food and Beverage Department would require a
waiter to establish eye contact when interacting with guests and to discretely present
bills and collect payment.

Each department defines its functions, levels of attainment within each function,
the skills and knowledge required, and corresponding KIBs. Every employee
embarks on a “training/learning journey” that consists of different levels of attain-
ment. They are defined within the GEG core competency model and developed into
programs such as leadership series and management skills program.

An example of a training/learning journey is:

Cook 1 ) Cook 2 mmm) Cook 3
Tech Skills ) Supervisory Skills mmm) Management Skills

| | |

Prepares meals ) Trains junior cook mmm) Prepares budget and menu

Some training journeys can even be more interesting, such as in the case of a
concierge who moved up the ranks, winning the coveted golden keys that symbolize
the achievement of excellence, only to leave her chosen function instead to become a
trainer. Such cross-functional movement is rare, but the possibility of being allowed
to do so is one reason among others for Galaxy staff to feel motivated.

Professional Image

In 2012, Galaxy Macau introduced “The Look of Galaxy,” a grooming program that
offers regular makeup and hairstyling training for team members. Since then, it has
been promoted annually with a fashion show that features stylish uniforms, prag-
matic footwear, and fresh made-up faces (Fig. 2). According to Galaxy Entertain-
ment Group’s Director of Human Resources and Administration, “The ‘Look’ means
a world-class look. Grooming excellence is just one more area that Galaxy Macau
aims to set the benchmark for Macau’s hospitality industry as we seek to apply our
‘World Class, Asian Heart” approach to every facet of our business. We will continue
to invest a lot in training our team members and that includes classes on their
professional appearance through this sustainable in-house grooming program”
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Fig. 2 Annual fashion show (Source: GEG Press Release 2013)

(GEG Press Release 2013). Such emphasis on appearance is another representation
of the “World Class, Asian Heart” culture.

Discussion: Employee Training Issues and Opportunities
The various training programs at GEG serve several objectives:

* Create and reinforce a unique GEG culture.

 Differentiate between average and above average team members.

* Define expectations and provide clarity around how all GEG team members
should behave.

* Provide a framework for developing leaders from within.

* Provide a framework for sourcing and hiring the “best fit” candidates from the
external market.

* Create a common language to evaluate team member capability and contribute to
promotion and progression conversations.

This ambitious list of objectives indicates the competitive nature of the labor
market in Macau. With the rapid development of the hotel resort sector, the shortage
of trained labor for all functional areas has become critical. Employee training is
often used as incentive to attract and retain suitable candidates. It is also an
opportunity for the hiring organization to position itself as an employee-oriented
employer. The ensuing discussion highlights a few opportunities and issues in this
strategy.
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Training as a Recruitment and Retention Strategy

In a tight labor market such as Macau, GEG’s culture-driven training program is
intended to attract and retain good employees. If done successfully, it would
certainly draw candidates to the “World Class, Asian Heart” culture and position
the GEG as a distinctive and desirable employer. However, training leads to
expectations of reward and promotion, resulting in an escalation of labor costs
and rapid promotions to discourage trained employees from leaving to join the
competitors. Ultimately, it is the pay and benefits package that can really stem
out high turnover among employees, which most of the hotel-casino properties in
Macau have to grapple with. In competition with larger or more reputable
competitors like the Sands Group or Wynn Resort, the GEG is relatively new
to the casino-resort business and sometimes gets more bad press than its com-
petitors. Its reward packages are often perceived as inferior to those of its
competitors. Nevertheless, its resolute determination to stay the course and
take on the big boys is winning admiration and support. Its latest partnership
with Ritz-Carlton and Marriott in its Phase II development has put two feathers
in the GEG cap.

Internal Promotion Through Employee Training

GEG developed an Accelerated Development Program (ADP) to assist in nurturing
young talent. Both internal and external candidates can apply for a position. Internal
applicants must have their managers’ support and, if selected, go through training.
Such training is preparation for managerial responsibility, which is in line with the
Macau government’s vision to see more local residents in management positions in
the hotel-casino properties. In early 2015 when the program was launched,
150 employees were handpicked by their supervisors for the ADP, but by the middle
of the year, only one-third of the trainees were enrolled. Reasons cited for lack of
interest included employees’ workload being too heavy for them to be released for
training and employees’ job-hopping to a competitor for higher pay and faster career
progression than what the ADP could deliver. The impatience of young employees
for quick promotion has created a situation where employees who are not fully
confident and competent to perform their responsibilities are placed in managerial
positions.

The ADP training program mitigates this risk to an extent, encouraging good
employees to stay with the company and ensuring that only trained managers are
entrusted with delivering GEG’s exceptional customer service down the line. How-
ever, managing the trainees’ expectations may also be challenging given that few
employees see its long-term benefits to themselves, and not all trainees will progress
at the same rate despite the training.
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Management Trainee Program (MTP) for Whole-Company
Experience

Trainees who show potential for leadership are recruited directly from universities or
from within the GEG ranks. Upon admission into the MTP, they are rotated within a
department or across several departments so they gain exposure to various roles and
experience different responsibilities. Each trainee is assigned a mentor and has
access to top management. At the end of the program, their career path within
GEG will be decided based on their experience and consultation with their mentors
and department heads they have worked. While this opportunity seems attractive to
young people with a long-term career goal in management, it takes between 18 and
24 months to complete the MTP, a period that many young graduates in Macau feel
is too long. Given the tight talent market in Macau and the government labor policies
that make entry difficult for foreigners, local graduates can job-hop into managerial
positions quickly, sometimes within a year. The salary given during the MTP is
usually much lower than salaries earned in non-managerial positions. Hence the
MTP is seen as carrying high opportunity costs and fails to attract candidates with
the greatest potential.

Consolidation of Employee Training

The GEG has expanded rapidly from 15,000 employees a year ago to about 25,000
in May 2015 with the opening of its Phase II and newly acquired and renamed
Broadway Hotel next door. Its need for employee training will be greater than ever.
While it still grapples with the challenges of the Macau government’s labor policies,
intense competition for talent, and the attitudes of the local workforce, the GEG is
consolidating its training function for optimal effectiveness. Since 2014, it has
strategically scaled-down its training from more than 200 programs to about 120 pro-
grams that are active, popular, and aligned to the company’s WCAH mission. Some
programs, like the ADP, may be open to non-local employees to equip them for the
management of the company’s growing array of properties and services.

The structure of the training function has also been reviewed and revised (see
Figs. 3 and 4). In order to take the pressure off the line departments that are
struggling with heavy operational workloads, training in line duties is now moved
to a specialist Organizational Development Training (ODT) unit located within the
Human Resource Management Department. Trainers within the ODT specialize in
different functions such as rooms, food and beverage, and so on. The ODT is an
important unit with its own hierarchical structure of training managers and trainers,
headed by a vice-president who is part of the senior management at the GEG. This
ODT provides the important linkage between the top management, down through
the ranks, and to the frontline employees. It also coordinates all training activities
from the vantage point of the HRM Department which handles all personnel affairs
and maintains all personnel records, thus linking training to recruitment, perfor-
mance management, and rewards policies.



16 Training and Qualification: Employee Training at Galaxy Entertainment Group 273

Fig. 3 Simplified structure of

GEG’s training function.
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Employee training at GEG can now look forward to a more strategic and
sustainable future.

Lessons from this Case: People, Economic, and Risk Perspectives

What the GEG experience has illustrated is that training can be sustainable, even
vital, regardless of the economic climate. What GEG has done right seems to be:

1. It has gauged the employee training needs well ahead of the launch of its Phase
2 extension and committed to strengthening the service culture of “World Class,
Asian Heart.”

2. It has tied in employee training with recruitment, retention, and career progres-
sion and attempted through its various programs to build a strong sense of identity
with the company.

3. Desired outcomes of the training programs are clearly spelled out in terms of the
corporate mission to be known for its unique Asian guest service.
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4. Tts training program has the support of top management, right through the current
financial downturn.

What needs to be monitored and controlled to ensure employee training continues
to deliver the performance outcomes that GEG wants to achieve would include the
following:

1. The cost-effectiveness of each training component must be achieved, both in
terms of direct costs and indirect costs through employee or management attri-
tion, which is likely if the financial crunch continues.

2. The culture-based training is packaged around the hype of the company’s service
culture, which may lead to other aspects of training being overlooked, such as
back-room operational skills enhancement.

3. Overpromising training-related rewards such as salary increments and promo-
tions may need to be reined in, as expectations should be managed in line with the
company’s lower revenues in the past year.

Final Comments

By most measures, the GEG’s track record in employee training has been exemplary.
It has increased spending on training in conjunction with its business expansion
plans. It has identified a unifying theme of “Asian Heart” service that anchors all its
training. So, if it can carefully monitor the challenges of the current economic
downturn, the outlook remains bright for the continuing achievement of its mission
to win the hearts and minds of both employees and customers in Macau’s gambling
industry.
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Abstract

* Can leadership be learned? That is the question. Looking at the number of
leadership training courses and development programs, the answer probably is
“yes.” However, not every person wants to be or can be a leader. Furthermore,
there are more and less talented potential leaders. The less talented have to put
in more effort to obtain the same result.

* The market for leadership development is enormous, because (the lack of
real) leadership is a hot topic.

* For companies and organizations, it is of tremendous importance to fill their
leadership pipeline. On the basis of thorough analysis of the present and

Excellence is an art won by training and habituation. We do not act rightly because we have virtue or
excellence, but we rather have those because we have acted rightly. We are what we repeatedly
do. Excellence, then, is not an act, but a habit. (Aristotle, 384-322 B.C.)
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future leadership needs, a development program should to be designed,
conducted, and evaluated.

* The development of leadership takes time. It cannot be done in a week or
so0. Or as Filipino Senator Miriam Defensor Santiago wrote: “Leaders are not
born; it takes practice to develop the qualities of a leader” (Santiago 2014 ).

* Involvement of the C-level management is a must. People want their leaders
to point out the direction in which to go, to create a safe and secure environ-
ment to work and live in, to listen, to care, and if necessary to sacrifice
themselves.

* Investing in a descent leadership development program is cost efficient and
effective and diminishes the risk of mismatches and noncompliance.

Keywords

Leadership * Training « Development « Knowledge ¢ Skills « Motivation * Lead-
ership pipe-line * Mandela ¢ Mother Teresa * Gandhi * Luther King ¢ Values °
Vision * Complexity

Introduction and Overview

» There are people who believe that with the passing away of Nelson Mandela on
December 2013, the last great leader left our world. Whenever we ask people to
tell us, when we show them about 80 pictures of generally well-known people,
whom they consider to be great leaders, the names of Martin Luther King, Mother
Teresa, Mahatma Gandhi, and Nelson Mandela are most likely to come up. So, let
us call them the “BIG FOUR.” Why are these four individuals perceived by many
as great leaders? Trying to categorize the answers to this question within the four
dimensions (www.innergie.nl) of professional behavior (i.e., knowledge, skills,
core qualities, and motivation), it shows that most of the answers fit into the
categories “core qualities” (being) and “skills” (doing). It seems that what matters
most to people in their judgment of somebody to be a great leader is what kind of
a person he or she is and what he or she actually did do. Apparently those “big
four” showed us that (personal) values like justice, sacrifice, and forgiveness are
highly appreciated and admired. And furthermore, they took responsibility; they
walked the talk, and they made some pretty uneasy choices. Doing so, they
influenced millions of other people. Furthermore, they showed us that one person
can make a difference. That one person could be you or me. But let us be realistic.
We will not all become a Gandhi, a King, a Mandela, or a Mother Teresa. We have
to be grateful for the examples they gave us, and some of us might even try to
follow in their footsteps in our own environment. But it proves to be hard to live
up to the high standard they set, and a lot of lip service is given to their ideals.
Their examples are also often used in leadership and other training courses. What
can we learn from those examples? What can we learn from other leadership
present in the world? Is it possible to learn how to become a leader?


http://www.innergie.nl/
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* Looking at the numerous offers for one day, two days, one week, two weeks, and
so on leadership seminars, courses, and training sessions, the question seems to
deserve an affirmative answer. Thousands of teachers, trainers, and preachers earn
a living by creating future leaders. Yet at the same time many sources notice a lack
of real leadership in the world. Apparently we do have to make a distinction
between self-styled or would-be leadership and real leadership.

+ If talent would be of great importance in leadership, we probably already long
time ago would have established a system of leadership talent scouting, starting
in elementary schools, comparable to the scouting of talents in sports and
music. As far as I know such a system does not exist, although in resumes
extracurricular activities of students seem to be a pro when applying for leading
positions in later life.

» Since Lombardo and Eichinger (Lombardo and Eichinger 1996), we know that
only 10 % of being a leader can be learned in formal education. The rest comes
from talking to and sparring with colleagues and peers (20 %) as well as from the
daily hardship of doing the job (70 %). Due to the use of modern communication
technology among generation Y/Z, the percentage of 20 is likely to increase at the
cost of the 70 %, and also the percentage of 10 will increase because of the
possibilities to gather knowledge the Internet offers. In the model of Lombardo
and Eichinger, there is no place for leadership talent and that might as well be a
weak point of the model, because undoubtedly there are more and less talented
leaders. However, like in sports, less talent can be compensated by hard work.

» Being a leader, being the alpha is not for free. It comes at a cost. That cost is time
and energy (Sinek 2014). We only voluntarily follow people, leaders, who do
not sacrifice us but who are prepared to sacrifice themselves and take the lead
in neutralizing what threatens our businesses, our jobs, our countries, our fami-
lies, and our existence. Leadership is impossible without followers. And real
leadership also is impossible without a vision, without objectives, and without a
dream that is communicated, shared, and supported and that, ultimately, we are
even prepared to fight and die for. History shows us that those visions and dreams
should be constantly questioned and not followed blindly. Machiavelli already
described how leaders use power, intimidation (fear), and violence to attain their
goals.

* Developing a vision requires some maturity and wisdom; becoming a leader thus
also takes time. Leadership cannot be learned in the beforementioned
courses, seminars, and trainings. Those might contribute to the exchange of
experiences with colleagues (the 20 % of Lombardo and Eichinger). The real
development of leadership skills and coaching/mentoring of leaders takes more
time than a few days or weeks. It takes years, because leadership is complex.

* Complexity however is not popular nowadays. There is a strong tendency in
our society to simplify complex matters. And this tendency also affects the
discussions about leaders and leadership. Who is a leader? What is leadership in
one sentence? What are the three most important qualities, or even the one most
important quality, of a real leader? One-liners and bullet points are warp and weft.
And thus we create the myth of the complete leader (Ancona et al. 2007). Leaders



280 J. van Dijk

are never complete, and they are more likely to be competent when they know
they are not. And apart from not being complete, they also are different. Some
show emotions (Aristotle: pathos); some do not (Seneca: stoical).

In a discussion started on “LinkedIn” (March 2014) with the question: “What is
the single most important quality for a leader to have?” More than 140 (!)
different qualities were mentioned by over 15,000 people who participated in
that discussion. And, like so often, also the answers here have a strong self-
revealing component, telling us a lot about the respondent and little about real
leadership. The popularity of this kind of discussions on social media even more
underscores the initial statement that complexity is not popular. And at the same
time this dislike of complexity is the starting point for lots of seminars, courses,
and trainings like “the authentic leader, the five Ps of leadership skills, charis-
matic leadership, inspiring leadership, excellent leadership, transformational
leadership, samurai leadership, the three C’s, three I’s, three S’s of leadership,”
and so on. Their contribution to the development of real leadership can and
should be seriously doubted.

Leading people is a profession, like doctor, engineer, plumber, carpenter, and
mason. Not every skilled professional will automatically be a good manager or
leader. Not every good basketball or soccer player is automatically a good coach
or team manager. Not every doctor is automatically a good hospital manager. The
main task for leaders is to make sure that they create optimal circumstances in
which professionals can do their job. No more, no less. Leadership is not about
being the best kid in the class and knowing everything better!

In the following we will look at the development of leadership from four different
perspectives, list some dos and don’ts, and have a short outlook into the future of
leaders and leadership (Zeuch 2014).

People Perspective

Neuroscience shows us more and more that human behavior is determined
by intentions and circumstances. So it is important to assess people’s intentions
as soon as possible and also create favorable circumstances for personal and
leadership development.

Leadership starts with leading yourself, followed by leading others, possibly
culminating in leading an organization or company. From the people’s per-
spective opportunities and chances for personal development are important
engagement/retention factors.

The assessment of leadership talent should begin early and with a possibility
to participate for everyone who wants to participate.

The focus of leadership development should over time shift from personal
development to how a real leader contributes to group and organizational
development, because good leadership finally is not only about the person of the
leader but also and probably even mainly about the well-being, the self-
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confidence, the safety, the security, and the performance of the people that
together form the organization/company.

Thus emotional intelligence (EI) is very important for a leader. Whether a
person can become a good leader highly depends on how that person relates to the
followers without whom leadership does not exist and how he or she relates to the
power that comes with being a leader.

People are not born as leaders. In an article on www.inc.com, Jeff Haden
summarized this in one sentence: “No one cares how much you know until
they first know how much you care about them” (Haden 2012).

Economic Perspective

The scouting of leadership talent inside as well as outside of the organization/
company costs without any doubt money. Well-established leadership pro-
grams however will turn out to be good investments rather than costs.

How many companies really evaluate the return of existing leadership develop-
ment programs (if they have them)? How many companies really have an insight
in the costs of failing leadership? At present a lot of money is wasted on not
working (at least not for the company/organization) leadership training pro-
grams that train leaders in a one-size-fits-all manner. The real added value of
leadership development comes, however, from the embedding of the learning
process in the participants’ real-life leadership practice.

As a consequence of insufficient internal leadership development, a lot of
money also is spent for hiring head-hunting agencies.

Investing in a full leadership pipeline in the end will prove to be very cost efficient
and effective.

Risk Perspective

Some recent developments in China and the Middle East (pharmaceutical indus-
try, accountancy, building/construction sectors) again clearly show the risks of
failing leadership. The existence of the company might even be at stake when
leaders fail to comply with anti-bribery regulations, accept or even drive
wrongful accounting practices, and put personal advantage above company
benefit or similar wrongful/irresponsible behavior.

Leaders need to be clear about policy and values of the company as well as about
the behavior that is expected of managers and employees. They need to read the
signs the continuously developing world is giving. Quite a few companies only
give lip service to their values. They look nice at their websites, and besides, you
need to have them. But whenever values are not translated into tangible
expected behavior and people are not held accountable for that behavior,
there is a risk of noncompliance.
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Operational Perspective

* From an operational point of view for every company or organization, it is an
absolute necessity to assess the present and future leadership needs and to
establish programs to fulfill them.

* The human resources department has to play its role and needs to be staffed with
people who can establish and manage a leadership development program.

* Involvement of the C-level management is an absolute must when designing
and conducting the program.

» Especially in small- and middle-sized businesses, the HR department has to be
very critical and selective regarding the outsourcing of development programs.

Dos and Don’ts
Dos

* Assess present and future leadership needs thoroughly.

Make sure you have a clear picture of the companies/organizations present and
future leadership needs at all levels. Thorough analysis should be the basis for
your leadership development program.

Use the “ADDIE” model, originally developed for the military by Florida
State University (see Fig. 1).

» Target all (potential) leaders/make the reservoir to fish in as big as possible!
Leadership training commonly focuses on middle- and top management. How-
ever, in recent years, the selection and training of entry-level leaders gained more
attention, because this specifically targets people who, for the first time in their
careers, are going to take over formal leadership responsibilities. Furthermore, it
enlarges your chances for discovering in-company talent and fills up your lead-
ership pipeline.

A good example for this approach is Hewlett Packard.

On the company’s website we can read: “The ability to think and act as a leader
is crucial for every HP employee, regardless of role. All employees have the
opportunity to complete a self-assessment against the HP leadership standards
and develop leadership skills through performance feedback, learning and train-
ing resources, or working with a coach or mentor. HP’s Executive and Leadership
Development team designs and implements leadership and management training
for leaders at all levels. In 2011, we increased the scale and reach of training.
During the year, 7,500 employees participated in various leadership training
sessions, including the HP Key Talent and Executive Leadership Excellence
programs. Focus areas addressed business challenges, strategic thinking and
planning, financial acumen, and team leadership. Leaders developing leaders
continues to be part of our strategic approach. In 2011, approximately 400 HP
leaders directly supported our leadership development programs and more than
12,000 employees attended our monthly Leading Ideas webcast series, during
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Analysis
A ststematic exploration
of the way things are and
the way things should be.

The difference is the
performance gap.

Design
If the analysis identifies
a performance gap, the
Design phase will outline
the performance
objectives.

the performance
olution achieved

is created.

Implement
This stage includes
delivery of the
performance solution .

Fig. 1 ADDIE model

which senior leaders provide insights on leadership topics, share helpful tips and
best practices, and link to resources for HP employees. Also in 2011, HP
launched Leadership Development Central (LDC) as a resource to search and
source opportunities for self and team development. LDC rapidly rose to the top
10 list of sites on the @HP employee portal. The new Leadership Learning in a
Box series is the most recent addition to LDC through which team leaders
conduct 1-h discussion sessions focusing on skill building, managing, and moti-
vating teams. We also help leaders enhance their skills while supporting social
innovation initiatives in communities. In 2011, as part of HP’s intensive Key
Talent program, individual teams of 5 or 6 HP vice-presidents brought their
expertise and knowledge to 10 San Francisco Bay Area nonprofits in a 12-week
social impact business challenge. They provided pro bono recommendations to
address the organizations’ most significant business challenges.”
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* Translate your company values in tangible desired behavior at all levels.
It is not enough to formulate values and communicate them to employees and the
outside world. Values have to be translated in expected, concrete, and tangible
behavior at all levels. Only the consequent repetition of certain behavior in the
end creates desired attitudes. It is a misunderstanding that attitude changes
behavior. Already Aristotle knew this!

* Mind the sequence: leading yourself, leading others, leading a company/
organization.
Entry-level leaders, for the first time in their careers, take over leadership respon-
sibilities. It is one of the major lessons for this target group that even though they
personally might feel unchanged, their team members see them differently now.
They have expectations toward the new leader; they observe/interpret/comment on
their new leader. Entry-level leadership development deals with this role change.

* Mix teaching and training with experiential learning.
Leadership development should be a mix of training (skills), coaching, and/or
mentoring as well as experience-based learning, helping participants to gain an
understanding of what it means to lead themselves, other people, and organiza-
tions in daily practice and to acquire knowledge about and develop skills in major
leadership instruments (e.g., planning, organizing, communicating, decision-
making, motivating). Use coaching and mentoring as instruments to support
participants.

* Include new developments.
Leadership development should address the changes in society as well as the
corporate landscape and organization. Examples are:
— Intercultural leadership
— Increasing emphasis on sustainability
— Leading virtual teams
— Leading in the matrix
— Leading without hierarchical power (e.g., for project managers)
— Leading change

* Do prefer several modules.
Opposed to many other training topics which can be taught and practiced in one
or two days, learning leadership is a development process over time. It is highly
advisable to have a group of (future) leaders go through a sequence of experiences
together, always over several months, in order to reflect and apply what has been
learned during the module and determine eventual training needs. Such groups
will develop mutual trust which is necessary to share uncertainties and concerns
regarding their own leadership role.

Don'ts
* Don’t mix up teaching, training, and coaching/mentoring.

Knowledge is taught and learned; necessary skills have to be determined and
constantly trained to gain excellence. Desired behavior has to be constantly
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repeated to become an attitude. Many activities that are called training in fact are
not training but rather learning.

* Don’t engage “trainers” who preach.

Charismatic leadership “trainers” who “preach” about leadership are entertaining
and often have good points about certain specific aspects of leadership behavior.
The effect of such “training” courses, however, is limited because the topics are
not transferred into the participants’ real-life environment. In order to be effec-
tive, leadership development has to break down the barrier between classroom
and work, bring in real-life examples of the participants, and help them take their
lessons learned back into their work environment. This requires coaches who
have a comprehensive view on leadership, practice “active listening,” and are
differentiated when they give advice.

* Don’t spend money on easy-to-get training programs of which you are not
100 % sure that the people who will attend really need them to improve their
leadership ability and the company performance. Especially for smaller HR
departments in small- and medium-sized companies, it is tempting and easy to
fill the yearly leadership development program with nice-to-have activities that
anticipate trends and fads.

Final Comments and Outlook

Most of the time people who really do the work are the professionals. They are
responsible for the biggest portion of revenues. Of course we know that and we also
realized that there are too many management layers, so we started to create flatter
organizations in an attempt to eliminate some management levels. Self-steering
teams, a lot of meetings and talking. And still a lot of managers and so-called leaders
don’t really know what their professionals think. Simply because they don’t ask
them, they don’t listen, and they know better. At least that is what they think, because
they became leaders.

And there is one other thing. Many managers believe they are automatically
leaders because they were given the power to decide. Universities make their
students believe that they will be the ones who are the future leaders, who will
change their communities, their country, and maybe even the world and that they
will inspire others, only because they visited that particular university. However, it is
not that easy to become a leader, although you can become a leader in many spheres.

It would be appropriate to make a distinction between people who believe they
are leaders and people who really are leaders, a distinction between so-called or
imaginary leadership and real leadership. Not everybody who is called “boss” is a
real leader.

What are the traits of imaginary and real leaders?

We often hear that leaders have a vision. That is true. Real leaders have an idea
about how to make this world a better place for all of us. So-called leaders mainly try
to make it a better place for their business, country, themselves, their relatives, and
sycophants. Real leaders aim at justice and are prepared to sacrifice themselves and
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forgive others. So-called leaders place themselves above the law, sacrifice their
people, and are sowing hatred. Real leaders really put clients, customers, and people
in the first place, because they care about them and want them to feel safe and valued.
They try to add value to society and to the world community, or as Pope Francis’
said, “Real power is service.” So-called leaders take power even when they are given
it; real leaders take power to give it back to the people they empower. So-called
leaders use force to stay in power, whereas real leaders are given more and more
power, and they keep giving it back.

Most likely we will see a change in leadership paradigm. The planet and people
will get more emphasized, and a bigger part of profits will be used to increase
equality and sustainability. We better prepare our future leaders to play their part in
that development. They will need a big vision on how their communities, companies,
organizations, and countries can contribute to a sustainable economy, a sustainable
world, and on how we protect democracy against being undermined by increasing
inequality. Our world has always been and still is desperately in need of wise
leadership.
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Introduction

In the second half of the 1990s, the club had contracted players from the Nether-
lands, Belgium, Poland, Hungary, Denmark, Nigeria, Italy, and Greece. Players from
different cultural backgrounds living and working in the Netherlands where
confronted with Dutch culture and a Dutch trainer/coach, who was confronted
with reactions from different cultural backgrounds to his statements. Let’s have a
closer look at an example.

Analyzing the next game’s opponent, the trainer would address different players
to explain how their personal adversaries most likely were going to play and to tell
them how they should cope with that. A Belgian player would not say anything, just
listen to the coach, go on the pitch, and do what he was told.

A Dutch player, on the contrary, would challenge the trainer’s arguments by for
instance asking him whether he saw this or that match in which the referred player
acted differently.

Flemish speaking Belgians and Dutch almost speak the same language, so the
obstacle of a language barrier — an additional problem with the others, even when
some soccer insiders will tell you there is something like an international soccer
language — did not exist. But even speaking the same language does not mean that
people have the same cultural background.

On his search for possibilities to help the trainer/coach on this topic, John
discovered Geert Hofstede and his 5-D model (Hofstede 2001), which meanwhile
has developed into a 6-D model.

Hofstede’s theory is a framework for cross-cultural communication. It describes
the effects of a society’s culture on the values of its members and how these values
relate to their behavior. The theory has been widely used in international manage-
ment and cross-cultural communication.

The original theory proposed four dimensions along which cultural values could
be analyzed: individualism-collectivism; uncertainty avoidance; power distance; and
masculinity-femininity. In 1991, Hofstede added a fifth dimension to his model:
long-term orientation versus short-term orientation. In the 2010 edition of his
standard work “Cultures and Organizations: Software of the Mind,” he added a
sixth dimension: indulgence versus self-restraint. However, in John’s time with the
club there were only five.

1. Power distance index (PDI):
“Power distance is the extent to which the less powerful members of organiza-
tions and institutions (like the family) accept and expect that power is distributed
unequally.” Cultures that endorse low power distance expect and accept power
relations that are more consultative or democratic. People relate to one another
more as equals regardless of formal positions.

Subordinates are more comfortable with and demand the right to contribute to
and critique the decision-making of those in power. In high power distance
countries, less powerful accept power relations that are more autocratic and
paternalistic. Subordinates acknowledge the power of others simply based on
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where they are situated in certain formal hierarchical positions. As such, the
power distance index does not reflect an objective difference in power distribu-
tion, but rather the way people perceive power differences.

2. Individualism versus collectivism (IDV):
In individualistic societies, the stress is put on personal achievements and indi-
vidual rights. People are expected to stand up for themselves and their immediate
family and to choose their own affiliations. In contrast, in collectivist societies,
individuals act predominantly regarded as members of a lifelong and cohesive
group or organization. People have large extended families, which are used as a
protection in exchange for unquestioning loyalty.

3. Uncertainty avoidance index (UAI):
This dimension reflects the extent to which members of a society attempt to cope
with anxiety by minimizing uncertainty. People in cultures with high uncertainty
avoidance tend to be more emotional. They try to minimize the occurrence of
unknown and unusual circumstances and to proceed with careful changes step by
step by planning and by implementing rules, laws, and regulations. In contrast,
low uncertainty avoidance cultures accept and feel comfortable in unstructured
situations or changeable environments and try to have as few rules as possible.
People in these cultures tend to be more pragmatic, and they are also more
tolerant of change.

4. Masculinity (MAS) versus femininity:
Masculine cultures’ values are competitiveness, materialism, ambition, and
power, whereas feminine cultures place more value on relationships and quality
of life. In masculine cultures, the differences between gender roles are more
dramatic and less fluid than in feminine cultures where men and women have
the same values emphasizing modesty and caring.

5. Long-term orientation:
Long-term oriented societies attach more importance to the future. They foster
pragmatic values oriented towards rewards, including persistence, saving, and
capacity for adaptation. In short-term oriented societies, values promoted are
related to the past and the present, including steadiness, respect for tradition,
preservation of one’s face, reciprocation, and fulfilling social obligations.

Practical Application

John introduced the Hofstede concept to the trainer of the soccer team. The first
reaction of the trainer was that the concept seemed rather theoretical and he was
asking John how this could really help explaining or even improving the leadership
situation.

Hence, John started explaining the concept with relating real-life experiences to
the statistical findings of Hofstede. John discussed the experience of different
reactions of Dutch vs. Belgian players to the trainers’ instructions.

The first and most important was the comparison of “Power Distance”:
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The Netherlands score in the power distance index 38 (of 100) while Belgium score
with 65 significantly higher.

John explained to the trainer the details of Hofstede’s findings regarding those
two indexes:

According to Hofstede, the Netherlands score low on power distance (score of 38)
which means that the following characterizes the Dutch style: Being independent,
hierarchy for convenience only, equal rights, superiors accessible, coaching
leader, management facilitates, and empowers. Power is decentralized and man-
agers count on the experience of their team members. Employees expect to be
consulted. Control is disliked and attitude towards managers are informal and on
first name basis. Communication is direct and participative.

One the other hand, the high power distance of Belgium indicates that Belgians tend
to accept inequalities. Hierarchy is needed if not existential. The superiors have
privileges and are often inaccessible. The power is centralized in Belgium. In
management, the attitude towards managers is more formal and on family name
basis (at least, in the first contact). The information flow is hierarchical. The way
information is controlled is associated with power, therefore unequally distrib-
uted. Control is normal, and even expected, but considered as formal and not key
for efficiency.

The trainer could clearly see that the behavior he observed was in line with the
findings of Hofstede.

Another relevant index to explain this type of behavior is the degree of
individualism, where the Netherlands score only slightly higher with 80 versus
Belgium 75.

The Netherlands, with a score of 80, is an individualistic society. This means there
is a high preference for a loosely-knit social framework in which individuals are
expected to take care of themselves and their immediate families only. In individu-
alistic societies, offense causes guilt and a loss of self-esteem, the employer-
employee relationship is a contract based on mutual advantage, hiring and promotion
decisions are supposed to be based on merit only, and management is the manage-
ment of individuals.

Belgium also scores high on the individualistic index. This means that the
Belgians favor individual and private opinions, taking care of themselves and
immediate family rather than belonging to a group. In the work environment, the
relationship with work is contract based, the focus is on the task, and autonomy is
favored. The management is the management of individuals and the recognition of
one’s work is expected. People can voice their opinion, but towards power holders, a
less direct style is preferred than amongst peers.

John explained to the trainer that with a much higher power distance index
of Belgium vs. Netherland and a slightly lower individualism index of Belgium
vs. Netherlands, the reactions of the players were in line with Hofstede’s findings.
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An additional interpretation was that the high individualism of Belgians indicates
that probably they also had clear own ideas what would be good strategies in the
game, but due to the high power distance they refrained from articulating these.

As a next step, the question was if now also players from the other countries
(Poland, Hungary, Denmark, Nigeria, Italy, and Greece) should be analyzed based
on their respective cultural background and if their behavior also is in line with the
essence of Hofstede’s indicators. In this case, the results were not as clear as they
were regarding the Belgians and Dutch. John and the trainer discussed why this is the
case. It became clear that because the root team came either from Belgium or
Netherlands, these were the both cultures dominating the team. Individual players
coming from other national backgrounds did either identify with the one (Dutch) or
other (Belgian) type of behavior. They recognized that there are not only national
cultures but that also a team can develop its own culture and that a trainer can also
influence this:

+ If the trainer would rather penalize those players who questioned his instructions,
the team culture would rather develop towards the high power distance, meaning
that the other players would rather be incentivized to follow the “Belgian”
approach of doing what the coach instructed them to do.

» If on the other hand, the trainer would publicly appreciate the ideas and input of
the Dutch players, the other players would rather follow the “Dutch” approach.

The trainer and John agreed that both behavioral tendencies, the disciplined
behavior of the Belgians and the rather debating style of the Dutch, had their pros
and cons:

The disciplined Belgian style led to an aligned strategy on the field but probably the
trainer did not get all good ideas which were in the mind of the players.

Rather debating a Dutch style gave the trainer some good new impulses for his
strategy but especially when the game was already running led to lengthy discus-
sions and a lack of clear direction for all.

As a conclusion, the trainer and John agreed that it is a good strategy to provide
positive feedback to those players who came up with good ideas during the initial
discussion in order to incentivize all players to do so but to also demand discipline
once the trainer made a final decision on the strategy. This way the best of “both
cultural worlds” would be integrated.

Final Remark
The findings of Geert Hofstede helped John to help his trainer in understanding and

actively influencing the culture development within an international team. While the
indicators help to identify certain cultural tendencies, they should not be used to
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stereotype individuals! As could be seen in the case of the players from other nations,
their behavior was rather influenced by the team. This means that the model should
be used to better see and manage cultural differences but not to predict individual
behavior and not to judge people based on their cultural background.
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Digital media play a pivotal role in this transformation. They enable necessary
changes — not only to how people learn within organizations but also to how
organizations themselves can become much-heralded “learning organizations.”

Demand is growing fast for new learning approaches that support performance
and can be initiated and accessed on the fly from the workplace. Supply, on the
other hand, has not kept up. This is largely because learners, and the professionals
who initiate learning, lack sufficient experience in integrating modern media,
particularly Web 2.0 tools, into learning processes.

Against this backdrop, it has become essential to fundamentally redesign
training programs with respect to media integration. This chapter focuses on
Blended Learning 2.0 programs. In section “Introduction: New Learning: A
Key Strategic Field for HR Managers”, it identifies the main forces shaping the
development of learning and debunks common myths surrounding the use of
(Web 2.0) media in organizational learning. Next, section “What is New Learn-
ing?” highlights the changes at seven concrete levels — from the shift to more
informal learning right up to new target groups for business learning — and
provides an overview of important formats and tools.

Section “How New Learning Programs Come About” presents a key piece for
the rest of its argumentation: a framework for developing Blended Learning 2.0
programs that fit in with the new learning philosophy. The development process is
then explored — from the requirements analysis to blueprints and miniatures to the
detailed plan for a new training program. The section concludes by going “outside
the box” of formal education programs and looking at high schools and
universities.

Section “Leveraging the Opportunities of New Learning: Four Management
Perspectives” analyzes the context from four perspectives that play an important
role in the innovation/change process — from analyzing culture and emotions to
evaluating risks and obstacles. Section “Final Comments and Outlook” presents
concluding remarks, looks ahead to the future, and encourages further thought
and discussion.

Keywords
E-learning * Course centric * Blended learning « Web 2.0 ¢ Informal learning *
Social learning ¢ Performance management

Introduction: New Learning - A Key Strategic Field for HR
Managers

New approaches to training and people development — which this section groups
under the term “new learning” — represent an important field of endeavor for every
HR manager. These innovations have refined or revolutionized complementary
concepts and technologies and opened up new, relevant options for a wide range
of people and organizational development processes.
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This introduction explains why new learning has gained so much importance in
recent years, evolving into a field in which every HR manager has to stay current.
The following section also describes the reasons for the recent revolution and future
changes in learning and argues that HR managers should assume a special role in this
emerging field.

Corporate training has been completely transformed in the past two decades,
mainly due to changes in three areas (see Fig. 1):

— Business world
— Technology
— Society

In today’s business world, nimbleness has become an essential survival skill for
organizations. The ability to adapt to new circumstances — new competitors, new
technologies, new markets, and new customer needs — is a, if not the, critical
competitive edge. It is determined by the pace and depth of change across all
organizational levels. These two factors — pace and depth — are particularly strong
in organizations that have found efficient, effective tools and methods for organiza-
tional learning. This is a key competitive advantage that can be unlocked by
acquiring the capabilities of a learning organization. That raises the stakes for
corporate training immensely.

Technology has undergone a dramatic transformation since the 1990s. The
revolutionary new possibilities created by Internet technologies and successor inno-
vations such as increasingly powerful, connected, and ubiquitous mobile devices
have permanently changed the way people learn, train, and work in organizations.
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They grant access to a virtually limitless pool of knowledge, manage and track use,
and provide a wide range of communication possibilities. Combining these capabil-
ities with Web 2.0 technologies allows the emergence of a new type of organization:
Enterprise 2.0. By using these tools and approaches for internal and external
communication and collaboration, the enterprise and its teams develop entirely
new abilities to manage core processes and innovations.

Alongside the technology revolution, society is undergoing dramatic changes that
will alter the face of future corporate training programs. Plummeting birth rates in
Western industrialized countries will intensify the already fierce war for talent in the
years to come. The remaining skilled professionals, for their part, will take a very
different view of organizations and their personal development programs. Innovative
training and development programs have become integral to employer branding.
New and future workforce entrants will take web-based education and communica-
tion tools for granted.

These changes affect the goals and expectations of corporate training. This key
business function has to respond to needs faster and adapt to new organizational
realities, such as the existence of a global workforce. In addition, learning enables
two different activities: talent management, i.e., developing talent within an organi-
zation to meet specific goals, and performance management, i.e., supporting the
continuous improvement of individual and organizational performance. These
changes, along with vocal demands for learning programs that are better, more
personalized, and more tailored to specific positions, have greatly encouraged the
use of web-based technology in corporate training.

These factors drove the first wave of e-learning activities — i.e., the use of Internet-
or intranet-based learning programs — around the turn of the millennium. The pro-
grams were progressively integrated into a comprehensive blended learning system
at varying paces, depending on enterprise maturity. E-learning units were combined
with instructor-led classes in a way that maximized the benefits of each method.

The initial, rather sobering experiences with e-learning or blended learning pro-
grams coincided with major changes in educational theories and ultimately led to a
search for new possibilities. The more personal development professionals look at
contemporary web-based training programs, the more they come to question educa-
tional models such as self-study through e-learning under two aspects:

Instead of encouraging debate and reflection on the material individually or in
groups, many web-based training programs thrust learners into the role of a passive
recipient, following nineteenth-century paradigms and ignoring modern educational
models such as constructivism. Web 2.0 tools can help tremendously by integrating
social and constructivist moments into learning processes and thus making them
more open, agile, and effective. This results in Blended Learning 2.0 processes,
whose development and key success factors are detailed in this article.

The second aspect is equally relevant: Typical corporate development and train-
ing programs are completely course centric. They rely on formal processes for
covering prepared material in technology-based and classroom settings. However,
individuals tend to learn the most from interacting with coworkers, experts, or
customers at work, not from completing e-learning programs or instructor-led
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seminars. So how does this fact affect what HR units do and what requirements they
are expected to meet? The new technologies offer an opportunity to reach out to
learning employees outside the virtual or physical classroom and to develop new
ways to support workplace performance management.

The new learning approaches presented in this section provide an interesting
perspective on these issues for the corporate education professional.

When it comes to supporting informal on-the-job learning, however, relatively
few proven tools do exist.

Luckily, real-life experiences with Blended Learning 2.0 processes provide a
valuable insight: When incorporating Web 2.0 tools into formal training programs
and thus teaching students how to use them effectively, education professionals are
indirectly promoting the parallel development of informal learning processes that
benefit greatly from these tools. That is why this article advocates the inclusion of
Web 2.0 tools in training programs as much as possible. It strengthens users’ media
literacy and enables HR managers and learners to design and manage informal
learning processes more consciously.

Clearly, various factors are changing the face of corporate training and will
continue to do so in the years to come. One of these factors is new technology,
since it allows training programs to acquire a heretofore unknown degree of quality
and reach. First, programs will become less tied to a particular location and encour-
age more interaction with others. Second, they will target the individual’s needs
more specifically but still be available more quickly than conventional training
products. Third, they will be integrated in formal learning processes but remain
flexible, customizable, and tightly integrated with work and knowledge processes.

HR managers will take on an important new role in this process: They will be
responsible for launching and refining these processes. They will have to apply their
skills as advisors and process enablers in order to develop these training programs.
To help the stakeholders understand the challenges ahead, the following section will
debunk several myths surrounding new learning and its use in an organizational
context, based on observed best practices from the business world:

* Myth 1: New learning is all about the company’s technical infrastructure.
Most technologies — including those described in this article — can be used online
and require nothing more than a standard browser. Organizations can also sub-
scribe to technology via a software as a service (SaaS) program, eliminating the
need for in-house installation or hosting. It is, however, absolutely essential to
have IT professionals on board, particularly in the first several sub-projects. Even
if there are very few instances where technical infrastructure would be a show-
stopper, integration requirements and security standards should — and can — still
be adequately considered.

* Myth 2: It takes a lot of time and money to get started with new learning.
The external start-up costs for new learning depend heavily on the program
design. This is described in more detail in part 4 of this section. It is possible to
start a new learning program on a modest budget as long as you take small steps
and use SaaS process infrastructure as well as software tools to generate content
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and modules yourself. This is particularly true if you compare new learning to
other training models. Electronic delivery is not only more efficient but — if done
properly (see part 3 of this section) — also more effective. This does not, however,
mean that the internal costs are negligible, particularly for initial projects. It
should be remembered, though, that most of this investment goes toward devel-
oping valuable skills for the HR manager of the future.

* Myth 3: New learning only makes sense for companies with more than 1,000
employees.
Many companies successfully use new learning despite having far fewer
employees. Between the flexible solutions, countless sources for off-the-shelf
content, and access to (inexpensive) Web 2.0 tools, it is possible to provide cost-
effective new learning programs for relatively small teams and organizations.
Ultimately, company size is less important than the drivers described above. Head
count is a misleading metric anyway since new learning programs are often ideal
tools for developing market partners and customers outside of traditional organi-
zational boundary lines.

* Myth 4: New learning is only for white-collar workers.
There are once again countless real-life examples to disprove this myth. Never-
theless, the content and learning process must still be adapted to employees who
have less experience learning and using technology. The first step in developing a
new training program is thus to analyze the target group and their study skills and
media literacy. Once this is done, it is certainly possible to develop successful
training programs for blue-collar workers.

The following section of this article looks more closely at new learning and
clarifies several key terms used in current discussions. Then, it provides an
overview of the huge variety of available approaches and tools by presenting
brief profiles of key tools.

What is New Learning?

Formal Training Programs Compatible with New Learning: The
Evolution of E-Learning into Blended Learning 2.0

Learning has changed dramatically in the last two decades. Educational software was
introduced in the late 1980s but was completely revolutionized by the advent of
Internet technology (see Fig. 2). Now, training programs can be published on the
Internet or corporate intranet in order to give all employees worldwide access to the
same content. Homework or test results can be uploaded to a central server to track
student progress and grade the learners’ work. The efficiency gains are enormous.
However, many organizations are still reluctant to use e-learning or have only just
begun to consider adopting it.

The evolution of learning platforms has enabled successful e-learning adopters to
refine their training programs. They can now integrate curricula or learning pathways
into their learning platform in order to build a learning process out of different
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Fig. 2 The evolution of digitally supported learning in courses

educational software programs, online quizzes, and instructor-led classes. Students
navigate the learning process by meeting certain conditions and gradually unlocking
modules to create a partially customized training program. This combination of
online training and instructor-led learning is known as “blended learning.” Training
professionals quickly learned that blended learning processes can be made more
sophisticated by incorporating modules such as completing documents, meeting
with managers, or attending face-to-face events such as workshops.

This trend continued as the adoption of Web 2.0 tools took off. More and more
wikis, blogs, or forums are being incorporated into learning platforms as part of a
training program. After using these technologies as mere Learning 2.0 communica-
tion tools, many training professionals are now looking for process ideas in order to
incorporate them into specific tasks in the blended learning process. This type of
scenario is referred to as Blended Learning 2.0.

& A practical question: “If I want to adopt new learning at my company, do
I have to go through each stage in its evolution one by one or can I just start
with Blended Learning 2.0?”

There is no rule saying that you have to complete the e-learning and blended learning
stages before adopting Blended Learning 2.0 at your company. It may even make
more sense to start out with the latest adaptable, personalized training program that is
social even in the online phase. For example, participatory learning is often preferred
over conventional, cognitively oriented classes, especially for training related to
change processes. Also, a Blended Learning 2.0 program makes it easier to credibly
identify skills that must be acquired before an organization can make the strategic
shift to Enterprise 2.0. The adoption of new training methods, however, is a change
that affects learners, their coworkers, instructors, and HR managers. After all,
Blended Learning 2.0 programs require students to have advanced self-organization
and self-study skills, managers to support their employees, and instructors to mod-
erate the learning processes.
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Beyond Course-Centric Learning: New Learning and Informal
Learning

Learning will obviously continue to evolve. As mentioned in the first section, there is
much debate about expanding the learning concept to include informal, non-course-
centric learning. Despite all its flexibility, decentralization, and social features,
Blended Learning 2.0 extends very little, if at all, into our work context. Bearing
in mind, once more, the goal of facilitating enterprise-wide performance manage-
ment, one cannot avoid the question how learning — in the context of individual
performance delivery — can be supported.

New learning embodies this more expansive vision: It incorporates formal train-
ing programs, including Blended Learning 2.0 processes, but also integrates non-
course-centric learning processes. Skillfully managing the first aspect is the best
preparation for successfully designing processes in the second category.

New Learning: The Field Today

New learning can best be defined by presenting the most important development
directions that currently shape new learning and training programs. They are sum-
marized in Fig. 3.

From Formal to Informal Learning

Organizing formal learning takes up most of the attention in corporate training
departments. Formal learning comprises all training activities conducted in a struc-
tured, organized fashion (defined training programs with formulated learning

Content
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Fig. 3 Central development directions that shape new learning
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objectives) and obviously designed to achieve certain goals. Informal learning, by
contrast, comprises learning processes that occur as part of an ordinary workday and
are often rather casual or at least are not deliberately chosen for their educational
quality. Typical informal learning processes include using new technologies such as
a tablet PC or attending an industry event.

The growing importance of informal learning processes in the corporate training
industry has much to do with the 70/20/10 model. It states that 90 % of knowledge
and skill acquisition comes from informal learning processes — with 70 % acquired
from one’s job and 20 % from interacting with others — and only 10 % from formal
learning. This assumption, based on studies conducted by McCall, Lombardo, and
Eichinger (Lombardo and Eichinger 1996), suggests that training professionals have
to examine their possible and perceived roles with respect to learning processes
outside of classrooms and class catalogs. There are several important questions to
answer: How can education professionals support and optimize on-the-job learning
with our current processes, tools, and methodologies? How can HR managers apply
their insights from today’s highly class- and instructor-centric learning to informal
knowledge acquisition and transfer processes?

Even if our jobs as HR managers — like this article — revolve mainly around
designing formal training programs, these programs hold many lessons for informal
learning as well. Being experts in learning processes, HR managers are perfectly
positioned to optimize existing processes and tools for informal learning or to
develop entirely new ones.

So how does this apply to your new learning agenda? Bring your core training
programs in line with the latest Blended Learning 2.0 approach, gain experience with
more agile, technology-supported learning methodologies, seek out the current state
of the art in informal learning and tackle challenges of relevance to you. Then, in the
next several rounds, you can become a driver of good ideas and an advocate of a
practicable quality concept.

Individual Versus Social Learning
As learning technologies evolve, it becomes increasingly possible to personalize
learning processes and programs. Content and learning programs can be chosen and
delivered to users based on their test scores, previous knowledge, or learning
platform activities. This produces individual learning processes that are even more
targeted and effective than ever before.

Learning programs built around web-based tools were long focused on individual
learning — i.e., self-study — even though the importance of social learning was and
remains clear to all teachers and education researchers. Now, blended learning has
gradually reopened training programs to social learning by combining material
covered in self-study with instructor-led classes. There is a growing, widespread
trend to allot more space to social learning in formal training programs, including
online phases. Many good reasons are behind this trend:

First, an abstract consideration: In an era where an organization’s actions are
driven by a shared understanding and assessment of reality, interactions between
organization members help strengthen their ability to act cohesively. In times of
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rapidly accelerating change, students’ knowledge and potential recent experiences
can complement formal lessons on existing content that are captured in documents or
taught by instructors.

In addition, social media and tools such as weblogs, microblogs, discussion
forums, and wikis, though asynchronous and location independent, also enable
students to interact closely and socially in training programs and retain significantly
more material over the long term, as the application of Blended Learning 2.0
processes has shown.

So how does this apply to your new learning agenda? Make sure to give social
learning enough space in your training products and combine it with the highly
efficient, flexible method of individual e-learning.

Synchronous Versus Asynchronous Learning

There are two types of training programs: synchronous programs that students attend
simultaneously and asynchronous programs that students complete at their
own pace.

Initial e-learning programs provided enormous efficiency gains based on their
inherent asynchronicity. Even today, this is part of the charm of material that can be
learned through self-study. Incorporating social learning moments into these pro-
grams, however, makes it increasingly difficult to work through material asynchro-
nously because students end up waiting for others to complete upstream tasks first.
One typical example is discussion forums where students ask questions and wait for
other students to answer them. Nothing is more demotivating than sitting around
several days for an answer.

This problem can be resolved by integrating more synchronous learning experi-
ences into training programs. Virtual classrooms and other technologies allow
synchronous modules to be completed remotely. Conventional instructor-led classes
or workshops are still perfectly legitimate parts of the learning process, but their
focus will shift from teaching new material — which is covered by other modules in
the blended learning process — to completing assignments and participating in
discussions.

So how does this apply to your new learning agenda? When staging your course,
make sure to strike a sound, complementary balance between synchronous and
asynchronous experiences. Provide enough space for simultaneity in social learning.
Use the powerful, flexible tool of virtual classrooms.

Content Versus Process

Since the advent of Blended Learning 2.0 — i.e., multiphase learning processes that
use Web 2.0 tools — the focus has shifted from the course material to the learning
process itself.

In past e-learning productions, much of the effort went toward developing
multimedia course content. While the resulting content may have been well
presented, it proved to be an inefficient use of resources since the chosen teaching
method — self-study — was limited in its usefulness and applicability to a busy
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workday. The high-end content turned out to be impractical, too, as training pro-
fessionals realized that it was complicated and time consuming to modify and
maintain.

Blended learning processes have ushered in a procedural paradigm that relies on
powerful infrastructure. As such, program designers have shifted their focus from
content to the process: Instead of generating shiny course material, they are more
interested in productive workshops in virtual classrooms or surprisingly enlightening
WebQuests. This also leads to a renaissance of pragmatically prepared content such
as well-structured documents embedded as links or video clips selected from a
recorded webinar.

Another outgrowth of this trend is game-based learning, also known to devel-
opers as gamification. Games create a special relationship between content and the
process, although the gaming elements generally come from a cleverly designed
process, not from the content. This genre includes learning apps in which users
compete with themselves or others to answer test questions and obtain certain scores.

As such, when this article looks at developing a Blended Learning 2.0 process, it
deliberately focuses on the development of the learning process, not the course
material.

So how does this apply to your new learning agenda?

First, invest time in the overall learning process and possibly the transfer process.
Once you have rid yourself of delusions of producing overly polished content, take a
look at the current crop of media production tools and start to develop your own
skills in highly focused experiments and pilot projects.

From Learning to Focusing on Performance and Development

Another factor coloring the new learning debate is the growing focus of learning
activities on development and performance. In many organizations, learning and
development (L&D) professionals have successfully established themselves as busi-
ness partners who carefully tailor their programs to meet the business’ needs and to
deliver services that improve performance. New learning programs must be designed
to achieve the same goal. Performance orientation thus dovetails with the current
renaissance in the promotion and tracking of knowledge application in e-learning.

Performance should be understood very broadly, though. Instead of only using
short-term operational indicators to define targets and measure performance, the
targets should include long-term dimensions such as adaptability or learning skills as
well. In any event, performance support — which generally proves its value in day-to-
day operations — will gain even more importance in the years to come and be a
driving force in new learning projects.

So how does this apply to your new learning agenda? The difference between
application and performance is very real. In a way, it represents a paradigm shift
from a course-centric view to an array of flexible strategies for supporting day-to-day
operations. Invest in experience so that your activities will directly impact day-to-
day operations. There are many fantastic ways to drive the evolution of training
programs so they penetrate the work environment more deeply.
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Expanding Learning Interactions and Learning Venues: The Significance
of Mobile Learning

Mobile learning, also known as “m-learning”, refers to all educational activities
performed on mobile devices such as smartphones or tablets. These fabulously
successful devices — approx. two-thirds of the population use them to go online in
Western industrialized nations, and many more people join them every day —
represent an entirely new touch point to learners.

Mobile access holds untold opportunities for new learning. There are many
advantages compared to PC-based learning. For one, mobile devices are highly
available. They are often taken into meetings or on business trips and are always
online and connected to the current knowledge base and the latest community
communications. That makes them an ideal tool for learning in a work environ-
ment. Also, they can be used to deliver short reminders or content. These “push
messages” can support a variety of goals such as the application of knowledge. For
example, students can be sent learning nuggets that briefly summarize lessons and
suggest specific ways to apply them at work in later stages of a blended learning
process. This supports the transfer of knowledge from the classroom to the
workplace.

In addition, mobile devices also provide fast, easy access to social tools that
students can use to interact with other learners or team members, communities of
practice, and even the instructor. They also come with many extra features such as
cameras for photos and videos, calendars, and localization. These functions make it
much simpler to evaluate content or invite comments on a picture from the learning
community than on a PC. This is where mobile devices can help drive the evolution
of informal learning processes.

A look ahead to the future will reveal even more promising innovations on the
horizon. First, learning programs on mobile devices have yet to discover many
existing smartphone functions (e.g., heart rate monitor, cameras, shake to shuffle).
Also, the Internet of things will bring forth a host of new devices — from
smartwatches to digital wallpapers — that will support the implementation of new
learning ideas.

So how does this apply to your new learning agenda? Reexamine how you use
mobile devices. Join the innovators if you haven’t already. Make abundant use of
these exciting web-based services yourself. Give small teams — particularly those
made up of young digital natives — the freedom to conduct experiments and pilot
projects. Encourage them to reflect on their experiences and keep this issue on the
radar of your stakeholders, especially if they are clients in functional departments or
senior management.

New Target Groups

Learning and learning processes have never been restricted to the HR and educa-

tional domains. Other functions such as sales or marketing have always been

interested in ways to inform and empower customers, suppliers, or market partners.
Customer-focused learning — i.e., training programs that target customers and rely

on interactive, multimedia learning software or a large catalog of webinars to educate
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buyers on the proper use and maintenance of products — is an integral part of the
standard customer loyalty toolkit at many companies.

HR and education professionals can position themselves as business partners and
consultants for this entirely new discipline in learning and development. At a
minimum, they can contribute to the development and support of training programs
as mentors and process facilitators in order to identify synergies and establish
feasible quality standards.

So how does this apply to your new learning agenda? Once you have learned to
see beyond the still-dominant course-centric view, you will spot opportunities to use
your skill set that are attractive for reasons other than the allocated budgets. To have
an impact, you will have to retain intellectual leadership regarding the conceptually
and technologically innovative possibilities opened up by new learning.

Other Trends that Will Shape the Debate in the Near Future

New issues join the debate every day, partly due to technological change and partly
due to their ties to other issues. The following section will highlight four additional
aspects to complete our review of new learning and provide further inspiration to
readers from the L&D field.

First and foremost is “learning analytics.” It is a logical consequence of techno-
logical progress but has radical educational implications as well. These implications
have little to do with individualized tracking, which has very little chance of
establishing itself, especially in continental Europe. Rather, data analysis can help
identify points where learners abandon the learning process or appear particularly
motivated and potentially correlate these points with certain performance character-
istics. These insights can be extremely valuable for improving training programs.

The second aspect is the “learning leader.” Managers have traditionally initiated
change processes. Now, though, they are also increasingly being perceived as the
designers, developers, and supporters of learning processes. This change has been
spearheaded by a new generation of leaders but is also driven by access to simpler
tools. Proper use of these tools and thus their effective application in day-to-day
management is presented as a new leadership skill in Roland Deiser’s article “Six
social-media skills every leader needs” (2013).

Another fundamental change in learning comes from the shift from “push” to
“pull” learning. As mentioned in our description of the transition from formal to
informal learning processes, learners will no longer be assigned material to learn
(push), but will rather seek it out themselves and integrate it into their personal
learning environment (pull). This shift is driven in part by changing employee
expectations, particularly among high potentials who demand programs that support
their development and effectiveness.

Finally, education professionals may in the future experience additional changes
to the elements and substance of learning processes. Instead of jumping on overly
hyped bandwagons such as gamification, HR managers should look at new
approaches to collecting and curating various knowledge and process nuggets —
approaches that may be fueled by new interface standards such as the Tin Can API
(Experience API or xAPI).
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Conclusion
New learning programs can be applied in a space whose dimensions have and will
continue to change in response to the shifts in the underlying aspects described
above.

For new learning to succeed, it must be fully integrated in the surrounding
context. This also means integrating:

* Work associates. New learning programs should provide ways to include man-
agers or coworkers in the learning process. For example, an assignment in a
Blended Learning 2.0 environment may require students to collect information
from their work associates. This sets the stage for a far more effective transfer of
knowledge from the classroom to the workplace, sensitizes managers and
coworkers to the current training process, and lays the groundwork for informal
learning.

» Other people or organizational development initiatives. New learning pro-
grams should address or reference current people or organizational develop-
ment initiatives. Is a change process under way in an organizational unit? If so,
one assignment in the learning process can be: “How has the change affected
the issue we are studying?” Are the results in from a recent leadership feedback
survey? If so, they should dictate the practice scenarios used in class by
selecting examples that embody those leadership skills that received less
than optimal scores overall. Additionally, the results can be used to set up a
personal learning portfolio. The programs thus build on each other in order to
form a cohesive, coherent vision for participating students, teams, and
departments.

Why has this level of integration not been achieved? The most likely explanation
is a lack of involvement by stakeholders who have enough experience with the issues
and methods to serve as guides. These people must come from within the company
since this task cannot be fully outsourced. In addition, there is often a general
unwillingness to take on the responsibility for orchestration.

Much can be accomplished by simply getting to know the toolkit better. For that
reason, the next section provides a brief, structured overview of proven tools.

New Learning Tools: An Overview

The catalog of tools and functions that support new learning is very wide and has
been broadened further by the inclusion of Web 2.0 technologies. It can be hard to
make sense of all the options, especially for beginners unfamiliar with the tools and
terminology. To make matters even more confusing, there are no generally accepted
definitions of the terms or clean boundaries between them.

This section provides a hands-on overview of the various tools and what they can
do. It also contains quality criteria on the use and design of each tool.
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Fig. 4 Example for a web-based training

Web-Based Training
Abbr. WBT, also: online training, online tutorial, and e-training (Fig. 4)

Ideal for beginners, self-study, content that rarely changes, and recurrent training

Brief Description

Tutorials are accessed and completed over the intranet or Internet.

Material is prepared by an instructor or subject matter expert and then converted
to a multimedia format, usually with an authoring software.

Pages contain text, charts, pictures, videos, screen recordings, voice-overs, inter-
active animations, exercises or questions, attached documents, or reference links.

Applications

Information and knowledge transfer

Software training courses

Certification (e.g., compliance, occupational safety, and health)
Self-study

Especially for frequently recurring material or material for large classes

Quality Criteria

Interactivity to stimulate students

Design, content, and aids devised to support the application of material

Elegant implementation that permits localization and new compliations of content
Compatibility with common standards
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Fig. 5 Example for an online test

Trends

* Small learning nuggets

* Mobile

 Integration with social media
* Video

» Gamification

Online Test
Also: test, quiz, and assessment (Fig. 5)
Ideal for beginners, verifying training effectiveness, and placing students

Brief Description

» Set of questions to be answered by students for testing purposes.

* Created using an authoring software, which usually comes with a fixed set of
question types and which can be complemented with some technical skill.

» Student receives feedback immediately after answering a question or at the end of
the test.

* Cumulative score and pass/fail grade.
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Fig. 6 Example view for a virtual classroom

Applications

» Assessment: advance evaluation of skills or knowledge, e.g., to provide recom-
mendations for subsequent stages in the learning process

* Online tests: follow-up achievement tests to verify students’ retention of covered
material

Quality Criteria

» Assignment variability and conformity with learning objectives

+ Flexibility of assessment and feedback

» Appropriate complexity: randomization of answers and questions, question pools

Trends
* Mobile
» Gamification

Integration of multimedia content and new assignment types

Virtual Classroom

Abbr. VC, also: webinar, e-seminar, web conference, and web meeting (Fig. 6)
Ideal for beginners, group learning, ad hoc learning, and synchronous learning

within a blended learning process

Brief Description
» Virtual interface (meeting room) where participants meet and collaborate
synchronously
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* Audio and video functionality (with computer telephony integration or integrated
telephone conference capabilities)

» Presentation (such as screen sharing, presentation) and collaboration (such as
whiteboard, chat, voting) tools

* Instructor moderated and instructor controlled

Applications

»  Work meetings in the learning process (e.g., kickoff meeting)

* Knowledge and information transfer (max. 90 min)

* Support for applying knowledge

* Individual consultation with coach or instructor (e.g., homework feedback)
Small group meetings for Learning 2.0 assignments

Quality Criteria

» Easy introduction for participants; requires no installation or technical knowledge
* Many different ways to interact

* Design variety (different media and views)

* Recording function (with post-editing and export options)

Trends

* Mobile participation

* From webinar to web workshop

+ Effective for formal scenarios but even better at vitalizing informal learning
» Technically integrated service instead of a separate event in a parallel system

Web 2.0 Tools: Wiki, Blog, Discussion Forum, Profiles, and Community
Ideal for advanced learners, group learning, and social learning in a blended learning
process (Fig. 7.)

Brief Description

+ Different tools with different modes of operation

» Student-generated content (posts, questions, uploaded pictures, videos, links to
Internet content or websites)

» Feedback from other students through ratings, comments, or answers

Applications

+ Sharing in a group or with the instructor/moderator.

» Completion of social learning tasks.

» Blog: learning diary to reflect on own progress.

» Wiki: create a technical glossary or process description.

Profiles: learn more about other group members and their skills — can also be used for
networking outside the learning process.
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Fig. 7 Example for a Web 2.0 task (WebQuest)

Quality Criteria

» Ease of use

* Smooth integration with the curriculum (tasks in the process)

» Adequate problem sets that actually rely on social learning

+ Evaluation and control tools and mechanisms for moderators and tutors

Trends

» Open the tools in the formal learning process to team members, managers, and
graduates who are not attending the class.

 Transition to learning communities beyond formal learning processes.

» Use analytics based on automatisms.

Learning Management System to Control the Learning Process
Abbr. LMS, also: learning platform and training platform (Fig. 8)
Ideal for blended learning processes and controlling learning processes

Brief Description

» Password-protected platform with student accounts

» Students can access class material and learning processes

* Combines blended learning modules into a curriculum supported by process
control

* Automatic e-mail notifications

» Tracks student progress and results of web-based trainings, online tests and other
training elements

* Reports on progress and test results for administrators and authorized functional
departments
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Fig. 8 Example view of a personal learning account in a learning management system

Applications

Provision of blended learning processes

Single point of access to all learning tools and material

Controlling student progress and test results (e.g., as part of certification processes
including documentation)

Quality Criteria

Motivating student experience

Ability to design complex learning processes including conditions and
notifications

Correct structuring, timing, and staging of individual modules in the processes
Flexible role and permission model

Personalized learning portfolio

Student guidance system to steer students through complex learning processes

Trends

Mobile access and offline learning

Learning analytics

Evolution of LMS into suites consisting of real-time and Learning 2.0
components

New Classroom
Ideal for blended learning processes and advanced users
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Fig. 9 Example for a digital moderation including smartphone usage

Brief Description

* Instructor-led activities such as classes or workshops that use new media.

* Refer to material from the learning platform during the activity, e.g., discuss
group findings.

» Use the learning platform to complete and document certain tasks during the
instructor-led phase, e.g., document personal application goals in the platform or
the student’s learning diary.

Applications
Combines instructor-led and online phases into a blended learning process

Quality Criteria

» Highlight in an integrated learning process

* No longer offline but linked with online activities
» Use of tablets or smartphones

Trends

» Expert on demand

» Hybrid event

 Digitally supported moderation (Fig. 9)

Conclusion

One thing is clear: This is a large range of tools that may overwhelm a beginner.
Merely choosing a particular tool does not make an effective learning process,
however. The tool must fit the learning objective. Lest detractors say that “A fool
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with a tool is still a fool”, the next section draws the reader’s attention to ideas and
approaches for developing compelling new learning programs.

How New Learning Programs Come About

After this look at the dimensions that describe new learning and the tools that can be
applied in it, this third section explains how to design and implement compelling
new learning programs.

All the examples in this section are based on the state of the art in designing
formal training programs: Blended Learning 2.0. This kind of multistage blended
learning process will use not only web-based and instructor-led classes but Web 2.0
elements as well. Obviously, the following conceptual design process can also be
used for less complex learning programs. The basic principles transfer readily to
informal learning, too.

The framework shown in the chart below summarizes how to develop and launch
a new learning program.

Development Framework for New Learning Programs

Before taking a closer look at the core development process, the key elements of the
framework (Fig. 10) will be introduced.

Risk perspective People perspective
HI S h & change " y.
H| Project management /

|| Quality assurance processes
I| Production and service processes

Fig. 10 Framework
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* Product strategy and portfolio

The development of a new learning program — which, in our example, is a

Blended Learning 2.0 project — begins by positioning it within the overall strategy

and educational product portfolio. The development team will have a significant

head start if they know:

*  What learning and development programs are required by the organization

* What possibilities are afforded by modern training approaches
These two aspects inform the development of suitable training products for the

organization.

* Input: desired outcome

For the actual program development, it is important to define the desired outcome

of the training program early on (e.g., improvement of “recognition of perfor-

mance/appreciation” scores in an employee survey as the desired outcome of a

manager development program).

The desired outcome strengthens the performance focus of the learning pro-
gram, provides a foundation for the remaining program development process, and
serves as a starting point for future evaluations.

* Core program development process

The new learning program is developed in order to achieve the desired outcome.

The blueprint is the core module — the workflow of the blended learning process.

It provides a foundation for developing the detailed plan, which in turn serves as a

framework for individual learning modules.

The following section discusses the steps: from the desired outcome to the
blueprint to the detailed plan.

* Learning process and material, workflow and support plan, and evaluation

Program development produces the following elements:

* Learning process and material: implemented in the form of documents, tuto-
rials, and task descriptions in Web 2.0 tools and implemented on a learning
platform that not only controls the blended learning process but also enables it
with supportive functions

* Workflow and support plan: guide for tutors and instructors with instructions
on completing lesson modules, including what to communicate and when, as
well as tips on supporting students throughout the learning process
Evaluation: questionnaires and other testing tools to verify students’ retention

and application of the material and to achieve the desired outcome.

* Launch

The new training product can be launched as soon as the learning process and its

constituent modules are implemented. If the training program is not mandatory,

the launch should be supported by marketing and communication campaigns that
target students, their managers, and potential participants.

* Economic perspective, people and organizational development perspective,
risk perspective, and operational perspective

The development of a new learning program is generally embedded in a larger

context that can be viewed from various perspectives:

» Economic perspective
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Fig. 11 Core program development process

» People and organizational development perspective
* Risk perspective
* Operational perspective
The fourth section takes a closer look at these perspectives, the resulting
consequences, and recommended actions.

Detailed Look: Development of a New Learning Program

This section describes the development of a new learning program. It defines the
ideal approach for a development process and makes certain recommendations.

As Figure 11 shows, the development process comprises three phases with three
deliverables.

In the first phase, the team carefully analyzes the general conditions and develops
a basic outline of the educational methods and learning objectives. These two aspects
form a rough plan that guides the rest of the development process. The individual
steps are described in more detail below.

In the second phase, the content is organized into a specific sequence in the
learning process using learning objectives and available material. The sequence is
combined with considerations regarding learning organization, tools, and media in
order to make the first workflow map, also known as a blueprint.

In the final phase, the blueprint is used to develop suitable methods, assignments,
and tasks in detail. This process produces a detailed plan, which provides a frame-
work for developing the course content and mapping the blended learning process.

The next several sections describe the individual steps in detail.

Requirements Analysis

First, the program developer systematically captures and evaluates the requirements
for the new learning program. Many requirements are often apparent from the
product strategy or desired outcome.
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A requirements analysis typically includes the following definitions:

+ Target group (media literacy, relevant prior knowledge, language(s), etc.)

* Time frame and course duration

+ Basic organizational conditions (e.g., tying the learning program into other people
or organizational development initiatives)

* Available resources (e.g., tutors)

* Preexisting materials (e.g., from previous classes) that can be used later on in the
development process

» Extent of the evaluation, i.e., at which levels should training effectiveness be
evaluated (e.g., based on Kirkpatrick’s categories of reaction, learning, behavior,
and results) (Kirkpatrick 2012)

 Other contextual conditions

It is fairly easy to produce requirements analysis templates or checklists that work
in all development processes. While they can make a requirements analysis a very
brief affair, they do not make it unnecessary. Moreover, the discussions between
program development stakeholders (e.g., HR, instructor, functional department)
often identify issues that need to be clarified and discussed at this early stage.
Otherwise, the underlying assumptions of the project may prove to be incorrect
later on, resulting in an even greater need for debate, discussion, and change.

Educational Method

Apart from the general requirements, this first phase should also establish the
educational model underlying the learning process. A detailed description of the
various educational models used in web-based learning would go beyond the scope
of this section. However, two basic trends can be distinguished:

* Instructional design models. These models are based on behavioral or cognitive
learning theories. Learners cover the material according to a predefined plan with
detailed learning objectives and clear work instructions. The models rely more on
mechanistic educational paradigms but can be implemented easily and
effectively.

» Contextual design models. These models are rooted in constructivist (learning)
theories and therefore tend to pursue a strategy of empowerment. They provide
programs where learners can experience the material in a self-organized, unstruc-
tured manner and construct the knowledge or skills themselves. In these
approaches, material is not presented in a fixed structure, but can be accessed in
different ways. Experience has shown that learners must possess some self-
organization and self-study skills in order to be successful in this paradigm.

Complex new learning programs that use Web 2.0 tools and are designed as
blended learning processes tend to follow contextual design models while still
integrating “conventional” instructional design. As such, these trends should be
viewed as being complementary, not mutually exclusive.
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Fig. 12 Design recommendations for learning objectives

Learning Objectives
Next, the learning objectives have to be formulated. This is a crucial step for the
rest of the development process and should be performed with due care. Program
developers can obtain concrete and — in some cases — detailed recommendations
on developing learning objectives from various models and support tools, includ-
ing Bloom’s Taxonomy of Educational Objectives (1956) and other models based
on it.

The next section describes the two most important tips for formulating learning
objectives (Fig. 12):

First, experience has shown that it helps to define specific learning objectives for
each learning domain:

» Cognitive learning objectives: acquisition of knowledge or intellectual skills and
abilities
Example: The learner knows the feedback rules.

» Affective learning objectives: learning certain attitudes, emotions, and values
Example: Learners have a positive attitude toward feedback meetings with their
employees.

* Psychomotor learning objectives: acquisition of new technical or motor skills
Example: Learners use appropriate body language during the conversation.

The advantage of these domains is that they include attitudes (through the
affective learning objectives) instead of being restricted to knowledge and actions.

These learning domains can be used as a starting point in developing the learning
objectives. Ideally, program developers will formulate no fewer than 3 and no more
than 5 learning objectives per domain. For large training programs this can be a
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Table 1 Examples for learning objectives

Actor Action Object

The learner Applies The feedback rules

The learner Conducts Employee critiques constructively but honestly
The learner Adapts His or her communication style to the situation

challenge. However, experience has shown that catalogs of more than 15 learning
objectives are often too unwieldy to manage in the course of the conceptual design
process.

Second, learning objectives should always be formulated in terms of the actor,
action, and object. Learning objectives for a communication class for managers
could, for example, be expressed as follows (see Table 1).

It may take practice to learn how to design effective learning objectives, but they
are essential for the rest of the development process and can be applied in any other
form of educational or development program.

Rough Plan

The rough plan is much like an initial project sketch. It summarizes the key points
and framework conditions in a requirements analysis and preliminary educational
considerations and presents the essence of the program in the form of learning
objectives.

The rough plan should be discussed and agreed with everyone involved in
developing the new learning program. As with any construction project, any mod-
ifications made to the rough plan at a later phase of the project will require extensive
changes to the entire structure.

Content

The next phase begins by specifying the course content, learning organization, and
tools and media. First, existing materials are compiled, reviewed, and assessed for
their relevance to the course content. The learning objectives can be used to organize
the content into an initial structure. They form the overall framework. The 4MAT
method has proven extremely helpful in structuring and classifying content.

The original 4AMAT method, very well known especially in the United States and
United Kingdom, assumes that learners can be classified into four different catego-
ries. Content should be presented to each category from a different perspective.
These perspectives — which have parallels in other educational models — provide a
good framework for compiling content.

Figure 13 summarizes the 4MAT perspectives:

The perspectives may have to be adapted to various sub-aspects if the new
learning program covers a lot of content.

One practical approach to the 4MAT method involves collecting content key-
words for each perspective and, where necessary, supplementing them with refer-
ences to relevant materials or existing implementation ideas.
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Perspective| Content
Why Why is the course content

important to the target group?
(Relevance of topic)
— Primarily addresses affective
learning objectives

What What exactly is the topic about?
—Primarily addresses cognitive
learning objectives

How How can learners apply what they
have learned?
—Primarily addresses
psychomotor learning objectives

What if What if learners apply the lessons

exactly how they were learned?
—Primarily addresses affective
learning objectives

Fig. 13 Summary of the 4MAT method

«®A practical question: “Does the challenge of offering content mean that
we need to constantly develop new web-based training courses? What are
the other types of content?”

Course content can be integrated into the learning process even if it is not a
web-based training course produced by an external or in-house team. Educational
professionals can adopt the same approach as a “curated” website that integrates
content from other platforms, links to other websites, and even comments on the
integrated information. The content can be sourced internally or externally.

Typical internal sources for good content:

» Training materials (self-study modules, training videos, presentations and mate-
rials for instructor-led classes, handouts)

+ Existing process descriptions, manuals, checklists, etc.

* Presentations or other content from functional departments

* Marketing materials, e.g., videos

Typical external sources for good content:

* Trade journals and communities of practice
* Video platforms
* Industry blogs

Copyright laws must be respected when integrating external content.
This open approach to content offers two advantages. First, actively searching for
materials often uncovers previously hidden treasures. Second, it makes it much
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easier to carry out the learning process in the future since it eliminates the time-
consuming step of content preparation. This greatly accelerates the time to market of
your training program.

Learning Organization

While structuring the course content, the program developer also has to select a
learning organization for presenting the content. The learning organization is the
setting in which learning takes place. Learning organizations can be defined along
different dimensions, but blended learning processes generally use two dimensions
(see also Kerres 2013):

* When and how long — the time dimension: timing of the learning process,
duration of the individual phases, synchronous versus asynchronous, etc.

» How — the social dimension: individual, teams of two, small group (shared goal or
assignment), and learning community

Tools and Media

Next, the program developer starts collecting ideas for tools and media (e.g., video,
documents, web-based training). Section “What is New Learning” presents the main
tools used to design blended learning processes.

Blueprint

The content, learning organization, tools, and methods are used to develop a
“blueprint” — the basic workflow for the learning process. The blueprint essentially
embeds the compiled, structured content within a process that uses various tools and
methods. The steps, tools, and methods should be chosen based on their ability to
support each learning objective.

Program developers may wish to use the chart shown below as a guide when
creating the initial process outline. It relates typical phases of the learning process to
the various objectives, perspectives, and implementations.

As shown in Table 2, some tools or task archetypes generally work better than
others in certain phases but will nonetheless have to be checked for relevance when
developing each specific blueprint. Learning phases may also repeat several times in
more complex training programs such as a management development course that
lasts several months.

One proven moderation method used in blueprint development utilizes a stan-
dardized template to organize the course content.

It is based on a time line with two different levels:

* Synchronous elements
* Asynchronous elements
— Individual
— Social
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Table 2 Objectives, perspectives, and typical implementations for each phase

Discussion
and Transfer to
Start Acquisition reinforcement | workplace
Objective Motivation Knowledge acquisition Exercise Application
Orientation in self-study Application to | Answering
Or other contexts | questions
Problem orientation: Reflection Sharing
individual or group work | “What if” experience
on the material
Main Why What and how How and What if
perspective what if
4AMAT
Typical Virtual kickoftf | Web-based training Instructor-led | Virtual
implementation | in the virtual Self-study module seminar or classroom
classroom Social learning task, e.g., | workshop Learning
on a blog Virtual diary
classroom within a

blog

Texts or icons representing the various modules in the learning process are
positioned on this background. The first run-through of a blueprint design process
can, for example, produce the following learning process (Fig. 14):

This moderation and conceptual design method works well because it consis-
tently generates an abstract, discussable, and understandable view of the entire
learning process. It quickly reveals dependencies and imbalances, e.g., between
synchronous and asynchronous phases.

The method lends itself to suitably prepared pinboards, to standard software such
as Microsoft PowerPoint, or to special moderation software such as “let’s focus.”

When the blueprint is finished, the program developer will have a workflow that
connects course content to tools and learning organization types on a time line. It
generally does not yet contain tasks, transitions, or deliverables.

From Blueprint to Detailed Plan

The blueprint is converted to a detailed plan by fleshing out the methods, exercises,
and tasks in the individual stages of the learning process. In the process, the program
developer answers the following questions based on the conditions laid out in the
blueprint (e.g., synchronous stage):

*  What method should be used? Methods vary with the tools, just as in instructor-
led classes. In the classroom, flip charts can be used for presenting a topic or
brainstorming. Likewise, virtual classroom chats can be used to collect ideas or to
allow each student to give one or two sentences of feedback.

* What tasks and exercises do the learners have to complete? The blueprint may, for
example, call for content to be generated and/or shared by a group in a discussion
forum. The detailed plan will define the exact assignment.
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Fig. 14 View of a blueprint

These levels and the blueprint model can be supplemented by another concept:
miniatures. Miniatures are self-contained, archetypical series of tasks in the detailed
plan that help students achieve a specific learning objective.

They combine a task with a content and one or more tools. All kinds of tasks can
be chosen, but this section focuses on social learning tasks since they generally pose
the greatest development challenges:
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Miniatures lend themselves to a basic principle of cooperative learning known as

the “Think-Pair-Share” method. It consists of three phases:

1.

Think: Learners are given a task that they must complete by themselves. For
example, they may have to read a text or write down their observations. At the
end of this (timed) phase, the learners should be able to present their answers to
another person.

. Pair: Next, learners pair up and discuss the results of the first task with their

partners. At the end of this second phase, both learners should be able to present
their partner’s answers to a group.

. Share: The results are presented and debated in small groups or with the entire class.

This approach can be used with multistep miniatures. For example:

WebQuest: In a WebQuest, students are sent on a “treasure hunt.” They are tasked
with compiling information, examples, or artifacts on a certain subject. The
Think-Pair-Share method can be used to analyze the findings in more detail
with another student and then to present and discuss them with the entire group.
Film review with sequencing and perspective change: At the start, students are
assigned different perspectives (e.g., employee, manager, executive) from which to
view the film. Then, they answer concrete questions and share their answers with the
entire class in a second or third step. Longer videos can be broken up into different
sections, and the students can change perspectives as needed between sections.
Learning diary: Unlike the first two miniatures, which are more suitable for
introducing a new topic and starting a learning process, students keep learning
diaries during the entire course until they enter the application phase at the end of
the program. Diaries help students capture new insights and implementation ideas
in many different ways. Time can even be set aside during class for students to
update their diaries. The ideas, insights, and reflections in the students’ diary
entries support the application phase in a very special way: They are regularly
sent to learners as text message or e-mail reminders. To enhance the coaching
effect, it is possible to automatically integrate specific questions and include
“counterparts” such as fellow students, instructors, or managers. Since these
individuals can see, evaluate, and comment on the answers, reflections, and
practical questions, the miniature not only helps the learners reflect on their
knowledge but also enables managers, the supervisor or the trainer to actively
support students in the application phase.

Miniatures can be integrated in the blueprint at suitable junctures.
As the development process continues, the program developer should review and

update the blueprint with regard to certain aspects. Among other things, the review
should focus on the three key success factors of change processes:

Lower barriers: How can I lower entry barriers to the process by providing clear
explanations or improving user friendliness?
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* Boost attractiveness: How can I make participation more attractive by offering
more value at various levels and increasing participant motivation?

* Gentle push: How can I subtly encourage attendance by providing advance
information or exerting indirect peer pressure?

Using the above principles, program developers can look more closely at three
issues that often harbor room for improvement:

» Staging: The entire learning process must be systematically staged with
corresponding climaxes. While the staging can be based on the 4MAT method,
it should not be overly analytical, but should follow storytelling or similar
approaches instead. Staging is also important for individual modules such as a
virtual classroom.

» Force fields: These should be double-checked and actively planned into the
blueprint in order to keep students engaged in every phase. Essential force fields
include the conclusion of upcoming tests and the defining moment when students
first meet each other and their instructor face-to-face. Even work associates, if
integrated intelligently, can provide energy and momentum for the learning
process.

» Transitions: These are the interfaces between steps in the blueprint. They are
critical junctures where students often struggle or fail to proceed. For that reason,
it helps to specifically map out and integrate transitions in the course of the
conceptual design process. For example, all the students can collect questions at
the end of a web-based training module and present them in the next learning
module, e.g., a virtual classroom.

This analysis can identify missing modules and suboptimal transitions in the
blueprint. This is also a good point to create a support plan and work up initial
concepts for individual learning modules (e.g., workflow and materials for the
virtual classroom).

Next, the program developer begins to work on content and materials for the
web-based training course, instructor-led seminar, or other programs. This process is
more collection and curation than creation, though. In new learning, content is more
like an intelligently composed news broadcast than an elaborately produced movie.
Continuity must be maintained, but different contents from within the organization
should be deliberately and actively included.

@« A practical question: “What should you do if you want to create web-based
training courses and online tests in-house?”

First, choose the right authoring tool. Some tools, including several with a global
footprint, offer ready-made templates for exercises and interactions in order to
greatly simplify content creation. Other tools integrate preexisting materials such
as Microsoft PowerPoint slides and supplement them with interactive elements.
Most modern-day tools have a very short learning curve and can be easily used by
authors and subject matter experts.
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Be careful: You may be distracted by the interactivity features and lose sight of
your primary goal of optimally achieving the learning objectives, especially if you
are new to authoring tools. To ensure content quality and training effectiveness,
make sure to select exercises that support the learning objective. It pays to invest in
continuous skill building, optimization, and good experience. In the best-case
scenario, you will acquire a canon of templates — perhaps initially with extensive
outside training and support and later only asking for help with special questions —
that will make it increasingly easy to work with course content.

Next, the program developer begins to work on content and materials for the
web-based training course, instructor-led seminar, or other programs. This process is
more collection and curation than creation, though. In Blended Learning 2.0, content
is more like an intelligently composed news broadcast than an elaborately produced
movie. Continuity must be maintained, but different content from within the orga-
nization should be deliberately and actively included.

This systematic development process ensures that learning objectives are
achieved. However, it also drives the acquisition of media literacy, particularly
when it comes to using 2.0 tools in a business context. It thus serves as an important
bridge to the fascinating, hotly debated world of informal learning in organizations.

New Learning: Bridging the Gap from Formal Training Programs
to Informal Learning

The above remarks on the development of Blended Learning 2.0 programs refer to
formal education programs and how to integrate more open, informal learning
elements into them.

Blended Learning 2.0 processes embody many characteristics of informal learn-
ing: a powerful social experience, a more open learning process, and openness to
students” work associates. All these factors, together with other properties of a well-
designed Blended Learning 2.0 program, can have many positive implications for
informal learning beyond the official training catalog.

For example, the organization is prepared for the significance of informal learning
in day-to-day operations, and not just in formal training programs.

This process depends heavily on the experience that education professionals
accumulate over time. In short, well-designed Blended Learning 2.0 processes are
inherently conducive to interesting informal learning applications. Furthermore, they
offer an excellent opportunity for the HR department to help build Enterprise 2.0
capabilities.

Outside the Box: A Look at High Schools and Universities

To wrap up this section and provide further inspiration, it helps to discuss two
exciting approaches used at high schools and universities. They show how new
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technologies can literally turn traditional training approaches upside down. At the
same time, they raise interesting issues of relevance to corporate new learning
programs.

A Look at High Schools: Flipped Classroom

A “flipped classroom” (also flip teaching or inverted teaching) is a term used in high
school education. It describes an integrated learning method that “flips” the instruc-
tion and homework phases: Students learn the material at home and then apply and
practice what they have learned in the classroom. Flipped classrooms often use
digital course material or cover the material in a virtual classroom.

The core idea is this: Exercising and applying newly acquired knowledge in a
classroom setting makes better use of the benefits of social learning — that is, model
learning and feedback from others — than a mere knowledge transfer phase.

While this teaching method was only a trendy buzzword in the United States a
few years ago, many European universities and schools are now experimenting with
it. It is very similar to the traditional Blended Learning 1.0 process in which the self-
study phase consists of instruction, while the instructor-led phase focuses on prac-
ticing the material through role-playing and case studies.

Conclusion: While it may be revolutionary for high school students to acquire
knowledge asynchronously and apply it synchronously, it is not rare in blended
learning scenarios. Indeed, it is far less radical than another trend that has attracted
enormous attention and sparked considerable debate, especially at universities:
massive open online courses. In these courses, not only is the material taught online,
but learners also work on the content online, often together with other learners.

A Look at Universities: MOOCs

Massive open online courses (MOOCs) provide even more inspiration on how new
technologies can give rise to new educational products. There may be many different
types of MOOC:s, but all of them combine more or less traditional teaching methods
based on videos, readings, and problems that are discussed and examined in a
community comprising learners and teachers, e.g., in discussion forums. Since
MOOCs address basically everyone interested in a university education, they open
up previously inaccessible programs, including those at Ivy League schools, to people
worldwide. Ivy League knowledge is now available to everyone — a very radical
concept indeed. The large number of learners could not have been supported effectively
without web-based tools. Despite significant dropout rates — which are deliberately
factored into the equation — the MOOC approach has been a resounding global success.

The MOOC approach has long been accepted outside the university world. It is
thus no surprise that many organizations are already trying to use MOOC:s for their
training programs. The idea certainly has merit as long as organizations do not
attempt to hastily and unproductively integrate university MOOC:s as is.

For example, companies could launch in-house MOOC:s on internal topics. Since
virtually everyone now has the tools to introduce content to the process — from
simple comments to a brief video statement or screen recording — this approach
harbors plenty of potential for managing skills and knowledge.
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Conclusion: MOOCs show how technology can be used to design location-
independent learning programs that still contain synchronous and social learning
experiences. Even if MOOCs experience high dropout rates due to their initially
most attractive feature — openness — the underlying idea still provides many valuable
insights and will continue to inform the evolution of corporate training.

Leveraging the Opportunities of New Learning: Four
Management Perspectives

It is easier to leverage the benefits of new learning and effectively manage the
desirable and less desirable consequences if you distinguish between four
dimensions:

» People perspective: effects on motivation, emotion, and culture

» Economic perspective: value drivers and costs

» Operative perspective: administrative consequences

» Risk perspective: risks, potential obstacles, and possible countermeasures

These four perspectives mark the boundaries of the framework presented in
section “How New Learning Programs Come About” (Fig. 15).

In addition, this section ends with a short but comprehensive list of dos and don’ts
for a successful start with new learning.

Risk perspective People perspective
Stakeholder & change management .
Project management
/
Core program development process
J."f Quality assurance processes y.
—
Production and service processes / o tional
s perational
Ecommlp perspective
_perspecttve

Fig. 15 The four perspectives in the framework
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People Perspective

There are two sides to this perspective. First, training programs based on the new
methodological model have to be launched in a way that is appropriate for the
organization’s culture. Second, the use of new learning methods can support strate-
gically necessary organizational changes. Both dimensions are analyzed below.

The introduction of new learning programs is a major change project that, like
any transformation initiative, requires appropriate support. The initial learning
methods must line up with the company’s current learning culture and capabilities.
Program developers commonly ask, “Is it better to start out with first-generation web
tools (Blended Learning 1.0) or can I begin with a more advanced approach right
away?” The answer is simple: Organizations with an open communication culture
and appropriate experience may be able to start with Blended Learning 2.0 pro-
cesses. Thanks to its fixed elements, the course framework provides enough structure
and guidance to support social, self-organized informal learning. Without this kind
of learning culture and experience, however, it is less promising to, say, invest in a
social intranet and expect self-organized informal learning to blossom. Once a
particular learning method has been chosen, its development and launch has to be
carefully and continuously supported, preferably with the early involvement of key
stakeholders such as managers, employee representatives, or instructors. The support
communication should always highlight benefits, identify parallels and intersections
with other processes and tools, and address and convincingly dispel concerns.

Switching to the new methodological model opens up entirely new opportunities
for the organization.

Varied, attractively staged, high-impact training processes motivate students,
instructors, support staff, and managers alike.

As self-organized learning processes begin to crystallize in the organization, they
also drive the development of skills needed for informal learning in work processes.
Employees start to develop their own strategies for structuring knowledge or using Web
2.0 tools to generate and discuss new knowledge. In short, they learn how to learn.
These successful activities support the transformation of the learning and information
culture and propel the enterprise toward the learning organization paradigm.

Learning thus becomes an increasingly important part of major change processes.
Once an organization has developed the ability to use educational and Web 2.0 tools
effectively, it can apply this ability to organizational development processes as well.
Change Management 2.0 has proven to be a much sought-after but strangely elusive
goal. However, this approach may be used to support future change programs in
synchronous web workshops or through asynchronous discussions and assignments
in blogs, wikis, or video tutorials.

Economic Perspective

New learning projects offer a rapid ROI because, as described above, they benefit the
entire enterprise and can unleash considerable untapped efficiency reserves.
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Costs are hard to evaluate, however, since the learning technology market
remains highly opaque without standard prices. Newcomers can be misled by
allegedly low start-up costs — e.g., for license-free open-source learning platforms —
only to be stunned at the high adaptation and implementation costs.

The internal costs can be considerable, too. All project phases require input and,
at times, significant involvement from experts at various departments. In the imple-
mentation phase, students in a new learning program require constant support from
instructors — not just in instructor-led classes, but in remote stages as well. Finally,
companies that launch extensive new learning programs should consider
establishing their own new learning team to handle design, management, support,
and student communication for all their courses.

These not insignificant costs are offset by compelling value drivers:

» Long-lasting learning outcomes that benefit students and, in most cases, their
organizations

* The opportunity for the HR department to help transform the entire company into
an Enterprise 2.0 and learning organization based on new conceptual and tech-
nological tools in and outside official training programs

* Modern training programs that are proven to attract better employees, retain them
longer, and enhance the employer brand

Operational Perspective

The key players have to tackle new operational tasks, establish new workflows, and
make significant changes to current processes in every phase:

* Plan (development and design of the change process)

* Build (establishment of infrastructure and development of content — from con-
ventional course content to social learning tasks)

* Run (ongoing student support and continuous refinement of the learning process)

As described above in the economic perspective, it may be beneficial to assign the
normal administrative work to internal resources once the training programs reach a
certain size.

Outside assistance is absolutely essential when performing some of these tasks
for the first time, especially in the plan and build phases. Internal resources should
handle all subsequent iterations and the actual execution, though.

Process manuals have proven to be indispensable in practice. A manual can be
created by simply defining and documenting the processes associated with the first
new learning program. It explicitly defines the various roles and tasks in develop-
ment and describes and documents the steps involved in processes such as the
creation of a new training program.
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Risk Perspective

Developing and launching new learning programs entails risk, as indicated in
previous sections. Newcomers may have dabbled in e-learning and possibly new
learning but rejected them after some initial attempts. Even more individuals may
have been disappointed by the outcomes.

Analyzing the core concepts in the preceding sections will already improve new
learning initiatives’ chances for success significantly. Nonetheless, the following
table describes concrete countermeasures for the most important risks:

Exploding External Costs During Buildup
Possible Countermeasure:

* Roll out adoption in phases.

* Rent infrastructure via a software as a service model.

* Select service providers based on their attitude, capabilities, and strategic fit;
always talk to reference clients.

* Devote attention to every phase of the project.

* Draft clearly worded contracts and manage them carefully.

Inadequate Support from Employee Representatives
Possible Countermeasure:

* Involve them early on.

* Clear up critical issues — e.g., who can see the test results and how far can they
drill down — and codify them in the process manual.

* Make data privacy agreements with internal stakeholders and, if appropriate,
external providers.

Poor Student Acceptance
Possible Countermeasure:

» Adapt the training programs to the organization’s learning culture.

 Start with simple target groups.

» Conduct pilot projects to help identify obstacles to acceptance.

 Issue policies on learning times learning times, learning environment and access
to learning results e.g. for the supervisor as needed.

Poor Instructor Support
Possible Countermeasure:

* You have to meet the requirements for intellectual leadership, e.g., understanding
the possibilities, aligning yourself with senior management, possessing resources,
and thinking through processes.
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* Then, involve and empower instructors at the right point in time. Win them over
with a clean SWOT analysis, an intelligent proposal for action, and a campaign to
show and explain how the new approach feels.

» Identify unexpressed conflicts with instructors’ interests in advance. Have
answers to questions such as “What am I going to lose?” or “How much work
will T have to do in order to set up the course initially and support my students
over the long term?”

Too Much Effort Required to Design and Manage Courses
Possible Countermeasure:

» Think in terms of smart content (recycle, curate, pragmatically produce) instead
of elaborate WBT projects.

* Develop a toolkit of ready-made templates and sample procedures as quickly as
possible.

» Define good, self-sustaining tasks that require minimal instructor involvement.

Technical Issues During Implementation
Possible Countermeasure:

* Consult the IT department when selecting technologies.
» Perform sufficient test runs in pilot projects.
* Support process (user help desk and help pages).

Dos and Don’ts

In addition to the risks listed above, the following list of dos and don’ts will help HR
and L&D professionals to get started.
Dos:

* Manage your stakeholders actively (see risks and countermeasures above).

» Start with a clear set of software tools, although these might not solve all
upcoming questions in the future.

» Excite your learners with an inspiring learning experience.

» Gain experiences first, e.g., by renting software as a service, and then decide on
long-term investments (e.g., buying a learning management system).

Don’ts:

* Do not try to decide on every question that might come up within the first years,
instead of getting started.

* Do not confront your stakeholders, e.g., instructors and employee representatives,
with final concepts or solutions.
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* Do not ignore technical trends, e.g., mobile learning which implies major tech-
nical implications.

* Do not underestimate the resources in means of time and personnel needed to
implement a successful new learning offering.

* Do not invest in a complete software solution without knowing which tools and
processes fit your learning culture.

Final Comments and Outlook

This article aimed to explore the creative tension between dramatically changing
expectations for organizational learning and the real-life need for a robust process.

Formal Blended Learning 2.0 programs serve as an important bridge in this
regard. One of the article’s main goals was to provide concrete guidance on what
tools to select, how to design learning processes, and how to manage the change
process associated with the implementation of new learning.

It is clear overall that HR and L&D professionals now have significantly greater
freedom to create and innovate despite differences in the pace of change and in
individual dimensions of new learning at their organizations.
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Introduction

For many years it has been a given that training that concentrates of behavioral
development like leadership training should take place face-to-face to be successful.
The worldwide crisis in 2009 and the cost-saving rules that were implemented in
many organizations led to new creativity in the training area and led to surprising
positive results.

What Was the Challenge?

In 2009 the crises hit many organizations in the business world. At the beginning of
April 2009, the Board of Management of a multinational automotive company
announced a cost-reduction program, including a 90 % cut of travel expenditures.
At that point of the year, more than 10 % had already been spent, so it was clear that
there would be absolutely no traveling until end of the year 2009.

For the department in charge of management training in Europe, which worked
for more than 40 small- to middle-sized organizations in 22 European countries, this
situation was a real challenge. Until then effort was put into the development of
programs, which would create a feeling of belonging to a large organization and
generate learning along the same leadership models and theories, disregarding in
which country the leaders work.

Overnight it became clear that:

— No leader would be allowed to travel to attend a European leadership training.
— No trainer would be allowed to travel to deliver a leadership training.

— No critical mass would allow for local training.

— No money would be spent to send individuals to external training providers.

Even though the company had a retention issue in several European countries,
management training was perceived as a key element of motivation by the young
leaders.

What Was Our Plan on Mastering the Challenge?

It was a matter of a few minutes to make the following decision:

The team in charge decided to redesign the existing seminars and deliver them as
full virtual seminars. To do so, they would use “normal”, easily accessible technol-
ogy and would generate no further cost. They also decided to come up with the first
fully virtual leadership seminar within 6 weeks.

The decision was made to work by phone. The experience with videoconferences
and other IT systems was so far not convincing: The connections were unstable,
especially when connecting with several countries at a time, and the risk was that
trainers and participants would spend too much time struggling with technology.
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Furthermore, not all countries had the equipment, and the videoconference rooms
would be hard to book in these times.

In order to keep the phone costs low, a callback system was put in place with the
help of the company’s switchboard, so that the connections would be paid for
centrally according to negotiated low rate contracts.

The team in charge chose an existing easy-to-use and cheap IT platform and
reduced the possible features to a minimum including:

— A pinboard

— A file management application in which facilitators and participants could upload
and download files

— A chat room for synchronous communication

— A forum for asynchronous communication

— A calendar

Then “the elephant was cut into slices™: a 3-day face-to-face seminar became a
12-week virtual seminar. Each week would be dedicated to one topic.

Each session lasted for 2 h on the phone. It included very short inputs, interaction
in the big group, interaction in half groups, and individual reflection. The 2-h
sessions would be as interactive as possible, as research has proven that humans
can concentrate for an absolute maximum of 7 min on the phone.

The event managers put together groups of 12 participants (they later reduced the
groups to ten after having gained more insight into the importance of interaction). It
was important to ensure that each participant was involved in interaction, without
exception. It took quite some effort to create this feeling of belonging and
commitment.

The trainers systematically asked for homework (individually or in virtual small
groups) in between the modules.

What Was the Real Outcome?

Within 3 months, four face-to-face seminars were transformed into virtual seminars
with greater success than expected. Even though the participants missed the warmth
of a face-to-face setting, most of them told the trainers that they learned a lot and
even felt like “knowing each other.” The transformation that included a change from
a one timer (3 days in a row) to a process (3 months together as a learning group)
made it possible for the participants to learn about one topic per week and then to put
the learning into practice. Reflecting the experience with the group 1 week later
helped transferring learning into daily life.

The trainers themselves had to change their way of training. This kind of setting
needs a strict facilitation as well as very clear “rules of communicating.” They
always used the first 2-h session of the seminars to explain how they would work
together to the new group of participants and to try it out.
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Surprisingly enough the team realized that the fact of not seeing each other can
generate a greater openness and closeness. Apparently it is sometimes easier to speak
things out, when participants don’t look into faces.

What Are the Lessons Learned?

Although virtual seminars had been an idea for years, they hadn’t been realized at
least in “behavioral topics” in that company until that crisis.

What seemed to be a contingency plan turned out to be an extremely interesting
and surprising adventure: Participants were not away from their position for several
days to attend leadership training and could better integrate learning and daily work.
Furthermore, the 12-week process allowed for better integration of the learning and
more exchange between the participants. It helped create long-lasting alumni
networks.

Even though employees were allowed to travel again in 2010, the decision was
made to continue with the great virtual experience and to combine virtual and face-
to-face into blended seminars.

Furthermore, the decision was made to explore other options, like virtual worlds,
to see if learning as well as a stronger feeling of belonging and closeness can be
generated through the use of avatars.
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Abstract

Increasingly complex competitive situations are forcing companies to implement
lasting adaptations and innovations. Technological progress accelerates not only
our life and our work but also our learning. At the same time, knowledge is no
longer permanent, becoming obsolete relatively quickly. For that reason, it is far
from sufficient today to simply acquire a set of skills. Rather, the ability to face new
challenges creatively, quickly, and above all professionally moves to the forefront.
The focus of all efforts with regard to human resources development must therefore
be the attainment of competency objectives derived from the business objectives.

Because of this, companies need professional internal competency manage-
ment that can create flexible and decentralized conditions and enable individual
learning at the workplace, both together with colleagues and also with external
experts.
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In the future, those responsible for vocational training will have to face these
new challenges. But watch out: the future is already here! It is high time to grapple
with the learning system of the future, in which collaborative learning and coop-
erative working merge, and to distill from that the new in-house learning concept.

In the future, organizations that are already working to build up an integrated
learning system will surely have an uncatchable lead over companies that
hesitate.

Keywords

Vocational learning * Personnel development ¢ Competencies ¢ Competency
development « Competency management * Social learning « Workplace learning *
Social workplace learning * Knowledge management ¢ Learning organization

Introduction and Overview/Human Resources Development
in Transition

The most important competitive advantage is generated when personnel are enabled
to master the constantly increasing and increasingly complex challenges of everyday
working life self-organized, creatively and quickly, and thus to work competently.
The permanently increasing demands on in-house training lead to demand up-to-
date, quickly implementable, and directly need-oriented learning concepts. This
“just-in-time approach” that originally comes from the production branch is now
receiving more and more attention in human resources work as well, due to today’s
fast pace of life. Working and learning processes are increasingly merging. Capacity
building, both in the work process and in the Internet, is of increasing importance.

Who of those working today did not attend schools with concrete learning goals,
the testing of that knowledge, and the following valley of forgetting? Besides the
huge efforts while learning, the tension, and the stress before and during tests, it was
also hard to believe parents when they said one learned for life and not for school, the
teacher, or a good report card. Hardly any of the hard-earned knowledge could be
directly applied in life. This pattern is often continued in company training concepts —
in the form of courses, seminars, and training programs with very general curricula —
that is, cookie-cutter training.

The question is how such learning concepts can prepare personnel for sudden and
completely new challenges — ready-made educational measures naturally lag a few
steps behind the educational needs of the economy and can therefore not guarantee
any targeted, individual expertise development. Hence these still widespread “push
principle” educational methods do almost nothing to help personnel manage current
business demands quickly and successfully.

Kirkpatrick and Kirkpatrick (2006) postulate that only 7—8 % of what is heard in
seminars is later used in work. Seventy percent of the learning that is used in practice
takes place directly on the job, and 20 % is collaborative, that is, through personal
interaction. In this regard, the advice to human resource managers would have to be,
“Stop sending your employees to seminars!”
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Specific educational measures are needed to meet the necessary individual
competency-oriented learning goals appropriate to the attainment of business objec-
tives. To organize this as effectively and efficiently as possible, it is necessary to
place them as closely as possible to the pulse of the current professional challenges —
daily work. Unlike the externally controlled learning processes in school, employees
must per se be self-directed and self-organized in implementing learning and skill
acquisition. The responsibility for learning success is transferred to the learner,
which brings a not insignificant rethinking process for both education managers
and learners and employees. The push principle in vocational training is replaced by
the so-called pull principle, which orients itself to the current needs of the
employees. In this way, the just-in-time approach is introduced to the world of
competitive and competence-oriented human resources development.

The buzzwords “fast,” “effective,” and “cost-efficient” are of growing importance
in human resources development too. While some companies are still organizing
their in-house austerity packages in this area and are inflexible, others realized long
ago that this is where the key to innovation and competitiveness lies. Social
workplace learning — obviously the most economical and efficient method of skills
acquisition — focuses on fields of learning from everyday practice, consideration, and
initiation of informal learning processes, collaborative learning, and feedback loops.
It is precisely this social aspect — the cooperative further development, learning with
and from each other, and the result that learning goals and progress are made binding —
that is the key to in-company competence development and more than measures up to
the just-in-time approach in a modern human resources development strategy.

From Simple Data to Effective Expertise

Data consist of a sequence of characters that add up to something meaningful. They
only have significance and become information when they are contextually related to
a challenge and can provide expedient input (Reinmann-Rothmeier et al. 2001). A
person perceives the available data and recognizes its information content by means
of active thought processes. He evaluates its relevance for himself on the basis of his
previous experiences, his available knowledge, and his current needs. If the per-
ceived information is relevant for the current situation, the person connects it with
his existing knowledge to generate new knowledge (Hasler Roumois 2007). Knowl-
edge, therefore, is clearly distinct from information and data and takes shape
individually on the basis of the current situation and on the basis of a person’s
practical knowledge (see Fig. 1).

Roth (2011) states that knowledge cannot be simply transferred, but must rather
be created anew in the brain of every learner. Knowledge can therefore not be
“imparted” or simply transmitted, as it is so often formulated. Consequently, knowl-
edge can only be constructed by the self-organized learners themselves.

Skills are characterized by the fact that they only become visible in action (Hasler
Roumois 2007). They are not transmitted genetically, but are, rather, based on the
self-organized thought and action processes of the individual.
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KNOWLEDGE

Information in connection
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INFORMATION :
(meaningful and serves
Data in relation with to cope with a situation)
a problem
el (affects something and
Meaningfully combined serves to attain a goal)

sequence of symbols
(without effect or meaning)

Fig. 1 Data—information—knowledge (Reinmann-Rothmeier et al. 2001)

Skills can be viewed as the ability to cope with new challenges that have high
complexity, great uncertainty, and uncertain outcome, by means of creative actions
(Erpenbeck and Sauter 2007). This would not be possible solely by means of
qualifications, abilities, and knowledge, but they are to be viewed as fundamental
prerequisites for competent action (Erpenbeck and Heyse 2007). In the scope of
competent actions, existing knowledge bases and abilities are applied to complete
complex actions involving noncognitive elements (Strauch et al. 2009), which
manifest themselves in rules, norms, and values and therefore represent the heart
of competencies (Erpenbeck and Sauter 2007).

Only the practical application, that is, the use of knowledge in personal practice,
as well as the evaluation by means of regular feedback loops of whether the kinds of
actions taken were actually “correct” or expedient, leads to a continuous develop-
ment of skills.

This skill development process is accompanied and characterized by emotions
and values of the individual, as well as the organizational environment and company
norms. In addition, the general conditions created by the organization influence the
effectiveness of intended and incidental competence development processes (see
Fig. 2) (Sauter and Scholz 2015a).

Knowledge Alone Is Worthless . .. Competent Action Is Necessary!

Highly complex work demands mean that employees can no longer rely solely on
earlier knowledge reserves, but must instead develop individual solutions. Thus,
daily work does not consist merely of the performance of tasks, but rather constitutes
a permanent learning process. Support for the application and augmentation of
personal knowledge takes place via real or virtual interaction processes in networks.
Knowledge is therefore researched by employees “on demand” in a self-directed
manner and integrated in the working and learning process (Pabel 2005).

The subsequent application of knowledge as part of the work process leads to the
acquisition of practical knowledge and thereby gradually to competent routines of
action and the development of competencies (Hasler Roumois 2007). Consequently,
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Fig. 2 From knowledge to competency

there will be no clear line in the future between learning and work processes, because
work tasks will become learning tasks and work itself will transform into knowledge
work (Pabel 2005).

Besides, no problem resembles another today, because the underlying conditions
are constantly changing and the possible solutions constantly offer new opportuni-
ties with regard to technical options or legal conditions. “The world is changing!” —
permanently and inexorably.

This makes the skill of self-organization of learning processes and knowledge
work on the part of personnel an important factor for the success of organizations.
Companies are therefore well advised to focus the organization and design of their
information technology infrastructure accordingly.

From Classic Human Resources Development to Strategy-
Oriented Competency Management

Classic personnel development measures will suffer a gradual and significant decline
in favor of competency development measures, because organized competency
development promises greater accuracy in terms of individual education and com-
petency needs than do traditional vocational training measures. Seminars and learn-
ing concepts with high information content will in the future only be relevant within
the scope of compliance, legal information and updates, certain norms, etc. A human
resources development concept that is dedicated to competence development, how-
ever, must necessarily require a strategic focus throughout the company, a corporate
culture that recognizes competencies and the identification of the key competencies
relevant for the organization as an essential foundation (Scholz 2014).
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With regard to future competitive demands, relevant competencies are defined
from a strategic point of view, and individual competency targets are derived from
them. Besides the individual and very personal consideration o