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Foreword

As a business leader in a people-centric company, I was very much taken with
The CMO of People. A big part of my role is in marketing as the leader of an in-
dustry marketing group. I can see the parallels between marketing and HR that
are fundamental to the CMO of People concept. In my work, I take the brand
and the product messages, which are at 50,000 feet and 10,000 feet, and I tailor
them to the 500-foot level, where salespeople can communicate them to our
customers. I liked how this book does the same thing—it outlines the hig con-
cepts, and then explains how you can actually execute on them.

Another part of my work, my pride, and joy is leading my organization’s data
science team. When a customer has a difficult problem, we will parachute in and
help them solve it. I recognized Peter Navin as a kindred spirit when he said that
analytics come first. I've seen the incredible value of analytics firsthand.

I can also vouch for the business importance of the book’s message, that
the employee experience is a key to creating a successful company. UKG came
from a merger of two global companies, Kronos Incorporated and Ultimate Soft-
ware, and both had long histories as people-centric organizations. Aron Ain,
our CEO, has always been that way—it’s just the way he’s wired. But more and
more over the years, he has become more intentional about affirming this con-
cept throughout the organization, that it’s our people all around the world who
make us who we are. It has led to outstanding corporate performance.

Let me give you an example. One of the things I work on is assuming posi-
tive intent in our people. It’s an intentional part of the culture at UKG. It really
helps me get through challenging situations day to day. You know everything is
not going to be lollipops and candy canes all the time but, in our culture, we
get constantly reminded that you have to trust other people—you have to as-
sume positive intent.

The CMO of People encourages a similar approach by putting a premium on
talent. I suppose the most dramatic example of valuing the talent at UKG, in my
experience, is that our intent to merge was announced mere weeks before the
COVID-19 pandemic took hold. Despite the fact that we were embarking on an
unprecedented merger during a pandemic, our executive team made the com-
mitment from the start that they would do everything possible to protect our
people and not have any layoffs or furloughs as a result of COVID-19. Not only
did we succeed by protecting jobs, we hired 1,200 people in our first year as
UKG. As a company that believes our purpose is people, we know this extra tal-
ent will put us in a better position to grow.

The CMO of People is a book that I read all the way through and my copy
is full of sticky notes. I kept track of all those pages where there was a point I

https://doi.org/10.1515/9783110753035-203
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X —— Foreword

particularly wanted to remember. The book’s message is clear: you need to
treat your employees like customers. I'm a big fan of that concept because it
makes you think about employees differently. It’s not a transactional relation-
ship where you work for two weeks and I give you two weeks of pay. It’s a
different mindset from how most people think about workers. Treating em-
ployees like customers builds the intrinsic motivation you need to achieve
long-term, high performance.

Gregg Gordon
Vice President, Industry, UKG
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Preface

If you are a CEO, how would you rate the impact of your current HR department
on business results relative to other key functions? The answer should be that
they have a very similar impact. I've had the good fortune of working with a
number of CEOs in rapidly growing companies who believed that if HR were run
differently it could really drive measurable business results. That conviction
allowed me to take on a larger mandate, to elevate the importance and breadth
of HR.

Totally reinventing HR was not the game plan when setting out to write this
book. As with many of us, my approach is the culmination of experiences over
the course of my career. I’ve chosen to apply many well-worked out concepts
from marketing in HR. Both CEOs and venture capitalists immediately see the
parallels between the Chief Marketing Officer and the Chief People Officer—
that’s what led to the term “the CMO of People.” They like the concept; intui-
tively it feels right to them and they know how they could activate it for results.

There is great interest in enhancing the employee experience and bringing
other marketing ideas into HR. What I hope makes this book both fresh and use-
ful is that the ideas here have been fully deployed in three organizations. The
book is designed to provide the reader with the definition of a concept, its appli-
cation, and then practical steps to implementation. The two global HR leaders
who had a chance to preview the book said the same thing, that it was incredi-
bly practical, that it showed them how to create a predictable, immersive em-
ployee experience that leads to productivity and performance. I’d like to think
that’s true, it was certainly the intent.

I’'ve got to say that this approach isn’t for everyone, nor is it the only way
people have re-conceptualized the role of HR. I do think the ideas are nicely
compatible with what I’ve heard from thought leaders like John Boudreau and
Dave Ulrich. Furthermore, even if you can’t bring the whole CMO-of-People ap-
proach into your organization, then there will still be parts of the book that will
inspire you and that you can make use of.

This book was written for four audiences:

1. Business leaders who know HR should have a bigger impact

2. HRleaders who are looking for a road map to raise HR to the next level

3. Consultants who are intrigued by the analogy to marketing and are looking
for some grounding in what has worked in practice

4. Young HR professionals who have the ambition to change the world

https://doi.org/10.1515/9783110753035-205
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XXl —— Preface

Comment on Our Use of Pronouns
This book flows from Peter Navin’s experience leading HR at Shutterfly, DocuSign, and Grand
Rounds. Since the book is based mainly on Peter’s ideas and experiences we use “I” as the

pronoun throughout. Whenever a concept is mentioned rest assured that it is endorsed by
both authors.

Pick up the book and get started.

Peter Navin
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Chapter1
What Is a “CMO of People”?

There is a different way to envision your HR function—and it can be great.

Organizations can improve their performance by changing how they man-
age people. If you are going to change how you manage people, you are going
to want to change how you run HR.

The CMO of People concept is a way of framing how we think about the im-
pact HR can have on an organization. We all know what Chief Marketing Officers
do: they work to draw in customers, they aim to get the value out of customers,
and to do so they seek to create a great customer experience. We should see HR
through the same lens: drawing in talent, getting the most value from talent, and
doing so on the basis of a great employee experience.

When you map out the duties of a CMO against the duties of a CMO of Peo-
ple (i.e., the head of HR)—as shown in Table 1.1—the analogous nature of the
roles is obvious.

Table 1.1: What a CMO Does vs What a CMO of People Does.

CMO CMO of People

Marketing & customer analytics People analytics

Brand, PR & creative Employment brand

Customer acquisition Talent acquisition

Marketing communications Internal communications
Customer retention Talent management

Pricing and packaging, marketing strategy Total rewards

Enablement Talent operations

Events and PR Real estate/workplace services

In the companies I’ve worked for, growth and profitability were critically depen-
dent on having our talent outperform our competitors’ talent. The challenge
was especially poignant during times of high growth when we had to imple-
ment excellent talent management at a breakneck pace. Conceptualizing the
HR leader as “CMO of People” helped guide me in my role as head of HR in a
fast-growing company and provided a metaphor that the leadership team found
fresh, easy to understand, and compelling.

https://doi.org/10.1515/9783110753035-001
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Whereas marketing works the customer funnel, in HR we manage a talent
funnel, depicted in Figure 1.1, which begins with different channels (including
job boards, recruitment agencies, and our career website) that pull candidates
into the funnel. Once the candidates are in the funnel, they go through various
screening processes to the ultimate transaction: hiring them.

OVERALL
BRAND
EXPERIENCE

Investment Thesis

Leadership, Communication
Long Term Competition, Social Responsibility

Value

Tx
(Yes/No)

EFFICIENT ENGINE

Figure 1.1: The Talent Funnel.

Similarly, just as with the concept of a funnel, other marketing concepts like

“brand” and “customer’s lifetime value” can be translated to HR. In fact, the

whole CMO of People concept fits nicely on a napkin and I have used this dia-

gram many times with senior leaders to explain this way of thinking about HR.
Here’s how I explain the napkin to a CEO:

— On the left you see the talent funnel as explained in Figure 1.1. The process
starts by drawing in a pool of candidates at the top; the hire is complete at
the bottom of the funnel and the entire process ends when the person retires
or leaves the company. HR’s mission is to do a better job than competitors of
bringing talent in through the funnel and a better job of enabling employees
to add value through their lifetime with the firm.

— After the hire we seek to maximize the “lifetime value” an employee brings to
the company over the years they work there. This is analogous to marketing’s
concept of a “customer’s lifetime value” which is all the value a customer
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brings by buying products and services for all the years they remain a cus-
tomer. HR’s mission is to enable employees to give their best.

— The foundation for a good talent funnel and exceptional employee lifetime
value is an “efficient engine” of HR processes supported by the right technol-
ogy and analytics. The mission of HR is to be sure this engine (that gets the
transactional work done) is efficient, so HR can spend time on strategic work.

— Finally, just as all of marketing is surrounded by the ideas of “customer ex-
perience” and “brand,” so too, all of HR is surrounded by the ideas of “em-
ployee experience” and the “employment brand.”

This single diagram guides us toward acquiring the best people and enabling
them to perform at their best by creating an immersive and predictable em-
ployee experience that improves productivity and drives performance. There’s a
lot packed into that one sentence and it points toward a new way for leading HR.

How to Increase the Employee’s Lifetime Value (eLTV)

Exceptional execution in four areas will improve eLTV:

- Leadership. People want to be inspired, motivated, and aligned with great executives. Lead-
ers build great teams, and great teams build great companies.

— Competition. People want to be on winning teams internally and externally; to build an orga-
nization filled with respectful, talented, high performers; and to drive results.

— Communication. People want to know what’s important to their work; aligning people consis-
tently and continuously with the mission, and priorities, pays massive dividends in the long
run.

- Social Responsibility. Being proud of yourself, your team, and your company is essential;
serving others is the best way to achieve pride.

How do you acquire the best people and enable them to perform better than they
have anywhere else? The answer lies in having a solid foundation for the entire
model: the employee experience. HR needs to develop an immersive and predictable
employee experience to improve productivity and drive performance. There’s a lot
packed into that one sentence and it points toward a new framework for leading HR.

I almost hesitate to use the term HR. It brings to mind a department that only
delivers services like training and recruiting, as well as personnel administration
and labor law compliance. Yes, an elevated HR function does those things too,
but it’s not the mission—the mission is to create a competitive advantage through
better and more effective talent.

When the mission of HR is framed in this way, the job of the head of HR
begins to sound a lot like a CMO. That’s why I decided to title this book The
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CMO of People. I’'ve played this role, if not necessarily sporting that title, at
three successful organizations. For me, it was the best way to understand the
mission, communicate the mission, and establish a framework that enabled us
to execute the mission.

The Mission of HR

HR is the group within a company that has expertise in talent. It knows how to find, motivate,
and develop talent. It is responsible for a range of different talent processes from recruiting to
training to compensation. The mission for HR is to use its expertise and its ownership of talent
processes to create competitive advantage that will help the organization achieve its mission.

Being Serious about the Concept of Brand

The nature of the employee experience is captured in the concept of employment
brand. Many people talk about the employment brand. It’s a popular topic. How-
ever, too often people think of the brand in terms of a glitzy image. If you are seri-
ous about the employment brand, then it will reflect each employees’ daily reality.
If the brand says that the organization is fun, then employees should be having
fun. If the brand says that the organization is dynamic, that should be apparent as
soon as you walk in the door.

In the CMO of People concept, the brand is brought to life through an im-
mersive and predictable employee experience that drives productivity and per-
formance. It’s a real thing, not an aspiration. It’s everywhere (immersive) and
every-when (predictable). It should be as real to employees as Disney’s brand is
to theme park visitors or as Starbucks’ brand is to coffee lovers.

One of the biggest differences between the CMO of People approach and
more common approaches to HR is the absolute obsession with bringing the
employment brand to life.

What Makes Up the Employment Brand?

Like corporate brands, an employment brand defines the value proposition the company offers to
prospective, current, and alumni employees. It’s a core part of the overall communication hierar-
chy of a company that includes vision, mission, and values, and it enables people to better under-
stand what to expect from an employment experience. Values and employment brand work very
closely together to paint a realistic picture of what life is like in the four walls each day.
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The Link from Employee Experience to Productivity
and Performance

All the organizations I’'ve worked in have faced intense competitive pressures.
The CEO supported HR’s obsession with the employee experience for one rea-
son: that experience brought the best people through the talent funnel and de-
livered the best lifetime value. The experience naturally had to be a good one
for employees, but its success was not measured by employees’ happiness—it
was measured by the business’s growth and profitability.

How do you design an immersive and predictable employment experience
that improves productivity and drives performance? You start by looking at each
interaction an employee has with an HR process (i.e., each touchpoint). What
should onboarding do? It should be laser-focused on getting people up to speed
quickly and instill the cultural values they’ll need to perform. What should work-
place services deliver? They should deliver services that remove distractions that
harm productivity and should create an environment that the best workers won’t
want to leave behind. Linking the employee experience to productivity at each
touchpoint is not rocket science; it requires focus and discipline.

This intense focus on productivity and performance implies an equally in-
tense focus on data. For example, onboarding isn’t assessed simply on whether
it appears to support the employee experience—the CMO of People wants to see
data on how it works in practice.

Not Rocket Science

One of the most important things about the CMO of People approach is that it
does not involve rocket science. Yes, the CMO of People cares about analytics,
but these can be just the basic analytics that any mid-sized company can afford.
Yes, the CMO of People wants the brand to show up in how the company stages
a town hall meeting; that doesn’t require genius—it just needs someone to ask,
“Does how we’re running this meeting support the brand?” The know-how to
execute the CMO-of-People model already exists in many HR departments.

The approach does demand design thinking. Design thinking is a concept
from the world of product design. If you want to design a great product you
have to think about it as the customer will experience it, and you have to think
of that experience as an integrated whole—not as a collection of disconnected
features. Design thinking, with respect to HR, rests on two main principles:
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— See things through the eyes of the employee’s experience.
— Approach issues holistically, with integrated initiatives and cross-functional
collaboration.

For example, if you are designing an employee handbook you could potentially
just put all the essential information in a binder and make it required reading.
However, ask yourself how that may look to an employee: it’s a boring activity
they are forced to do. A design-thinking perspective would aim to create an em-
ployee handbook that employees would want to read that would be aligned
with the employee experience the company was trying to grow.

Design thinking forces us to ask how something will impact the employee
experience—every time. It also forces us to step back and think about the differ-
ent elements that affect a project’s success, which inevitably means collaborat-
ing with departments outside of HR.

What Kind of Person Becomes a CMO of People?

If you are looking to hire a CMO of People or become one, then you should con-
sider the characteristics that stand out in this role. A CMO of People has some
particular tendencies:

— A general management (rather than a functional) perspective. The CMO of
People is part of the core team driving growth and profitability. Yes, they are
responsible for an incredibly fun and important part of the business (talent).
However, they don’t see themselves as the leader of a function; they are a
leader in the business—a C-level executive.

— Risk orientation (implying curiosity and a willingness to learn). Okay, you've
decided to depart from the proven way of framing HR to a new model based
heavily on parallels to marketing—that implies an appetite for risk. It also
implies fevered curiosity (“I wonder how we can make this work”) and a
willingness to learn (especially when things go wrong).

— Collaboration. It’s hard to overstate how tightly linked the work of the CMO
of People is to the work of the CMO, CFO, and other C-suite leaders. In this
model, the head of HR is forever sitting in the offices of other C-suite leaders,
making sure that everything is aligned and integrated.

— Systems thinking. To ensure that the employee experience is exceptional, all
the elements of what HR does (and other parts of the business) must fit to-
gether. The CMO of People must be a systems thinker—the kind of person
who can see how the whole thing can be sketched on the back of a napkin.
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— Data driven. These days, it almost goes without saying that credible business
leaders must have data to back up their decisions.

— Storytelling. Data never gives the answer on its own; the CMO of People must
look at the mosaic of metrics and craft a compelling story.

— Adaptability and dealing with ambiguity. In rapidly growing firms, nothing is
clear-cut and nothing stays the same for long. A leader in that kind of envi-
ronment must be adaptable and comfortable with ambiguity.

The Role of the CEO

It’s easy to get excited by the CMO of People approach, but it has to suit the
CEO’s needs and style. The following conditions must exist for this new HR
model to succeed:

— The CEO must want an elevated HR function. While they might not say it in
so many words, many CEOs don’t want to transform HR; they just want an
efficient HR function that provides support and keeps HR issues out of their
hair. Unless the CEO wants a different kind of HR function, it will be difficult
to pursue the CMO of People model.

— The CEO must be comfortable with the risk. The CMO of People model leads
you toward doing things differently, and that entails risk. At the very least,
the CEO will be forced to explain to the board and C-suite why their HR orga-
nization isn’t doing what other companies’ HR departments are doing.

— The CEO must be patient with change management. The usual rules of change
management apply: It takes twice as much effort and twice as long as you
expect to get people on your side. If HR is going to work differently, then a
lot of explanation is required. If you embrace the model, the CEO will need
to be patient with the effort involved.

— The CEO must believe the value created can far exceed any costs. Any change
to the status quo will incur costs, but the CEO must have a sense of the
value that can be created by elevating HR.

There’s an important takeaway here: this approach to running HR isn’t for ev-
eryone. It’s one specific tactic for running an elevated HR function. It’s about
the CEO, and, as a result, all of the management team, being clear on the need
and the impact they are looking for.
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Ideas to Watch for

Some ideas regularly pop up in a discussion of the CMO of People approach. As

you read the book, keep these themes in mind:

1. The CMO of People is a part of the leadership team that drives profit and loss.
In this approach, HR and the other functional areas aren’t seen as cost cen-
ters. The CEO treats the functional heads like a team of general managers.

2. There is laser-focus on having the highest performing company in which em-
ployees can be their most productive. This parallels marketing’s goal of hav-
ing the most profitable customers (as measured by lifetime value). This goal
is achieved through a differentiated employee experience that enables pro-
ductivity and attracts talent. It’s not enough to have good talent or to have
satisfied talent; the talent must deliver high performance. It’s also under-
stood in marketing that you don’t get exceptional performance from a ge-
neric brand; similarly, the employee experience must be differentiated from
competitors. The CMO of People’s impact on the business is through in-
creasing productivity and performance, not through “best practice” HR pro-
grams and processes.

3. The employment brand is centrally important to the organization. The employ-
ment brand is not just an outward-facing message to attract new employees;
the brand promise is a real fact of life for employees in the organization. The
employment brand draws on marketing concepts such as “strategic commu-
nication at every touchpoint,” “a well-articulated story arc,” and “a consis-
tent, predictable experience.” A clear brand allows employees to decide if
they want to be part of it and creates the conditions for deep commitment.

4. The primary design consideration for HR activities is the impact on the end
customer (i.e., the employee). The HR organization’s efficiency is a second-
ary design consideration.

5. The CMO of People philosophy accepts taking on risk with surprising enthusi-
asm. It embraces the “test, iterate, and measure” approach of product devel-
opment, rather than a cautious approach that takes pains to avoid mistakes.

6. The CMO of People, like all other senior executives, insists on having good
numbers to support their decisions. They have the guts to invest in people
analytics right away in the belief that, without it, HR won’t have an accu-
rate idea of how to have an impact on the business.

7. The HR organization is elevated in importance, but leaders own the culture.
HR designs the framework for making the company culture come alive; the
leaders own it. Leaders cannot use HR as a crutch when it comes to managing
people.
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What Can You Do Today?

This book has been set up for self-managed learning. The ideas are presented in
easily digestible sections. If you are serious about working through this con-
cept, set a schedule for reading each section. Also, take a moment at the end of
each section to ponder the “What Can You Do Today?” question. This will guide
you to ideas you can implement.
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Chapter 2
Impacting the Business as a CMO of People

In this chapter, I’ll demonstrate how the CMO of People model differs from tradi-
tional approaches. This will help you envision what this model demands of an
organization and how it impacts the business.

What Impact Can an Elevated HR Function Deliver?

The point is not to create better HR—the point is to achieve greater business
impact.

Thought leaders like professors Dave Ulrich, John Boudreau, and Jeffrey Pfeffer
envision an HR function that has a much greater impact on the business than it
traditionally has had. In other words, they want to elevate the HR function. In
many cases the head of HR is part of the C-suite and may have a title like CHRO
(Chief Human Resources Officer). The CMO of People model is just one ap-
proach for elevating the HR function.

Elevating the HR function gets exciting when we see how it can affect profit
and growth. The CMO of People can reach deep into the operations of every part
of the organization. This gives the role extraordinary opportunity to have an im-
pact on the organization’s success. Let’s consider a case of changing strategic pri-
orities: If the organization is shifting to a digital strategy, then the HR team can
redesign the organizational structure, identify the managers with the mental
agility to handle the new competitive ecosystem, and use incentives to encourage
employees to make the transformation work. HR can be an extraordinary plat-
form for a capable executive.

The HR leader has a potentially wider range of impact than any of their C-
suite peers. Because of this potential impact, a CEO might make a big bet on
who they put in the top HR job—not to mention a big bet in backing them as
they shift from the comfortable world of a “support” function to the new world
of a “business impact” function. The CMO of People model is one approach for
envisioning how such an elevated HR function would operate.

Our example of shifting to a digital strategy is a particularly dramatic case
of why a CEO might want an elevated HR function that they could unleash to
drive change. However, there are many more routine ways that an elevated peo-
ple function could impact the business:

https://doi.org/10.1515/9783110753035-002
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- Improve operational effectiveness during seasonal peaks by better onboard-
ing of seasonal workers. (Permanent staff will no longer waste time fixing
mistakes made by seasonal workers.)

— Reduce the number of bugs in an app by tapping the “talent cloud” of vir-
tual free agents who can do testing. (This will also free up the core IT team
to work on the next release.)

— Increase same-store sales by developing more accurate assessments to select
better store managers. (In particular, this will reduce the number of new
managers who don’t last a year.)

— Create world-class products by setting up innovative reward systems that
can attract star designers. (This includes people who previously had no in-
terest in working at your organization.)

What other business function has that range of tools in its toolkit? There are no
business results that do not depend on people. That’s why in the CMO of People
model, HR shoulders share accountability for business results. If HR is designed
as a support role, the number of bugs in an app is not its concern. However, if
HR is elevated, then it certainly will care, and the CIO will rely on the CMO of
People and the HR team to do their part by providing the right talent solutions.

Note that I’'m not saying that HR has the primary responsibility for matters
like same-store sales or bugs; however, neither are they a service function that
sits back and waits for a leader to ask them for a tool to access free agents or a
new assessment methodology. The mode of working is deeply collaborative. A
line manager still owns most of the budget and still has primary responsibility
for their staff, while HR’s role is to stay right in the mix in optimizing how re-
sults are delivered.

Reaching Wide and Deep: The CMO of People’s Impact on Profits

A simplified, easy to communicate process that links company strategy to financial targets to
strategic priorities has enormous benefits for leaders and teams in organizations large or
small. A CMO of People can and should facilitate this roadmap process along with one or two
C-suite colleagues. Rusty Rueff, a proven executive in the HR world, demonstrated this best at
EA with the annual EA Roadmap. The roadmap fit on one sheet of paper, and from that one
sheet anyone could clearly understand the mission, goals, and priorities of EA, one of the
greatest entertainment companies. This roadmap can be used at the company level and is eas-
ily cascaded into business units, departments, and teams. Today at Grand Rounds, we find
this to be a great way to focus and align our emerging growth company as we disrupt the com-
plex healthcare markets. I’ve also used this approach for each of the teams I’'ve led since my
time at EA.
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How a CMO of People Handled the 2008 Downturn

We can see how a CMO of People affects the business by looking at a real exam-
ple. Shutterfly provides customized image publishing for consumers; it’s best
known for its photobooks. Like every other business, we faced a crisis in 2008 as
the economy went into freefall. What would you expect of HR in this situation?
At Shutterfly, where I was the CMO of People, the CEO asked CFO Mark Rubash
and me to lock arms to focus the company’s valuable investments and people on
three strategic priorities: photobooks, cards and stationery, and photo sharing.

What tools does a CMO of People have to confront an economic crisis?
There are many. In this case, we drew on the power of performance manage-
ment. We moved performance management to a quarterly (instead of annual)
cadence—that aligned everyone on a “crisis” timeframe. Then we realigned in-
centives and goal setting to zero except for those three priorities that would get
us through the crisis.

This process is a good illustration of how design thinking is applied. In this
case, the solution involved changing the cadence of the performance manage-
ment process so that goal setting and performance reviews were done more fre-
quently, and making the process more lightweight by using simpler forms so
that it could handle that cadence. We had to change performance management
processes, reporting, the supporting technology and communication. Everything
had to fit together, and we could only achieve this through tight collaboration
between the CEO, COO, CFO and CMO of People, and the rest of the executive
team.

We managed to keep growing despite the slowdown. That growth was possi-
ble because performance management rigor was instilled across the company,
which was a result of the HR function collaborating daily with the CFO and
sharing responsibility, along with the entire executive team, of focusing on the
company revenue growth. The HR function was a proactive part of the mix, ad-
dressing the business crisis as it unfolded, and the CMO of People played a key
role in getting the business focused on urgent priorities.

The Opportunity in a Nutshell
The HR organization has the potential to have a dramatic impact on the busi-

ness. To unleash the potential, the head of HR must play an elevated role with
greater accountability and a broader scope than most HR leaders have today.
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What Can You Do Today?

HR professionals tend to talk about their work in terms of supporting the busi-
ness (such as arranging for executive coaching), running programs (such as an
inclusiveness initiative), and managing processes (such as delivering benefits).
If you want to elevate the function, then push the HR team to talk in terms of
business impact, such as accelerating product development, reducing factory
downtime, or increasing per customer revenue. Ask the HR team to post busi-
ness imperatives, not just HR imperatives, in a prominent place that will keep
them top of mind.

Fundamentals of the CMO of People Model

I have suggested that Marketing is a good role model for HR. In this section, I spell
out some fundamentals of the CMO of People model.

Three characteristics of the CMO of People model will help to guide the function:
1. Understanding of the brand

2. The range of functions that are included in the HR organization

3. Criteria for success (deciding what not to do)

Let’s look at each of these characteristics:

Understanding of the Brand

A CMO of People uses “brand” as a key organizing principle, just like Marketing.

Is brand about image? In part, but it’s better understood as a predictable im-
mersive experience that drives greater productivity and performance. Starbucks
wants its customers to have a consistent and predictable experience every time
they visit a café. To this end, they carefully manage every touchpoint with the
customer. Similarly, a CMO of People uses every touchpoint with employees to
build a superior brand. They use an “employment brand book” to ensure con-
sistency in interactions with employees, just as Marketing uses a brand book
to ensure consistency in interactions with customers.

The point of a marketing brand isn’t just to impress customers—the point is
to increase sales. Similarly, a CMO of People wants a brand that drives high per-
formance. A traditional HR leader might want the brand to include “a nice work-
place”; a CMO of People would want “a workplace that enables performance.”
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Think about Target’s brand—it’s not the famous bull’s eye logo; it’s a com-
prehensive promise they make to customers. As a customer you go to Target be-
cause you know you will find the household goods you want; you know the
price will be good; you know you’ll be able to find the products easily; and as a
result, not only will you go there, but you’ll also probably decide to buy some-
thing more than you originally planned. It’s a predictable experience that is
good for the customer and the company. An employment brand should have
the same ambitious and comprehensive nature. The employment brand is a crit-
ical competitive asset, very much the way the marketing brand is.

In summary, a CMO of People thinks about:

— A consistent and predictable experience
— Careful attention to every touchpoint
— Using the brand to drive performance

These ideas are commonplace in marketing, but business doesn’t typically think
about the employment brand this way. Adopting these three ideas about brand
improves performance. It provides a new way of orienting the attention of the
HR department.

Range of Functions that Are Included in the HR Organization

The most visible outcome of this focus on brand is that, in the CMO of People
model, HR includes a broader range of functions. In my roles at DocuSign, Shutter-
fly, and Grand Rounds, three important functions—Real Estate, Communications,
and Corporate Social Responsibility—reported to me along with the traditional
HR functions.

The rationale is that these functions own significant touchpoints with em-
ployees, and therefore have a major impact on brand. The Real Estate function,
which is responsible for employees’ daily work environment, either has to re-
port to the CMO of People or be highly influenced by the CMO of People. This
structure is a natural outcome of the focus on brand as a key competitive tool.

Elevating HR requires some bold changes—increasing the range of func-
tions under HR is one of them. However, this is not a random move; It follows
directly from the marketing model, which puts brand at the center.
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Criteria for Success (Deciding What Not to Do)

A company can do an endless number of things to potentially enhance the em-
ployment brand. How do you choose between them? Consider the following
three questions to decide what to do and what not to do:

— Is it relevant to the employment brand? Think about this the way a CMO would.
It’s not enough for an initiative to have some good outcomes; it must reinforce
the brand—if it doesn’t, pick a different initiative that does.

— Is it valuable enough to buy? Think of this from the perspective of the business.
Is the HR-offered service or program so valuable that the business would hap-
pily buy it from an outside vendor if it weren’t being delivered by HR?

— Is it important to generating ROI? Think of this from the perspective of the
CFO. Will the proposed initiative result in a better ROI than if the time and
money were spent on IT or marketing or new equipment? If an HR initiative
isn’t important to generating ROI then don’t propose it.

These seem self-evident, so what makes them special? They’re special because
people might not like the answers. It’s easier to follow “best practices” than it is
to hold each proposed initiative up to scrutiny. For example, many people like
the idea of awards for long service. If institutional stability is an important part
of the brand, then service time might be relevant. In a fast-moving tech com-
pany where the emphasis is on rapid change, long-service awards are still nice
but not relevant to the business. They get scratched off the list of HR initiatives.

Consider how tempting it is for Silicon Valley firms to “be like Google.”
With that in mind, they convince themselves that they should follow Google’s
practice of providing an employee bus. Employees like the perk, but it’s ex-
pensive—and for most firms, it’s not valuable enough to buy. A bus is one of
those nice ideas that fails to survive more serious scrutiny.

This does not mean that you shouldn’t spend serious money on building
scale through HR investments. Shutterfly made the rather bold decision to buy
the Oracle HR and Finance modules when the company had only 350 employees.
That’s a big investment for a small company. What made it relevant and valuable
enough to buy was the fact that Shutterfly was in the midst of scaling rapidly.
Having that infrastructure made everyone’s jobs easier at a time when they
needed to focus all their energy on growing the business.

The last question—*“Is it important to generating ROI?”—is a reminder to focus
on business impact, not HR programs. For example, anything to do with filling po-
sitions that, left unfilled, are a bottleneck to growth, is likely to be worth it in
terms of generating ROIL Investments in reducing turnover (a perennial favorite
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issue for traditional HR) only make sense if turnover of good performers is high
enough to create undue costs.

What Can You Do Today?

Is the business pushing HR to adopt perks because another company has them?
Determine if the proposed perk is relevant to the brand, valuable enough to
buy, and important to generating ROIL.

Putting a Dollar Figure on the CMO of People’s Impact

Do we understand the dollar impact of the HR organization and run our organiza-
tion based on that understanding?

In the CMO of People model, real estate/workplace services, internal communi-
cations, employment brand, and corporate social responsibility functions all re-
port to HR, and HR retains its usual functions. Consider how much financial
accountability this implies (see Figure 2.1). The role has direct responsibility for
HR spending (items above the line in the diagram) and indirect responsibility
and influence over total rewards (items below the line). Overall, the CMO of Peo-
ple role will have an impact on how 40 to 70 percent of the company’s money is
spent. You should calculate an estimate of these direct and indirect costs in
your organization so that you can comfortably quote a number.

How This Dollar Amount Changes How the Board Sees the Top HR Role

The takeaway is that a business should think hard about HR’s role in leveraging
this investment. If the HR leader has that much impact, then how much should
the board scrutinize them? To what extent should they bear responsibility for
the business’s growth and profitability? Is it enough to advise the C-suite or do
they need to be fully a part of that team?

Many firms treat HR as a cost of doing business rather than as perhaps the
most versatile lever for driving performance. Intrinsic to the CMO of People
model is the intention to use this lever for all it is worth.
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Employment
Band/Comms

Learning/Development
HRIT

Real Estate/Workplace
Services

Recruitment

Salaries, Equity, PTO, Sa.mple
VTO Direct

PTO - Company Sample
Equity Comp — Company Indirect

Total Rewards—

Company

CMO of People

Figure 2.1: Sample of CMO of People Levers (Mix of Direct and Indirect).

What Leaders from Outside HR Say about Its Impact

The people who seem to best understand the implications of the CHRO levers dia-
gram are CHROs who grew up outside the HR function. Former private equity in-
vestor Jacqueline Reses, who became CHRO of Yahoo, and later CHRO of Square,
said, “HR was a vehicle for changing the growth trajectory.” It’s unusual for the
board to see HR in that light, but it makes sense when you think of the CHRO
levers. Reses also said that HR was a place for “having a view across everybody’s
business.” This tells us both about the size of HR’s potential impact and the na-
ture of that impact—if a company is going to use HR to change its growth trajec-
tory, then it must let HR get involved in “everybody’s business.”

Collaboration as an Action, Not a Value
Emphasizing the large dollar value of HR’s potential impact isn’t meant to sound

like HR should be king of the organization. It’s just that the HR organization
should be right in the mix with other leaders collaborating to solve the problem.
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Collaboration can be an empty concept because nobody disagrees with it. If
collaboration is just an espoused value, then it may not mean very much. How-
ever, we’ve been discussing how the top HR job could have a huge effect on
how the company leverages its expenses. This means that HR must lock arms
with the CFO and CMO to ensure a holistic approach to deciding how to spend
money. This will show up in the number of hours the CHRO spends with these
other leaders; that time will be spent on actively making decisions together, not
passively sitting in meetings hearing status reports. Collaboration is not just a
nice feeling—it’s long hours ensuring that human factors are aligned with all
the other elements of a business decision.

One implication of the CMO of People model is that the leadership team will
spend its time differently, and work together differently, because that’s the only
way to leverage the big spend affected by the CHRO. HR can’t be off to the side
handling its own silo of responsibilities—changing that way of working will make
many people uncomfortable.

To evaluate how close your organization is to effectively leveraging HR’s di-
rect and indirect impacts, determine how many hours each week the HR head is
spending on intense collaboration with other C-suite members. When I was
CMO of People, meetings with the CMO, CEO, head of talent acquisition, COO,
CRO, and the board dominated my calendar. This meant that I spent less time
meeting with the HR team and I gave them an unusual degree of autonomy.

What Can You Do Today?

Put a number on HR’s direct and indirect impacts on your organization—a rough
estimate is fine. Putting this stake in the ground will help to anchor your view of
the magnitude of business impact that your organization should expect from HR.

Next, ask how close your company is to this model of intense collaboration
where HR is right in the thick of the decision making, not off to the side. For example,
HR weighing in on whether the company could deliver a new product to a customer
on time based on HR’s understanding of possible staff shortages. How comfortable
would the C-suite team be with this approach? Would it slow things down?

Priorities of a New CMO of People

Notice how comfortable a marketer would be with a CMO of People’s priorities.
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In an organization that is ramping up the HR function under the CMO of Peo-
ple model, four priorities will be top of mind.

1.

Focus HR on where the business is going. Marketing is naturally inclined to-
ward the future—the next product, the next market, the next repositioning.
HR is more naturally inclined toward the present, often in the form of fire-
fighting as HR reacts to urgent requests from business leaders. A CMO of Peo-
ple tries to instill Marketing’s future focus into HR. The most important step
for creating that future focus is to have HR’s goals intertwined with the busi-
ness plan. HR shouldn’t be focused on recruitment or engagement—it should
be focused on business goals, such as growth or time to market. Recruitment
and engagement are relevant only to the extent they happen to be, at the mo-
ment, the best levers for achieving business goals. Shutterfly’s investment in
Oracle HR is a good example of future focus—it made sense because HR un-
derstood what the company would need to execute its longer-term business
plan, even if the heft of the software wasn’t needed today.

Determine which HR functions are focused on where the business is

going, as opposed to only doing things to keep the organization running
in its current form.
Employ analytics, so that investments in talent are based on data. When HR is
tied to driving business success, it is critical that the business context and
analytics are at the cornerstone of the project. I'll delve into this in detail in
Chapter 5; however, I built the analytics team after hiring recruiters, but be-
fore hiring any HR business partners—that’s a big reversal of priorities for the
HR function. Marketers were forced to shift to an analytics-focused function
with the advent of digital media; HR has to follow that lead. A key to making
this work is a willingness to bring relevant HR data to the table. If the busi-
ness needs to make decisions about where to invest, then some data is bet-
ter than no data. This willingness to start with data, even if it’s imperfect,
puts HR on the right path.

Measure what you want to become. If having a culture of innovation
is crucial to the business, then have that on your dashboard—even if you
have to leave the ‘answer’ to that blank for now. Putting up a blank an-
swer to something important is a better strategy than putting up a detailed
answer to something that is of minor interest. If it’s an important question
and you only have imperfect data, share that data with the business, ex-
plain its shortcomings and provide your best advice based on that.

Don’t ask whether your HR team is doing advanced analytics—ask
whether it is bringing basic numbers to the table as a matter of course.
Does HR include analytics in its presentations to the same degree as Mar-
keting, Operations, and Finance, or is it far behind?
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3. Create the total employee experience. Just like Marketing is fixated on the cus-
tomer experience, the CMO of People is fixated on the end-to-end employee
experience that fulfills the brand promise. It is the guiding framework for at-
tracting talent and driving employees’ performance. (I'll cover this in more
detail in the next chapter.)

Does your HR function really get this or are there elements of the em-
ployee experience that don’t come close to living up to the espoused employ-
ment brand?

4, Build solid foundational processes. This focus on processes aligns with
traditional HR priorities, but with a twist. The twist is that the intent is not
just to control costs or ensure that things are running smoothly—although
those outcomes matter. The intent is to make sure that HR doesn’t get bogged
down with things that distract them from their primary goal of ensuring that
the business hits its growth targets or other goals.

Determine whether HR has a roadmap for getting its processes and
technologies on track and whether it is executing against that roadmap.

These four priorities should not be too surprising because HR isn’t rocket science.
You need an HR organization that is clear about how it impacts the business plan
and applies rigor to how it does so. HR doesn’t always do that because its man-
date is to be a support function; Marketing typically does because everyone
understands that the point is to drive profitable sales.

What Can You Do Today?

Given how HR tends to get trapped in daily firefighting, pick out one thing that

HR needs to do to ensure that it supports the business plan and then confirm
that it isn’t being derailed by short-term crises.

Stories that Tell the Tale

The following two stories illustrate why you want to elevate HR.

Services-Focused HR: The Millions that Didn’t Matter

The HR department of a mid-sized organization was asked about making a change
that would result in a $2 million tax-saving over 4 years. They said they couldn’t
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do it. Why? Because they were too busy—or, to be more precise, that was what
they believed to be the case, given their understanding of priorities.

It’s tempting to blame this HR team for not being business-focused; how-
ever, it’s fairer to see them as fulfilling their mandate. HR’s mandate often does
not extend beyond providing services—when a job is vacant, they fill it; when
training is requested, they provide it. They were too busy providing services to
take on the extra task of saving millions.

If you want an HR department that will jump at a chance to boost the bot-
tom line, then you need to elevate the function. That means creating a mandate
that focuses on business impact.

Niceness-Focused HR: Free Cookie Day

I worked in one organization where HR had declared that Wednesday was
“Cookie Wednesday.” Employees would drop by the lunch room and happily
grab a free cookie. It was a benefit. It was nice, but going back to the “criteria
for success” in Section 2.2, was it relevant, valuable enough to buy, and deliv-
ering ROI? In this case, the issue was not so much cost as relevance. Did free
cookies drive the immersive employment brand or was it something that we
could stop doing?

Strategically, the company leadership was focusing on a culture transfor-
mation from “nice and survivor” to “respectful performance-oriented,” so each
dollar of employee experience spend was being assessed against delivering that
outcome. Cookie Wednesday was not delivering on the outcome—in fact, it was
pointed the opposite way; it didn’t inspire collaboration, innovation, or commu-
nity building. We replaced cookie day with activities that embraced friendly
cross-functional team competitions in which there were clear winners and los-
ers, curated teams for community building, and a memorable experience for ev-
eryone. One popular activity was an “Amazing Race” team challenge. These
activities were fun, and more than that, we used the benefit to promote team-
work and a desire to win. We used HR initiatives to drive performance, not to
simply be nice.

When HR draws on a marketing framework, it becomes self-evident that
free cookie day is not the best use of our time. It’s not that a company’s success
rides on the presence or absence of cookies; when this thinking is multiplied
across every employee touchpoint, you end up with a significantly different cul-
ture. In this case, we nudged the culture away from one that wanted to eat cookies
toward one that wanted to win competitions.
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What Can You Do Today?

Are there examples of non-strategic, services-focused HR or niceness-focused
HR in your organization? Are you missing opportunities to use HR to drive per-
formance? Is there a framework for HR’s role that makes seizing these opportu-

nities a matter of course?

The CMO of People Organization Chart

Here is what the organization chart looks like.

To make things concrete, Figure 2.2 illustrates a CMO of People organization.

Notable Features of the Organizational Design

Take a look at the organization chart in Figure 2.2. In many ways it is similar to

any typical HR function. However, the following features are worth noting:

— The range of functions reporting to the CMO of People is broader than those

typical for a CHRO. Since a strategic imperative is to create and curate an
immersive employee experience, the CMO of People must lead these func-
tions. For example, it might be surprising to see an executive director of so-
cial impact in the HR organization. However, people who might want to join
the company want to know if it is socially responsible; teamwork can be de-
veloped using socially responsible offsite events, and paid time off to be a
volunteer can be part of the total reward package. When you consider those
types of impacts, then you can see why it makes sense to have social impact
in HR.

For the CMO of People to own this range of functions, they must build the
trust of their C-suite colleagues. To develop trust, you must have metrics of
success. Those metrics are shown on the organization chart. By trust I don’t
mean whether or not they think you are an honest person—I mean whether
they will trust you to deliver the results the business needs. Without some
measures of success, it’s hard to trust that anything of value will be delivered.
Including key metrics on the chart helps direct reports to understand how
their work is integrated. In this example, the director of employment brand
marketing is responsible for the Glassdoor rating of your organization, yet it
is clearly affected by things beyond their control, such as the candidate ex-
perience in interviews, the pros and cons of leadership, and the working
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environment. Even though the senior director doesn’t own all those things,
they need to be accountable for working with their peers on an integrated
plan so that they achieve the goal of meeting the Glassdoor target.

— The ultimate roll-up metric is the Employee Net Promoter Score (eNPS). While
we never depend on any single metric, the eNPS is a simple way to capture a
lot of the employee experience. The eNPS can be calculated a variety of ways;
in essence it’s about taking the percentage of employees who respond posi-
tively to the question “Would you recommend working here to a friend?”
minus the percentage who respond negatively to that same question.

The story of this organization design is a team working together to deliver an
immersive, predictable employment experience. The goal of this HR organiza-
tion can be seen in the design. (Note: I'll leave it to the reader what can be in-
ferred from an organization design where HR reports to the CFO.)

What Can You Do Today?

Look at the organization of your firm’s HR department. What “story” does the
structure imply? Can you see how each box on the organization chart fits into a
coherent, integrated story of how HR delivers business impact?

Examples of How the CMO of People Drives High Performance

Ive said that the CMO of People obsesses about business impact. Let’s look at a
case study of how this works.

A Shift from a U.S.-centric to a Global Business at DocuSign

DocuSign is a technology company that facilitates electronic signatures. In 2014,
it recognized the opportunity for extremely fast revenue growth through global
expansion. This growth, if fast enough, would result in DocuSign seizing a lead-
ing market share in the digital transaction market.
What does going global mean for an HR function? Here’s what we did:
— Employ basic analytics. Get basic data on the company’s global status. How
many employees do we have in different locations? How does that compare
to what we will need in six months?
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— Engage in talent planning. The CMO of People, CRO, COO, and CEO began
talent planning very early in the process. Forecasts for where we wanted to
be in 15 to 18 months were refreshed every six months. Knowing where we
were going was crucial; we repressed the desire to just start running. To be
honest, it was like hanging on to a rocket through this period—but at least
we were hanging on.

— Recruit talent. We hired local recruiting talent in each country and used tools
(like DocuSign) to accelerate the process of submitting an offer to a candidate
and getting them on board.

— Hit global sales targets. We partnered with the sales function to understand
how long it takes people to ramp up to the point where they can make stan-
dard sales quotas.

— Design a great compensation experience. We partnered with Mercer to ensure
that there were no hiccups in designing and delivering compensation and
benefits in all new countries in which DocuSign was operating.

— Invest in technology that will scale. We invested in SAP so that the technology
could seamlessly scale globally as we became a much larger company. We
also knew that there was no way we’d get all the systems integrated right
away, so we set up a team of people who were good at aggregating data across
systems to plug that gap.

— Preempt communication breakdowns. We created an integrated communica-
tion program for leaders and employees to ensure that everyone stayed on
the same page through this period of hyper-growth. We used various forums
to communicate, including email newsletters, town hall meetings, confer-
ence calls, information websites, and Chatter groups for the sales team.

— Preempt loss of culture. We brought every new employee to Seattle for on-
boarding to avoid the loss of a coherent corporate culture, which could hap-
pen if each location did its own onboarding.

These initiatives called for investments, which were put on the table with all
the other proposed business investments so that the leadership team could
collectively make an informed decision about priorities.

In the 18-month period from March 2014 to June 2016, the total employee
population at DocuSign exploded six times, increasing from 300 to 1,800 peo-
ple. In the same period, it successfully made the shift from having only 3 percent
of its employees outside the U.S. to 35 percent. That change would be difficult
to execute without an elevated people function.
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Managing Explosive Growth Required Discipline, But Not Genius

The risk in telling this kind of tale is that the audience will either inflate the
story so that it looks more sophisticated than it was or underplay the story so
that it seems like nothing special. The question to ask is not whether this is so-
phisticated, but whether it would be executed well given the mandate of most
HR functions.

HR is often brought in late during the planning stages, which prevents
them from being proactive and gives them a limited understanding of the over-
all strategic picture. One way DocuSign’s key advantage might have been that
the CMO of People function was fully integrated into the execution of the busi-
ness plan and fully committed to its success—not just committed to the success
of its HR programs.

It has to be said that going through this hyper-growth is not a pretty process.
However, an elevated HR function can get the job done; a positive outcome isn’t
nearly as likely if the CEO gives the HR organization a limited transactional/ oper-
ational mandate. If HR is not fully intertwined with the core leadership team,
then they’ll only get involved in issues (such as talent gaps, cultural breakdowns,
or compliance failures) when they become a problem. Waiting until there is a
breakdown is no way to run HR since it leaves you with problems that would
have been easier to prevent than they are to fix.

What Can You Do Today?

Does this list of HR activities, following from business imperatives, sound like
what your HR function is asked to deliver? If not, why not? Is there a gap in
how HR is integrated into strategy execution?

The Product Approach to HR Deliverables

Marketing thinks in terms of products—it’s a better conceptual model than programs.
How does a marketing mindset change HR? For example, Marketing sees

deliverables as products, while HR sees them as programs.
Here are some assumptions that Marketing makes about products:

— The goal is to delight the customer.

—  We start with a minimum viable product that will continually improve through
rapid iteration.
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Compare them to common assumptions about HR programs:

— The goal is to have an administratively efficient process.

— The process will be carefully designed, piloted once, and then rolled out in
final form.

Applying Product Thinking to Office Design

Let’s consider how I approached the design of the physical workspace. First, as
you’ll recall from the organization chart in Section 2.6, Real Estate reports to
the CMO of People because of its importance to an immersive employee experi-
ence. The first question about the physical space was not “How many standard
cubicles can we fit into the space?” but “What would it be like to walk into this
office?” To put it broadly, the first concern is about how the “customer” (the
employee) would perceive the “product” (the office). It’s not that we didn’t care
about costs, nor that another organization wouldn’t worry about the employees’
perspective, but the CMO of People model that emphasizes predictable, immer-
sive experience helped us to get our priorities right.

The second marketing principle—starting with a minimum viable product
and rapidly iterating—showed up in how we approached design. Rather than
come up with an office design on paper and then implement, we tested vari-
ous product features throughout the design process. We experimented with
the colors, ambient lighting, and furniture. Once we had a product that deliv-
ered the employee experience we needed, we were ready to roll it out to all
our locations.

We can apply one of the principles found in the Fundamentals of the CMO
of People Model section in this chapter here: “Is it valuable enough to buy?” In
this context, the question is, “Would a candidate you wish to hire ‘buy’ this as a
place to work?” We made sure the answer was “Yes.”

Applying Product Thinking to Town Hall Meetings

You can easily imagine how this product thinking plays out in other initiatives.
Consider a town hall meeting (recall that Communication reports to the CMO of
People). In your organization, are the speakers and what they want to say the
primary perspective? Or is it the employee experience at the town hall? Also, is
the design of the town hall meeting always the same or does the company
gather feedback each time to continually improve the product?
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The product marketing mindset provides a fresh perspective; if you are truly
interested in this approach, you’ll find that Marketing departments have a whole
series of tools to assist with this customer-centric perspective. For example, they
create “personas” to capture the essence of different market segments (all cus-
tomers are not the same). A CMO of People could easily adapt this tool to capture
the essence of different employee segments.

Personas

Richard Veal, a line of business leader at Willis Towers Watson, notes that personas are a tool
that marketing uses to understand the customer so it’s a natural extension for HR to use per-
sonas to understand the employee. It usually begins when the company is designing some as-
pect of the employee experience or is trying to encourage some behavior and thus want some
profiles of key representative groups. It’s a kind of segmentation, but instead of segmenting in
terms of age, gender, or location, you are creating profiles that enable you to segment in
terms of hopes, dreams, and desires.

There are various ways to approach creating personas. Veal says that Willis Towers Watson
typically starts by analyzing engagement data, then validates the analysis with focus groups
of interviews. He cautions that since we are dealing with human beings—and personas are in-
evitably a simplification—we need to keep an open mind and be alert to feedback.

Examples
There are many ways to communicate a persona. Here is one approach with two personas:

Distinguished Dan

Demographic Story
* 40-60 yearold e Danisan
* JobGrades 6-9 experienced and
* 15%of our well-established
employee professional
population + Confident, loyal,
and with a long-
term view
Key concerns Messaging tips
* Concerned about how an * Notinterestedin details
initiative might interfere *  Wantsto know how it’s
with his team’s results relevantto him
* Focused on pension, * Prefers email

benefits, and bonus
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Enthusiastic Erin

Demographic Story
¢ 25-35yearold ¢ Erinisanupand
* Job Grades 3-5 coming young
* 25% of our professional
employee ¢ Hungry to learn,
population eager to get ahead
Key concerns Messaging tips
* Concerned about missing *  Wants all the details
out on opportunityto learn ¢ Likes instant messaging
ordevelop * Wants to be able to ask
* Focused on base salary questions

increases and promotions

The descriptions of Enthusiatic Erin and Distinguished Dan are fictitious; the
photos are in the public domain.

What Can You Do Today?

The product metaphor is simple, but if the HR culture thinks of deliverables
solely in terms of programs, it can be difficult to see the world through a mar-
keter’s eyes. The easiest thing to do is to get someone experienced in product
marketing involved in the next HR initiative. This could be formal involvement
on a cross-functional team, or informally seeking counsel over a cup of coffee
from someone with the appropriate product mindset.

Challenges of Bringing the CMO of People Model
to an Organization

CEOs should know some things before adopting the CMO of People model.

CEOs must confront the key fact that a CMO of People will put significant
demands on them. Instead of shielding the CEO from HR issues, a CMO of Peo-
ple will bring people’s issues to the center of strategic discussions. The model
adds a high-powered leader to the inner circle. It means doing things differently
from other companies, which will force the CEO to back the CMO of People
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when they take on unusual and risky projects. The model is a powerful way to
create business impact, though not an easy one to execute.

Why DocuSign and Shutterfly Embarked on This Journey

Both DocuSign and Shutterfly were rapidly growing technology companies. This
meant that the needs for top talent and ongoing transformation were evident to
the top team. The CEOs asked me to lead this task of transforming talent manage-
ment and to bring a strategic perspective to this project.

Coming from a non-HR background, ideas like “end-to-end employee expe-
rience” and “sustainable brand” were natural ways to frame HR’s objectives.
The “CMO of People” title was an obvious way to signal that I was taking a dif-
ferent approach.

My CEOs liked the CMO of People model because they understood the CMO’s
role and why it had strategic value. They hadn’t necessarily seen an HR function
elevated to this strategic level so the CHRO term was not as evocative to them.
The CMO of People concept wasn’t just useful as a framework for running HR—it
was useful for getting the whole organization to see HR in a new light.

How Other Managers Reacted

Many of our senior leaders hadn’t seen HR run this way, so it was a learning
experience for them too. It takes time for people to see how things fit together
and why it makes sense to do it this way. In Chapter 5, I’ll talk about prioritizing
analytics, a choice that meant we would go without HR business partners for
some time. Managers would say, “Where’s my HR business partner? I've always
had one in every other place I've worked. Why don’t we have that here?” It’s
not that I disagreed that they needed an HR business partner, just that we could
only do so much and analytics was a higher priority. HR business partners were
hired later on as the business grew.

Getting managers on your side is a matter of change management, which
means doing a lot of explaining on an ongoing basis.

The Need to Elevate Collaboration

There are two types of leaders who will struggle under the CMO of People model.
One is the leader who is used to HR being half a step down from the other C-suite
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roles and hence more focused on providing support than collaborating on deci-
sions. The other is the leader who is used to making the HR decisions without
having to hash them out with another C-suite leader.

A curious feature of the CMO of People model is that while the role has a lot
of leverage, it is also highly dependent on the other members of the C-suite
team. For example, I've talked a lot about the importance of the employment
brand; however, the head of HR doesn’t create that on their own. In my work, I
needed a truly great relationship with the CMO; we needed a shared vision of
the brand that encompassed both product and employees. The CMO and the
CMO of People both signed off on the company’s employment “brand book.”

Collaboration was also essential in real estate/workplace services. This func-
tion reported to the CMO of People because it was central to the end-to-end em-
ployee experience. However, the CFO needed to be part of the discussion because
it involved a lot of money. Similarly, the CRO and COO needed to be involved be-
cause they owned 80 percent of the workforce. HR sits within a decision-making
team.

Collaboration shouldn’t be confused with abdication, where HR just goes
along with what other functions want. HR must own its responsibilities without
underestimating the importance of having others involved in the decision mak-
ing. The collaboration should be almost invisible—when it feels this way, you
know that it’s working.

What | Did Wrong

It’s useful to look back and see what I could have done differently. Here is what

I think I could have done better:

— Inretrospect, it took me too long to articulate the CMO of People philosophy.
When I reached the point of having clearly articulated this strategy, it be-
came much easier to know what I should and shouldn’t be doing, and then
explain that to people. At Shutterfly I initially felt my ideas were clear, but it
became obvious that others didn’t find them as clear as I thought they were!
As I kept practicing my explanation of the approach of my philosophy, it be-
came clearer to me as well. This continual work on practicing how to explain
ideas is a necessary process; once it’s done and you can articulate the ideas
easily, it makes it easier for others to get on board.

— I wish I had known how much change management would be involved. If
you had asked me at the time, I would have told you “a lot,” but that still
greatly underestimated what was involved. There is an old rule that you
have to repeat something seven times before it will stick. Perhaps a more
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concrete example of that is that when you explain a new concept, people get
it after a few repetitions. However, as soon as you get to the practical appli-
cation in the workplace and you try to do something different so that it
aligns with the new philosophy, people will stop you and ask why you are
making a change from what they expected. You have to go back and reiter-
ate the philosophy and then demonstrate how it leads to the change. For ex-
ample, we might have a role called “employee brand director” and they
would be given responsibility for the company’s Glassdoor ratings. The mar-
keting department might ask why this person was worried about Glassdoor
ratings since, previously, only marketing was watching that data. As the
CMO of People, you would have to go back to explain the employment
brand and how the Glassdoor ratings affect that brand—hence why we
need someone in HR to keep an eye on it.

What I Did Right

Now, on a more positive note, let’s look at what I did right:

— 1 got some early wins without spending a lot of money. For example, we
built the “brand book” (a standard marketing tool) to ensure a consistent
end-to-end employee experience early on, and we did it internally rather
than by using expensive consultants.

— I built the analytics function early and started publishing those numbers.
The team built credibility by using data insights that were actionable.

— I took an iterative approach to initiatives, building proof points to earn the
right to keep going.

What Can You Do Today?

Write down the elements of the CMO of People philosophy that you like and com-
pare them to how HR currently works in your organization. Are you better able to
articulate the shifts that HR should make and the payoffs for making them?
Outside Perspective: Ann Poletti

Ann Poletti is the senior director of global talent marketing and communications

at DocuSign. She’s been closely involved with delivering the approaches outlined
in this book. Here she shares her insights into talent marketing and more.
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I’'ve had the opportunity to see the CMO of People concept play out over
seven years, so I’'ve got a real sense of the cumulative impact it can have. My
role is the senior director of talent marketing and internal communications.
That means I am responsible for communicating to job candidates why they
should work at DocuSign and communicating to employees—providing them
with information to do their jobs, align with company goals and continue to in-
vest the most valuable thing they have with DocuSign—their time.

I think many organizations still haven’t seen how the integration of talent
marketing, social responsibility, and real estate/workplace experience supports
a culture—and it’s that culture that attracts and retains the people you want.

Let’s start with real estate/workplace experience. Think about what it’s like
when you walk into a new office and how the physical environment affects your
feelings about the organization. Real estate and workplace experience creates
that environment. It’s the lights, the colors, whether it’s open-plan or a quiet
space with private offices, it’s right down to little things like the chocolate al-
monds. Whether people have designated desks or they book them when they
work from the office. All that creates a space that people interact with and that,
in turn, helps create an energy and the culture. When I am building a talent
brand, I find it easier to do if the space supports that brand. When I'm crafting a
story around the culture, it’s easier when I have physical things that I can point
to in photos and videos that are supportive of the employees and the commu-
nity. I don’t have to tell a story. My role is more akin to a reporter, simply show-
ing who we are, what we do.

Similarly, corporate social responsibility efforts can be, if they are done inten-
tionally, a significant part of the talent brand. Like many companies, we signed on
to the 1% Pledge. And, at DocuSign, from day one, you are introduced to DocuSign
IMPACT and partake in a volunteer activity supporting the local community during
your onboarding. Additionally, you are given three volunteer days a yeatr, so I, for
example, drive for Meals-on-Wheels each Friday for about an hour. DocuSign IM-
PACT then donates $25 to the charity for every hour of my volunteer time as
part of our Dollars for Doers program. And the company will match my chari-
table donations up to $5000 a year. Employees know we are living our values
and their IMPACT work is a key part of sustaining that ethos. On top of com-
munity volunteering, we back ecological projects, such as supporting the Jane
Goodall Institute as a part of our larger DocuSign for Forests initiative. That
culture, and the fact that our product has a positive impact on the environ-
ment, is a powerful retention tool because people are deeply proud of being a
part of our organization that is trying to leave the world in a better place.

If a company wants a strong talent brand, it has to be intentional about it
and distill what it is. You have to clarify what your unique value proposition is,
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and it has to reflect the reality. Where I see companies make mistakes is that
they are not intentional about it. If you’re not intentional, then every manager
and employee will have their own idea of what the brand is and try to communi-
cate that—and that gets very confusing.

Another mistake is that some companies will just say, “Let’s get a number
of employees to give testimonials, and we can post those.” That’s almost like
letting Yelp define your brand. You should not assume that the brand will just
come naturally. You have to get in front of it.

One other thing that companies get wrong is defining a talent brand that is
not authentic. Some companies get their executives to craft a message, and the
executives get excited about the image they want to present. However, then
there can often be a disconnect between the message about the talent brand
and the experience employees have. Personally, I'm not interested in a story
about the talent brand that isn’t true.

At DocuSign we went about defining our talent brand in a more authentic
and intentional way. We initially interviewed 120 people to find out why they
joined DocuSign and why they stayed. Threads and themes bubbled up which
ultimately led to the three pillars of our culture. From there, we were able to
share the message in a consistent way. When new executive leadership joined
the company, they conducted their own listening tours, distilled their findings
and evolved that positioning—refreshing our company values which we now
call our Employee Agreement. The CEO took it further by putting a stake in the
ground and proclaiming that he wants everybody at DocuSign to look back
one day and say they did the work of their lives here. So, at DocuSign, we really
try to start with the employee or, as we call it, take an “employee first” approach.

Talent marketing is a new role in many companies. I think it’s important
that it be structured the way traditional marketing is. In particular, talent mar-
keting should partner closely with recruiting but not report into it. That’s one
insight that many companies—especially talent acquisition organizations—find
hard to digest. But talent marketing should not report to recruiting any more
than product marketing should report into sales. It needs to be a distinct func-
tion. Otherwise, it will become too tactical.

For a talent marketing team to be effective, you have to have people who
are really interested in the analytics of talent acquisition. We look at the talent
funnel just like marketing looks at the sales funnel. We want to know where we
are getting the most quality leads, we look at where we are getting the most
hires, we look at that by region and function. We look at throughput rates
(“time to hire”) and try to figure out why one region or function is so much
faster than another at getting people through the pipeline and hired. Perhaps
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they have more entry-level roles or perhaps another region is more competitive.
In other words, we want to know what moves the needle on talent acquisition.

The beauty of the data is that someone will come to me and say we ought to
do this, and I can say “I know that sounds like an exciting idea, but it’s going to
get us nothing. Instead, here are the three things we can do that will move the
needle.” It’s easy to waste time on recruiting initiatives that sound great but
don’t have much impact. I sure did when I started. It took me a while to learn
this stuff.

An important point about analytics is that you always need both quantita-
tive and qualitative data. This doesn’t always come naturally to data analysts.
They’ll say, “I don’t know why this number has spiked up” and I'll say “Well,
have you talked to the recruiter to find out what they are hearing and seeing?”
Talking to the front lines to unpack the true drivers is essential.

One thing we’ve been doing with talent marketing analytics is hosting a quar-
terly readout with all the stakeholders in the candidate experience. We invite the
recruiters, talent development partners, social media partners, the Chief People
Officer, the Chief Marketing Officer, the PR team, Talent Development team, HR
Business Partners, and even IT and the Workplace Experience team because they
are involved in onboarding. In the readout meeting, we take them through each
step of the talent acquisition funnel starting from where we get our leads right
through to 90 days after they are hired. By showing data, we get everyone on the
same page and also encourage questions and a discussion so we can learn what
they see and know. After reviewing the data and discussing, we look at what
tweaks we can make to improve the candidate experience.

Our company brand marketing team has created style and copy guidelines
that everyone must follow. The messaging around our talent brand—why you will
want to work at DocuSign—of course, is different than our product marketing—
why you will want to buy DocuSign. And we want everything the company does to
be totally on brand—from the offices to swag to the benefits flyers, career website,
social media, and candidate webinars. We also want it to be localized; if you
look at our Brazilian office, for instance, it totally looks like DocuSign and it
also feels like you are in Brazil. That’s what you want to go for, so people feel
proud of the space.

In contrast to the company brand creative team which works with the prod-
uct and audience marketing teams, one of my team’s jobs is to help our internal
partners, who are often not marketers, to understand that they need to sup-
port the brand even if whatever project they are working on is “internal.” Hav-
ing to run materials by another team for brand approval is often a new concept to
these team members; they don’t see why it’s necessary, so they want to take
shortcuts. They’ll say, “It’s only a video for employees. Why do we need to worry
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about the brand? This will slow us down.” But once they see how their work is
elevated and how it helps all employees to be better brand ambassadors in every-
thing they do, they get why it’s important that we use every touchpoint to com-
municate the brand and our values. It’s another form of marketing—it’s just that
the customer is the employee, which can be new. Job descriptions is another area
that is important to get right. If you go to a company website and see different
formats, different claims, different fonts or typos, it’s like walking by a gorgeous
Victorian home in San Francisco that has bedsheets hanging as window curtains.
You’ve missed an opportunity to make the best impression and convey the integ-
rity of the brand.

In the end, we have built a company where every employee knows the
brand. Every employee is a brand ambassador. That’s the power of the CMO of
People concept.

Takeaways

— The CMO of People thinks about business impact, not HR programs.

— They think about driving the business, not supporting the business.

— HR should focus on programs that enhance a predictive immersive experi-
ence, not ones that feel nice.

— The brand and the employee experience are central to the approach.

— The emphasis on brand makes it logical to put CSR, communications, and
real estate/workplace services under the CMO of People.

— The dollar value of the CMO of People’s impact is much larger than most
business leaders suspect.

— The broad scope of the CMO of People forces them to be much more in-
tensely collaborative with other members of the C-suite.

— CEOs “get” the term CMO of People.
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Chapter 3
How a CMO of People Designs the End-to-End
Employee Experience

In this chapter, I'll focus on how the CMO of People designs an immersive em-
ployee experience. I'll explore how a marketing mindset reveals new ways to en-
hance the employee experience.

Why the End-to-End Concept Is So Useful for the CMO
of People

Marketing functions often talk about the “customer experience” instead of the
“service we offer.” Does this way of thinking bring any value to HR?

If you run a theme park, you might focus on whether the customers like the ride—
after all, that is the service you are offering. You could overlook the fact that they
had a miserable time in the parking lot. Disney is famous for seeing its theme
parks as a complete end-to-end customer experience. It wants every aspect of
the customer’s experience—from parking the car, to buying a ticket, to waiting
in line—to be a good one. Not all organizations see marketing from this view-
point, but many who do dominate their niche. Starbucks, Amazon, and Disney
are all good role models for understanding how a focus on the customer expe-
rience comes to life.

HR can take this idea from Marketing and apply it to the employee experi-
ence. If they do it right, they will turn the experience into a competitive weapon
that will attract the best talent and get the most out of employees at work. This
is a way of looking at employee experience the C-suite will relate to—it is a busi-
ness strategy that drives performance.

Organizing Principles

The main organizing idea is “end-to-end”; It provides a simple way for the orga-
nization to think through the entire employee experience. The concept also
quickly leads us to understand that the employee experience is not solely an HR
concern—or worse, a buzz phrase that recruiting uses to pitch candidates; it is
something the whole company delivers. Mapping the experience helps us break
through the organizational silos that often hamper HR.

https://doi.org/10.1515/9783110753035-003
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The concept of touchpoints also complements the “end-to-end” strategy.
Touchpoints ground the broad idea of an end-to-end experience with the spe-
cific moments when bringing the experience to life. A touchpoint occurs when
an employee opens the employee handbook, walks into a meeting room, or re-
ceives a survey to complete. An employee’s life is full of touchpoints; HR (and,
more generally, all of management) must contemplate the touchpoints they are
responsible for and determine how to ensure they deliver the right experience.

Each touchpoint will enhance or degrade the employment brand. It might
be expedient to create an expense form that suits Accounting, even if it is diffi-
cult to fill out. However, if we see this as a touchpoint, and an unpleasant expe-
rience at that touchpoint would undermine the brand, then we might work up
the discipline to fix it.

Why It’s a Competitive Weapon

If the employee experience were just about making employees happy, then it
would improve retention, but it wouldn’t necessarily be a competitive weapon.
The employment brand should include the critical values that drive performance.
These values might be “competing to win” or “zero defects” or “fast to market”—
there are many options; the common denominator is that they tie the brand to
business results.

Consider how you should design a meeting room to make it a touchpoint
that enhances the experience. We might think in terms of appropriate chairs or
attractive artwork—in other words, ensure that it conveys the right image. If we
want brand to be a competitive weapon, then we would also think about how to
design the room to drive productivity. You’ve probably walked into rooms that
kept you from being productive for the first ten minutes because the technology
was hard to set up or the whiteboard markers had all run out of ink or the seat-
ing wasn’t conducive to the brainstorming that needed to get done. We want an
experience that conveys the right messages and helps the work get done. The
experience should speak about your operating norms (effective management
tips or product demonstrations if applicable) and culture (color schemes or
signage about values). Creating this kind of experience requires collaboration
between the director of employee experience and the people in Real Estate/
Workplace Services, Communications, and IT.

For the CMO of People to get full value from the brand, they need to under-
line that it’s an end-to-end experience that drives productivity and allows em-
ployees to do their best work.
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What Can You Do Today?

When you walk into a meeting room in your organization, what brand messages
does it intentionally or unintentionally convey? Are there any touchpoints where
the employee experience prevents employees from doing their best work? Could
you improve these touchpoints and use them to show people what you’re try-
ing to accomplish in building an end-to-end experience?

How to Map the Employee Experience

How we map the employee experience will guide how we design it.

The concept of the customer journey comes from Marketing. It might seem blind-
ingly obvious to focus on customers, but compare it to Marketing’s classic “prod-
uct-centric” view that directs attention toward “product, price, and positioning.”
The customer journey concept focuses attention on the end-to-end customer
experience.

Figure 3.1 shows how Marketing’s idea of the customer journey might be ap-
plied to employees. It shows the series of steps an employee goes through from
the earliest moment of a candidate’s awareness of the company at the start of the
recruiting process to their role as “alumnus” after they have left the company.

Let’s be generous and recognize that this is a first step in the right direction.
It looks holistically at employee touchpoints from start to end.

From the perspective of a CMO of People, there is one significant shortcoming
in the perspective of the journey as shown in Figure 3.1—it does not focus on the
customer (i.e., employee). The steps in Figure 3.1 follow the workflows and activi-
ties of the HR department. For example, it starts with “awareness” which is where
HR advertises a job, followed by a candidate “inquiry” which HR responds to, and
through all the steps HR needs to bring a candidate to “offer/acceptance” and
from there to HR’s onboarding process right through to the time an employee exits
the organization. The focus is actually HR-centric, not employee-centric. If we redo
this exercise with the employee experience foremost in mind, then we end up with
the customer journey shown in Figure 3.2.

Compare the first three steps in Figure 3.1—Awareness, Inquiry, and Initial
Screening—to the first three steps in Figure 3.2—Leadership, Direct Manager,
and Workplace. Figure 3.1 leads HR to focus on what it must get done; Figure 3.2
leads HR to focus on the experience it must deliver. The candidate should expe-
rience the passion of leadership, the interest the direct manager shows in them,
and the excitement of the workplace.
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Figure 3.1: Customer journey applied to HR (traditional view).
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Figure 3.2: Customer journey applied to HR (employee’s view).

It’s difficult to overestimate the importance of redrawing the customer jour-
ney. This employee-centric perspective leads to a raft of decisions, small and
large, that creates an immersive employee experience.
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Design Perspective

This employee journey map clearly exemplifies how the CMO of People model is
rooted in design thinking. First, the experience is seen as a whole; it is an inte-
grated offering, not a set of stand-alone processes. Secondly, it is seen from the
perspective of the employee, not HR. The primary goal is not to do something
that is convenient for the HR administration, but to do something that delivers
the desired outcome: an exceptional employee experience that drives results.

What Can You Do Today?

Create a “back of an envelope” map that details how employees experience
your organization throughout their journey. Does anything stand out as a sore
point where the experience is not aligned with what you want to achieve?

The Importance of “Predictable” and “Immersive”

A CMO of People will talk about a predictable and immersive end-to-end experience
that drives productivity. Those are a lot of words, but each one has a purpose.

In the previous section, I talked about an end-to-end experience that drives pro-
ductivity. Now let’s add in the last two concepts: predictable and immersive.

A Predictable Experience

Starbucks is the gold standard for a predictable experience. Customers can
walk into a Starbucks anywhere in the world, from Beijing to Berlin, and be
confident about their experience. Does your employee experience deliver the
same predictability?

Predictability sets a high bar for the employee experience. Starbucks would
not be satisfied with the result that “most of our stores are clean” or “our baris-
tas are usually pleasant.” They put so much effort into predictability because
one bad experience can undermine dozens of good ones. Customers like to know
what they’ll be getting—it’s no different for employees.

Since managers have a big impact on experience, it’s a good idea to set ex-
pectations by orchestrating a baseline experience that managers have with new
employees. The orchestration demands coordination between Recruiting,
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Onboarding/ Training, IT, Real Estate/ Workplace Services, and the manager.
The manager should see the results of this effort in its impact on making a new
employee productive. Perhaps it is worth pausing to note how this focus on a pre-
dictable experience executes; it presumes an organizational culture that sees this
kind of collaboration across silos as a natural way to operate.

Predictability also drives productivity. People are more effective when they
know what to expect. People are more focused when they’re not distracted by an
inconsistent experience. I'm serious about the phrase I keep repeating: “A CMO
of People architects an immersive and predictable employee experience to im-
prove productivity and drive performance”—each word in this phrase matters.

An Immersive Experience

When Electronic Arts launched its game Battlefield it treated employees to an
army helicopter landing on the work campus—that’s a fine example of creat-
ing an immersive experience. As with “predictability,” the term “immersive” is
meant to raise the bar on what we expect the employee experience to deliver.

If the workplace experience is simply pleasant and generic, then it’s not im-
mersive. The goal is to go beyond employees liking the company or accepting
its goals, and to get to the point where they deliver their best work because they
believe in it.

To achieve an immersive experience, take care of all the touchpoints in the
end-to-end employee journey and ask how to increase it a notch to create a
memorable effect. You won’t often have army helicopters, but the sum of every-
thing you do should create a “wow” in employees that encourages them to feel
that the company is a special place to work.

Isn’t This Pretty Basic Stuff?

Helicopters aside, you might think that creating an employee experience is pretty
basic stuff. That’s a fair observation. There is nothing in the concept of a predict-
able, immersive experience that requires special skills or new technology. What’s
special is recognizing how taking this concept seriously will contribute to creating
teams of highly productive employees. If we continue to think of the employment
brand as a real factor that drives performance, and not window dressing to attract
candidates, then we’ll use the end-to-end experience as an organizing principle
for much of what HR does.
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What Can You Do Today?

Is there any aspect of your company’s employee experience that has a bit of a
wow-factor? One that contributes to an immersive experience? An event you
run or a particular program? Find the best example and hold it up as the type of
end-to-end experience you want to achieve.

How to Create the Discipline Needed to Make the End-to-End
Experience a Reality

We’ve been looking at the concept of a predictable, immersive, end-to-end em-
ployee experience as a guiding principle for an HR function. The challenge is not
so much in understanding the concept of the employee experience (i.e., the em-
ployment brand)—it’s having the discipline to make it real.

The Concept Is Straightforward; Why Don’t All Companies Apply It?

It’s easy to see how the concept of “customer experience” translates to the idea of
“employee experience.” However, despite HR’s focus on employees, seeing the
world in terms of the employee experience doesn’t come naturally. HR has heavy
administrative and compliance responsibilities. When HR needs to quickly fill a
lot of job vacancies, it’s natural to focus on getting it done, rather than thinking
about what the process feels like from the candidate’s point of view. When it
comes to compliance, the emphasis is on forcing employees to stay within legal
and policy guidelines, rather than wondering how this links to a predictable ex-
perience. No one will disagree when you say that HR should promote a positive
employee experience; however, if you are serious about making that happen,
then you must recognize that this mindset does not flow easily from HR’s core
duties.

It’s also natural for leadership to see the employee experience as “nice to
have” rather than as a competitive weapon. Without creating the shared vision
with your executive team colleagues, investment in the extra effort required to
create a predictable, immersive experience is unlikely to be forthcoming.
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Ongoing Corralling of Executives

Let’s look at two components that organizations can put in place to create the
necessary discipline to sustain an effective end-to-end employee experience.
The first is keeping executives aligned. All executives have their own priorities;
Even if they fully buy into the concept of using the end-to-end employee experi-
ence as a strategic weapon, they will always have competing priorities. The
CMO of People and employee brand director must consistently act as champions
for the employment brand and corral executives who over time will see a mea-
surable difference.

In particular, the CMO of People must use data to continually articulate why
the employee experience is a competitive weapon and how well the company de-
livers that experience.

A Rolling 18-Month Strategy

A second component for creating discipline is an 18-month rolling HR strategy
that is reviewed quarterly. A longer strategy plan, such as three years, felt too
long for a fast-moving business; a shorter period, such as six months, felt too
short given that some of the things we wanted to do had long lead times. Each
quarter, we’d review what we had achieved (looking for data to inform our judg-
ment) and review our plans for what we needed to do in the next 18 months.

These strategy meetings ensured that we could have sustained a focus on
the many different things we needed to do to sustain the brand.

Figures 3.3, 3.4, and 3.5 show how we told the story of HR strategy at
Shutterfly.

What Can You Do Today?
Review the processes you have in place to bring discipline to creating an immer-

sive and predictable employee experience. Are they strong enough? If not, what
can you do differently?

How to Create a Brand Book

A brand book is a crucial tool in maintaining the employment brand.
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shutterfly

[ Create High Performance Culture ]

Increase Employee Engagement Drive Culture of Develop Performance Be Scalable
and Productivity Great Leadership & Market Based Rewards & Cost Effective

* ORGANIZATIONAL CLARITY:
Work with Biz and function leaders
to clarify biz strategy, organization
structure along with roles and
responsibilifies

' AUGNMENT: Develop and
implement internal communications
framework fo drive focus

¢ RIGHT PEOPLE: Implement
recruifing fools & processes |fraining
of processes, scalable reusable
tools) to make every hire count

' MEASURE: Consistently measure
and communicate progress on
employee Engagement and

' FOCUS: Build, implement and
manage robust competency based
Goal & Performance Management
tools and process for leaders

PERFORMANCE MANAGEMENT:
Define and implement a light
weight Quarterly Talent
Management review process tied
to Business review.

¢ LEADERSHIP DEVELOPMENT:
Competency based learning and
development for leaders

' REWARD: Evaluate and maintain
market competifive compensation
programs that reward business and
individual performance
REWARD: Develop more robust
norvmonelary recognition programs
PERFORMANCE MEASURES AND
MANAGEMENT: Drive greater
fransparency related to bonus
programs and long term incentives
eligibility.
' GOVERNANCE: Compensation
Commitiee Meefings

SCALABLE: Leverage invesiment in
Oracle with rollout of addifional
tools: PTO, Goal Management
and Performance Management;
Compensation Workbench

SCALABLE: leverage PeoplePortal
to deliver more information,
resources and fransaction services.

COST: Effectively manage the
HEW annual renewal o ensure
lowest impact to business and
employees

COST: Put activity closer to the
business- DO NOT CENTRALIZE
everyhing in RWC

Productivity mefrics

Effective January 2010

Make the world a better place by sharing life’s joy

Figure 3.3: Pillars of a high-performance culture.

Marketing departments create brand books to help them create a con-
sistent brand.

A brand book provides general guidelines on issues like mission, tone of
voice, and the company storyline; it also provides specific guidelines on things
like fonts, colors, and logo usage. No one is surprised when the CMO of Amazon,
Coca Cola, or Skype produces a brand book. No one should be surprised that a
CMO of People will create a brand book for the employment brand.

Here’s an example from my time at DocuSign at the highest level of mission:
—  Why. Our vision is to empower the world to keep business digital.

— How. Our mission is to enable anyone to transact anything, anytime, any-
where, from any device. Securely. This is how we do it.

At the more granular level, the brand book has:

— Tone of Voice. We are collaborative and passionate. We work as a committed
team. Our voice is conversational, fun(ny), confident, and professional.

— Color. The DocuSign color palette features a predominantly blue scheme ac-
cented with DocuSign yellow and additional hues from our brand.

A brand book would typically be 30-100 slides long (it’s more like a PowerPoint
deck than a manual).
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2012-2013 HR Roadmap

shutterfly

COMPANY THEMES
* $1Bin revenve

e Multi-brand, global operations
e Acquisitions are core o growth and winning

} [HR THEMES

¢ Great leadership bench strength across the company

* Build retention and awareness in the market
o Scale HR for a global company and workforce

Global Competitive, Engaged Leadership for Extend Our Scaling
& Productive Organization Great Results Global Culture HR Services

ORGANIZATIONAL CLARITY:
implement and improve
organizational structure that is
consistent with our company-wide
growth plan

ALIGNMENT: drive clarity of
responsibility and accountability to
increase engagement and drive
productivity

PERFORMANCE MANAGEMENT:
equal focus on the “what” and the
*how to develop effective business
leaders and improve productivity
RIGHT PEOPLE: Ensure that we have
the highest performers in the right
jobs to maximize our business
performance

RIGHT PEOPLE: Effectively compete
externally for top talent through
innovative talent acquisitions,
strafegies and methods

COMMUNICATION: assure
emp\oyee and manger expectations
regarding the employment brand are
aligned and that engagement is
consfantly fested and improved
EXECUTIVE INSIGHT: deliver
relevant real fime insights and
information regarding our employees
to drive business and people
decisions

LEADERSHIP: build enferprise
flexibility by developing and
strengthening our leadership bench
LEARNING & DEVELOPMENT:
increase engagement and retention
of key employees by providing
relevant learming and skill
development.

CAREER MANAGEMENT: mainfain
our high performance workplace
and grow our top falent through
compelling career growth
opportunities

© REWARDS: provide fofal rewards
that emphasize high performance
through differentiated attraction,
mofivation, recognition and reward
programs

VALUES: Focused integration of
company values, emphasizing
employee engagement, resulis and
corresponding rewards.
COMMUNICATIONS: provide a
global platform to drive consistent
messaging for company information
o increase knowledge and
engagement.

CELEBRATE: Support activities that
emphasize our employment brand of
performance and fun.

SOCIAL RESPONSIBILITY:
Communicate and support activities
that contribute to our local
communities and that are aligned
with our organizational values

.

.

HIGHLY SCALABLE, GLOBAL
READY HR: Deliver our new leading
edge ERP solufion. Deliver processes
that will support, scaling to larger
and/or international businesses and
that support employee self service.
EVERYTHING ONLINE: Automate
execution of our HR Business
processes to increase online
fransaction services and strengthen
paperless environment

COST: Maintain competitive health
care coverage while minimizing
costs

GOVERNANCE: Mainiain market
competitive and compliant
compensation and benefit programs
and document the HRIS processes.
Provide transparency regarding costs
and eligibilty of base, bonus, equity
& benefits
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Make the world a better place by sharing life’s joy

Figure 3.4: Roadmap showing HR’s priorities.

HR wouldn’t normally create the employment brand book entirely on its
own for a couple of reasons. First, it must align with the company’s overarching
corporate brand. It’s a disaster waiting to happen if you let the external cus-
tomer-facing brand diverge from the internal employee-facing one. If the brands
diverge, sooner or later it becomes so visible that it damages both brands. Sec-
ondly, HR normally doesn’t create the brand book on its own because it’s a lot
of work and requires skills not found in HR. Marketing could loan some of its
employees to HR to help create the brand book.

An example of a brand book is shown in the Appendix.

What Can You Do Today?
Start creating a brand book that documents the rules around the end-to-end em-
ployee experience. Once you have the beginning of the brand book, use it to get

executives aligned on its application across all channels. This becomes an edu-
cational process for them and you. Don’t get bogged down with trying to get all
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® one global customer centric family of brands

* one high growth innovative business »
e one results oriented $1B+ organization
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SHUTTERFLY

PEOPLE & PLACES

® one inspiring company for all employees
and candidates

one employee brand known for leadership,

innovation, results and fun

one set of people practices focused on

empowering leaders and teams

Highly Engaged People

Great Leadership

Winning Culture

Foundation for Growth

ORGANIZATIONAL CLARITY

Drive improved results through
greater accountability and clarity of
responsibility

ALIGNMENT

Communicate to current and future
employees the power of INC for
greater refention and higher
engagement

VALUES

Deliberately integrate our values
into all communications, rewards
and recognition

RIGHT PEOPLE
Ensure that we have the highest
performers in the right jobs to
maximize our business performance

Rewards

Provide total rewards that emphasize
high performances, through
differentiated attraction, mofivation,
recognition and reward programs

PERFORMANCE MANAGEMENT
Focus equally on the "what" and
the "how" to develop effective
business leaders and improve
productivity

EXECUTIVE INSIGHT

Deliver actional real fime insights
regarding our employees to drive
business results and people
decisions

LEADERSHIP

Build engagement and retention of
key employees by providing
targeted learning and skill
development

CAREER MANAGEMENT
Maintain our high performance
workplace and grow our top talent
through compelling career growth
opportunities

WORKPLACE

Create a differentiated and
collaborative workplace that drives
productivity and a sense of pride

COMMUNICATIONS

Provide a global platform to drive
consistent messaging for company
information to increase knowledge
and engagement

CELEBRATE

Support activities that emphasize
our employment brand of
performance and fun

SOCIAL RESPONSIBILITY
Communicate and support activities
that contribute to our local
communities and that are aligned
with our organizational values

RIGHT PEOPLE

Effectivity compete externally for top
talent acquisition strategies,
practices and technologies

READY HR

Deliver global HCM solutions to
support global scaling and
empowering leaders and feams

EVERYTHING ONLINE

Automate all HR processes to drive
a paperless department in order fo
reinvest HR resources in client
facing services

MANAGED COSTS

Maintain competitive health care
coverage while minimizing costs;
provide transparency regarding
costs and eligibility of base, bonus,
equity and benefits

GOVERNANCE

Maintain marketcompetitive and
compliant compensation and
benefit programs

Figure 3.5: Four themes for creating success at Shutterfly.

the details into the brand book—just start by writing down the most important
principles you want the company to follow. You’ll build it from there.

How to Design the Job of Employee Brand Director

One role you’ll probably need to sustain a predictive, immersive, end-to-end expe-
rience is the employee brand director. We’ll look at what that role does and how
to staff it.
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Creating the Role of Employee Brand Director

If your organization is serious about sustaining an end-to-end experience that
drives productivity, you need a person who is responsible for coordinating what
happens at each touchpoint. That person is the employee brand director, who
would report directly to the CMO of People. The employee brand director has a
view across all the HR functional areas to ensure predictability of the experi-
ence through the employee’s lifecycle.

Issues an Employee Brand Director Might Consider

The employee brand director would usually be working in collaboration with

other leaders; often doing hands on work themselves, sometimes providing

guidance to others. Here are some examples of tasks an employee brand direc-
tor would be involved in:

— Review interview questions to ensure that they align with the brand. For exam-
ple, if the brand emphasizes teamwork but the interview excludes questions
about teamwork, then something is amiss. The employee brand director would
identify and address the oversight.

— Edit role descriptions to ensure that they align with the brand. For example, if
the employment brand emphasizes customer focus, then most role descrip-
tions should include accountabilities related to serving customers.

— Coach authors of official communications to all employees (e.g., CEO) to sup-
port the brand. This coaching could include surface issues like font and col-
ors, deeper issues like tone, and, most important, checking that the messaging
is consistent with the brand.

The employee brand director delivers the day-to-day manifestation of the con-
cept of a predictive, immersive experience at each employee touchpoint. It mir-
rors the attention to detail you would see from any fine craftsperson intent on
creating a product of superior quality. If you are serious about a competition-
beating employment experience, then you have to sweat the details—which
means that you need someone whose job it is to sweat the details.

What Can You Do Today?

Look back at the list of three issues that an employee brand director might con-
sider. Who is keeping an eye on those issues in your organization?
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The Concept of Sustainable Foundations

All great marketing starts with a great truth about the company. Too often, companies try
to communicate something they want to be or an impression they want to give. However,
if you start working against truth people eventually see through it. That backfires both in
terms of how customers see you and how your own employees see you.

—Brad Brooks, CEO of OneLogin, former CMO of DocuSign

The concept of building sustainable foundations is relevant to any business
model, and is of special interest to the CMO of People because of how it plays
out with the employment brand. Foundations are the things you need to get
right before you begin to build anything substantive. In many companies, the
employment brand is just a sales pitch that talent acquisition hopes will attract
candidates. It often reflects what the company wishes it were like, rather than
accurately saying much about what the company is truly like. In many ways,
it’s just a short-term tactic with no long-term or strategic significance. It’s like
putting up a nice looking storefront that leads into an unfinished store.

In the CMO of People model, the employment brand is, as I've said through-
out this book, a competitive weapon for driving business impact. It’s what brings
in and keeps the best people, and it guides the creation of an environment that
allows them to do their best work.

If the employment brand is to mean anything, it must be real; it must reflect
how the company truly operates. If management likes the idea of being an agile
company but is in fact slow and bureaucratic, then the solution is not to dress up
the employment brand with false promises—the solution is to fix the actual culture.

I describe it as a “sustainable” foundation because unlike the foundation of
a building which once built will last for decades, an employment brand will
erode without constant maintenance. It’s not enough to build great experience
now; It must be an employee experience that the organization is confident it
can sustain over time, through the highs and lows of the business cycle.

Starting with the truth makes for a strong and sustainable foundation. You
can determine the truth by talking to employees. When the culture aligns with
something you are happy to share with the outside world, then you can begin
communicating your employment brand.

Sustaining Rather Than Launching

It is often a good idea to get staff focused on what is sustainable, rather than
letting them fall in love with the excitement of a launch. Launching something
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new is fun; sustaining it over time is hard work. Continually helping staff to see

their work as building foundations that need to last for many years is one way

to reduce the risk of the wheels falling off as the company grows.
The employment brand can be difficult to sustain because:

— Newly hired managers might not understand the brand and may inadver-
tently deviate from it.

— The pressure to achieve short-term results can convince managers to short-
change the brand.

— Lack of attention to the brand, once the initial launch has passed, can lead
to its gradual deterioration.

Overcoming these barriers doesn’t involve any special tricks—it just means that
the CMO of People must make sustaining the brand a core and ongoing objec-
tive. The CEO must hold them accountable for ensuring that they don’t let the
employment brand degrade, just as they hold the CMO accountable for not let-
ting the customer brand degrade.

What Can You Do Today?

Consider how much effort your organization puts into ensuring that the employ-
ment brand reflects what it is really like to work at the company.

Doing It Right the First Time versus Iterating Forward

There is tension between the idea of building foundations and quickly iterating
your way forward.

It’s easy to make an argument for taking the time to build sustainable founda-
tions. It’s also easy to make a case for working with what you have and quickly
iterating forward. The problem arises when you notice that, by and large, these
two arguments contradict one another.

The resolution lies in distinguishing between what must be done right to
prevent future problems and what can be sorted out as you go along. To con-
tinue with the architecture analogy, it’s self-evident that you need to get the
building’s foundation right even if takes much longer than expected. On the
other hand, it might make sense to rush the interior paint job and furniture se-
lection just to make it habitable and then iterate your way to what you ulti-
mately want.
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Things to Get Right the First Time

There are five things that stood out for me as CMO of People where it made
sense to invest in building the foundation (i.e., to get it right the first time). The
following list applies to a fast-growing technology firm, but you might find that
a different list is appropriate for your situation. In any case, I focused on getting
the following five things right:

1. Employment brand

Organization culture

Choice of technology infrastructure

Automated versus manual processes

The right people

va W

I’'ve already talked about the employment brand. You don’t want to go forward
with a fake employment brand because ultimately people will notice that it’s
false and you’ll create disillusionment that is difficult to fix.

Organization culture is another thing that is easier to get right at the outset
than it is to fix later. In companies where the culture is a problem, getting it
sorted out should be a top priority since you won’t get the full business impact
from your talent if the culture gets in their way.

Within the HR organization, there were two particular norms that I empha-
sized from the start. One was that we would always come to the table with data.
The other was that we would be 80 percent collaborative and 20 percent secretive
(i.e., work had to be done behind closed doors). The emphasis on collaboration
was necessary because HR usually does just the opposite—20 percent collabora-
tive and 80 percent behind closed doors.

The choice of technology infrastructure is clearly foundational because it’s
going to be in place for a decade or more. In my experience, the big decision
was choosing an infrastructure that far exceeded our existing needs because we
were confident that we would grow into it and that the absence of this infra-
structure would inhibit our growth.

Related to technology is the notion that you should get automated pro-
cesses set up early on, rather than making do with manual processes with the
intent to fix them later. The problem with manual HR processes in a growing
company is that they end up eating up all of HR’s time and it’s difficult for the
organization to get around to fixing them. If you know that you will be doing
high-volume hiring in a few years, don’t set up manual processes that can only
handle low volumes—automate the processes from the start.
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It’s a bit of a cliché that you need to hire the right people, but it needs to be
said. If you staff your company with mediocre people because it’s expedient, it
will drag you down for years.

Where to Iterate Your Way Forward

If you have the right foundations, then iterating your way forward with just
about everything else makes sense. Analytics is one of the most important areas
for iterating your way forward. If you wait until your data and analytics are per-
fect before presenting your findings, you’ll never get anything done. Presenting
numbers that you’re not 100 percent sure about can be painful-however, as
long as you’re clear with stakeholders about the quality of the data and why it
is that way, you’re still better off with some preliminary data rather than no
data at all.

What Can You Do Today?

Consider what really needs to be put right before the HR organization can move
forward. Is there one area where you’ve been trying to iterate your way forward
when you really need to shift priorities and get it sorted out now?

Making It Happen

The following tips will ensure that a sustainable foundation isn’t overlooked.

There’s no neat formula for avoiding the common fate of rushing ahead with
what’s expedient instead of building foundations, but here are a few tips.

Give it a name. The phrase “sustainable foundations” captures the idea that
there are fundamentals we must get in place before we can think about frills. It
is the notion that these fundamentals must be something we can and do sus-
tain. If you make that phrase a guiding principle for the HR organization, it’s
more likely to be taken seriously.

Rely on your team. As an energetic CMO of People, the risk is trying to do
too much yourself, at which point you get dragged into the weeds and don’t
have enough time for strategic issues. This is in part a question of delegation,
but it’s also a question of not under-hiring for positions. Don’t hire people with
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the thought that they’ll be fine because you can supervise them—hire people
who are so good that they don’t need your supervision.

Get in the habit of asking simple, uncomfortable questions. A lot of good
management comes from the willingness to ask obvious questions that people
might be avoiding because the answer will be uncomfortable. For example, ask-
ing, “Who is responsible for ensuring that will happen?” often surfaces a truth
that people around the table know: the item isn’t going to get done. It’s better
to ask the question than it is to let people pretend everything is fine.

What Can You Do Today?

Is there a simple question you should be asking even though the answer will
likely be uncomfortable?

Outside Perspective: Gregg Gordon

An expert provides a fresh example of mapping an experience.

Gregg Gordon, author of Your Last Differentiator: Human Capital, sees mapping
the employee experience from an Operations perspective. He notes that what
Marketing would call “customer experience mapping” or HR might call “the em-
ployment journey” is similar to a tool from lean manufacturing called “value
chain mapping.” In all cases, the idea is to break down each step in a process
and lay it out on paper so we can see what’s happening from different stake-
holders’ perspectives.

Gordon shares an employee/ manager journey map on an everyday process:
dealing with an unplanned absence (Figure 3.6).

What leaps out from the map is that the process is neither easy nor efficient
from the manager’s and employee’s perspectives. Not only does the experience
get in the way of being productive, but it also sends the wrong brand message
about “how we get things done around here.”

The company Gordon works for, Kronos, builds workforce management soft-
ware, and they use this kind of mapping to redesign their products. For an orga-
nization, this kind of mapping highlights problem areas they should change.

Perhaps one takeaway for the average HR manager is that while a phrase
like “value chain mapping” or “employee journey mapping” may sound intimi-
dating, the application is pretty straightforward. You can do this mapping on
your own—you probably don’t need a consultant with specialized skills.
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The employee/manager journey (© Kronos Incorporated).

Figure 3.6
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Whoever in HR is running a particular process (such as dealing with absen-
ces) will know how to do all the steps. What “mapping” does is get everything
down on paper in a fair amount of detail. It will often surprise the individual
just how much is involved when they take the time to write it out. When it’s
down on paper, it’s easier to see how the process might be improved.

From a CMO of People perspective, an important part of the mapping work
is that it’s done from the perspective of an employee working through the pro-
cess, not from the perspective of HR. We want to understand how the employee
experiences the process—Is it tedious? Unclear? Seemingly unnecessary?—rather
than looking at the process from the viewpoint of the HR professional who is
managing it.

Another takeaway from Gordon’s example is that mapping the employee
journey isn’t something you do once and then file away. This tool, this way of
thinking, pervades everything HR does and is relevant to a big-picture view of
the whole employee lifecycle and also to the specific everyday actions, like call-
ing in for a day off.

Takeaways

— The employee journey diagram outlining each step in which employees in-
teract with HR is one of the most powerful tools for quickly conveying some
of the main elements of the CMO of People approach.

— The brand book takes an abstract concept and makes it real; it also marks
the intense collaboration that exists between Marketing and HR.

—  Words like “predictive” and “immersive” have real meanings; they set a stan-
dard for the type of employee experience you need to create.

— The difficult part is not in the CMO of People concepts—it’s in creating the
discipline to apply those concepts.

— The term “sustainable foundations” is helpful in getting leaders and HR to
invest in those things that will be needed in the next few years to enable the
company to scale.
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Chapter 4
New Points of Leverage

A CMO of People makes good use of unconventional levers.

A Non-Traditional View of HR Leverage

Leaders have a pretty good sense of how HR has traditionally had an impact on
the organization. The CMO of People model asks them to look at new sources of
leverage.

If you asked a typical CEO about why HR matters, they’d talk about how “recruit-
ing is incredibly important,” “training is essential,” and “culture is crucial.” How-
ever, framing the levers HR can push (i.e., work on recruiting, training, or culture)
that way risks focusing HR on its operational silos and disconnecting it from the
broader business. If HR only affects the business in traditional ways, it is unlikely
the CEO will be able to make full use of HR’s ability to change the company’s
growth trajectory.

An alternative way to look at where an HR leader can get leverage is to
focus on how he or she interacts outside of the HR functional areas. How does
the CHRO work with the CMO to drive business results? How does the CHRO
work with the CFO to maximize revenue? How are functions like Real Estate
and CSR folded into HR so that they have the maximum impact on sustainable
profitability?

In this chapter, we’ll look at four unconventional points of leverage:

— The relationship with the CMO

— The relationship with the CFO

— The work of Real Estate/ Workplace Services

— The work of Corporate Social Responsibility (CSR)

Pragmatism over Sophistication

One surprising outcome of taking an unconventional view of how the company
should deploy the HR organization is that HR might become, in a sense, less
sophisticated. Let’s imagine that the organization finds that breaking into a
new market is much harder than expected. Tell that to a traditional talent acqui-
sition team and they’ll ask for money for more sophisticated tools for finding and
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assessing talent. The training group may ask for money for gamified, mobile,
neuroscience-based learning programs. The compensation group may bring in
consultants to come up with more elaborate incentive schemes. The company
will end up with sophisticated recruiting, training, and compensation. It’s the
sort of thing that might be written up in a trade magazine, but it might not
solve the problem of breaking into a new market.

If you are serious about looking for leverage outside of traditional HR spe-
cialties, and see collaboration as an action and not just a value, then when the
company struggles to break into a new market, the HR executive will spend
long hours with other members of the C-suite looking for the root problems and
pragmatic solutions to move past the barriers. The fact that an individual func-
tion like training or compensation is doing something state-of-the-art won’t
have much appeal. Even it’s not an HR problem—for example, the problem
might be an unclear customer value proposition—HR will still be part of the top
team working together on the problem, instead of retreating to their own teams.

Rather than seeking higher performance through more sophisticated and
often complex programs within HR, the CMO of People seeks a pragmatic under-
standing of the business issues and then collaborates with the C-suite to ad-
dress those issues as a team.

What Can You Do Today?

Ask yourself if your organization sees HR as disconnected specialties (e.g., train-
ing, talent acquisition, reward). Does your organization value sophisticated solu-
tions over pragmatic ones? If so, it might be missing the boat in using HR to drive
overall business outcomes.

Using the Relationship with the CMO to Get Results

For HR to drive growth in the company, it must lock arms with the CMO.

The striking thing about Marketing and HR is how similar the roles are. Both are focused
on a particular audience and how we can use the brand to influence the behavior of that
audience in a manner that makes us a more successful company.

—Brad Brooks, CEO of OneLogin former CMO of DocuSign

It might come as a surprise to find the HR leader listing their relationship with the

CMO as a point of leverage. Normally CMOs and CHROs are friendly, but don’t reg-
ularly work together. However, in the CMO of People model, HR can’t get its work
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done without an intensely close and collaborative relationship with Marketing.
How close? Brad Brooks estimated that as CMO he spent five to twenty hours a
week with the head of HR.

Using the Leverage that Comes from a Strong Relationship

To execute their vision, a CMO of People needs the Marketing department’s in-
sights on the company brand, how that supports the employment brand, and
vice versa. Marketing may also have specific skill sets in brand building—such
as expertise with creating personas—that HR can learn from.

However, the collaboration works both ways. At DocuSign, when CMO Brad
Brooks discovered that companies didn’t quite understand the value of the Docu-
Sign product, both in the efficiency of operations and as a way to enhance their
users’ experience, he held a visioning exercise to find a solution. The visioning
exercise involved 55 people from across the company, and he needed HR to be a
major contributor. HR was also involved in executing the steps taken to improve
the customers’ understanding of the value proposition. Close collaboration—which
means time and effort, not a feeling of togetherness—was the normal mode of
operating.

Not Everyone Buys into This Model

For years, MasterCard’s Marketing department did not want HR to use their mar-
keting brand (“Priceless”) as part of their employment brand. Rather than trying
to align their employment brand with their external brand, they worked to keep
them separate. It’s easy to understand why. Marketing considered the external
brand so valuable that they felt they couldn’t risk it being diluted in some way.
It takes an unusually close relationship between Marketing and HR to truly col-
laborate on the brand. This relationship may not be a priority in most compa-
nies, but the question is whether it should be a priority in your organization.

How to Build the Collaborative Relationship
Brooks uses the phrase “trust built from shared execution.” This reminds us

that trust is not just a matter of goodwill; it is built when each side makes prom-
ises and then delivers on those promises. It always impressed him when HR
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was clear about what they would do as part of the mutual projects and how
they would measure their work—and then getting those results.

We shouldn’t underestimate the importance of the five to twenty hours per
week that Brooks spent working with the HR executive. A deep relationship re-
quires an investment of time.

Beyond the broad issue of trust, a CMO will only be willing to share resour-
ces with HR when it’s clear that HR understands what they are trying to do and
how Marketing’s talent will help. It must be evident that HR is aligned with the
company’s goals and that the initiatives they pursue support those goals and
won’t end up being a distraction.

Be prepared to invest a lot of time and effort in leveraging the collaboration
between Marketing and HR.

Where Do Companies Go Wrong on the Employment Brand?

If there is no close collaboration between Marketing and HR, then the external
brand and employment brand can diverge. It’s subtle at first, but eventually it
hits a point where employees realize that their experience doesn’t match what
the company tells customers it stands for.

The problem often begins when the CEO is somewhat vague about the brand.
As a result, HR and Marketing come up with their own interpretations. Let’s not
blame the CEO for this one, however—we should blame the CMO and CHRO for
not seeing that they must care about what the other is communicating, since
there is only one brand.

Don’t let the employment brand and marketing brand go off in different di-
rections—it’s easier to prevent divergence than to fix it after it has become a
problem.

Can the CMO of People Go Too Far?

An over-enthusiastic CMO of People might try to shape the external brand based
on what they want the employment brand to be. Yes, there is a lot of overlap and
collaboration on brand, but each side must understand the boundaries.

Brooks says that, in his experience, Marketing and HR need very specific
swim lanes where each side knows the expected deliverables and purposes of
its resources. For example, the CMO owns the company website. Clarity about
who owns what, and what aligns with the brand, is crucial.
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How do you get this clarity? You need to talk. A weekly or bimonthly com-
munication meeting between the CMO, CMO of People, Public Relations, Investor
Relations, and Employee Communications is useful—maybe essential—to getting
alignment on messaging and clarity on those swim lanes.

What Can You Do Today?

If you are a CEO, CMO, or CHRO who buys into the idea that HR must work arm-
in-arm with Marketing, then you must start making that happen by building
trust and understanding. As Brooks advises, trust will come from shared execu-
tion—look for a small project where HR and Marketing can collaborate to create
the seeds of trust.

Using the Relationship with the CFO as a Lever

The CFO is accountable for the money; the CMO of People touches a lot of money.

In most companies, the relationship between the CFO and the head of HR is
usually nothing to write home about (unless the CFO is the CHRO’s boss, which
is another topic). However, as soon as a CEO decides that they will use the HR
role to energize growth, then the HR leader (the CMO of People) must use the
relationship with the CFO as a point of leverage.

The relationship with the CFO is crucial because they control the purse
strings to invest in talent management and they have the insight to put a dollar
figure on talent initiatives that affect the business—such as hitting growth tar-
gets. When the CFO buys into what the CMO of People is doing, a lot gets done.
When the CFO is skeptical, it creates a host of barriers.

In the next section, I’ll talk specifically about the role of Real Estate. At a
high level the CMO of People is deeply involved with Real Estate because it has
such a significant impact on the employee experience. This puts the CMO of
People in the midst of discussions about office locations, long-term leases, and
expensive leasehold improvements. You can’t get into those areas without a
close relationship with the CFO. The CMO of People relies on the CFO for exper-
tise on investments; the CFO relies on the CMO of People for expertise on how
real estate decisions will affect employee performance and productivity. This
demands a collaboration of equals, not two people working in their own teams.
(You’ll infer from this example that the CMO of People also needs a good
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relationship with the General Counsel. I won’t go into that, but I'm confident
that you can imagine how that would need to play out.)

The CFO must also be deeply connected to the CMO of People regarding de-
cisions about the use of equity rewards such as stock options or restricted stock.
For the CMO of People, equity rewards can be designed and deployed as an in-
credibly powerful tool for driving behavior, motivation, and retention. For the
CFO, equity rewards constitute a major cost that must be carefully justified to
skeptical investors. The CMO of People needs the CFO’s involvement in any-
thing they do with equity rewards. The CFO needs the CMO of People’s expertise
in designing the reward so that it will achieve its intended purpose. It’s another
case where, for the CMO of People to have a serious business impact, they must
leverage their relationship with the CFO.

These are not the only issues where the CFO and CMO of People must work
arm-in-arm. Managing healthcare costs in the U.S. is a major area of collabora-
tion. It’s up to the CMO of People to consider innovative solutions that support
the employment brand while controlling costs. For example, Grand Rounds—
where I work—uses innovative technology to help companies who self-insure.
The algorithms match employees to the right healthcare specialists based on
their symptoms, which reduces the expensive and frustrating runarounds so
common in health care. Don’t expect the CFO to take the lead on looking at
healthcare benefit options; At the same time, don’t go ahead and propose an
innovative approach without having the CFO involved in the discussion.

Even something as seemingly HR-focused as providing a free cafeteria as a
benefit is a place for CFO involvement because it’s surprisingly expensive. If it
does not drive productivity and performance, the organization should seriously
consider its value and genuine contribution to the broader experience. In a sales-
oriented organization, commissions are a big line item in the cost of sales—the
CFO has a lot to contribute to this discussion.

What Can You Do Today?

Start by asking how the relationship between your HR executive and CFO matches
this ideal. Is the organization missing an opportunity to be more effective in how it
invests in people by not creating a stronger relationship between these two
leaders?
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Using Real Estate and Workplace Services as a Lever to
Enhance the Employee Experience

If the company is positioned as being fun and professional, but a candidate walks into the
office and it’s a dingy place with a crabby receptionist and bad coffee, then you’ve already
undermined the employment brand.

—Robert Teed, VP, Real Estate & Facilities, ServiceNow

The physical office has a major impact on the employee experience, so it makes
sense to make Real Estate and Workplace Services part of the CMO of People’s
team. The goal is to ensure that every element of the physical environment sup-
ports the brand. Many details can be used to craft the employee experience in
this area. It covers everything from the finishes, to artwork, to food, to furniture,
to access to transit, to the overall office layout.

Getting all this right requires an unusual amount of collaboration. When
Robert Teed was VP of Real Estate & Workplace Services in DocuSign, he played
an important role in Marketing’s rebranding exercise. Teed said, “We spent a
lot of time with the overall brand team and the external agency to understand
how to take the brand concept and convert it into a physical brand.” He also
partnered with people in Recruiting, Compensation and Benefits, and People
Analytics. This investment in collaboration built a detailed and common vision
of what the employment brand needed to be.

Image is a guiding principle in converting the brand to a physical environ-
ment. For example, if a brand stresses “authenticity,” then the colors and fin-
ishes are probably drawn from nature. If a brand is “high-tech,” then the work
area probably has metal finishes and modern lighting fixtures. Electronic Arts is
a good example of powerfully presenting an image. Walk into the office, and
you’re immediately surrounded by artwork from Electronic Arts’ games. There
are video games in the lounge areas and sporting facilities where you can play
with a real basketball (not just a virtual one). At Electronic Arts, you are not
walking into a generic workspace—you are immersed in a video game company.

Another principle is driving productivity. The point of the employee experi-
ence is to drive performance so employee services should not just be perks.
Teed points out how much time can be lost if people need to drive someplace
for lunch. If that’s an issue, then Workplace Services could include a cafeteria,
arrange for food trucks, or facilitate ordering food in. Similarly, offering con-
cierge services such as dry cleaning is partially about making employees’ lives
better while remaining primarily focused on removing barriers to productivity.

Teed also spent a lot of time understanding how people collaborate—how
they actually work, as opposed to how we think they should work. This led to
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creating a lot of fluidity in the locations people could work, breaking down cu-
bicle walls to create a variety of work environments—including making it practi-
cal to work at home or in a local café. This required working with IT and HR on
policies to remove barriers to this fluid work style.

A third principle is adopting a marketing mindset and thinking of the em-
ployee as the customer. Teed used surveys and focus groups to see the work-
place through employees’ eyes.

Challenges to Using this Source of Leverage

Enabling Real Estate and Workplace Services to have the full impact on the
end-to-end employee experience requires breaking down some well-established
silos. In most companies, HR is not normally closely tied to Workplace Services.
A CMO working with a branding agency wouldn’t typically think of inviting the
Real Estate leader to the meeting. It’s easy to see why a company would want
this kind of collaboration to create a holistic, consistent approach to creating a
brand, but it’s not how people normally operate.

Design Perspective

It is helpful to see how the CMO of People comes at things from a design per-
spective. As I said in the first chapter, a design perspective:

— Approaches issues holistically

— Sees things through the eyes of the customer (i.e., the employee)

From the employee’s viewpoint, there is just “an experience”; the fact that the
organization believes that different aspects of that experience are the responsi-
bility of different departments doesn’t matter. That’s why the points of leverage
in this model are unconventional. A design perspective leads us to think of the
work of the CFO, CMO, Real Estate/Workplace Services and CSR as part of a
greater whole.

Furthermore, the design perspective always asks about the end result: “Does
this drive productivity? Is it consistent with the immersive, predictable experi-
ence? Are we keeping it simple and focused? Are the right people doing it?”

If you’re implementing this approach, then you must deal with each of the
parts. However, it certainly helps if you come from a design perspective where
the “employee experience” is seen as a whole and there is an evident need for
integration.
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What Can You Do Today?

Look around the physical environment. Is there anything that leaps out as being
in conflict with the brand? If so, point it out—not so much as a problem to be
fixed, but as a sign that HR is not using the required levers to create a predict-
able, immersive employee experience.

How CSR Strengthens an Immersive Experience

We can see how the concept of an immersive experience is executed in a CSR
program.

Corporate social responsibly (CSR) programs are nice to have and often sit a lit-
tle off to the side of the main business where they do good work on behalf of
the company. However, in a model of HR that emphasizes an immersive em-
ployee experience, the CSR programs are folded into HR. Within a coherent HR
strategy, CSR becomes a lever for driving business impact.

It makes sense to put CSR within the HR function because employees care a
lot about social responsibility. A survey by Cone Communications showed that
87 percent of employees are motivated to participate in CSR programs; 74 per-
cent said that their job is more fulfilling when they make a positive impact at
work; and 51 percent even said that they won’t work for a company that lacks a
strong social and environmental commitment.

So here we have a lever—how do we use it?

Employee-Centered CSR

Consider these elements of DocuSign’s integration of CSR with employees:

— When employees first join, as part of onboarding, two hours are spent on
community giveback—for example, they could put together kits of supplies
for homeless youth. This way, they may truly understand what it means to
volunteer to help the community.

— Each year, employees are given three days off to focus on volunteer activities.

— Rather than having the leadership decide where employees should donate
money, they encourage employees to make donations, and then leadership
matches those donations.

— CSR Impact events are organized by employee volunteers in each location
rather than by the central CSR function.
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Individually, these tactics are nice, but collectively, they help to make doing
good an integral part of the employee experience.

Salesforce 1:1:1 Model of CSR

A good example of using a CSR program to drive the employment brand is Salesforce’s 1-1-1
model. The triple 1 refers to giving 1 percent of Salesforce’s equity, 1 percent of Salesforce’s
product and 1 percent of Salesforce employees’ time to social causes.

Salesforce’s 1-1-1 program has helped tens of thousands of nonprofits. To give just one
example, they have a Workforce Ready initiative that helps young adults develop the skills
they need to enter the workforce.

The employee involvement can be skills-based (helping nonprofits with technology), volun-
teering (they get seven paid volunteer days), or suggesting where to donate (so that corporate
philanthropy reflects employees’ passions, not just those of the CEO).

This model involves employees—it makes employees proud of what they and the company
do to contribute to the greater good, and its emphasis on technology is consistent with Sales-
force’s brand. It’s a nice, integrated program that is easy to understand and appreciate.

What’s really interesting, not to mention impactful, is that Salesforce liked the model so
much that they’ve been encouraging other companies to adopt it and have even provided a
platform that helps them do so. Salesforce has invested a lot of thought into this model and
it’s great that they are sharing their lessons learned.

Integrating CSR with Sales and Marketing

The direct involvement of employees in delivering social goods is only one part

of an integrated strategy. Other initiatives include:

— Donating the DocuSign product to various nonprofits

- Aligning procurement processes with CSR—for example, by collaborating
with Marketing to select a vendor to provide marketing swag that was also a
social enterprise (i.e., the vendor was a social enterprise that employed peo-
ple who had trouble finding work).

— The CMO integrating CSR Impact events into customer events—for example,
featuring employee volunteer efforts with a nonprofit that helped disadvan-
taged girls get involved in scientific and technical education

— Sales always communicating the company’s social impact work to custom-
ers Again, these tactics collectively demonstrate to employees that CSR is
not just window dressing—it’s a way of life in their organization.
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Drawing Lessons from the Philosophy Behind These Initiatives

It’s easy to toss around words like “integrated,” “collaborative,” “strategic,” and
“immersive.” However, when you look at this collection of activities, you see how
they create an employee experience that inspires, attracts, and retains talent. It
improves the company’s image with clients—in fact, since bigger nonprofits are
an important market segment, the donations to smaller nonprofits align with the
company’s sales strategy.

What Can You Do Today?

Set up a lunch with the people responsible for employee experience and CSR to
brainstorm how they might work together to integrate their missions. Get them
to articulate their views of the employment brand.

Lessons in Elevating the HR Function

We need to reframe the HR function if we want to elevate it.

When young HR professionals hear talk of elevating the HR function, they usu-
ally think that it means people will start listening to their advice and give them
bigger budgets. In terms of enhancing HR levers, the young professional would
think in terms of more sophisticated initiatives.

This chapter provides a different take on what it means to elevate the HR
function. The CMO of People model elevates HR by integrating it more deeply
with other functions and getting it more focused on solving business issues.

This elevation and integration of HR has its costs. Nice, tidy silos can be
efficient and give everyone their own playgrounds with clear boundaries of who
owns what. The collaborative CMO of People model means that more time is
spent working together on issues and clarifying the swim lanes—for example, if
Marketing people are working on an HR project, then it’s clear who is account-
able for what and what the deliverables will be.

The advantage of elevating and integrating HR goes back to the numbers
shown in Section 2.3, in which I estimated that the CMO of People affects 40 to
70 percent of the company’s spending. More broadly, when you look at a spe-
cific business problem, half of the solutions will likely involve HR.

A big part of reframing an elevated, integrated HR function is that the focus
becomes business issues rather than excellence within each HR department. In
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traditional HR functions, one might strive for excellent recruitment—at face
value, that seems like a great goal. However, in a better integrated HR function,
the thinking might be, “We don’t have a problem with recruiting store manag-
ers and full-time retail staff; It’s the turnover and quality of the part-timers that
is killing our productivity.” In this frame, you would replace a generic “excel-
lence in recruiting” goal with “figure out how to fix the productivity problem”—
and recruiting might be a big part of that.

An “excellence” focus and a “business issue” focus do not oppose one an-
other—in fact, they should ideally merge into a single approach. However, in
practice, an HR function with a focus on excellence in each HR function will be-
have differently from an elevated HR function that has a general management
perspective.

To maximize the benefit of the HR Executive, they must be in deep collabo-
ration with their C-suite colleagues regularly.

The general terms “elevated,” “integrated,” and “collaborative” have spe-
cific implications on everyday behavior. I hope that this chapter helps to make
the implications more vivid.

What Can You Do Today?

Is there any place where a part of HR is “excellent/sophisticated” and yet doesn’t
seem to be solving the business issues that are grinding managers down?

Outside Perspective: Robert Teed

Robert Teed is VP of Corporate Services at ServiceNow, where he leads the functions of Real Es-
tate & Workplace Services, Workplace Safety & Security, and Business Continuity. Robert is also
an advisor, leadership coach, board member and a long-time advocate of an active people-
centric approach to business. Here he shares his insights into the wide-ranging role a VP of Cor-
porate Services can play in a CMO of People style organization.

For me, the premise of the CMO of People continues to resonate because it advo-
cates intentionally putting the person—the employee—at the center and then
building experiences around the person. To do that well requires, at minimum,
an alignment across the domains of people (HR), place (real estate and work-
place) and technology (IT), and it is often the role of CHRO that is best posi-
tioned to drive that integration if they serve as a CMO of People.
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For some time now, business leaders have been warming to the idea that
employee experience is what matters the most to an enterprise’s long-term suc-
cess, and the events of 2020 have simply brought that to a boil. At ServiceNow,
we are getting that mostly right with our focus on and care of employees during
the pandemic and our deep focus on diversity, inclusion and belonging (DIBs).

My role in helping craft the employee experience has traditionally focused,
to a great extent, on the physical workplace by delivering human-centric design
and amenity-rich environments, while also finding ways to activate purpose
and culture, drive belonging and, ultimately, to enable productivity. Technol-
ogy companies led the way when it comes to investing in their physical work-
places in ways that help contribute to exceptional employee experiences, and
other sectors heavy in knowledge-work have tended to follow suit.

What is especially relevant now, however, is that the employee experience
continues to expand well beyond the four walls of the company office, enabled
in part by technology, and accelerated by the pandemic. Today’s, and certainly
tomorrow’s, employee experiences are effectively created wherever and when-
ever the employee happens to be doing their work, whether that’s at home, at
the company office, on the road, or anywhere they choose to do their work.

With this expansion beyond the office walls, the role the physical work-
place plays in culture, belonging, productivity is changing, and may no longer
be the primary delivery system of these. The company office still plays an im-
portant role and will for the foreseeable future, it’s just no longer the central
role as work and workforces become more distributed.

Coming out of the pandemic, you will see companies of all stripes position
the company workplace as a destination for certain activities, certain “moments
that matter,” especially collaborative experiences. You will also see far less
focus on heads-down kinds of activities and workspace, with the idea being
that greater numbers of knowledge workers will choose to do their individual
work at home or elsewhere. Again, the company office will still play an impor-
tant role in the employee experience, it will just be a different and somewhat
narrower role.

This is exactly why the CMO of People model is critical as we move forward.
That aligned approach to employee experience that I mentioned earlier — across
the domains of workplace, human resources, and IT — must now also account
for the experience employees have while away from the company office. To the
greatest extent possible, these functions need to move beyond being aligned
and become highly integrated to ensure employees are safe, secure, productive,
empowered, engaged, connected, developed, culturized, and so on, regardless
of where they choose to do their work.

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Takeaways =— 69

Also relevant to the CMO of People model is the evolution of legacy organi-
zational structures in service to employee experience. For example, at Service-
Now, I report to the CFO, which is quite typical due to the financial discipline
required around corporate real estate (often the second or third largest expense
behind people). In practice, however, I spend significant time with my brethren
in HR, working with Total Rewards, Talent Analytics, Diversity, Inclusion & Be-
longing, Talent Acquisition, and increasingly with Learning and Development.
In fact, I sit on the CHRO’s leadership team even though I'm not a part of that
function. And my work with HR—especially with Talent Analytics—has deep-
ened greatly during the pandemic as we worked together to truly understand
the wellness of our employees through surveys and other data.

My leanings towards HR jibe with a pre-pandemic trend of a combined Peo-
ple and Places organization, where my role sits with the CHRO. Even with that
structure, however, there are—or were—often siloes at a functional level. How-
ever, with the onset of the pandemic, and the rush to care for employees over
what has turned out to be a prolonged period of crisis, there is a real blurring of
organizational lines and roles; it is now quite difficult to see where HR, Work-
place and IT start and stop. And I feel strongly that that blurring is a good thing
going forward.

I think you’ll see—and, frankly, you are already seeing this at several more
progressive companies (like Okta and Twitter and others)—the building out of
organizations that highly integrate the functions that drive employee experi-
ence, including technology, under the leadership of the CHRO or under a new
senior leadership role cast as something like a Chief Employee Experience Offi-
cer. I tend to think of this as an advanced version of the People and Places orga-
nization, one that moves beyond functional alignment and into full functional
integration. And this is very much in line with the CMO of People model.

Takeaways

— HR gets leverage beyond the traditional specialties of recruitment, training,
and so on by working more closely with other C-suite leaders on business
problems and by taking on new areas like CSR/ Philanthropy and Real Es-
tate/ Workplace Services.

— The amount of time the CMO of People spends collaborating with their C-
suite peers is significant; they might spend five to twenty hours a week work-
ing with the CMO.
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— This way of thinking deemphasizes the ever-increasing sophistication in each
HR sub-function and prioritizes a general management perspective of solving
issues in the most pragmatic way.

— Building trusting, collaborative relationships takes time. It involves joint suc-
cesses, creating clear “swim lanes” so that people don’t get in each other’s
way, and making and delivering on promises. Collaboration is not a feel-
good thing—it’s an asset that one builds.

— The role of Corporate Social Responsibility in the employment brand does
not rest on one signature initiative, but on the whole suite of things that
CSR does.
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Chapter 5
Why Analytics Comes First

Marketing has gone through a remarkable transition to become a function ob-
sessed with analytics. The CMO of People model mirrors that transition. It puts
analytics first so that HR can focus on affecting the business.

Why Analytics Is a Priority

Do you add analytics capability after HR is set up or does HR analytics come
first?

Normally, a growth company would hire HR business partners to start getting
the work done, and only later hire an analytics team to measure the work. In
the CMO of People model, you would hire the analytics team early on. At Docu-
Sign, we hired a full-time analytics person right after we had a talent acquisi-
tion team, a total rewards leader, and a technology professional online—and we
would have filled the role earlier if we’d found the right person sooner.

Analytics comes first because HR can’t be part of the core leadership team
without having the numbers. The CMO of People can’t say, “I feel that talent
acquisition is going well, all things considered,”—they must have data on the
recruitment pipeline. They can’t say, “We have a great onboarding system”—
they must have data to back this up. This need for data is no different for any
other business function.

This is not to say that HR business partners are not a critical element of the
HR team; however, in a new company where difficult choices need to be made
about priorities, analytics comes first. As the company matures, the usual HR
roles will be filled in—because analytics will have already been in place as the
roles are filled, they should naturally adopt the habit of using data to support
decisions. HR won’t have to unlearn the old “data-free” way of operating to be-
come analytics savvy; the new hires will grow up that way.

Key Reasons Why Analytics Comes First

Credibility, confidence, and collaboration are a powerful combination for maximizing business
impact. These “three C’s” are best established from a basis of facts that ultimately lead to a
clear, realistic plan for the future. That’s why investing early and often in a high-caliber people
analytics team at any organization size can be the difference between a good HR team and an
amazing one. Simply put, moving from feeling to knowing develops credibility; knowing your

https://doi.org/10.1515/9783110753035-005
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customer allows you to operate with a high degree of confidence and, concurrently, your col-
leagues’ confidence in your service growth, leading to high-impact collaboration. Even from the
most basic reporting, you can learn and make investment decisions. Remember, knowing your
customer and measuring what you want to become will drive accountability and results.

In a mature company that did not have the opportunity to add analytics capabil-
ity early in its history, the “analytics-first” mindset shows up as prioritizing suffi-
cient investment in analytics that the HR side of business issues are always
grounded in data. This is not about making a huge investment in advanced tech-
nology; it involves demanding that HR must come to the table with numbers—
and that’s a matter of both capability and culture.

In Section 2.4 on the CMO of People’s priorities we introduced the concept
of “measuring what you want to become” which stands in opposition to the
more common practice of sharing what data you happen to have. This follows
from the marketing concept of “knowing your customer.” The customer for HR
is the business leader—they don’t particularly care about HR metrics such as
how many courses were given or how many positions were filled unless it di-
rectly affects the results they’re accountable for. If quality of hire metrics is im-
portant to the business, but you don’t have good data, share what you have
anyway. The business will be happy to have something rather than nothing,
even if there is considerable uncertainty, and everyone will be motivated to im-
prove the data collection in the years ahead.

How to Get Started on Analytics in a Growth Company

The key to getting started on analytics is being willing to present the data you
have, even when it’s far from perfect. It’s almost always the case that some data
is better than no data, and if you wait until you have the perfect analytics, it
will be many years before you have anything to show the leadership team.

The people you hire to do analytics need a background in quantitative work,
such as experience as a business analyst or training in economics. They don’t
need to be data scientists—just good with numbers.

Pointing the Analytics Team in the Right Direction

The analytics team exists to help the CMO of People make decisions and effec-
tively tell the story of those decisions. For example, the CMO of People will be
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involved in decisions about where to locate new operations. You can’t make
those decisions without some data on, for example, the cost and availability of
talent. That’s where the analytics team comes in.

Imagine going into a meeting where the top team is looking at different lo-
cations and the head of HR says things like, “I believe the quality of talent is
higher in location A,” and “The cost of labor is bound to be much cheaper in
location B,” and “It’ll be a longer trip to visit location C.” HR can’t be credible if
they step through the presentation without numbers. The analytics team pro-
vides the numbers to support a sound decision as best they can, given the re-
sources at their disposal.

There are a couple of points to note in this example. First, the analytics team
isn’t being asked to create a sophisticated model that will pick the best location;
they are providing a mosaic of numbers that help to tell an overall story. Second,
the analytics team is not off in a bubble somewhere “doing analytics”—they are by
the side of the CMO of People, helping to answer an important business question.

Test and Iterate

It’s natural to want to impress people with HR analytics; however, when you
are starting out, that shouldn’t be the goal. The idea is to get some numbers,
put them out there, find out what is useful and continually improve. Especially
in a young company, the feeling should be, “Look, this isn’t perfect, but it’s
what we have. Does it help?”

Test the value of HR analytics by putting the data in front of decision-
makers, and then iterate to constantly improve.

Design Perspective

In analytics, the design perspective keeps us from getting dragged into the
weeds about tools or data sets to the point that we lose sight of why we are
doing this. The point of analytics is to help the executives get stuff done, which
means that analytics must always be focused on what they need to know to
make better decisions.

For example, an analytics team will often produce data about how many
people are dropping out at different stages of the funnel. You might think that
I’d be thrilled with that information because the funnel is a dominant part of
the napkin diagram. It told me, “Yep, a lot of people are dropping out here,”
but unfortunately, it gave me no idea about why or what to do. All the recruiting
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folks had different theories about the problem but there was no way to know
what changes to prioritize.

With a design hat firmly on your head, it becomes obvious that “How many?”
isn’t enough—we need to know why, which means gathering information such as
manager and candidate experience feedback.

This design perspective avoids the common analytics trap of producing a
lot of numbers that leave managers saying, “Cool, but so what?” The design
focus on the bigger picture gets us to confront the “So what?” before we begin
designing data collection or reporting.

What Can You Do Today?

Ask yourself if you have the resources to go into meetings with the basic analysis
required to inform a decision. If you don’t, then you have a case for reallocating
resources from less important work or adding resources by hiring someone to
focus on this type of analytics.

An Analytics Dashboard

If analytics is just a report full of numbers, no one will care. It has to answer
questions.

Let’s get into some of the specifics of what a talent analytics dashboard looks
like. Figure 5.1 provides a full view of the talent analytics dashboard. Here are
some essential dashboard design elements:

— The first thing to notice is that it uses the end-to-end employee experience
as an organizing principle: it starts with the “top of the funnel” where talent
is brought into the company, then into the cycle of learning, performing,
being rewarded, and so on.

— Second, it is all pointed toward business impact metrics. As I said in the in-
troduction, the CMO of People has shared accountability for business out-
comes. An HR dashboard that doesn’t include business measures would be
misguided.

— Finally, the dashboard is organized around questions, not metrics. The ques-
tions arise from a discussion about the important things a manager needs to
know instead of the usual approach of gathering a lot of numbers and hoping
that something a manager needs to know is buried somewhere within them.
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An Analytics Dashboard
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76 —— Chapter5 Why Analytics Comes First

Now let’s take a more careful look at what is in this dashboard. Figures 5.2
to 5.4 show the individual pieces so that you can study these in more detail.
Let’s start with the “Top of the Funnel” in Figure 5.2. and work our way through
the dashboard.

Talent Acquisition

* Do we have a healthy
talent pipeline?

Are we filing positions

when they need to be

filled?

What are the

implications of missed

and delayed hiring?

Are we cost efficient

with hiring?

What are our best

sources of hire?

Are we hiring the

right people?

How's our candidate

experience?

Are we efficient

with hiring (Time

to fill)?

Demographics
Who are we?

Are we a diverse * Good
workforce? 00
° Are we a distributed Progress
workforce? ¢ Attention
* Data N/A

Figure 5.2: The top of the funnel.

When we talk about the talent funnel, we’re talking about how one starts with a
broad pool of possible candidates for a job and then slowly funnels them down
from many applicants to a long list of screened candidates, to a short list we
want to interview, until we reach the final individual hire. It is very similar to
what marketing does in acquiring customers.

In the domain of the talent acquisition function, one of the first questions
we ask is “Do we have a healthy talent pipeline?” That’s a broad question, but
it focuses on whether or not we’re going to be able to meet the talent needs of a
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growing organization. There’s no single number that answers that question;
fundamentally, we want to track how many people we have at each stage of the
funnel and from there assess whether we are confident that we have enough
people coming through the process that we will have the right number of good
quality candidates at the end of the day.

The next question is “Are we filling positions when they need to be filled?”
This relates to the more common metric of “time to fill,” which tracks how long
it takes us to fill a position from the time a requisition is given, to talent acquisi-
tion, to the time someone is on the job. But the question here isn’t focused on
the talent acquisition process—the question is about the business need and so it
comes down to this: Given the needs of the business, is talent acquisition meet-
ing these needs? Of course, one of the elements of meeting this need is how
long it takes to fill a position, but that’s only meaningful in relation to when
they need to be filled; if the job is filled quickly but still not quick enough, we
have a problem.

Next, take a look at this question: “What are the implications of missed and
delayed hiring?” This is very much a business question, not a question about
HR processes. The reason we’re asking this is that if the implications are small
we won’t invest unduly in fixing them. Imagine a retail store with ten cashiers
and we’re short one. Yes, delayed hiring has left a vacancy, but it won’t have a
big impact on the store. On the other hand, if you have a new product coming
off the production line and it can’t be shipped for lack of a quality assurance
expert, then that begins to have serious implications for the business. With this
kind of question, you answer it in a more subjective or qualitative way than you
would with some other metrics. That shouldn’t prevent us from asking the ques-
tion, because a subjective answer is better than no answer.

The next question is “Are we cost-efficient with hiring?” This is similar to
the traditional “cost per hire” metric, but again notice there’s a different angle
on this—that difference helps illustrate how a businessperson thinks versus
how, perhaps, HR is taught in colleges. What we really want to know is whether
we’re being efficient with the money we’re spending, which is not the same as
spending as little as possible. It’s about making the best use of that money to
get the business results we need.

Then we move to the question, “What are our best sources of hire?” which
is a classic talent acquisition metric. It can be trickier to answer than you might
think because sometimes candidates use several different sources of hire before
they end up on your doorstep. Nonetheless, if a candidate is using several dif-
ferent job boards, you want to know which ones are most effective; if a potential
hire is looking at campus recruiting rather than a job fair, again, you want to
know which method is delivering the best talent in the most efficient way.
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Next, rather than using the common metric of “quality of hire,” we re-
frame that more broadly as “Are we hiring the right people?” which, again, is
a subjective question. Part of the answer will come from discussing with man-
agers whether we’re bringing in the quality of people they need, and it also
can extend into other questions. For example, perhaps we hired someone who
met the job specification but in fact that job specification wasn’t really what
the organization needed—that means we weren’t hiring the right people. All of
this gets bundled into that broad question.

We then ask, “How is our candidate experience?” As I've explained, the em-
ployee experience—which we extend to include prospective employees—is a
critical part of getting the best performance out of an organization, so we mea-
sure candidate experience at various stages in the process. With these meas-
ures, not only do we know if their experiences match what we want to deliver,
but if they are falling short we also know where they are falling short—thus, we
can take action to fix them.

And the final question in this series is “Are we efficient with hiring?” which in
this case was how long it took to fill jobs (i.e., the classic “time to fill” measure).

In the “Demographics” hexagon below the Funnel questions, we have some
traditional contextual information about whether we are meeting our diversity
goals and a look at how employees are distributed regionally. Leaders need this
contextual information to keep a clear picture of the company at the current
state, which is particularly important in rapidly growing global companies where
you may find things change quickly. For example, at DocuSign we went from
what was a predominantly US workforce to a global workforce, and sometimes
managers needed the dashboard to remind them just how much had changed.

The talent lifecycle metrics as shown in Figure 5.3 are divided into some of
the major areas of responsibility within HR: learning and development, perfor-
mance, rewards, career growth, retention, the organizational structure, and, at
the center of it all, engagement as a unifying goal. I won’t walk through each
and every one of these questions, but we’ll discuss many of them so you can get
a sense of the thinking that led to the dashboard.

If we look at “Learning and Development,” you’ll want to begin with the ba-
sics of just knowing whether you are actually successfully completing the core
activities. Are people taking the courses and completing them? That basic infor-
mation is easily tracked. At a deeper level, we asked, “Do the courses affect per-
formance?” Now this is a notoriously hard question to answer, but it is of course
the most important question of all—so it goes on the dashboard even if at times
we struggle to answer it. We want to become an organization where we’re clear
about how courses affect performance, and in the absence of hard numbers,
we can collect subjective data from managers, employees, and trainers. We're
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Learning &
Development
Are people taking
advantage of our
offerings?

Are people
completing courses?
Do courses effect
performance?

Org Structure
Are we top heavy?
* Is our span of control

and layers
appropriate?
* Are we gaining
economies of scales
as we grow?

Engagement
* How is engagement
at the company?
What factors drives
engagement?

How is our
employment brand on
Glassdoor?

Retention

How's is our attrition
trending?

* Are we keeping our
best people?

Why do we lose
people?

What's the cost of
turnover?

Career Growth
Are we promoting
our employees?

* Are we providing
lateral career
development?

Employee Experience

* How's revenue per
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Performance

employee trending?
How are sales
employees performing
How quickly are sales
employees ramping?
How are we delivering
to our product
roadmap?

Rewards

Are salaries
competitive?
Do our top performers
& high potentials have
sufficient holding
power to retain?
How have actual
rewards compare to
target rewards?

HR Service Efficiency

* How's our new hire How's HR expenses per FTE
orientation experience? trending? * Good
* How's our onboarding * Are we efficiently providing Progress
experience? employee benefits? .
. . s * Attention
Are we creating a culture of * What's our facilities vacancy
volunteerism? rate? * Data N/A

Figure 5.3: The talent lifecycle.

looking for clues that there’s a link between the training employees get and
their subsequent performance.

In the “Performance” hexagon you’ll see that the focus is on revenue and
sales. That focus contrasts what you’d normally see in an HR dashboard on per-
formance management, where the questions are usually operation metrics such
as how many people have completed their performance appraisal forms. What
we’re capturing with these questions is what is most important to the CEO at
that point in time. You’ll notice the question, “How are we delivering to our
product roadmap?” is one that falls completely outside of normal HR and the
answer would be found in some other department. Yet ultimately the point of
performance management is business results such as hitting those deadlines,
so that’s what we focus on in the dashboard.

With “Rewards,” we start with the basics of “Are salaries competitive?”
That’s something we need to know, and we get that by looking at salary sur-
veys. With the next question you can see that we’re very interested in how top
performers and high potentials are being retained; we’re zooming in on what’s
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most important to the organization. The final question in the set has to do with
the discipline of the reward process. You may find in many organizations that
there is a policy for giving merit increases and then when you look at the results
at the end of the year, somehow the actual amount distribution of increases
doesn’t match was planned. Asking, “How have actual rewards compared to
target rewards?” is a simple check on whether we’re doing what we say we in-
tended to do.

Career growth looks at the usual mobility questions about whether we are
moving our employees laterally. Those metrics are easy to gather but notice
how the questions are phrased in everyday language that a manager would rec-
ognize, not in terms of the HR concept of “mobility,” which perhaps disguises
what people actually care about.

Next, let’s consider what we we’re interested in when it comes to retention.
First, we look at how our attrition is trending. What’s interesting here is that
often, managers are less interested in the absolute number than the trend; if
that’s what managers are using to make a decision about whether they need to
take action on attrition, that’s the number we’re going to give them. We follow
that by asking the crucial question, which is not so much how many people are
leaving, but whether we are keeping our best people. We moved from there to
asking why we lose people. We’ll get part of the answer to that question from
exit interviews. Finally, we ask what attrition is costing us. Here, we want to be
truly business-savvy about how we make that estimate—not just come up with
the highest number we can think of, which is often seen in HR textbooks. We
want to truly understand where turnover is hurting the business, or if it is hurt-
ing the business at all.

The set of questions on “Organization Structure” reflects the issues that a
growing company of our size was likely to face. One concern is becoming top-
heavy—having too many managers and not enough workers. You can just po-
tentially eyeball the answer by looking at an organization chart, or else use
numbers of senior, mid-level, and junior staff. However, imagine if you just pre-
sented a table of numbers of staff by grade level—that wouldn’t mean much to
managers. We need to frame it as the business question of whether we’re top-
heavy, and then everybody will know why they’re looking at the data. Just as
being top-heavy is a common problem; when the organization is changing rap-
idly, spans of control can become too narrow or too wide, and it’s easy to add
too many layers or to have a layer missing. For the dashboard, it is less a matter
of just producing numbers as it is focusing people on the important questions.
Finally, the dashboard asks if we are gaining economies of scale as we grow,
which is an issue that can plague a young, growing organization.

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

An Analytics Dashboard — 81

For the final, central hexagon, “Engagement,” we asked the obvious ques-
tions of what engagement is and what drives it, and then we turn to look at en-
gagement from outside the company by seeing what it says on Glassdoor.com.

We have also a couple of boxes at the bottom of this series of hexagons to
capture some important things, such as looking at the employee experience and
HR service efficiency more closely. For employee experience, we look at orienta-
tion and onboarding. We also have a metric on something important to the CMO
of People model: We believe the CSR activities are an important part of the com-
pany culture and we want to be sure that we’re creating that culture of volunteer-
ism that is part of the brand promise we make to ourselves and to our employees.

Under “HR Service Efficiency,” we have an element the CFO would want to
know, which is how our HR expenses are trending relative to the number of em-
ployees. Again, notice that the trend is more important than the absolute num-
ber. Next, because employee benefits are a big expense, we want any insights
on whether that money is being used efficiently. Finally, something else you
normally wouldn’t see in an HR dashboard is some data about the efficient use
of facilities; this reflects the fact that in the CMO of People model, facilities fall
under HR.

Top Line Revenue

How does this affect
our revenue

Protecting
the Standard

How does this affect
our ability to scale
globally and

achieve market

share?

Profitability

How does this affect
our path to
profitability?

Figure 5.4: The business impact.

The business impact hexagons at end of the dashboard, as shown in Figure 5.4,
get right to the point of HR. The point of HR is not to perform a series of activities—
it’s not even to do things like drive employee engagement. Ultimately, the point of
HR is to have an impact on the business. Whether or not it is easy to answer these

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use


http://Glassdoor.com

EBSCChost -

82 —— Chapter5 Why Analytics Comes First

questions on the dashboard, these are some of the most important questions for
HR and should be prominent as part of the normal reporting activities. All of these
questions on business impact will be answered in a partly subjective way, which is
fine.

Just to round out this explanation of the dashboard, we use the common
coloring scheme of red, yellow, and green so that we can highlight any areas
where there are problems. Notice the addition of a fourth color, blue, for data
not available. The use of this fourth color is to encourage us to ask the right
questions even if we’re not currently in a position to answer those questions
with any confidence.

How We Used the Dashboard

As head of HR, I spent what might seem like an inordinate amount of time with
the dashboard; that’s because it was a key tool for quickly grounding discus-
sions in fact. For example, a question like, “How does this affect top-line reve-
nue?” would quickly move discussions away from secondary matters and focus
attention on the issues that were driving business success.

The dashboard also enabled me to hold my team accountable. For example,
starting at the top-left of the dashboard, I’d want to see evidence that my team
had built a healthy talent pipeline. The team knew I'd be looking at this, and
they’d know I'd be reviewing data, not just looking for overall assurances.

More often than not, trends mattered most to us. The trends told us if some-
thing needed to be changed and helped us to predict outcomes.

Going from the Initial Dashboard to a More Advanced Version

There is no magic measuring stick behind the questions in a dashboard. For a
question like, “Do we have a healthy talent pipeline?” we’d look at data, such
as the number of candidates at each step in the talent pipeline for various de-
partments (e.g., Sales, Engineering). We’d then make a judgment as to whether
it looked healthy or not.

When you start out on a dashboard, there will be missing data, inaccurate
data, and data that, while correct, is misleading. The trick is to have the courage
to get the data you have in front of people and start making judgments on what
it means. Over time, you test, iterate, and get better—although you’ll never get
to the point where you can dispense with judgment in interpreting the data.
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A more advanced dashboard begins to look at linkages between different
types of data. For example, in an early dashboard, you might have data about
how often managers are having coaching conversations with employees, as
well as data about on-time delivery of projects. In a more advanced dashboard,
you might present data that shows whether there is a relationship between
more coaching and better on-time performance.

There are many analyses you can do—however, as a rule, look for analyses
that answer a specific question, such as, “Is this activity delivering the result
we want?” or, “If we want more of this, what will get us there?” An early dash-
board that shows how long it takes for someone to get through the hiring pro-
cess is somewhat interesting, but an analysis that shows whether a long hiring
process causes good candidates to drop out is very interesting.

What Can You Do Today?

Take an existing HR report and write out three or four questions that you wish
the report would answer. What would it take to redesign the report so that it did
a better job of answering those questions?

Top-of-Funnel Analytics for Talent Acquisition

Here’s how we use analytics for talent acquisition.

In rapidly growing firms, the top HR priorities are talent acquisition and onboard-
ing. As a result, in the early days of a new firm, the analytics team will focus on
those two areas.

Strategic Question 1: How Can | Prevent Bottlenecks in the Hiring Process?

In the firms where I led HR, an early issue was preventing bottlenecks in the hir-
ing process. For example, we had a lot of candidates pre-screened, but the pro-
cess was still held up because hiring managers were slow to schedule interviews.
We looked at the hiring process in the same way that Sales looked at the selling
process: It starts at the top of the funnel with prospects, and then looks at each
step of the funnel until the time the deal is closed.

We’d look at where we were at each step in the funnel (e.g., how many ap-
plicants we had for a given job requisition, how many interviews had been
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scheduled, and how many candidates completed interviews). This let us know if
there were any bottlenecks that prevented filling vacancies at the necessary rate.

We measured how long each step took. This let us know when we could ex-
pect to have vacancies filled and hence give managers reasonable forecasts on
when they’d have their staffing needs met.

Strategic Question 2: How Can | Increase the Efficiency of the Hiring Process?

We also tracked the efficiency of each stage of the hiring process. How many
applicants would we get from a particular source? How many applicants would
make it through pre-screening? How many candidates would accept an offer?
How many job requisitions could a recruiter fill?

By monitoring these metrics, we could see if parts of the process were ineffi-
cient. For example, if a job advertisement pulled in a lot of applicants, very few
of whom made it through the initial screening, then it was probably not a very
good advertisement. We could then continually improve the process.

Strategic Question 3: How Quickly Is the Sales Team Ramping Up Sales?

A growing firm doesn’t care only about how long it takes to fill vacancies, but it
also cares about how long it takes people to get up to speed. In the firms I worked
with, there was a particular interest in how quickly sales representatives could
get to the point that they could hit their quotas.

This analysis enabled the business to accurately forecast revenue by look-
ing at how quickly talent acquisition could fill sales rep jobs and how quickly
they could become fully productive.

Notice that this question involved Sales and HR. Doing this analysis re-
quired partnership. It reflected the mindset that we were never doing “HR ana-
lytics”—we were always doing “business analytics,” which would often involve
partnering with other departments.

What Can You Do Today?
Instead of thinking about what metrics to monitor, determine what business is-

sues matter most to the organization right now. In fast-growing firms, analytics
focuses primarily on talent acquisition; you might have a different business
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priority. Since analytics talent is a scarce resource, you must be confident that
you have them working on the right strategic questions.

Lifecycle Analytics for Brand and a Predictive, Immersive
Experience

The main goal in assessing the brand is to move toward a data-based assessment as op-
posed to relying on anecdote or gut-feel.
—Brad Brooks, CEO of OneLogin former CMO of DocuSign

Two of the most important questions we asked employees about their experi-
ence were:

— Does the workplace enable you to perform at a higher level?

— Do you feel inspired by the workplace?

Notice that the questions are not primarily about employee satisfaction. The
first question concerns productivity. Remember that the whole point of the CMO
of People model is to outperform the competition though superior talent man-
agement. If employees feel that the workplace isn’t enabling them to perform at
a higher level, then the employee experience isn’t delivering what it needs to.
The second question sets a similarly high goal—it’s not about having satisfied
(or even very satisfied) employees. It’s about whether the environment inspires
them to do their best work.

For example, at Shutterfly, we had a 300,000-square-foot manufacturing
facility for production of cards, photoshoots, etc. It was tempting to save money
by making this a bare-bones location. However, that wouldn’t have been consis-
tent with the brand. We decided to make the workplace mirror the look and feel
of the corporate office as much as possible and bring to life the mission of bring-
ing joy into people’s lives. Engagement and productivity data reinforced the
wisdom of this decision, because as good as data is, nothing beats a good anec-
dote. One Christmas season, a plant manager realized that some photo gifts
wouldn’t make it to a customer in time for Christmas, so the manager drove to
the customers house to make a personal delivery. If the company lives the brand,
then so will employees.

One time at DocuSign we experienced a low engagement result related to em-
ployee enablement and access to information, which drove the immediate deci-
sion to invest in the infrastructure to scale knowledge management. One time at
DocuSign, we got shockingly bad data from employees regarding whether they
could perform at a higher level. It turned out that, due to rapid growth, we’d hit a
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point where people couldn’t find the information they needed. The informal pro-
cesses for finding information weren’t working, so we built an intranet site to cre-
ate a scalable solution for all employees. This is not a dramatic story, but it
simply shows how a commitment to gathering data leads to action that improves
productivity.

Other Metrics Used to Assess the Employee Experience

We used metrics at every stage of the end-to-end employee experience. For

example:

— Candidate experience questionnaire. Get candidate feedback on their experi-
ence applying for a jobh.

— Close rates. What percentage of job offers are accepted?

— Net Promoter Score. This answers the question, “Would you recommend the
company to a friend?”

— Turnover. What is the turnover rate and how does it compare to the industry
average?

As always, with metrics we are not looking for simple answers—we are trying to
paint a picture that will let us know if we are on track with creating an effective
experience. If we’re not, then we’ll dig deeper to see what we have to fix.

It’s tempting to hope that one metric will reliably tell us the health of the
brand. It’s unlikely that one such metric exists; we are usually better off assem-
bling a mosaic of measures that builds a picture of how the brand is doing and
what we need to work on.

Greenhouse’s Candidate Experience Questions
| have used Greenhouse recruiting software and they’ve given me permission to share the
questions they use to assess their candidates’ experience. They focus on their NPS (Net Pro-
moter Score) result, which is, “Overall, my interview experience was a positive one.” This an-
swer summarizes the experience in an overarching way.
Using a “Likert” scale, they ask these three questions (which are asked in the form of a

statement for respondents to agree or disagree with) that impact the net promoter score:

Do you agree with the following statements?
— lwas treated with courtesy and respect.
— Overall, | have a more positive impression of the company having gone through their

recruiting process.
— The interviewer(s) got an accurate sense of my strengths and weaknesses.
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Additional topics we’d recommend asking in candidate survey questions are:
- Were things on time, organized, and professional?

— What are the candidate’s feelings about the actual experience?

- How well does the candidate understand the role and the organization?

Greenhouse thinks a lot about how companies can improve hiring outcomes, and measuring
candidate experience is a part of that.

Note that these questions are straightforward. There is very little in HR that is technically
very difficult. The issue is whether or not HR cares enough about the candidate experience to
ask the obvious questions and then to act if the candidate experience was not a good one.

In terms of the employment brand, some useful metrics include:

— Employee Net Promoter Score (eNPS). The metric in its simplest form is the
answer to one question: “Would you recommend this company to a friend?”
It’s a clear, simple metric that captures a lot about what employees think of
the company.

— Number of employee referrals. The number of employee referrals is a difficult
metric that complements the Net Promoter Score. It can be seen as the an-
swer to, “Did you actually recommend this company to a friend?” which is a
step up from “Would you. . .?”

— Engagement metrics. Employee surveys often deliver a single engagement
number, but they also have many sub-factors that allow you to understand
why engagement is what it is. These sub-factors are useful for assessing the
effectiveness of the brand.

—  Exit surveys. The exit surveys provide insight into what, if anything, is amiss.
Usually, the trends matter more than the specific points of data, and collec-
tively they inform management if things are on track or if something needs to
change.

It is not that the metrics are remarkable—what matters is using as many of them
as you can, taking seriously what they indicate, and then acting on them.

What to Aim for in an Exit Survey

Ah, the elusive exit survey. Important as it is, it’s a piece of the puzzle, not the whole picture.
Most exit interview processes or questionnaires aren’t unique, yet the company’s culture of
openness and welcoming feedback will be factors in the degree of honesty a departing em-
ployee has. As the CMO of People focuses on enabling credible, genuine communications and
demonstrated bias for action, the odds of more valuable, productive insights increase. Pair
those insights with a leader’s ability to recruit new talent, along with their engagement re-
sults, turnover statistics, promotion rates, and so on, and you begin to get a more complete
picture of a leader’s effectiveness.
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Marketing Parallels

Measuring employment brand is very similar to what marketers call “brand-

tracking.” Brand-tracking looks at a mosaic of metrics that are relevant to un-

derstanding how the brand is doing. For example, brand-tracking might measure

factors such as:

— Brand awareness (e.g., Do customers recognize the brand? Do they recall it
when it’s mentioned?)

- Brand usage (e.g., frequency of purchase; future purchase intent)

— Brand image (e.g., what consumers think about the features)

Pull all these together, and a company can make informed decisions on what it
needs to do to strengthen the brand.

A small company might capture just a few brand metrics a few times a year
while a large company might constantly track a large number of different meas-
ures. It’s a matter of doing what’s practical for the situation. The same thinking
applies to measuring employment brand. You should gather as much data as
you reasonably can; however, if you can’t get a lot, then, as Brad Brooks says at
the start of this section, anything that moves you from the world of anecdote
and gut-feeling to data is a good thing.

Frequency

DocuSign looked at employment brand numbers quarterly (with the exception
of the employee survey data, which was annual). That is likely a good cadence
for most firms. The numbers don’t change so quickly that there’s a need to do it
more than quarterly—however, if something is going wrong with the brand, you
don’t want to wait a year to find out.

An Illustration

It’s not the individual metrics that tell the story—it’s what a group of metrics col-
lectively implies. For example, I worked in one organization where we noticed
that in Engineering, the length of time to close a job offer was trending up, attri-
tion was increasing, leadership ratings were falling, and referral rates were low.
We might have explained away any one of those metrics, but as a mosaic they
painted a picture that the employee experience wasn’t what it should be. Further
investigation showed that engineers were burdened with too many menial tasks.
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We were able to outsource those tasks, which made sense immediately in terms
of improving engineering productivity, and in the long run brought the employee
experience back to where it needed to be.

What Can You Do Today?

Find out what metrics you are using to track employment brand and the em-
ployee experience, as well as how often they are reviewed. See if someone can
remember a time when they used the insights from brand-tracking to make an
important change.

Lifecycle Analytics for Corporate Social Responsibility
How does HR assess the effectiveness of the investment in corporate social responsibility?

Corporate Social Responsibility (CSR) is important to both the customer brand
and the employment brand. How can you use data to track how well you are
doing and to illuminate where you need to make changes?

Amy Skeeters-Behrens, Executive Director of Philanthropy at DocuSign, built
the CSR program around three pillars: employee donations, employee volunteer-
ing, and product donations. To see if these programs were on track, she gathered
data on the following:

1. Employee donations
— Percent matching donations
—  Which causes employees donated to

This showed if the matched donations program was popular. If it wasn’t popu-
lar, then it would need to be changed or cancelled. It also showed which causes
mattered most to employees, which informed where additional direct donations
might be made, or what other CSR activities they could do to support these
causes.
2. Employee volunteering

— Percentage of employees who participate in using volunteer time

If the percentage of employees volunteering started declining, then that would be

a signal that the program might be in trouble and something would have to
change or that for whatever reason the employees cannot afford to take the time.
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3. Product donations to nonprofits
— Number of nonprofits who were part of the donation program that
were using DocuSign
— How extensively the product was used at these nonprofits, which would
eventually give data on hours saved, water saved, and trees saved

Again, these metrics answer the fundamental question as to whether the dona-
tion program is on track. If numbers were low or trending in the wrong direc-
tion, then the company would take action. In the absence of data, it would be
too easy to continue with the program because it was good in principle, or to
cancel the program because no one was sure it was working.

One of the most revealing pieces of data was more qualitative than quanti-
tative. On the employee survey, employees were given a chance to single out
initiatives they were particularly happy with, and one of the most common com-
ments was Employee Impact Events (the volunteer events designed to deliver a
social good). This data point helped the organization to infer that the CSR ef-
forts were indeed helping to enhance the employment brand.

What Can You Do Today?

Find out what metrics you are using to track corporate social responsibility pro-
grams and how often they are reviewed. See if someone can remember a time
when they used the insights from the data to make an important change.

Lifecycle Analytics for Real Estate and Workplace Services
If the CMO of People function includes Real Estate and Workplace Services, then
it needs analytics to underpin decisions made in these areas.

Real Estate and Workplace Services (e.g., onsite cafes, concierge services) are
one element of the employment brand that drives productivity. Here are some
examples of how analytics can guide the management of this function.

Workplace Services

One set of decisions focuses on what Workplace Services has to offer. There are
several sources of data that help to inform those decisions:
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— Survey employees on their wants and needs

— Run employee focus groups

— Get demographic data on your employee population
— Gather data on what competitors are offering

You can use a marketing technique called conjoint analysis that helps to rank
employee preferences in a systematic way, but even if you don’t do that, getting
data will lead to better decisions than doing it based on gut-feel.

How Do You Do Conjoint Analysis?

The simple answer to, “How do you do conjoint analysis?” is that you don’t—you hire a consul-
tant to do it for you. Freelancers with expertise in this technique can be found on Upwork, and
the major consultancies like Willis Tower Watson are experienced with doing this analysis.
What will they do? They’ll ask a sample of employees to choose between a number of similar
sets of options—for example, choosing between a benefits package with more vacation, less
pension, but no dental care versus one with fewer vacation days, the same pension, and den-
tal care. If you found that the options with more vacations were generally preferred, then you
could conclude that was a priority for employees. Of course, you wouldn’t do that by eyeball-
ing the data—there are particular mathematical techniques for determining the order of prefer-
ences based on the sets of options employees preferred.

Real Estate

Real Estate is such a big cost (perhaps 3 to 4 percent of revenue, depending on

the business) that the CFO will want to keep a close eye on the expense. This

attention from the CFO drives us toward financial ratios such as:

— Real Estate cost/ seat

— Real Estate expense/ revenue

— Seats occupied/ maximum possible occupancy

— Food and beverage costs per location and per employee (driving consistent
experience)

These ratios help the company to answer the question, “Are our Real Estate
costs under control?” Unfortunately, these ratios can create pressure to con-
stantly reduce costs, and if cost reduction goes too far, it can end up damaging
the employee experience. Unfortunately, there is not a simple set of countervail-
ing metrics that shows the value being realized from the investment. In lieu of
countervailing metrics, the CMO of People must pull together the story, illustrat-
ing how Real Estate plays a role in the employment brand, which reduces attri-
tion costs and increases employee productivity.
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Another critical question is, “How much real estate will we need?” This is
answered by classic workforce planning analytics that forecast how many and
what types of jobs will be added in the near future.

Measuring Results

It would be ideal to assess investments in Real Estate and Workplace Services
by directly measuring their impact on productivity. However, a team of academ-
ics would find this kind of study challenging, and it’s beyond the realm of most
businesses. Instead, you can measure a range of other factors that would keep
your thinking grounded in data.

Indirect measures of effectiveness of the investment in Real Estate and Work-
place Services include:
- Engagement and attrition
— Employee satisfaction with Real Estate and Workplace Services
— Social responsibility measures like electricity usage and LEED certification

Real Estate and Workplace Services are just two elements of the many things
that affect engagement and attrition; however, if they are trending in the wrong
direction, one should look at the possible causes, some of which might be in
these areas.

Employee satisfaction is a more direct measure of how well Real Estate and
Workplace Services are affecting the brand. It’s part of the mosaic of measures
that informs us as to whether we are on track.

Social responsibility measures are included because they are part of the em-
ployment brand. Including these measures follows naturally from the CMO of
People philosophy of looking holistically at the employee experience. When we
talk about a predictive, immersive, end-to-end experience, these are not just
words—they show up concretely in everything we do, including how we do Real
Estate and Workplace Services analytics.

What Can You Do Today?

There is a risk of liking all the examples in this chapter and asking your analyt-
ics team to produce all of them. What you can do today is step back and think
strategically. Gather your team and ask, “If we only had time to produce a cou-
ple of the metrics discussed here, what would they be?” The answers will reveal
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what is top of mind with the team, and you should look to see if what the team
thinks is important aligns with the organization’s strategy.

Business Impact Analytics about Impact, Efficiency, and ROI

Ultimately, all the work of HR should show up in business impact metrics.

What does the CEO want to know about each of the major functions? One way
to frame it is that they are looking for insights on these three issues:

— The impact of the work

— The efficiency of the team

— The overall ROI on projects

What HR needs from its own analytics team is relevant data that helps answers
these questions in a timely way. The intent shouldn’t be to impress the leader-
ship with sophisticated analysis or to overplay the certainty of the data. It’s that
sense of, “Here is what we know, and it leads us to think this way, so this is
where we are going to focus attention.”

The Impact of HR Work

A good example of reporting on work impact is sharing basic recruiting metrics
for each department. A department leader’s own success depends on the re-
cruiting function doing a good job, so the leader should want to know how the
hiring process is proceeding (e.g., number of applications received, number of
qualified candidates). That means sharing the basic data in a transparent way.
The news might not always be good, but at least it’s clear what HR is doing—
that clarity is based on data.

A positive side effect of sharing data is that it sets up two-way communica-
tion so that HR (in this example, talent acquisition) is clearer about priorities
and why it’s doing what it’s doing. Left in a silo, Recruiting can begin to feel
that it’s just going through the administrative process of filling job requisitions.
Better communication reminds them that they’re meeting needs that are impor-
tant to business results. This communication also clarifies priorities so that as
the business leaders review the metrics, they can point recruiters toward issues
that have the largest or most immediate impact on results.
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The Efficiency of Your Team

If other leaders first want to know what HR is getting done (the impact), then
the second thing is how efficiently HR is doing it. While the HR function will
want detailed measures of its own efficiency (e.g., cost per hire), then the CEO
won’t want those details on process efficiency—they will be interested in a broad
measure such as total HR expense as percent of revenue. As with most metrics,
they will be less interested in the absolute number than the trend: is it going up
or going down?

CEOs monitor HR expense and total revenue because bloat is a common or-
ganizational disease. Every department wants more investment and every man-
ager wants more staff. If leaders don’t make a specific effort to combat bloat,
then expenses will grow faster than revenue.

If HR expense is going up as a percent of revenue, that’s a warning sign.
However, there are times when it’s not a bad thing. For example, a growing firm
might make extra investments in HR capacity to enable the company to scale.
This broad measure of efficiency, which is a simple transparent number, helps
leadership to stay on top of what’s going on. They then use their judgment
about whether the number is appropriate given the situation.

Overall ROI of a Project

ROI can be a real challenge for HR as it attempts to justify various programs.
Any truly strategic HR function, such as the CMO of People model, doesn’t view
the world primarily through the lens of HR programs that need to be justified—
it views the world through the lens of business results that must be achieved.

For example, consider the return on an investment of a new office in Dub-
lin. HR is part of the team behind the decision to locate a new office, so the
overall ROI of this project is relevant to understanding if HR is delivering what
is required.

In this case, HR was directly involved in the decision to place a new office,
along with Sales and Finance. It was a partnership. Together, the team looked at
issues like the availability of talent, taxation, geographical coverage of key mar-
kets, and so on. This mosaic of data led to an informed decision about where to
open the office based on Financial, Human Resources, and Sales considerations.

Evidence that it was a good decision shows up in metrics like higher total
revenue and higher revenue per employee—the company cared about this com-
plete result. We didn’t attempt to isolate the ROI of HR’s role in the project—we
just looked at overall ROI.
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Another example of judging overall ROI can be found in talent acquisition.
Rather than looking at efficiency measures, such as how long it takes to fill a
vacancy, we can look at financially relevant issues such as, “Did the talent ac-
quisition function fill sales jobs in a manner that led to hitting revenue targets?”
or, “Did it fill engineering jobs in a manner that led to hitting project dead-
lines?” You can put a dollar value on it by estimating the lost revenue of proj-
ects being late. It shifts the focus from looking internally at HR processes to
looking at the overall financial impact of the outcome.

HR might object that it doesn’t control everything that goes into hitting a
project deadline, but that measure matters most to the business, so that’s where
the focus should be. The “overall ROI” mindset stresses collaboration.

What Can You Do Today?

Start with the “impact of the HR work” category. Is data from talent acquisition
or training being shared with the business in such a way that both HR and the
business can see the impact of that work on results?

Outside Perspective: David Green

An analytics thought leader’s views.

A Culture of Analytics

David Green, a widely recognized speaker, consultant and commentator on peo-
ple analytics, points out that having a “culture of analytics” is more important
than the tools you happen to have available. Building that culture can be a chal-
lenge since the legacy of HR has not been data-centric. One of the important
steps in building that culture is to ensure there is not a big divide between the
analytics team and the rest of HR. One can’t presume that good two-way com-
munication will happen naturally—an analytics pro may tend toward being a
numbers-geek while a traditional HR pro may be numbers-shy. The head of HR
needs to bridge that gap and avoid the trap of an us-versus-them mentality be-
tween the analytics team and the rest of HR.

Green says that one way to build the connection is to start by bringing a set
of your more data-savvy HR pros into the analytics tent early. There are always
a group of HR pros who are early fans of using data, either because of their own
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interests or because they recognize it will be good for their careers. If you make
them part of the analytics effort early, they’ll become advocates and will be role
models who demonstrate the practical ways an average HR pro can use analyt-
ics on the job.

Creating a culture of analytics seemed relatively easy in this book because
you had a data-savvy HR leader who brought analytics into the function in the
early stages of the growth of the team. For more established companies, you’ll
need to provide the HR team with training, enable them with tools, and promote
knowledge sharing through mechanisms like a community of practice.

How to Hire Data-Savvy HR Pros

Green reminds us that the transition to an analytics-savvy culture is easier if
you make a point of hiring data-savvy people as you move forward. It’s not too
hard to assess for this skill set, get them to talk through scenarios to illustrate
their analytical thinking, and give tests for numeracy skills. They don’t neces-
sarily need to have education in a quantitative subject—someone with a degree
in English Literature could have a fine analytical mind.

While it’s useful to hire for data-savvy, it’s a good idea to look for business-
savvy at the same time. Success in analytics depends on starting with the right
business question. Green suggests bringing people who have worked in the
business into HR—that gives them a big head start in ensuring they focus ana-
lytics on relevant business issues.

Ensuring People Analytics Has an Impact

In the stories in this book, there is never any question of HR analytics having an
impact on the business because it’s driven by the head of HR, who is part of the
core executive team. It’s not always that easy. Sometimes HR analytics groups do
clever work that’s either overlooked by the business or not relevant to their imme-
diate needs. If analytics is overlooked or seen as irrelevant, it will be hard to grow
it into being a natural part of how HR operates. Green argues that it is important
that the person responsible for analytics reports directly to the CHRO—this both
signals its importance and ensures analytics is given adequate strategic direction.
This reporting level also makes it easier to get access to data and to take action
once the analysis is done.

Hopefully, this drive toward a culture of analytics does not appear too daunt-
ing. Green agrees that it’s important just to get going—focus on the most important
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issues (since there is always more demand for analytics than supply of time)
and use what evidence you have to inform decisions. Don’t wait for perfec-
tion, just start using data to inform your judgment and add credibility to your
recommendations.

Outside Perspective: Tony Truong

Tony Truong is Vice President, Head of People Analytics & Workforce Strategy at
Nike. He has a world-class understanding on how to use analytics as part of your
CMO of People strategy.

My role within the CMO of People approach to HR has always been analytics.
I’'ve led people analytics work at DocuSign, PayPal, and Nike. I've always em-
braced Peter’s idea that “analytics comes first” and that it’s essential for a busi-
ness-focused HR function.

Just to share an overall framework, I see people analytics as having a num-
ber of pillars:
— Analytics business partners: Which provides direct consulting support
— Business intelligence: Which provide reports, dashboards, and analysis
— People research: Which provides deep dive analytics on key business issues
— Strategy & operations: Which maximizes effectiveness of the team

Analytics is essential, but analytics can be hard for HR professionals. I have cre-
ated a role called “people analytics business partners.” They provide the needed
expertise and handholding when it comes to providing data and analysis for
HRBPs and HR center of excellence leaders. This embeds a capability into HR so
that HR leaders can think about how analytics can help them achieve their busi-
ness objectives. This capability is useful all across HR but, at least in my experi-
ence, is particularly important in talent management, diversity & inclusion, and
recruiting.

Another important thing I’ve worked on is the analytics infrastructure that
provides business intelligence. I divide this into two categories: products and
solutions. Products are the repeatable, scalable things analytics provides like
reports and dashboards. Solutions are the one-off projects that take anywhere
from a few days to a few weeks and require a little bit more rigor and more in-
sight from a people analytics pro.

The CMO of People approach emphasizes the employment brand and an im-
portant way analytics supports that is through an employee sensing strategy.
By employee sensing, I mean gathering data from both the internal and external
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environment that gives us insight into the employment brand. Much of this
data comes from surveys and focus groups, as well as obvious external data
sources like getting information from Glassdoor. I've also experimented with
gathering data from other sources such as “badging” where we collect data to
see who is going into the office. I don’t make a big distinction between looking
at the employment brand and looking at the employee experience. The two
work together.

What I'm really interested in personally is deeper dive people research on
root cause analysis and the linkages between the different factors that affect
business outcomes. This leads me to something that I think is important for HR
leaders to understand about analytics. The analytics teams shouldn’t just be
data scientists, it should contain psychologists and econometrics experts to
help give us deeper insights into root causes.

From a philosophical standpoint, analytics needs to be driven by the busi-
ness strategy and focus on business outcomes. HR can be very insular in its
views about talent and not do a good job of focusing on where talent is most
important to the business. Let’s imagine you are using people analytics as part
of a business transformation. You don’t want to look at it just from a cost per-
spective, that’s easy but it’s not the business purpose of a transformation. What
the business needs from HR is to see if the transformation is leading to better
collaboration, better efficiencies, and better output. Those are the things you
want to analyze and a lot of the information you get from the employee sensing
platform can help with that. As I said earlier, I'm interested in the linkages, so
it’s not just looking at data you might get from an employee survey, but also
linking that to, for example, sales data.

If you look at the evolution of the HR function, analytics has led to chang-
ing expectations right across HR. Everyone in HR is expected to make data-
informed decisions. I purposely don't say “data-driven” because when it comes
to people data, analysis is informative, it doesn't drive decisions on its own.
There are so many multifaceted factors that go into decisions about people and
data is just an element of it.

I’d say that the most important thing about the CMO of People concept that
has affected my perspective is the continual focus on business outcomes. It’s
always top of mind. It is great to drive all these various aspects around how HR
supports people but there needs to be a linkage between that and how people
results deliver business results.

If you are just getting started with your people analytics function, I'd stress
that there is no universal playbook. Every company has its own priority issues
whether that be growth or restructuring or workforce planning. You need to
start by knowing what the business priorities are.
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Another important thing to know is that you don't need big data to get
started. You can start with basic reporting and turn on more advanced capabili-
ties as you go. I also should say that it doesn't have to be sequential. I say that
because a lot of people think you have to start by cleaning the data, then build-
ing a data warehouse, and then hiring a data scientist to do the advanced work.
You can do some of those things in parallel, you can be operating at different
parts of the maturity curve at the same time. As you build up your people ana-
lytics capability don’t try to do everything on your own. You need to work
through business partners and leaders who will be stewards of people analytics,
don’t try to drive everything yourself.

In closing, I’d say that analytics is becoming table stakes for HR. Under-
standing people data is not a nice-to-have it's a must-have. Leaders understand
that HR is becoming more and more important, and to live up to the higher ex-
pectations of HR then you have to come to the table with analytics. I salute
Peter for being ahead of the pack in recognizing the importance of analytics to
HR and of HR analytics to the business.

Takeaways

— Start analytics early so that making decisions based on data becomes the
natural way for HR to operate.

— Don’t wait to start sharing people data with colleagues in the C-suite and
other leadership roles—it’s okay if it has gaps, as long as you can explain
why they’re there.

— Build the dashboard around questions you want to answer.

— Look for the overall message in a series of metrics. What is the data suggesting?

— Think of HR analytics as answering general management questions such as
what they imply for revenue growth or for hitting product deadlines.

— If you don’t have stories about how data led to action, then something is
wrong.

— Publishing data increases shared accountability.

— Measure what you want to become to keep focused on the future.

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Chapter 6
Case Study on a Mosaic of Measures

The following is a simplified look at an executive briefing on organizational health
using data.

Guiding the Strategic Conversation on Talent

The HR leader must be one of the business leaders crafting strategy.

I thought it would be helpful to walk through a strategic presentation, about
HR, to an executive team. The goal is to get to the point and simply answer the
question at hand. It doesn’t require highly sophisticated analysis; it’s a frame-
work that everyone can easily follow. It provides an example that illustrates the
role of data and it shows how you can have an impact with basic data that any
HR department should be able to get its hands on.

As you’ll see, the presentation is packed full of numbers, and this is why
you need someone who can do analytics early on in a company’s history, but
note that this presentation isn’t about “analytics.” This presentation is about
the strategic issues the top leadership team cares about. That is, to speak intelli-
gently and convincingly about strategic issues.

You’ll notice that there is nothing more advanced in the math that underlies
this presentation than grade school arithmetic. The advantage of operating at
that level is that it’s easy for the executive team to digest quickly—we never
need to step back and spend fifteen minutes trying to explain some statistical
technique—and it is also easy for us to do at this stage of the company’s matura-
tion. I'd love to do more sophisticated things like conjoint analysis, but it’s
amazing how far you can get with just basic counts and percentages.

Another point worth noticing is that we avoid reams of data that would
lead the audience to drift into unconsciousness. There is always a story to be
told—it’s the story that plays the lead, and the numbers validate and illustrate
the story. The executive team doesn’t really care that there are many, many
pages of numbers that got culled out of the analysis; they don’t need the whole
story about how you narrowed the analysis to just a few select points. The ana-
lytics are not the point, so we don’t lead with the data and how we got it; we
stay focused on the business issue.

https://doi.org/10.1515/9783110753035-006
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Starting with the End in Mind

Being clear about the desired outcome before we begin telling the story.

‘Broadly speaking, as the HR leader I have to determine and communicate which
HR levers (e.g., hiring, training, reward, etc.) have the biggest impact on execut-
ing the business strategy. I need to discuss any place where HR factors will un-
dermine the execution of business strategy. From there, we, the executive team,
need to either take some actions (such as making an investment in talent acquisi-
tion) or be aware of the dynamics such that appropriate actions may be taken
(such as correcting imbalances in the organizational structure).”

While it’s clear that I have a desired outcome from the presentation, this isn’t
a sales pitch. Often HR professionals seem to want advice on how they can sell
their projects to top management, but that’s not the right stance. Here HR is a
part of top management, so the desired outcome is the same for HR as for every-
one else on the executive team: to succeed in achieving a range of agreed upon
business objectives. The pitch is simply to communicate as clearly and convinc-
ingly as possible what we know how to achieve those business objectives.

The example that follows illustrates a situation that is very common for
growing technology firms. Growing firms have ambitious business goals; to
achieve those goals they need to hire a lot of new people, and if they fail to hire
those people they won’t achieve those goals. The leadership teams need the HR
leader to forecast the path forward so there is a predictable future. If decisions
need to be made, then they are made early on, not after a crisis hits.

Setting the Stage

Start by getting people on the same page and showing them where we’re going.

This portion of the presentation focuses on the talent acquisition challenges in
the context of the business strategy. The leadership team has a lot on their
minds, so you need to quickly take them through the data on talent acquisition,
highlighting the issues, the impact of those issues, and of course, what deci-
sions needed to be considered.

The first slide, Figure 6.1, is designed to get everyone focused and on the
same page. CEOs have told me more than once that this is their favorite kind of
slide because it is such a simple way to lay out the hiring challenge. In this ex-
ample, there is a “stretch goal” that the business is shooting for and a more
readily achievable goal we call the “commit goal.”
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XXX -YYY hires remaining this year

Stretch Commit

Goal Goal

Q3 Ain2018 | Aftiiion  Total ) mavnssead

=

Professional 50 - 40 = 10 + 2 = 12 — 2 =10 10

G&A 100 80 20 5 : 25 4 21 TR
Operations 150 120 30 0 1 40 : 4 44 38
Technology 100 80 20 5 25 4 29 R
T 50 40 10 2 1 12 i 2 14 Lo

Total 450 360 90 24 144 16 118

Figure 6.1: Hiring targets.

The table in Figure 6.1 has a row for each of the five main departments and
shows the amount of hiring required. It’s quite simple, but let me walk you
through it column-by-column.

If we start with the first row, Professional, we see the End of Year Approved
hires is 50, and in the next column that the Third Quarter Starting Headcount
(i.e., the current headcount, since we were in the third quarter) was 40. As the
figure shows, 50 minus 40 is 10, which is the “delta” between the headcount we
have now and the headcount we need by year-end. We tend to add in the hires
we’ll need due to Attrition for the Total Number of Hires to achieve our Stretch
Goal (to fill all approved positions). We then subtract the people about to come
on board (Starts + Accepts) to get the final Hires Remaining number. The final
column, Commit Goal/ Hires Expected, gives the numbers of hires we are confi-
dent we can achieve.

The implication of this slide is first that if anyone on the team didn’t agree
with the numbers, they should speak up. Second, it implies that we had some
hiring challenges that we needed to look into more deeply.

A Model of the Constraints on Hiring

Clearly identify the factors the team needs to focus on.

Now that we have everyone on the same page, we want to get them to focus on
the three factors that will let us determine whether or not they would be able to
achieve the commit goals and stretch goals. These three factors are:
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— Time: How long it takes leaders to do the hiring in their unit. A leader has
about 2,080 hours in a year and only so much of that can be devoted to in-
terviewing candidates. If leaders don’t have enough time, then the organiza-
tion won’t achieve its hiring targets and hence won’t achieve its business
goals.

— Capacity: This refers to the capacity the recruiting function has in order to
provide quality candidates to be interviewed. Capacity is a function of the
number of recruiters and how many positions a recruiter can close in a year.

— Volume: The volume of candidates in the pipeline needs to be sufficient for
the recruiters to do their work. If there are insufficient candidates in the
pipeline, then it won’t matter how many recruiters there are.

Time, Capacity, and Volume are our biggest constraints

What are hiring Targets?

() Goal 1 (Tech Commit)

() Goal 2 (Tech Commit)

() Goal 3 (90%+of all other hires)

Volume

Assumes hires this fiscal year, not starts

6| © 2018 Grand Rounds, Inc. — Proprietary and Confidential

Figure 6.2: The three constraints on hiring.

In Figure 6.2, we see the three constraining factors (time, capacity, and volume)
around the image of a rifle site aiming at our hiring goal. On the right, I’'ve listed
the three goals we want to focus on. The “Tech Commit” goal of how many tech-
nology hires we are confident we can make, the “Tech Stretch” goal which
would be harder to achieve, and then “Goal 3,” which is hitting 90% of the ap-
proved hires in all other departments.

The implication of this slide is that these are the only three factors, so if
anyone in the leadership team wants to talk about other recruitment factors,
they had better say so.
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Jumping to the Conclusion

Don’t hold leaders in suspense.

t is tempting to slowly build up an argument from the foundations and eventually
have it all come together into a compelling conclusion. Leaders hate that ap-
proach. Leaders want to know what your conclusion is first and see if you can
back it up. The intention with the next slide is to lay out the main conclusion—
the one that would grab the team’s attention and get them thinking about what
actions we might need to take.

Note how HR is collaborating with the leadership team in looking ahead to po-
tential problems and setting the basis for shared ownership for solving them. Some-
times we use terms like “collaboration” and “shared ownership” without being clear
about what they really are or how they can be achieved. Neither collaboration nor
shared ownership need to be addressed by a special HR initiative—they come from
the ongoing way HR interacts with the rest of the leadership team. It seems pretty
obvious when I lay it out with some simple slides, but the whole positioning of this
presentation is illustrative of how an HR leader sets the right tone with their peers
on the leadership team.

Goal 1 is possible and time is our greatest limitation

Goals Capacity Volume Time Possible Accelerators
Goal 1 (Tech Commit) * Leaders trained on
0 @ CTOs approach to
(;}) hiring
Q(},-; * Generating higher
Goal 2 (Tech Stretch) quality pipeline

00 0 mm
Referrals from

Team

4
v

Volume Goal 3 (90% of all

other hires) 0 o 0

Figure 6.3: What goals are achievable?

The slide shown in Figure 6.3 uses the traditional coloring scheme of green, yel-
low, and red to show what is on track, what is marginal, and what is a problem.
The rows show each of the three goals we introduced in the previous slides and
the columns show the three constraints of capacity, volume, and time. The table
makes clear that the stretch goal for hiring technology professionals (Goal 2) is
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not going to be possible without changes. Even the less ambitious target for tech-
nology hiring (Goal 1) has a potential problem with the volume of candidates and
definitely a problem with leaders’ time.

The final column the slide shows some possible solutions. For example,
since the leader most responsible for technology hiring is the CTO, getting other
leaders trained in this approach to hiring could take off some of the time pres-
sure. The next two suggestions relate to improving the volume of quality candi-
dates either through the usual pipeline or through referrals.

The implication that HR wants leaders to grasp is that they are going to
have to make some business decisions to deal with the predicted problems be-
fore they become actual problems. Of course, before any decisions are made,
the leadership team will want to see the data that leads to this conclusion.

Drilling Down on Capacity

Provide the data that leaders need to decide on the necessary actions.

Having made some bold conclusions, the intent is then to walk through just a
few slides so that the leadership team can be confident that what is suggested is
grounded in good data. It will give them a chance to test any assumptions and
point out anything that has been overlooked.

The first slide in this part of the presentation looks at the capacity the re-
cruiting team has to fill these jobs for each of the three goals.

Capacity: Goal 1 and Goal 3 are possible with currect capacity

Recruiting Capacity

Based on X hires a m Hires Needed Over Capacity in
quarter Capacity with 2 add recruiters Professional
YTD, Team has = Current Capacity o
averaged X hires Under Capacity in
a quarter G&Aand IT

TBH recruiter

productivity TBD

Goal 1 (Tech Goal 2 (Tech  Goal 3 (exc. 90%+
Commit) Commit) Commit)

o O @

Goal 3 achievement dependent on ability to shift recruiting resources
6| © 2018 Grand Rounds, Inc. — Proprietary and Confidential

Figure 6.4: An analysis of recruiting capacity.
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If you compare Figure 6.4 to 6.3 you can see we took the Capacity column
(which showed green, red, green from top to bottom) and arranged it horizon-
tally. For each of the three goals there are columns comparing the existing ca-
pacity to the goal. In this example, for Goal 1 there is the capacity to match the
goal or exceed the goal by adding two new recruiters. The callout box to the left
of the columns shows how capacity is calculated. If leaders want more informa-
tion on any of the elements of the chart, your analytics team should be able to
provide that; they would have needed it to create this slide, but there is no need
to show all their work.

The second set of columns shows that even with two new recruiting hires,
this company wouldn’t have the capacity to achieve its Tech Stretch goal. Goal
3 did not appear to be in trouble; although, the callout text on the far right of
the slide notes that within this set of open positions we might need to shift re-
cruiting resources from Professional (where there was over-capacity) to G&A
and IT, where there was under-capacity.

The implication is that we would need to invest in recruiting capacity (i.e.,
hire more recruiters) if we wanted to hit Goal 2.

Drilling Down on Volume

How strong is the pipeline of candidates?

The problem with recruiting is that if any one of the three elements (capacity,
volume, or time) is lacking, then results will fall short. We’ve covered the issue
of capacity—now the next step is to show the leadership team where the com-
pany stands on pipeline volume.

The funnel image on the left in Figure 6.5 captures the fundamental nature of
recruiting and highlights how similar it is to sales. The idea is that hopefully a
whole lot of potential candidates enter the funnel at the top; as they go through
the process, many are screened out or drop out, leaving just a few hires at the
end of the process. The conversion rate referenced on the image of the funnel is
the percentage of candidates this company has historically been able to convert
to hires. Assuming that the company can maintain the conversion rate, they are
able to predict the numbers of hires they will be able to make based on how
many candidates are at the top of the funnel.

The chart with columns shows how the volume of hires from the funnel has
been growing month to month. If we add the “H1 Active funnel” volume to the
volume we expect to get from the “H2 Projected pipeline,” then there is enough
volume to meet Goal 1. (This is explained a bit further in the next figure.)
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Volume: Optimistic view of the world to achieving hires

H1 Active H2 Projected Technology Pipeline &
Technology Candidates
Pipeline

Historical
Conversion
Rates

== Enough pipeline for
== Goall

Est. Hires

Goal 1 (Tech Commit) Goal 2 (Tech Stretch)

o (%)

Hires technically possible if pipeline growth continues and quality remains

Figure 6.5: A look at the historical volume of candidates.

At the bottom of the slide, you can see Goal 1 as a checkmark, but in yellow
because it’s based on a somewhat optimistic projection—even an optimistic pro-
jection isn’t enough to meet Goal 2.

The implication is that there is a bit of risk with Goal 1 if they don’t do any-
thing new, but they’ll probably make it. The leadership team will have to con-
sider whether they can live with this risk.

We then move on to provide a bit more insight on the challenges with can-
didate volume.

Volume: Theoretically, enough pipeline today for non-Tech

H1 Active Candidates H1 Active Tech Pipeline H1 Active Pipeline (Tech Excluded)
Sourced Applied Referred Overall Sourced Applied Referred Overall
1% 1% 1% 1% 1% 1% 1% 1%
1 1 1 3 1 1 1 3
Est. Hires

Niche roles may be more challenging to fill than conversion suggest

Figure 6.6: Is the candidate volume sufficient?.
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The second slide on candidate volume, Figure 6.6, provides illustrative num-
bers only. It shows three main sources of hire that feed the H1 active pipleline:
candidates sourced by recruiting agencies; candidates who have applied to ad-
vertisements, and candidates who were referred. The rows show the raw number,
the conversion rate, and hence the total number of hires. In this figure, we used
100 for the raw number in each case to simplify the example. You would enter in
your raw data for each category, and your conversion rate to get your total ex-
pected number of hires.

Drilling Down on Time

How much time does it take to hire a new employee?

You don’t want to drown the leadership team in data, but you do need to take
them through the last big constraint on hiring: leadership time.

Time: It takes about X weeks to close a tech req

I I ININ

Patient Care Q&A GTM Tech Overall

= Avg. Time in Pipeline (Days) = Avg. Time in Fill Req (Days)

Goal 1 (Eng Commit) Goal 2 (Eng Stretch)  Goal 3 (exc. Eng Commit)

The candidates we hired spent a little over a month in the process

Figure 6.7: The time constraint on technology hires.

In Figure 6.7 we look, for each department, at how long a candidate is in the
pipeline and how long it takes to fill a job opening once we have a requisition.
The reason the numbers are different is that when there are strong candidates
who are likely to be hired, most companies are pretty good at accelerating the
process. However, the more important column is the second one: the average
time to fill, since that tells us how many jobs the company can expect to fill in
the available time.
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There is one more point that I’'ve used in this sort of presentation that I think
is worth sharing. It turns out the time it takes different teams to make a hire can
be dramatically different.

What'’s the right amount of time needed to make a quality hire?

‘ Average Time Spent by Team per Hire

Is the team’s risk
tolerance too high?
Too low? Or just
right?

Teams from each hiring
dapartment

In the time it takes one team to make 1 hire, another could make 10 hires

12| © 2018 Grand Rounds, Inc. — Proprietary and Confidential

Figure 6.8: Time spent on hiring in different departments.

In Figure 6.8 the average time the hiring team spends per hire is shown for each
area. The implication is that some teams may be spending too much time and
other teams may be spending too little.

What You Can Learn from This Presentation

In some ways this is just a basic presentation of facts, but you can imagine that
a lot of work goes into pulling this data together; of course, the few numbers
shown here are the tip of the iceberg and are all supported by many more calcu-
lations that you would make available in an appendix.

As simple as this presentation is, it does capture some of the characteristics
of an analytics-savvy HR function. We are focused on a business issue that puts
us in collaboration and shared ownership with the leadership team. We have a
clear idea of the decisions that need to be grappled with, and we can back that
up with data. We keep it as simple as we can, while providing enough data so
that the leadership team both understands the situation and has confidence
that HR has based this limited set of data on a deeper analysis.
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Takeaways
— Analytics doesn’t need to be sophisticated to be useful

— Tell a story that starts with the business issue
— Keep it short and simple; don’t drown your audience in data
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How We Handled HR Technology and Processes

If the goal of the HR function is to create a strategic advantage, then it can’t let
itself get bogged down in transactions; technology is the answer.

Why HR Technology Is a High Priority

Think through when and how much to invest in HR technology.

Historically, HR has done a lot on administrative paperwork. If you are building
a new company, then it’s typical to follow that same trajectory, starting with
loose manual processes and then gradually formalizing and automating them.
From the viewpoint of a CMO of People, whose mission is to drive business im-
pact, the notion of HR doing manual processes is distasteful. We just don’t want
to be a department staffed with people who push paper.

In Section 5.1, we argued that you should hire an analytics team before
some traditional HR roles. You’ll see much the same thinking when it comes to
technology. The CMO of People model leans toward an early investment in tech-
nology as part of a sustainable foundation because it’s easy to get trapped in
manual work and processes that don’t scale. This trap of manual work will seri-
ously handcuff attempts to have an impact on the business.

Leaning toward early investments in technology shouldn’t be confused with
wanting to have all the latest gizmos. I never sought technology that people felt
was really cool; I just wanted the basics that would free up my team to do their
real work. I had a clear vision of what I wanted the HR organization to be, and
then pushed back against tendencies that would take us in the wrong direction—
tendencies like putting up with a lot of manual administrative work.

As always, it’s a question of whether a piece of technology is a good invest-
ment. However, our executive team didn’t look at return on investment in nar-
row terms, such as how much headcount some HR technology might save. We
looked at how HR technology, or the lack of HR technology, would affect the
overall growth trajectory of the business. If recruitment or onboarding technol-
ogy would help us grow an effective sales force faster, that is where the strategic
payoff would be found. If you are a rapidly growing company, you’ll want to
lean toward early investment in technology because it will get you where you
need to be faster.

https://doi.org/10.1515/9783110753035-007
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What Happens When Technology Is Prioritized

Properly done, technology implementation creates a simple, efficient process.
Improperly used, it acts as a constraint that prevents HR from straying into ad
hoc, customized, or inefficient solutions. If HR people start doing administrative
work, then that’s what they are likely to continue doing. If they start with a clear,
straightforward system such that administration is minimized, then they’ll focus
on other things.

It’s also true that if you create a process and then try to automate it, chan-
ces are that you’ll find your process doesn’t fit very well with how the vendor’s
software works. This creates a whole load of extra work as you decide where
you can redesign the process and where you need to pay for expensive software
customization. That’s another reason to lean toward an early investment in
technology.

Implications for Choosing Technology

If one of the purposes of technology is to avoid the trap of manual processes,
then the main things you want out of a technology, beyond the basic fit with
your requirements, are ease of use and integration.

Ease of use for the customer is part of the design and adoption consider-
ation. It is a priority because people don’t have time to master complex HR soft-
ware; you should be willing to sacrifice features for ease of use. Again, it comes
down to having a clear vision of how the HR function is driving value via an
experience that improves productivity and performance. We don’t get overly en-
amored with HR software because our focus is on the business, not on HR.

Integration is a priority because lack of integration can be a huge time-
waster for HR—in fact, it can obliterate any time-savings that the technology
would otherwise deliver. You should be willing to pay more if that’s what it
takes to get integrated software, or else invest the time to ensure that the points
of integration are easily handled. Integration is more complicated than you
might imagine because there are many different levels. You can’t simply rely on
a vendor’s claim that their software will easily integrate with your other sys-
tems. You need to work with an internal or external expert who can advise you
just what is involved in integrating two particular systems, what the limitations
of the integration are, and how easy it will be to maintain that integration as
the different systems are upgraded.
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Yet in the End It’s Not About Technology, It’s About Outcomes

Important as it is, HR technology on its own won’t achieve much—you need ef-
fective program management and a clear view of the outcomes. In fact, in one
case, the performance management software we had was undeniably lousy. We
got around this by getting everyone focused on the end results we needed to
achieve. The focus was on the outcome, not the tool, and we could admit the
tool was poor and then figure out how to best work around it to get the out-
comes we all agreed mattered to the business.

To get the benefits of technology, people need how to use it, why to use it,
and most of all the business outcomes HR is aiming to achieve. This is easy to
say but hard to do because we get sucked so deeply into the details of the tech-
nology that it’s hard to look up at the bigger purpose.

Design Perspective

The normal perspective on HR tech focuses on the importance of efficiency,
having a single source of truth, and compliance. Those all are important, and to
go deeper, a design perspective urges us to lean back and determine the pur-
pose of the technology.

So a design perspective would lead us to ask, “What is the problem the tech
is meant to solve?” and “Is it actually solving it?” This perspective would lead
to prioritizing measures on how often it is being used (i.e., adoption rate). If it’s
online training, then we’d not just want to know that it is available, but also
whether it is being used and making employees more productive. Even though
you can’t get precise answers to those questions, any indicators are helpful.

Technology, like analytics, tends to draw us into the weeds; we need to
make an effort to keep perspective and stay focused on the basic processes that
will have an impact on the business. Let’s consider a technology I know well:
Docu-Sign. It is a nice technology for cutting back on admin work, but the big-
ger perspective is that it helps people to sign up faster and hence gets them off
the job market and into your firm.

What Can You Do Today?

Consider shifting investment out of some existing HR projects and into technol-
ogy. Consider what would happen if you accelerated your HR technology road-
map. Could you start eliminating large swaths of low-value transactional work?
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How Technology Fits with HR Analytics

We used technology to support HR analytics.

In Chapter 5, I stressed the primacy of HR analytics. In Section 7.1, I argued that
HR technology should also be a priority, superseding investment in more tradi-
tional HR work. You might expect that this mindset would lead to a highly so-
phisticated HR analytics technology infrastructure. That isn’t necessarily the
case.

The Link Between Technology and Analytics

Core HR technology does two separate things: it enables efficient transactions
and it captures data to enable analytics. In implementing technology, one has
to ensure that the right data is being captured (and captured accurately).

The right data points toward answers about:

— What is happening?

- Isit important enough to worry about?

— Why is it happening?

— What can I do about it?

For example, it’s typical for a modern applicant tracking system to provide
some data on the candidate funnel so that you can see when candidates are
dropping out. However, knowing what has happened isn’t enough—you need to
know why, and for that you’d need to collect feedback on the candidate experi-
ence. Once you know why candidates are dropping out, you are in a position to
consider what to do about it.

I had this experience in one organization where we were getting too many
candidates dropping out. Each member of the recruiting team had different
opinions for the cause of the dropouts. I couldn’t prioritize which opinion to
act on in the absence of data. The systems were just managing workflow, not
gathering the data I needed for decision-making. Until we fixed the systems to
gather candidate experience data, we were just guessing about what changes
would help.

In addition to core HR technology that provides data, there are now many
tools aimed specifically to help with HR analytics. We didn’t lean heavily on
technology to provide advanced analytics. The main point of analytics is to go
from a world of no numbers to one with some numbers. We needed to answer
questions like, “How long does it take a new sales rep to develop to the point
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they can hit their quota?” and “How many software engineers will we have by
the end of the quarter given our talent pipeline?” Actually, we could be more
accurate in framing those questions. We needed to know, “Roughly how long
...” and “Approximately how many. . .” and we would get answers that were
close enough for managers to make decisions, not highly precise predictive
models. To get rough but adequate answers to these questions, we needed to
get basic data from our systems, and then analyze it in Excel—that was about it.

Pipeline Funnel of | Applicants in Pipeline | based on | Normal Process

Figure 7.1: Metrics used to track the candidate funnel (image courtesy of Visier Inc.)

The simple display of the candidate funnel in Figure 7.1 shows how useful technol-
ogy can be in moving to a world where data is our friend. The image simply lists
each of the steps of the hiring process, starting with Applied, then Screened, then
Qualified, right through to Hire Yet to Start. The horizontal bars show the number
of candidates at each step. If there is a problem in the process, such as too few of
those passing the Screening stage and making it through the Qualifying stage, or
(toward the end of the process) too few Offers Accepted, then it shows up clearly
on the screen.

The great thing about having this kind of technology is that the data doesn’t
stop with what you see on the screen—you can dig deeper to investigate any
problems or anomalies.
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Powerful Questions, Before Powerful Tools

The way to get good analytics, without a significant investment in analytics tech-
nology, is to be very clear about the questions the business needs answered. We
wanted to know what social causes mattered most to employees because that
was important to the employment brand. Given that kind of clear question, our
analytics team could dig into the data on what matching donations had been re-
quested by employees and pull together an answer on what social issues mat-
tered most. We relied on good questions and a creative analytics team to give us
the answers we needed.

Similarly, we did not create a lot of standard HR reports. The focus was al-
ways on being able to tell a story grounded in data. The starting point was the
business issue we were grappling with and a solution that made sense given
the data we had. We didn’t feel a need to create reports just because that’s what
everyone else did.

Most of the mathematics needed for our analyses was pretty basic. In fact,
at that point we did most of the analysis in Excel. When you want to do ad-
vanced analytics, then you’ll need an advanced tool like Visier; if you just want
to make a business decision, then running the numbers through a spreadsheet
is often enough.

Low Tech, Big Impact

As we discussed in Chapter 2, a useful analytics project that is particularly rele-
vant to the CMO of People mindset involves developing a “persona” of a suc-
cessful employee. The concept comes from Marketing, where you develop an
idealized portrait of one or more typical customers. We created employee per-
sonas that illustrated what makes them successful: how they behaved, what
made them stay, and what enabled them to move up in the organization.

What technology did we need to support this important piece of analysis?
Nothing much. We gathered basic data on successful employees and used it to
inform a discussion of the persona. Even though it was low tech, it had a big
impact.

The takeaway is that you want technology to capture data that will be help-
ful in analytics, but you don’t necessarily need a big investment in data ware-
houses or machine learning.
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What Can You Do Today?

Shift away from the thinking that technology will be the answer to your analyt-
ics woes. Consider the capability that exists in HR to ask the right questions,
and the capability of the analytics team to provide creative answers in a world
where data might be limited or scattered.

Examples of How We Built an HR Technology Infrastructure

Here are two examples of an HR technology infrastructure.

Technology changes so quickly that any detailed description can quickly seem
dated. Nonetheless, we think that it can be helpful to move from general princi-
ples to specifics.

At Shutterfly, the flow of talent acquisition data started with an employer
page on LinkedIn, which fed candidates to our applicant tracking system (Job-
vite), which, after someone was hired, fed the data into our core HRIS (Workday).
From there, the data went into our compensation analysis software (CompExcel)
and the results of the analysis were sent back to Workday.

The takeaway is that, in practice, there were quite a few pieces—more than
we’d ideally like—but the system worked well since the pieces were integrated
to the point that we could easily share data between them.

From a pragmatic point of view, the system allowed us to do our work
quickly with minimal administrative burden. From an employment brand per-
spective, we communicated that we were a technology-friendly organization.
We also emphasized mobile access, which seems self-evident now but was less
obvious then; that decision flowed from a focus on how the employee experi-
enced the software, not what was convenient for HR.

What we didn’t do was just as relevant as what we did. There was no “joke
of the day” on the Jive site because that had no relevance to the brand. Simi-
larly, even though Jive recommended that we gamify the communication site,
we didn’t go that route. We avoided those distractions by being clear about the
business purpose of the communication hub: productivity. We wanted employ-
ees to get into the software, get what they needed to get done, and then get out.
We didn’t want people hanging around earning badges. This sounds obvious
when [ say it this way—however, it should also be easy to see the appeal of a
“joke of the day.” As CMO of People you need to spend far more time than you’d
imagine communicating your vision and jumping on examples like this one to
drive home the difference between how you conceptualize HR and how it may
be practiced elsewhere.
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But It’s Not Always That Clean

The Shutterfly example is a nice, clean case of what a mid-sized company can
do. At DocuSign, the HR technology grew up focused on point solutions (appli-
cations supplying one data point) and we ended up with an enormous set of
applications sitting on a single sign-on page. The long-term plan was to consoli-
date the applications, which isn’t that easy to do. It was a lesson on why you
need an HR technology roadmap to guide the implementation of HR—without
that roadmap, it’s natural to end up with an awkward system that is difficult to
correct.

The lack of user friendliness in our HR technology showed up in the engage-
ment survey. One question asked, “How easy is it to work here?” and the score
was relatively low in part because of the difficulty of using the HR systems.

While the HR systems were not integrated as cleanly as we would have
liked, we were successful in integrating data between HR and non-HR systems.
This integration allowed our analytics team to do business-focused people ana-
lytics. For example, to better understand how salespeople were performing, our
analysts needed access to the sales territory system. To understand costs related
to the employee experience, such as food and leasing costs, we needed access
to the general ledger.

Getting access to non-HR systems can be a political and technical chal-
lenge. Sales is usually open to sharing access to its data with anyone who
wants to help. Finance, which plays more of a “guardian” role in the organiza-
tion, can be protective of access to the general ledger. They want to know ex-
actly how the information will be used, but in the end, as we built trust it
became easier to get the data we needed.

What Can You Do Today?

It’s likely that you’ll end up with multiple HR systems. Ensure that there’s ade-
quate integration at each handoff so that your HR team isn’t wasting time on
unnecessary administrative work.

Takeaways

— Investing in technology early prevents HR from falling into the trap of build-
ing manual administrative processes that eat up all of HR’s time.
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— One of the biggest time-wasters is the lack of integration between different
pieces of HR software.

— The secret ingredients of successful analytics are good questions and a crea-
tive analytics team, not expensive technology.

— If you are growing rapidly, then you need to bite the bullet and make a hefty
investment in HR technology that will scale with your organization.
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Unconventional HR Leaders and the Role
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A CMO of People strategy calls for an unconventional HR leader.

Why Your Company Might Want an Unconventional CHRO

Is there (or should there be) an appetite for unconventional HR in your business?

Let’s stop to consider how the CMO of People approach looks from the viewpoint
of the CEO and the Board. The CMO of People model is unconventional, which
raises the question of whether your organization should be looking for an uncon-
ventional CHRO. Historically, CHROs lived in a world of administration, compli-
ance, and providing services to the business. That is all necessary work, but it
won’t transform a company. Rick Jensen, SVP, Chief Talent Officer at Intuit, ob-
serves that the best HR programs originate as small experiments in the business
that scale over time—rather than big programs that come out of HR fully formed.

If you want HR programs that grow out of the business, in a test and learn
approach, then it may help to have someone who doesn’t fit the mold of the
traditional HR leader.

Your current CHRO might be less conventional in their thinking than you
presume. There are a lot of talented HR leaders who are more constrained by
their company’s expectations than by their own lack of vision. If the CEO changes
the mandate of the HR function, HR might rise to the occasion.

Alternatively, you might want to bring in a less conventional CHRO from out-
side the company. An ideal candidate would have a mix of line management and
HR experience. Unfortunately, the demand for business savvy HR leaders out-
strips the supply, which means that you should consider going outside of the HR
talent pipeline for a CHRO. Bringing in a business leader without an HR back-
ground to lead HR has significant risks, but in some cases, it’s your best bet.

Do CEOs Know What They Want?

It can be an interesting exercise to ask a CEO to describe how they personally
do people management (i.e. picking, motivating, and rewarding their executive

https://doi.org/10.1515/9783110753035-008
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team) and then comparing that to the goals they set for their HR leader. What
they want is often couched in terms of getting a competitive advantage from tal-
ent, and what they ask for is typically oversight of the core HR operations. Once
CEOs are aware of this discrepancy, they are more open to an HR leader who can
help them architect a systemic, sustainable solution in a conventional or uncon-
ventional way—that’s where the potential of a true strategic partnership lives.

What Can You Do Today?

Consider if the expectations of leadership are getting in the way of HR being
more proactive and business focused. Is there a part of the business that gets
more out of HR because it sets better expectations? Can the enterprise as a whole
adopt the mindset of the business unit that has the best relationship with HR?

How to Convince a Non-HR Professional to Lead HR

CEOs are often attracted to the idea of bringing in a non-HR leader to run HR—is
this wise?

If HR isn’t sufficiently business savvy, why not bring in a business leader from
another function to be CHRO? This might sound good to a CEO, but convincing
a successful business leader to move into HR isn’t easy.

Phil Johnston, an executive search leader at Spencer Stuart, said, “When a
CEO asks a business leader to run HR, the most frequent response is, ‘What did
I do wrong?’ It’s not seen as a desirable role; it’s seen as punishment. Of course,
they haven’t had a chance to think it through—it’s just the first reaction.”

I interviewed HR leaders from non-traditional backgrounds about how it
came to pass that they landed in HR. Their initial reactions to being offered the
job were similar—they said, “I thought it was a joke,” “I flat out refused,” and
“I was totally surprised.”

The leaders I interviewed eventually relented and took on the CHRO role be-
cause the CEO was able to sell the upside and wouldn’t take no for an answer.
When Lucia Luce Quinn was being recruited out of a business development role to
lead HR at Boston Scientific, she repeatedly said no. Quinn said, “What finally sold
me on the CHRO role was that three board members asked me to breakfast and
they explained why they needed a non-HR person in the role, and it had everything
to do with getting ready for CEO succession with a potential acquisition. When it
was clear why they absolutely needed me for the role, I was willing to take it on.”
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If your organization is considering sourcing a CHRO from a non-HR back-
ground, then be prepared to make a compelling case about the strategic impor-
tance of the role, and how it is the best possible move for their career.

The idea that it’s a good career move isn’t just a sales pitch. A December,
2014 HBR article, “Why Chief Human Resource Officers Make Great CEOs,” cited
research by Dave Ulrich, professor of business at the Ross School of Business,
University of Michigan, and Korn Ferry’s Ellie Filler, showing the competencies
of a CEO matched the competencies of a CHRO better than any other function.
In light of this research, the CHRO role might be more than a great job; it could
be the natural stepping stone to the CEQ’s office in the future.

What It’s Like to Be CHRO for Someone with a Non-Traditional Background

Quinn sums up the experience of a business leader who had shifted into HR: “I
don’t love telling people I'm in HR, but I love leading HR. As CHRO, I use every
skill T ever learned.” We heard similar stories from other leaders; they were sur-
prised to find the enormous scope, freedom, and power that lie within the CHRO
role. In many ways, HR is the least siloed department in an organization. Every
part of the organization has leadership and talent challenges. Every problem and
every opportunity have a people-dimension. There is no issue in any part of the
company, at any level, where HR cannot play a crucial role.

Imagine that the problem is excess inventory. While that might not sound
like a traditional HR problem, for a non-traditional HR leader it falls clearly in their
domain. They will ask, “Are the incentives leading people to build up unnecessary
inventory? Have we designed the inventory management job correctly? Do we
have the right people in the role? Is our training adequate? Do we have communi-
cation problems that are leading to the excess inventory?” Through the eyes of the
right business leader, HR is the most strategic function in the organization.

Of course, the typical HR business partner isn’t trained to ask questions
such as these, nor are they expected to ask them. That’s a barrier for a non-
traditional CHRO and it’s also their opportunity to make a difference by elevat-
ing the business-savvy of all the roles within HR.

What Type of Experience Makes for a Good Non-Traditional CHRO?
From the viewpoint of the CMO of People model, the most natural place to look

for a non-traditional CHRO is Marketing. Brad Brooks, CEO at OneLogin former
CMO at DocuSign, says, “I absolutely would consider bringing a former CMO to

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

How to Convince a Non-HR Professional to Lead HR =—— 123

become CHRO because there is so much alignment in the demeanor and skill
set. It works both ways—I’d consider taking a high-level HR leader and put
them in charge of Marketing. More generally, it makes sense for people to do
some rotation between Marketing and HR at some point in their career.”

However, the successful non-traditional CHROs I spoke to came from a wide
variety of backgrounds. Brooks nailed it when he said, “The most important
thing to appreciate is the strategic importance of the HR function; it’s taking on a
different level of strategic relevance and importance.” Someone who understands
this is at the right starting point to transform HR.

I liked a comment that Quinn made about appreciating the strategic im-
portance of HR. She said that she didn’t talk about the management of the HR
function—she talked about business issues. Often, I hear HR people say things
like, “We have to get better assessment tools for HR because our business strat-
egy depends on talent.” That’s not wrong, but it still focuses more on manage-
ment of the HR function and less on business issues. If you’re looking for an
unconventional HR leader, look for someone who talks about the business, not
about HR.

Note: The quotes from Johnston and Quinn come from our May 2017 HBR online article with
John Boudreau, “Why More Executives Should Consider Becoming a CHRO.”

What Can You Do Today?

Send a note around your network to see if anyone worked with an HR leader
who didn’t come from HR. Arrange for a chat so that they can tell you how it
worked out.

Relevant Skills a CMO Brings to HR

HR can be an exciting role for someone coming from a marketing background because many of

the skills are transferable:

— A customer-focused mindset (easily translates to an employee-focused mindset)

— Analytics savvy (a skill now standard in Marketing but highly sought after in HR)

— Ability to construct a compelling story (getting managers and employees to embrace change
requires effective storytelling)

— Experience with a test-and-learn approach (marketing has long done test marketing, but
with the advent of digital marketing their expertise with a test-and-learn approach has
grown enormously)
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Is the CMO of People Role Right for You?

The CMO of People role has a lot of appeal. Is it right for you?

I talked about hiring a non-traditional CHRO from the viewpoint of a CEO. What
about for you personally? Is the role of transforming HR as a CMO of People, or
some other unconventional model, right for you?

One way to think about it is to understand that success is defined in this formula:
Analytics x Iteration x Curiosity = Influence + Confidence

Does this sound like you? Recipes for HR success are often treated as an addi-
tive set of features; our experience suggests the success function is multiplica-
tive. HR leaders achieve influence and confidence through the combination of
the factors above, and they must balance and reinforce each other.

One of my favorite role models for “analytics, iteration, and curiosity” is
Paul Baldassari, CHRO of Flex, a global manufacturer of technology. He’s al-
ways asking, “What can we do differently? What can we test out and learn
from? What does the data show?”

As a role model for “influence and confidence,” you can’t do better than
Jacqueline Reses, Chief Human Resources Officer at Square, a mobile payment
company based in San Francisco. She said, “HR must trust more in their power
and influence and enjoy the enormous freedom the role provides. My bhiggest
issue was to get my HR colleagues to understand the power of their voice and
influence.”

Do the Views of Baldassari and Reses Resonate with You?

Another way of looking at the CMO of People role is to review characteristics
that appeared in our interviews with non-traditional HR leaders. Look through
the list below to see how the list matches your interests and abilities.

— General management (rather than a functional) perspective. The head of HR
is usually seen as a functional head, which implies that their contribution
comes from managing their function well. A general management perspec-
tive looks at the business as a whole. An unconventional HR leader is pull-
ing the HR levers while seeing issues the same way a business unit head
would. That is, that the company’s goals are HR leaders’ goals.
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— Collaboration. HR can only transform a business if it’s working very closely
with other members of the C-suite. This can be hard work—it can feel like
it’s slowing things down. However, if collaboration comes naturally, then
you have one of the core competencies for an unconventional HR leader.

— Systems thinking. Transformation depends on getting a host of elements
aligned; that requires systems thinking—the ability to see how different
parts of the system interconnect. For example, you could hire more experi-
enced people and spend less on training but more on compensation, or hire
less experienced people and pay less but spend more on training—each ele-
ment affects the other.

— Data-driven. Unconventional moves won’t get leadership support unless the
head of HR proves that their decisions are grounded in data.

— Risk orientation and curiosity. One peculiar thing in our interviews with HR
leaders who had non-HR backgrounds was their gleeful response to risk.
When faced with a big challenge, they became extremely energized. This
came packaged with endless curiosity. Unconventional leaders are always
fascinated by what would happen if they did things differently (and are will-
ing to try it to see).

— Adaptability and dealing with ambiguity. Closely related to the idea of loving
risk is a high tolerance for ambiguity. Much of traditional HR is about driving
out ambiguity with clear rules and well-defined processes. If you thrive on
clarity, then you might not be comfortable with the CMO of People approach.

What Can You Do Today?

Ask a friend how they see you in terms of the six characteristics we’ve seen in
unconventional HR leaders. How do their observations compare to your views
of your strengths?

How to Grow HR Leaders Who Understand Business

The HR talent pipeline isn’t growing enough business savvy HR leaders.

The long-term goal for an organization is to grow HR leaders internally with, as
a matter of course, the business focus and strategic knowledge required for the
CMO of People approach. I keep talking about unconventional CHROs, but in an
ideal world, these business-savvy HR professionals would be the norm, not the
exception.
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There are three main tactics for growing HR leaders who understand the
business: who you hire, their development experiences, and the expectations
set for them.

Hiring HR Professionals Who Can Grow into Business-Savvy Leaders

David Almeda, Chief People Officer of Kronos, has played a big role as a mem-
ber of the leadership team driving Kronos’ growth. It is a $1.3 billion company
that has delivered 9% compound annual growth over the last five years, while
also successfully transforming from an on-premise to a cloud technology pro-
vider. It regularly lands on many “best places to work” lists and gets enviable
ratings on Glassdoor (CEO Aron Ain is one of the highest rated CEOs on Glass-
door). Almeda has made a special effort to make the HR functions business fo-
cused and data savvy. A big part of this effort is hiring the right people. Almeda
says that Kronos doesn’t need special assessment tools to determine which can-
didates have this business focus—if you are looking for it, then it stands out.
Once you move the HR function in this direction, then eventually a business-
savvy culture takes hold and it becomes the normal way for HR to operate.

When Almeda relates a great example of how Kronos uses data and evi-
dence to make better HR decisions—for example, using the marketing tool of
conjoint analysis to find which benefits matter most to employees—he often
caps the story with, “It doesn’t feel like we’re doing anything exceptional.”
That’s the right attitude to instill in young HR professionals: a business / data
focus isn’t special—it’s just the normal way that HR ought to work.

Formative Developmental Experiences

There is nothing better for developing an understanding of the business than
actually working in the business. Certainly, aiming to rotate people in and out
of HR is a good idea. However, many organizations report that this kind of rota-
tion is difficult to do. You might have to accept a compromise of getting HR peo-
ple to simply spend as much time with the business as possible, and to work on
multi-disciplinary teams, so that they get a feel for what it’s like.

One enlightening observation is how often I hear HR people saying, “I'm
not really an HR person—I started in sales,” or “I’'m not really an HR person—
I’'m an engineer.” This seems fair enough, but when you dig into their history,
you’ll find that they spent the last ten or twenty years in HR and you have to go
back to the earliest days of their career to find them working in another function.
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Luckily, that might not matter. It seems the formative experiences of working in
the business can shape your perspective throughout a career.

Almeda is an interesting example because he is an HR leader who has fre-
quently been entrusted with operational responsibilities beyond HR. However,
Almeda points out that he’s spent almost his entire career in HR roles, so where
does that business savvy originate? He can only point back to his earliest job as
an eighteen-year-old running a section of a grocery store. Formative experien-
ces can go a long way. It might not be necessary for HR professionals to have a
lot of experience outside of HR—just a few significant experiences that have
shaped their perspective.

The Right Expectations

Lucia Quinn (see section “How to Convince a Non-HR Professional to Lead HR”
earlier in this chapter) said that one of the biggest challenges for HR teams that
worked for her was that they didn’t have managers who ensured that they un-
derstood the business first. There was never an expectation that they should be
able to anticipate the potential issues.

Rick Jensen noted that to be a great talent acquisition professional, it takes
more than being a great recruiter. You have to understand the business short
and long, be forward thinking and understand how these roles integrate with
the business and how it’s scaling. Today, it takes massive business acumen, an
understanding of the strategy and where the business is going. HR managers
are not the only ones who fail to set the right expectations for young HR profes-
sionals; business leaders often fall short as well. Business leaders might never
have worked with an unconventional HR department so they don’t know what
to ask for.

If HR professionals are underperforming, it is natural to think that you need
to hire different people, train them differently, or that they need better develop-
mental experiences. Perhaps all they need is someone to set the right expecta-
tions and then empower them to deliver by getting the low value transactional
work off their plates.

What Can You Do Today?
Identify some sharp people in your company who are outside of HR who you

would like to join the function. Think about how you will begin to do the woo-
ing and politicking that will bring them into the HR department.
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How It Can All Go Wrong

Make no mistake: bringing in a business leader to run HR is risky.

There’s a story about award-winning novelist Margaret Atwood attending a fancy
dinner party. She happened to be sitting beside a surgeon who turned to her and
said, “It’s a real pleasure to meet you. You know, after I retire, I'm thinking of
becoming a novelist.” Atwood smiled sweetly and replied, “What an amazing co-
incidence. When I retire, I'm thinking of becoming a surgeon.”

HR professionals often have a similar reaction when someone proposes bring-
ing in a business leader to run HR. They react to the implication that HR professio-
nals are not business leaders. More seriously, they roll their eyes at the notion that
their profession is so simple that someone with no experience in it could do a
great job.

The biggest risk that a CEO faces in bringing in someone without HR experi-
ence to lead HR is that both the CEO and business leader might be seriously
underestimating the knowledge required to successfully run HR.

The Need to Respect the HR Profession

The worst offenders are those who scarcely see HR as a discipline at all. A finan-
cial professional might feel that all they need to do is bring financial discipline
to the HR department. This is the road to disaster. If a new CHRO from outside
HR tries to run the department based solely on their old skill set, they will de-
grade the company’s talent capabilities.

The lesser offenders are those who care about HR without truly appreciat-
ing its subtleties. Mike Haffenden, who runs the Corporate Research Forum
think tank in the UK, says that the challenge with HR is that there are many
initiatives that sound great, but don’t deliver value. Humans are notably com-
plex and at times ornery. It takes years of experience to differentiate between
programs that look good and those that have a business impact.

The solution is to respect the function and rely on a strong team of experi-
enced HR professionals. Lucia Luce Quinn, an unconventional CHRO who grew
up outside the function, tells a story about a time the HR team was feeling de-
pressed about an initiative. She asked why and they said it was because they
knew it wouldn’t work; they’d done it in previous years and it hadn’t delivered
business impact. She then asked the obvious question, “If it’s not going to
work, then why are you doing it?” The answer was that leaders had asked for it
and they were just being good HR pros who did what they were told. Quinn, of
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course, told them to push back and asked them to design an initiative that
would work. They did this with great success.

The lesson I want to pull from this story is that Quinn was relying on the HR
team’s deep professional expertise to come up with an effective alternative. Her
role was to help HR re-envision itself as what Dave Ulrich calls “credible acti-
vists” and not assume that leaders are always right when they ask for something.

Quinn is quite explicit about how much she relies on having a strong, expe-
rienced HR team: “If you want a compensation program or a diversity program,
I’'m not the specialist. I have opinions, but I look to my team for that specialist
expertise.”

Rick Jensen, mentioned earlier in this chapter, says, “I work around some
phenomenal HR professionals who have been in the business for twenty-five
years—and they have a really strong business acumen as well an HR know-how.”
If a non-traditional HR leader doesn’t have deep respect for the profession and
doesn’t rely on a strong experienced team, they will have real trouble delivering
the business results and struggle in the role. Even at the best of times, the transi-
tion to HR can be tough. Executive search professionals warn that moves between
companies are often difficult, and moves between functional areas are even more
difficult. Bringing in a business leader from a different company to run HR com-
bines these two risks to the point that many search professionals advise against it.

The CXO Delusion

One big mistake is to think that the safest way to elevate HR and make it more
business focused is to take an existing senior executive and put them in charge
of HR—while retaining their existing functional responsibilities. This is usually
nothing more than knocking HR down a reporting level—the opposite of the
goal of elevating the function.

In the CMO of People model, the HR leader is a CXO who handles Real Es-
tate and Workplace Services and CSR, as well as traditional HR. This shouldn’t
be confused with a combined CFO/CHRO role that is, in practice, nothing more
than a VP HR reporting to the CFO.

What Can You Do Today?

Assess the capability of the existing HR staff. Do they have the inherent capabil-
ity to support a CHRO who isn’t an HR expert?
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A Method for Mitigating Risk

The CMO of People strategy has a lot of risks. How do you mitigate them?

Many leaders who seek to dramatically transform HR have a strange love for big
challenges and leaping into the unknown. This does not mean that they take
foolish chances; one reason these leaders have a high appetite for risk is that
they’ve learned how to mitigate risk. CEOs can support change more effectively
if they also support tactics for reducing risk.

A very important tactic for mitigating risk is the “test-and-learn” approach.
This is almost the opposite of what you might expect from a confident leader
hoping to transform a function. If you were making a movie about Chief HR Of-
ficers (a genre that Hollywood has, to date, overlooked), then you would expect
the transformational leader to be a “damn the torpedoes,” “turn everything up-
side down at once” kind of person. A dramatic approach is good for movies, but
in real life, when moving into unknown terrain, test and learn is the way to go.

Test and learn is common in product development where the starting point
is the minimum viable product. HR programs can be treated the same way: they
start in the smallest, simplest way possible—knowing that we’re testing, not
producing a final product—and gradually improve through multiple iterations.

An example of a successful test-and-learn project
Iterative HR at Flex

Flex is a global organization with 200,000 people in 30 countries. It can take an engineer’s
idea for a new product and provide the full range of services needed to go from Sketch-to-
Scale™ production all the way to making millions of units—and they do it quickly, providing a
competitive advantage in an age when cycle times are shorter than ever.

Just as the organization provides rapid, iterative product development for its customers, so
too does Human Resources (HR) take a rapid, iterative “test-and-learn” approach on how it de-
livers its products and services to managers and employees.

A good example is how Flex approaches HR dashboards. It would be natural for HR to go
about the process of creating dashboards by consulting users, having internal meetings on what
the dashboard should contain, working with designers on the “look” of the dashboard, getting
IT staff to build the dashboard, and finally doing a roll-out of communication and training.

This traditional approach is called the waterfall method because you can think of it as a
series of cascading waterfalls, where one project is carefully completed before moving on to
the next phase.

Paul Baldassari, CHRO at Flex, took a different path. His approach was to quickly get some-
thing in the hands of managers, see how they liked it, and then evolve from there. The first
project his team focused on was to take the old reports, typically distributed by email, and
build a live dashboard that was similar to that the traditional reports. The team got feedback
on that prototype from users around the world; they found people on the frontlines also
wanted more granular data. In other words, rather than a report which starts with an overview
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and then you drill down, they wanted the specifics of what was happening in their own area.
HR improved the dashboards and got more feedback suggesting people really valued informa-
tion they’d need to act on. Thanks to that learning, HR added more action-oriented alerts.

The result of the iterative approach was a dashboard that got high usage and high satisfac-
tion. It’s unlikely they’d have achieved that without the fast turnaround of prototype-feedback-
next prototype-more feedback approach. Baldassari says “We go fast, we make mistakes, and
we learn from those mistakes.”

An even more interesting example is how they developed workforce planning tools. Flex produ-
ces over 10,000 unique new products a year with its customers—everything from cell phones to
medical devices. The cycle time for new products is crucial. For example, the cycle time for cell
phones was once eighteen months, now it’s only five months. The key to creating new products
quickly is having the right quality and quantity of talent—hence the need for workforce planning.

As with the dashboard, the implementation team dove in, quickly putting together a tool
that, in a complex way, captured all the relevant data. They heard from users that it was chal-
lenging to go from the data to relevant insights, so they kept iterating to better tools. The
tools evolved in two directions—reactive and proactive.

The reactive use of workforce planning occurs when Flex is quoting a project for a customer.
Coming up with an accurate quote is challenging because they are always dealing with new
products and innovations. However, because they’ve done many projects over the years they
can look back at the data and estimate how many shop floor people they’ll need (e.g. the effi-
ciency of a worker putting screws in a phone) and how many people they’ll need in support
functions such as engineering or program management, taking into account the expected fre-
quency of change orders. Baldassari said, “We have five hundred different job functions in the
company, so you can imagine the complexity, but the advantage of collecting a lot of data over
time is having the capability to do good analytics.”

The proactive use of workforce planning is the most surprising part of the story. The worst
thing that can happen in their industry is to commit to customers to deliver at a certain date
only to find you are short a few people in quality control or in engineering and you cannot de-
liver the service you promised. If this happens, the customer is not happy, and profits can be
impacted because huge operational costs are incurred catching up.

When it’s clear the challenge is talent and they have the workforce planning tool, HR can be
involved in the conversation with the customer and help the business teams give an accurate
assessment of when they’ll be able to deliver. Customers really appreciate the accuracy, even
if it’s a later date than was first planned, because it’s a commitment they can trust.

Better conversations with customers about what they could deliver was not a part of the original
design of workforce planning. Flex wasn’t just iterating on features of this business tool, they were
iterating on the use case of the tool, with the user not being within HR, but involving a customer—
that’s a real and unanticipated benefit that they got by trying things out and being open to learn-
ing. Ultimately, this has become a cross-functional tool for business, operations, HR, and Finance
to have an informed conversation with a customer on talent availability, as well as utilization.

In the business world Flex operates in, a competitive advantage is not so much based on
cost, as on speed of innovation. There is something to be said for approaching HR the same
way. The back and forth of iterative design feels a bit unique. It also means being willing to
put something out there that is in development. However, this iterative approach creates a
product the users really value in the shortest period. It’s not always the intuitive approach, but
it should probably be the default way of tackling an HR project in today’s world.
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Why “Test-and-Learn” Isn’t a Normal Thing to Do

The “test-and-learn” approach sounds like common sense; it’s about taking
small steps and checking along the way to be sure what you are doing is work-
ing. If something isn’t working, then you course correct.

However, “test and learn” can be difficult to implement for a variety of
reasons:

— Low tolerance for missteps. When something goes wrong, is the company
culture inclined to say, “This is great, we learned something,” or “This is
terrible, you messed up”? Unless the culture embraces the idea that it is
okay if things go wrong, then it’s hard to follow test and learn. (This toler-
ance for learning starts with the CEO.)

— Desire for speed. If you are pretty sure that you know what needs to be done,
it’s tempting just to roll it out rather than go through a more methodical test
and learn process.

— The unpleasantness of after-action reviews. Even companies that embrace er-
rors as a tool for learning find after-action reviews unpleasant. In his book
Creativity Inc., Ed Catmull discusses how people adapted to after-action re-
views by finding safe comments, rather than insightful ones. He had to keep
changing the format to keep it fresh.

— The risk of saying “I don’t know the answer.” In business, we like leaders
who exude confidence. Saying that you want to test and learn can sound a
lot like saying that you don’t know what to do.

— Lack of familiarity with this approach. When Marketing says they need to run
a pilot or Manufacturing wants to set up a test for new equipment CEOs,
don’t bat an eye—the idea of testing and learning is obvious in those con-
texts. However, since a disciplined test-and-learn methodology is less com-
mon in HR, it may be harder to get that investment.

Why Make a Commitment to Doing These Difficult Things?

I've just listed four reasons why it’s difficult to follow a test-and-learn approach.
Why bother? It comes down to the logic that if you want to transform HR, you
need to make a move into the unknown, which means that you must mitigate
risk. Since test-and-learn is the best way to mitigate risk, you must confront the
factors that make it difficult. This is part of the method of embracing a CMO of
People model.
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What Can You Do Today?

After-action reviews are a concrete practice you can adopt that will help with
building the foundation for a test-and-learn culture. There’s no reason why you
can’t schedule a meeting right now with a few people who recently completed a
project and have an informal after-action review on the project.

How to Run an After-Action Review

The core questions that drive an after-action review are:
— What was expected to happen?

- What actually occurred?

- What went well and why?

- What can be improved and how?

However, there are many useful variations of these questions; Senior Lieutenant Colonel Karuna

Ramanathan and his team in the Singapore Armed Forces developed this 2-5-1 set of questions:

2

- Who you are.

- Summary of your experience.

5 (fingers)

- Little finger. What parts of the effort did not get enough attention

— Ring finger. What relationships were formed? What did you learn about relationship building?

- Middle finger. What did you dislike? What/who made you frustrated

— Pointer finger. What would you do better next time around? What do you want to tell those
who were “in charge” about what they could do better?

- Thumb (up). What went well? What was good?

— The most important takeaway from the effort.

What Should a CEO Ask of HR?

Traditional HR might be just fine. (Thank you very much.)

Let’s put aside the few bad HR departments that might actually get in the way
of the organization achieving its goals. Fixing these departments matters, but I
don’t want to tackle this issue here.

In this book, I'm advocating for a type of HR function that is deeply in-
volved in driving business success—that isn’t the only model for HR and it’s not
the one most CEOs have in mind. What many CEOs want (and it is probably the
only thing they have ever experienced) is a solid support department that takes
care of details that they don’t want to worry about.
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In the support model, HR takes care of details such as ensuring compliance
with laws around employee leave, handles the flow of incoming resumes, pro-
tects the CEO from headaches of managing legally required training, and so on.

HR’s role in the support model is a bit like the role of a plumber you’'ve
hired to fix your drain. If the drain gets fixed, you’re happy—you don’t want
advice on remodeling your bathroom. However, under the CMO of People ap-
proach, that is exactly the type of advice you will get. An elevated CHRO role is
critical to decisions that affect every inch of the company—and if they think the
bathroom needs remodeling, they’ll say so.

If the CEO actively opposes a big role for HR, then you shouldn’t fight it.
The CEO must run the company as they see fit; if they need a support HR func-
tion, then that is what it should deliver. However, most CEOs have never seen
the value HR can add when it is elevated to a higher role. They will be delighted
when they find HR actively driving growth and share price; actively helping the
organization overcome difficult problems; actively being part of the core team.

There is no question that people are a strategic asset (just like marketing
brand), so when a CEO hears the phrase “CMO of People” it’s easy for them to
see HR’s potential for playing an elevated role. I’ve learned from CHROs who
play this elevated role that CEOs love when they demonstrate that they can add
this kind of value. In fact, it goes all the way up and down the organization.
When a business leader finds that HR can help them with a business issue,
they’ll eagerly accept the help.

Often this collaboration starts with shared data. For example, partnering
with a technology leader focused on achieving the company’s product roadmap
milestones, we had to go back downstream to the predictability of the talent ac-
quisition pipeline. As we reviewed the analysis, the leader mentioned that we
have clearly “six sigma-ed” the process, understood all the market variables,
and could now focus on the quality of candidates and the efficiency of particu-
lar channels to meet our objectives. This translates back into his planning abil-
ity to make and deliver commitments.

Don’t make the mistake of assuming that a traditional role for HR is neces-
sarily a mistake. However, you must also recognize that most CEOs might not
have experienced an alternative and might not know what they’re missing.

What Can You Do Today?

Think about the executive team, which would like to see a more aggressive and
impactful HR organization. Who would prefer an administrative HR function
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that stays in the background? Can those in favor of an elevated function drive
the organization in that direction?

How the CEO Contributes to the CMO of People’s Success

What should a CEO do to get the most out of the HR function?

Assuming that the CEO wants a high-impact HR function, there are a few things
they can do to make success more likely. Here are a few tips:

Get HR involved at the start of strategic initiatives. Get the HR executive in-
volved in M&A activities when you first consider the options. If the CEO
thinks that HR doesn’t need to be involved until after the deal is done, then
they won’t get the value they should from an advanced HR function.

Task HR with business goals. The HR executive should be judged on how
well they contribute to the business’ success, not how well HR programs are
run. For example, if the business urgently needs to cut costs (without de-
grading its capabilities), then the head of HR should be judged on cost re-
duction across the business, not how well they cut HR costs or how well
they communicate about a wage freeze.

Get the HR executive involved with the board (and not just for compensation).
If the HR executive is only brought in on narrow HR matters—such as com-
pensation—then it positions them as a specialist, not a member of the core
leadership team. A nice fit for the top HR executive is, in partnership with
the CEO, to define the multi-year organizational structure and related capac-
ity and capability needs to ensure business results. Tying business results to
strategic talent management is a great angle and is directly focused on busi-
ness success.

What Can You Do Today?

Look at each of the tips—pick one area where HR’s role should be upgraded.

Takeaways

Many organizations have not been taking full advantage of the HR function;
they should consider some form of elevated HR led by an unconventional
HR leader.
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— CEOs should consider bringing in someone from outside of HR to be an un-
conventional leader, while recognizing the associated risks.

— Leaders outside of HR should consider whether it might be a good career; if
they have the right competencies, then it could lead them to an exciting job
of helping to transform the company by transforming HR.

— CEOs say they want business-focused HR professionals but have not done
much to ensure that the talent pipeline delivers the experiences that HR
pros need to understand the business.

— Given the risks involved in transforming HR, it’s useful to adopt a test-and-
learn approach.
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How to Build an Unconventional HR Team

An unconventional HR leader might need an unconventional HR team.

Choosing an Unconventional Team
To get a broader skill set, source a different talent pool.

An HR department requires support from people with expertise in the tradi-
tional functional disciplines: labor law, recruiting, training and so on. HR can-
not run without expertise any more than Marketing. However, if your goal is to
elevate the HR function, then you will want an unconventional HR team—the
best way to find that is to seek different skills.

The Three Top Skills to Look for in Unconventional HR Staff

The skills you look for in unconventional HR staff should in many ways mirror
those you look for in an unconventional CHRO. Here are the three that are top
of mind when I’'m hiring:

— Systems thinking. Understanding how the different parts of the organization
interact to generate results. For example, getting sales compensation right re-
quires systems thinking as it is an incredibly important, expensive and high
impact program that directly affects the company’s bottom line. In order to be
effective in that design role, you have to be clear on, among other things, the
product and market strategy, the allowable financial framework, the goals for
a particular reward period even before understanding the how and who to
motivate. Managers, or critical team members, have to think about all of these
factors at the same time, balancing for the best outcome, and not in isolation.
This understanding means they naturally see beyond the confines of their
own roles. They need to recognize that while they might have a deliverable
for their job, it will have many different impacts across the HR function and
across the company. To test for this, I’d often explain the CMO of People con-
cept to a candidate and get them to relay it back to me. If they showed a sense
of how things were interconnected, that would indicate that they had this
capability.

https://doi.org/10.1515/9783110753035-009
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Collaboration. A willingness to slow down and an eagerness to work with others.
The systems thinker understands how different roles fit together, so they know
they need to collaborate with others (even if it takes longer) to bring the CMO of
People concept to life. To test for this, I'd usually ask candidates experiential
questions such as, “Tell me about a project you did. How did you manage the
project? What were you thinking about as you planned your approach?” Collab-
oration, or lack of it, shows up in the answers. In my case, collaboration was a
skill I had to learn. My natural inclination is to go ahead and get things done,
especially when I'm pretty sure I know the right things to do. Some good leaders
taught me to slow down and involve others.

Curiosity. A willingness to constantly learn, explore, test and iterate as a way of
finding creative solutions. The word “creative” can mislead people because it
immediately draws to mind the artist’s vision. In this context, it’s more like a
curious engineer or scientist who wants to learn about the world and, in doing
s0, hopes to find fresh, creative solutions. It’s only fair to note that the uncon-
ventional HR professional will often think around an issue only to land at the
same solution that a traditional HR person would have given right away. How-
ever, without the curiosity to explore, they would never find those cases where
there is a fresh approach. More subtly, and perhaps more importantly, the curi-
ous person is more likely to get the nuances right even if the core of their ap-
proach looks traditional. I didn’t use special interview techniques to identify
curious people; their curiosity tends to leap out in their conversations.

Three Other Skills | Value in an HR Team

Other characteristics I look for are:

Executive presence. If you have a team doing unconventional things, then
they need to have the communication and storytelling skills to sell those
things to skeptics—that takes a degree of executive presence.

Data—and technology—savvy. It almost goes without saying that an approach
like the CMO of People, which is so rooted in data, demands that members of
the HR team be “data savvy.” Similarly, since technology is so embedded in
every process, the HR team must be technology-savvy as well.

Risk-taking. Doing unconventional things involves a certain amount of risk.
You need people who can spot and seize opportunities, are comfortable
with managing risks, and have the judgment and courage to shut down
something that’s not working.
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Design Perspective

I’'ve positioned design thinking as being customer-centric and integrative. An-
other element of design thinking is an inherent future orientation. When you
imagine the team you need, then imagine it in terms of what you’ll need a few
years out, not what you need today. For example, if you are planning to go
global in a few years, then you want to start bringing in people who are worldly
and speak another language. Get the talent you need for the future.

What Can You Do Today?

Consider the HR team. Which of the six skill sets mentioned above is the weak-
est on your team? Look for those skills in the next hire.

Attributes of Unconventional HR Professionals
and Where to Find Them

Look in unconventional places to find unconventional talent.

Here are some thoughts about each of the major HR roles, what an unconven-
tional person might look like and where you might find them.

In all cases, the first place to look for HR talent is within HR; there are
many HR professionals who have unconventional skill sets. If you can’t find the
unconventional talent you need within HR, then you should be willing to take a
risk on someone with an unusual background.

Unconventional Recruiters

Some important attributes:

— Look for people who think of themselves as a sales professional. Find some-
one who takes pride in knowing the company story, knowing their numbers
and knowing how their numbers impact the company.

— They should be willing to ask provocative questions rather than just taking
a job requisition and filling it. For example, they should probe to ensure
that the requirements make sense for now and in the future; sometimes they
should raise the question as to whether the role is even necessary.
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— Seek out someone who understands that they are a brand ambassador for
the company. Recruiters should immediately get that if the Glassdoor rat-
ings from people who were not hired are positive, then that helps the brand
and will make it easier to attract talent.

Unconventional places to find them:
— Consider people with a background in sales.

Unconventional Learning and Development Experts

Some important attributes:

— Look for business-oriented professionals who see their role as solving busi-
ness problems, not as providing training programs. They will be far more
effective if they think in terms of helping to deal with pressing business is-
sues (such as missing product launch dates) rather than generic topics such
as “how to manage interpersonal conflict.”

— Look for people who make a point of staying at the forefront of technology
since this function is being turned upside down by new technologies.

Unconventional places to find them:

— One of the best tactics for finding good training professionals is to look for peo-
ple who have held line roles in the business. They truly understand what the
business needs and whether training will make a difference.

— Consultants are often good in a training role—they have the strategic think-
ing, business-mindedness, and presentation skills to excel in learning and
development.

— A more off-the-wall choice is product marketers. They see training and de-
velopment as a product and have the skill to iterate toward ever better prod-
ucts that meet real customer needs.

Unconventional Compensation and Benefits Pros

Some important attributes:

— For this role to have an outsized impact, the compensation and benefits
pro must have the curiosity to look for new solutions and an innate sense
of balancing what’s rational for the company with what’s compassionate
for employees.
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— They should see compensation as a means for driving performance, and
should have a nuanced understanding of how compensation design can
promote or inhibit the right behaviors.

Unconventional places to find them:

— Consultants often make strong compensation and benefits pros. Just make sure
that you look for someone with four to seven years of experience in consulting.
Someone with more years of experience than that might have entered into a
revenue-generation role rather than doing real-world problem solving.

— An alternative is to look for someone who has worked in benefits in a large
company that self-insures. They are a good bet since they’ve confronted a
lot more risk than the typical benefits professional.

Unconventional HR Business Partners

Some important attributes:
— Look for someone who naturally talks about things beyond HR and who can
make the connection from strategy to the development of a work product.

Unconventional places to find them:

— Consultants are a good source of talent for people who will be unconventional
HR business partners. Four to seven years of consulting experience is ideal.

— Another good background is someone with an MBA who has worked in the
operating business for three to five years.

Unconventional Strategic Real Estate People

Some important attributes:

- Fundamentally, you are looking for someone who has the vision to see how
the working environment is a strategic advantage for the company in terms of
recruiting, retention and (ultimately) productivity. Skills in collaboration, sys-
tems thinking, and storytelling are huge in this role, and quite different from
the more transactional skills often sought out in facilities professionals.
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Unconventional places to find them:

— There are venues called “executive briefing centers” that companies use to cre-
ate an immersive product experience for major customers in a controlled envi-
ronment. Someone who has designed this sort of center would have the right
kind of skills.

— Alternatively, people who have done event management and have been in-
volved in creating a particular customer experience will have the right mindset.

Unconventional Analytics Specialists

Some important attributes:

— First, don’t confuse an analytics specialist with an HRIS professional, an HR
reporting specialist, or a statistics expert. You are looking for a creative prob-
lem-solver who is good with numbers and can tell a story with them. A good
role model for the skill set is the investment analyst who would prepare a re-
port to evaluate a company’s investment thesis. You’re looking for someone
who can create the model and synthesize a range of facts into an insight.
You’d want a person who can collect a lot of data/ insights, and string them
together into an enterprise-wide story line with multiple sub-actions.

Unconventional places to find them:

— As long as the person has that mix of analytical thinking and storytelling, it
doesn’t matter what background they have. We hired a unique person out of a
two-year banking program who had studied English in undergrad at an Ivy
League school. He was highly analytical and a great communicator, which
were the key skills even though you wouldn’t normally look for English majors
to do analytics.

Unconventional Employment Brand People

Some important attributes:

— A good employment brand person can synthesize a wide variety of views on
what the company is about so that they can build an effective brand. For ex-
ample, one of my staff members who took on this role did 60 one-hour inter-
views with people from across the company and pulled those disparate views
together into a consistent brand message.

printed on 2/8/2023 8:36 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Overcoming Barriers to Recruiting an Unconventional Team =— 143

— A related skill is the multivariate thinker who can see the parallels between
launching a brand and launching a product, keeping in mind how it’s posi-
tioned against competitors and delivers value.

— Also, it’s essential that brand people be highly skilled collaborators because
they won’t have the resources they need to do the work on their own. They
need to influence the website people, the communications people and others
to cooperate in activating the brand everywhere.

Unconventional places to find them:

— There is a whole range of marketing jobs that could prepare someone for
this job from the CMO of a small company, to the person doing product mar-
keting, to a brand manager in consumer-packaged goods.

— In terms of education, you’d be more likely to seek a Kellogg’s MBA (market-
ing focus) than a University of Chicago type (finance focus).

What Can You Do Today?

See if there are any HR vacancies right now and then apply this thinking to fill-
ing that role.

Overcoming Barriers to Recruiting an Unconventional Team
Watch out for a number of problems.

The existing systems and expectations are geared toward hiring candidates with
traditional backgrounds. If you want unconventional candidates, you’ll need to
overcome these two barriers:

1. Overcoming inertia. The easiest thing for the recruiting function is to fill va-
cancies with traditional candidates. You’ll have to insist that you want to
see some candidates with unusual backgrounds and that the search should
focus on competencies, not job titles. It can be helpful to come up with un-
usual job titles so that the inertia of routine hiring doesn’t drag you into a
world where you continually see the same old skill set. For example, if you
advertise for a Senior Recruiter in Consumer Products, then you’ll end up
with a lot of candidates who have held similar jobs in similar industries. If
you have a novel title like “Talent Scout & Evangelist,” then you won’t have
to work against pre-set expectations.
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2. Avoiding resistance from current staff. It will be a disaster if your existing
staff believes that their skills are being devalued. If the new hire’s peers see
them as an enemy, then you will be setting them up for failure. Frame the
move toward unconventional hires as, “The existing team is strong, so we
can afford to bring in a new skill set to the team. You’ll teach them and
they’ll teach you. All in all, we’ll be much stronger with a broader and more
diverse skill set across the team.”

What Can You Do Today?

Sketch out a posting for a role that you would like to see filled differently in the
future, focusing on the unusual skills and the type of background they are likely
to have. Keep this advertisement handy so that when an opening does arise,
you have something immediately on hand to push the hiring process off the
usual track.

What an Unconventional Role Might Look Like
The CHREATE task force which | will discuss in detail in Chapter 10 “CHREATE,” outlined sev-
eral unconventional roles which they feel may become common in the future. Figure 9.1 re-
imagines the role of an HR technology or analytics professional.

The main takeaway is that if we want to get more business impact from HR we should be
open to reconceiving the roles.

Building Instead of Buying an Unconventional Team
Your existing team may have more potential than you expect.

The title of this chapter is “How to build an unconventional team,” and since
I’ve normally operated in high-growth environments, this has meant going out
and hiring (i.e., “buying”) new HR talent. However, this isn’t meant to imply
that HR leaders shouldn’t or can’t build an unconventional team from their ex-
isting talent.

HR professionals are well aware of all the different mechanisms for devel-
oping talent, and by all means these should be expected in building the right
kind of team. However, there is one other aspect you shouldn’t overlook: If your
people all seem overly conventional this may simply reflect the expectations
they’ve been living under. If you change the expectations, you will likely see
changed behaviors.
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Trend Forecaster & Technology Integrator

Capabilities for the
Future

» Forecaster of key workforce
trends, driven by technology,
demographics, etc.

« Expert, advocate, and adopter of
productivity technology

» Sense maker, including
understanding of data analytics
to drive decisions

Strategic thought leadership—and the ability to In Today’s Terminology
anticipate and respond to trends—will be

increasingly important. This includes a deep + Business acumen
understanding of data and talent analytics to + Data analysis

drive decisions, as well as the ability to effectively
leverage technology to deliver value.

CHREATE

* HR Technology Management

Figure 9.1: Re-imagining the role of an HR technical professional (reprinted with the
permission of Root Inc. © 2018).

What Can You Do Today?

Meet with team members one-on-one and ask how they’d design their part of HR
from the ground up with no holds barred. See who has been hiding their uncon-
ventional views because they’d thought those views would not be welcome.

Takeaways

— An unconventional HR function will need an unconventional team

— Skills like systems thinking, collaboration, and curiosity become paramount

— Other important skills include: executive presences, data and technology
savvy, and risk-taking

- You may find, and may even be more likely to find, people with unconven-
tional skill sets outside of the traditional HR talent pipeline; look for people
from different functions
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Many people have written about the future of HR. How do these models compare?

Contrasting Models for the Future of HR
Many groups have proposed models for HR’s future. How do they stack up?

The CMO of People model is not the only vision for how HR should operate—
many people have proposed useful models. It’s a good idea for leadership teams
to have a sense of the different models being proposed for how to deploy the HR
part of their organization. The CMO of People model is an exciting and proven
approach to getting more business impact out of the HR organization. That
doesn’t mean it’s right for all companies. Leaders should have a sense of the dif-
ferent models so that they understand the options and draw on the elements that
are most important to their organization.

In this chapter, we’ll look at these models:
— Blow Up HR (Harvard Business Review)
— HR from the Outside In (Dave Ulrich et al.)
- Beyond HR (John Boudreau and Pete Ramstad)
— CHREATE (a model proposed by a group of 100+ CHROs)
— Lead the Work (John Boudreau, Ravin Jesuthasan and David Creelman)

A Quick Review of the CMO of People Model

As a reminder, here are some salient points of the CMO of People approach to HR:

— HR takes Marketing as a useful role model (rather than aspiring to be more
like Finance)

— HR focuses on business impact (not on the delivery of HR services)

— The head of HR is a member of the inner circle of the top team (not a second-
tier C-suite role)

— There is an intense focus on a predictive, immersive, end-to-end employee
experience that drives productivity (not a “be nice to employees” approach
to engagement)

https://doi.org/10.1515/9783110753035-010
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— Analytics is a core tool (technology is essential to removing administrative
tasks)
— The scope of HR is broad (it includes CSR, Real Estate and Communications)

We’ll contrast each model for HR with the CMO of People model.

What Can You Do Today?

Try to articulate the model that your HR function is following today.

Blow Up HR

Does HR need to be improved or completely re-thought?

In July/August 2015, the cover of the Harvard Business Review flaunted the title,
“It’s time to blow up HR and build something new. Here’s how.” The most im-
portant part of the story was simply the mood captured in that title: many lead-
ers feel, fairly or unfairly, that their HR department doesn’t add value.

The frustration with HR is rooted in its lack of connection to the business.
Some feel that HR mandates programs and policies that are at best a waste of
time. In fact, it feels at times as though HR is actively getting in the way of the
business that is trying to get things done.

Before we get too down on HR, remember that the Dilbert™ comics had a
character called “Mordac, the preventer of information service,” showing that
IT could also have the reputation for actively getting in the way of the business
getting things done. Furthermore, to some extent, HR’s role must be a policing
function that prevents managers from doing things that would hurt the firm
(e.g., breaking labor laws, undermining the fairness of the compensation sys-
tem). Still, the mood is behind “blowing up HR” has valid roots.

Peter Cappelli’s View on Blowing Up HR
Inside the magazine, Wharton professor Peter Cappelli did not endorse blowing
up HR—instead, he listed five things that HR should do differently.

1.  Set the agenda. Rather than reacting to requests or complaints from leadership,
HR managers should tell the CEO and operating executives what workplace
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issues need to be addressed and how fixing those issues will improve the
organization.

2. Focus on issues that matter in the here and now. HR should focus on com-
pany—and industry—specific challenges that the organization faces in the
short term.

3. Acquire business knowledge. HR must learn to use analytics.

4. Highlight financial benefits. HR should use analytics to quantify the costs
and benefits of its initiatives.

5. Walk away from the time-wasters. HR should stop investing in programs
that lack clear impact.

Ram Charan’s View

Management consultant Ram Charan has previously written in HBR that the so-
lution to HR was to break it in two: one part that focuses on administrative du-
ties, and the other that focuses on leadership and talent development. In the
“Blow up HR” issue, he suggested that the CEO, CFO, and CHRO should form a
triumvirate to guide the organization.

The reaction to Charan has been, “Yes, we get where you’re coming from”
followed by, “We’re not convinced that you’ve laid out a practical path forward.”

Comparison to the CMO of People Model

Cappelli’s ideas are remarkably consistent with the CMO of People model and
we’d endorse all of them. His five points are a good checklist for organizations
to follow as they re-think what HR should do. In terms of Charan, I don’t share
his belief that HR must be split in two; while I agree that the CHRO must be
tightly linked to the top team, the team should include other members of the
C-suite (such as CMO or CRO) beyond the CEO and CFO.

What Can You Do Today?

Assess how your leadership would respond to the suggestion, “Let’s blow up
HR.” How happy are they with the status quo? What’s their appetite for trying
something new?
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HR from the Outside In

The best-known HR thought leader sets out a new model.

Dave Ulrich has been a leading influencer of HR organizations for more than a

decade. His current model is described in the book HR from the Outside In: Six

Competencies for the Future of Human Resources, which he co-authored with

Jon Younger, Wayne Brockbank, and Mike Ulrich.

The most important idea in this model is the catchphrase “HR is not about
HR” —great HR is about making the business better, not HR better. This is what
the title HR from the Outside In means: you start from outside HR by under-
standing what the business must accomplish and then direct HR to those ends.
It sounds obvious, but in practice, HR organizations are often obsessed with
their own processes, concepts and lingo with little awareness of the ultimate
“outside” reasons for HR’s existence.

The following excerpt describes the six competencies needed to execute
this “outside in” model.

— Strategic Positioner. This is much more than just “knowing” the business.
HR Professionals must be able to position their organization to anticipate
and match external implications and bolster their organization’s competi-
tive advantage.

— Credible Activist. HR Professionals must be internal activists, but they must
focus their time and attention on issues that actually matter to the organiza-
tion. They must be true professionals and be able to influence others and
generate results in everything they do.

— Capability Builder. HR Professionals must be able to align strategy, culture,
practices and behavior; must create a meaningful work environment; and
must find and capitalize on all the organization’s capabilities.

— Change Champion. Most corporate change efforts start with enthusiasm and
end with cynicism. HR Professionals must help the organization counter
that trend by helping it diagnose issues and learn from past failures.

— HR Innovator and Integrator. HR professionals must ensure the organization
has the right talent and leadership for the current and future success of the
organization. It must develop innovative HR practices that drive the talent
agenda of the organization.

— Technology Proponent. All organizations seem to have difficulty in handling
and transferring the massive amounts of information they accumulate. This is
especially true in HR, and HR professionals must find ways to effectively use
technology to understand and strengthen the talent within the organization.
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In our view, strategic positioner is the most important of the competencies listed
above; the central idea of HR is about making the business better. The second
most important is credible activist because that’s a significant change for HR. HR
has typically been a service function responding to requests from the business.

The other competencies are more familiar to existing HR departments and
will help them to focus their attention on the big things they need to get right
regardless of their HR roles (e.g., training, recruiting).

There is nothing in this list that a CMO of People would say is misguided. The
ideas of strategic positioner and credible activist are inherent in the CMO of Peo-
ple concept. Furthermore, it’s encouraging to see that Ulrich’s model emphasizes
the importance of technology. What seems to be missing is the primacy of analyt-
ics and the value of the predictive, immersive, end-to-end experience as an over-
arching concept that continually pushes HR in the right direction.

You can learn more about the “HR from the Outside In” model by reading
the book.

What Can You Do Today?

Get the Ulrich book—he’s too important to overlook.

Beyond HR

A well-known professor and ex-finance professional, now in HR, re-envisions the
profession.

Beyond HR: The New Science of Human Capital by John Boudreau and Peter
Ramstad sees the past and future of HR as being analogous to the relationship
between Accounting and Finance. In a simplified view, Accounting focuses on
doing the transactions; Finance makes decisions on investments. Similarly, HR
is currently at the transactions stage, and it will evolve toward a state where it
makes decisions on investments in talent.
Beyond HR also argues that there are tools and analogies from other functions
(including Marketing) that are useful for HR. For example, the book describes
how the core marketing idea of customer segmentation should also be a core
tool for HR.

An idea from Beyond HR that has gained widespread acceptance is the no-
tion of a pivotal role. A pivotal role is one where an investment in the quality or
quantity of talent will make a big difference in results. For example, if you are
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building an airplane from composite materials for the first time, an investment
in the number and quality of composite material engineers will probably yield a
high return. The composite material engineers might be no more skilled or im-
portant than the engineers building the engines; however, if the quality and
quantity of the people building the engines are already high, then an additional
investment in that talent pool is unlikely to lead to large returns.

Embedded in the idea of pivotal roles is a focus on performance variation. If
there is a large difference in performance between the best talent and the worst
talent, then an investment in shifting people toward the top of the distribution
through better hiring or training will have a big impact. For example, if you find
that your best cashiers are three times as productive as your worst cashiers,
then an investment in that talent pool (e.g., more rigorous selection techniques)
could have a big impact. On the other hand, if the best cashiers are only 15 per-
cent more effective than the worst ones, then an investment in talent is less
likely to pay off.

In the Beyond-HR model, HR helps the organization decide where to make
investments in talent. It still has to do the traditional work of transactions, com-
pliance, and so on, so the decision-making role sits atop the function much as
Finance sits atop Accounting.

The Beyond-HR model is complementary to the CMO of People model. Com-
bining these two models would direct thinking toward, “Where will an invest-
ment have the biggest impact on the employee experience?” and “What aspects
of the employee experience have the biggest impact on productivity?”

You can read more about the model in Beyond HR by John Boudreau and
Pete Ramstad.

What Can You Do Today?
Put together a small team of your smartest people (not just HR people) to identify

the two or three most pivotal roles in your organization. Where would an invest-
ment in the quality or quantity of talent have the biggest impact on the business?

CHREATE

CHROs weigh in on the future they see for HR.

CHREATE (the Global Consortium to Reimagine HR, Employment Alternatives,
Talent and the Enterprise) was a project run by a group of more than one
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hundred CHROs and HR thought leaders who came together in a three-phrase
project to scope out the future of HR.

CHREATE started from the premise that there are five forces of change buf-

feting the business world; their executive summary describes them as:

1.

Exponential pattern of technological change. Technological breakthroughs
will force organizations to adapt and reinvent themselves more quickly.
Meanwhile, the workforce faces the risk of job loss and skill obsolescence,
requiring that they adapt and reinvent themselves.

Social and organizational reconfiguration. The workforce’s increased auton-
omy and decision-making authority will make the workplace more power-
balanced and less authoritative. The workplace will be structured more
through social networks and less through hierarchy. Work relationships
will be more freelance, gig and project-based and less exclusively employ-
ment-based. Organizations will tap more diverse avenues for sourcing and
engaging talent that extend beyond traditional employment.

A truly connected world. Information will be more abundant, richer and
more available to everyone. Work will be accomplished from anywhere, cre-
ating a truly global talent ecosystem. Seamless global and real-time commu-
nication will lead to faster product development. Go-to-market strategies will
be more diverse, and have shorter product and strategy durations. Organi-
zational reputation will become a pivotal currency in customer and work
markets.

All-inclusive, more diverse talent market. Multiple generations will increas-
ingly participate as workers, today’s minority segments will become majorities,
older individuals will work longer, and work will be seamlessly distributed
around the globe through 24/7 operations. Organizations that win will develop
new employment contracts and hone new leadership styles and worker en-
gagement approaches to address the varied cultural preferences in policies,
practices, work design, rewards, and benefits.

Human and machine collaboration. Technological breakthroughs will pro-
duce exponential disruptions in markets and business. The rapid adoption of
robots, autonomous vehicles, commoditized sensors, artificial intelligence,
and global collaboration will renew the thinking about work.

To deal with this world, HR will have to reframe its focus and add capability.
The change was encapsulated in four major roles for HR:

1.

Organizational Performance Engineer. Diverse forms of “employment” and
new ways of organizing and collaborating will challenge the traditional
ways of working and require expertise in how organizations align, enable,
inspire, and reward people to accomplish shared goals and deliver results.
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2. Culture Architect & Community Activist. There will be a shift away from leg-
acy, company-centric worldviews and toward increasingly considering the
ecosystem of all stakeholders—customers, suppliers, shareholders, “em-
ployees,” and the community at large. This will require companies to more
actively engage this broad community while prioritizing the importance of
culture and brand.

3. Global Talent Scout, Convener & Coach. Given the changing workforce dy-
namics of an increasingly global, connected world, HR will find new ways to
source, engage and connect talent in more agile, diverse, and effective ways.

4. Trend Forecaster & Technology Integrator. Strategic thought leadership—
and the ability to anticipate and respond to trends—will be increasingly im-
portant. This will include a deep understanding of data and talent analytics
to drive decisions, as well as the ability to effectively leverage technology to
deliver value.

The commonality with the CMO of People model that leaps out is the impor-
tance of data and technology; it is one of CHREATE’s four roles and matches the
CMO of People’s insistence that “analytics comes first” and technology is an es-
sential enabler. Other than that, the two models of HR diverge in emphasis. It’s
not that advocates of the two models would come to blows over their differen-
ces; however, from the CMO of People’s perspective, the CHREATE model seems
to focus more on how we need to re-invent the specific functions within HR to
face the changes buffeting the world, rather than on the broader principles that
guide the HR function as a whole.

Where a CMO of People would find the CHREATE model helpful is in point-
ing the different parts of HR toward the future—for example, thinking in terms
of a virtual culture architect reflects the fact that the organization culture has to
work for people who are not in the office.

You can learn more about the CHREATE project at http://chreate.net/.

What Can You Do Today?

The CHREATE team was united in the notion that the world was changing rap-
idly and HR would need to change as well. Can you identify mechanisms that
would allow your HR organization to learn and adapt? Do you need to give HR
more room to experiment?
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Lead the Work: Navigating a World Beyond Employment

If the gig economy is real, it will disrupt HR.

The Lead-the-Work model by John Boudreau, Ravin Jesuthasan and David Creel-
man is the most challenging of the visions for the future of HR. The most impor-
tant idea in the book is that employees’ jobs can be deconstructed into projects
and tasks done by various types of free agents (e.g., freelancers, contractors,
temps, consultants). This is often referred to as the gig economy, the on-demand
workforce, or the Uber-ization of work.

The Lead-the-Work model argues that an important role of leaders and HR
is to look at the work that needs to be done and turn up or down the dials on
these three dimensions:

— Deconstruction: To what extent should work be divided into smaller pieces?

— Dispersion: To what extent does the work need to be done on-site?

— Detachment: To what extent does the relationship with the worker need to
resemble an employment relationship? Can it be detached from that rela-
tionship so that the worker is an independent party?

For some work, the dials need to be turned down and it should be constructed
as a full-time job, done in the office, by a permanent employee. In other cases,
the dials can be turned up, and work can be deconstructed into small tasks,
done anywhere in the world, by completely independent free agents. Each of
the dials can be turned independently; doing that tuning, and managing the re-
sulting arrangements becomes critical for leaders and HR.

The ability to have a “world beyond employment” is greatly dependent on
talent platforms (such as Upwork) that allow organizations to easily find the
free agents they need for projects and tasks. The new world is also enabled by
changes in business models/ mindsets and by a social shift such that being a
free agent is seen as a desirable option. The success of this new model in any
given country will depend in part on whether regulators enable or inhibit busi-
ness from taking advantage of the opportunity.

The reason this model is so challenging is that it says that HR must focus
on “getting work done” rather than “employees in jobs.” Essentially, the whole
history of HR has been about employees in jobs, so this is a difficult shift in
perspective.

Digging a bit deeper, many of HR’s skills are relevant to this new world—
issues around finding, motivating and rewarding talent all exist in the gig econ-
omy. Furthermore, there will still be employees in jobs where the familiar world
of HR won’t change.
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From the perspective of a CMO of People, this adds an important new di-
mension to their role. The tactic of a predictable, immersive employee experi-
ence that drives productivity will manifest itself very differently for free agents,
especially if they are working remotely.

You can learn more about the Lead the Work model in the book Lead the
Work: Navigating a World Beyond Employment by John Boudreau, Ravin Jesu-
thasan and David Creelman. There is also a good report on the gig economy in
the UK by the RSA called Good Gigs: A Fairer Future for the UK’s Gig Economy,
available for free at www.thersa.org.

What Can You Do Today?

Try to hire a virtual free agent (using a talent platform such as Upwork) to do a
small task you’d rather not do yourself (e.g., tidying up the look of a PowerPoint
presentation). Does your organization make it easy or does it erect barriers to
using the gig economy?

Synthesizing the Models

What do the models have in common?

The First Common Element: Elevating the Function

Most of the models envision an elevated role for the HR function. It is not just
about being more effective or focusing on new things—it’s increasing the cen-
trality of HR in running the organization. Is this always a good idea?

One can imagine other functions—such as IT, Risk, and Marketing—making
similar arguments that the future lies in elevating their function. Similarly, the
most powerful functions—Finance, Sales and Operations—would argue that their
centrality should be, at the very least, maintained. On its own, each argument
would likely be persuasive, but not everyone can be in the inner circle.

It’s unlikely to be productive to pursue the argument of “Who matters most?”
since all functions are essential. Each organization must look at its own situation
and, in particular, ask if a function is being seriously underutilized. I believe
that, in many cases, that underutilized function is HR.

If your organization finds that its competitive advantage is in people, then
the suggestion from these models to elevate HR makes sense.
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The Second Common Element: Business Focus

I once heard an HR consultant relate the story of an HR manager saying, “I
don’t want to learn about the business—that’s why I’'m in HR.” It’s hard to imag-
ine that being said in any other function (except perhaps IT).

Some HR departments are not business-focused because the function has its
roots in generic administrative and compliance issues. If you are processing payroll,
then you genuinely don’t need to know a lot about the business, its strategy, its
products, or its competitors. Secondly, many HR professionals and managers see
HR as the “people people.” A consultant for law firms said, “Don’t you know what
HR is? Those are the people you send employees to when they complain a co-
worker has smelly feet.” If HR’s role, as set by the CEO’s expectations, is to do things
that don’t require business savvy, then I shouldn’t expect the function to have it.

It’s fair to say the argument that HR must be more business-savvy is now
old news. Today, many HR professionals are business-focused and get fed up
by being told that this is something they need to learn. The counterpoint is that
some are less business-savvy than they think they are; the experience of many
managers is that HR hasn’t shown good business sense.

The legitimate challenge for HR to being more business-focused is that the
human dimension of organizations is particularly unruly, where the causal rela-
tionships between HR interventions and business outcomes can be difficult to
discern. Expectations that HR can fix the human element of production as read-
ily as an engineer can fix the mechanical elements are misguided.

The important issue is how the organization executes on the idea that HR
should be business-focused. Execution depends primarily on who is brought
into HR and the day-to-day expectations manifested by the top leadership team.

What Can You Do Today?

Go through the models and highlight the elements that would make the biggest
difference to your organization.

Outside Perspective: Dan Schawbel

A futurist considers HR’s future

When futurist Dan Schawbel, author of Promote Yourself: The New Rules for Ca-
reer Success considers different models for the HR function, the first thing that
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comes to mind is the different environment that they will be working in (Note
that CHREATE, discussed earlier in this chapter, started from a similar place by
outlining the forces they felt were shaping the future environment).

Top Trends for the New Generation of Workers

For example, Schawbel points out that an important need for the younger seg-
ments of the workforce is flexibility. Flexibility is a more complex issue than it
first appears. It is not just a matter of flexible work hours—it extends to flexibil-
ity about whether you work in the office or elsewhere, some flexibility about
what employees work on, and even flexibility around the sort of workplace en-
vironment they work in. (That is, they’ve got someplace to work other than their
cubicle—visit a WeWork office to get a sense of what the younger generation
looks for in a workplace.)

The issue of working from home is particularly contentious with some com-
panies reversing their flexible telework policies and requiring people to return
to the office. Schawbel says this may be more an example of a failure to know
how to manage teleworkers than a failure in the concept itself. It does take
extra effort to connect at a human level, on a regular basis, with teleworkers,
but if HR can enable that, then telework can be successful.

Another disruptive trend is a change in the nature of educational creden-
tials. In the past HR could concentrate on credentials from colleges. Now all
kinds of different organizations are providing credentials of varying quality.
How should HR assess the meaning of a certification in math from the You-
Tube-based Khan Academy?

Perhaps much of the complexity can be captured in what Schawbel calls
the blended workforce. The workforce is comprised of different generations, lo-
cated in different work environments, with different employment relationships.
This brings us a long way from a world where a one-size fits all approach to HR
is effective.

Schawbel says the HR department of the future will need to be alert to, and
ready to respond to, the many different changes taking place in the world, only
a few of which are laid out here.

Bewilderment or Irrelevance?

A common reaction for senior leadership to these kinds of revelations about the
future is that they’re interesting and possibly important, but it is not clear what
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the impact on the bottom line would be or what actions the business should
take in response to these changes. It’s rare for a CEO to read about trends and
take action—at best, they will pass the ball to HR and hope they don’t need to
think about it further.

What is the normal approach in HR? HR’s traditional stance is to create pro-
grams and provide training. For example, there may be policy changes to allow
more flexibility and training for managers to handle a dispersed workforce. Of
course, there are a bewildering range of trends and possible responses, far
more than HR can react to, and so they tackle a few that seem easy or happen to
be top of mind.

The CEO may agree HR is doing things that seem reasonable, but they will
not see it as sufficiently business-critical that they need to be involved. It is not
sufficiently relevant to the business for anyone other than HR to care.

How a Business-Focused Framework Brings Relevance

HR should work from a business-focused framework so that it knows how to re-
spond to the myriad of real or possible trends. In the CMO of People model,
these trends will be seen in terms of their impact on how the employee experi-
ence that drives productivity is delivered.

If we think about the distributed workforce, then it begins as an analysis of
a potential source of talent. In the past, we would have filtered out candidates
who couldn’t or wouldn’t work in our location. If attracting talent who works at
our location isn’t a problem, we wouldn’t waste time creating a flexible option.
If it’s important to attract new pools of talent, then one goes back to the talent
funnel (recall the napkin diagram on the first page of the introduction) and
thinks about how to change the funnel so that’s it’s pulling in, and not filtering
out, remote workers. After considering the talent funnel, the focus turns to how
a predictable, immersive employment experience that drives productivity could
be delivered to remote workers.

You could expound on the options and mechanics for how to make these
changes, but that would be a distraction. What matters is an HR function that
can readily understand what’s relevant to the business and can respond in a
way that integrates with how everything else is doing. This has quite a different
feel from simply adding a number of new programs that individually look good.
Most important, the CEO will immediately be able to see the how what HR is
doing will drive business results and, as a result, will have no doubts about the
relevance of those activities.
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Takeaways

— There is widespread interest in finding a way to reform HR; that’s a sign that
professionals feel there is an opportunity to get much more leverage out of
the function.

— There are several different models to choose from or to mix together into a
unique approach.

— Almost universally, people feel a core problem with HR is how it can become
detached from the business.

— Changes in technology will likely have their own disruptive impact on HR,
quite apart from any other attempts to reinvent the function.
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It’s time to pull the threads together and prepare to act.

Summarizing the Pivotal Ideas
Create a coherent approach to the HR organization that CEOs understand.

The motivation for this book began with a belief that the companies I worked
for needed to compete on the basis of talent. They needed people who were bet-
ter than the competition, doing their best ever work, in a way that aligned with
the needs of the business. Not all companies are like this—if yours is I hope the
book has been valuable.

The second belief is that the way to deliver this talent-based business strat-
egy is through a different type of HR organization. The HR organization has to
be elevated: a driver of strategy, not a deliverer of services. Not all CEOs want
this kind of HR organization; it can be a headache because HR doesn’t sit back
and take orders. An elevated CHRO asks uncomfortable questions that the C-suite
perhaps would rather not answer. An elevated HR organization demands the
CEO’s attention. If your CEO is willing to take on this challenge, they can look for-
ward to different talent outcomes.

The approach I developed to elevate the HR function is what I call the CMO
of People model. I like this approach because CEOs get it right away—they know
what a CMO delivers, and they can translate that to HR. Furthermore, there are a
lot of Marketing ideas that translate easily into the HR realm, such as the sales
funnel (talent funnel), customer experience (employee experience), and market
analytics (people analytics). There are other models for elevating HR—this is just
the one I know. While it might not be right for your organization, it is a fully im-
plemented model that’s been proven in business; it’s not just a theory.

The talent-based competitive strategy can be summarized in the figure I
presented in the introduction. The scope of what’s packed into it should be
clearer now that you’ve read this book.

The diagram starts with channels and efficacy of channels pulling talent into
the funnel, followed by the various stages of funnel management down to the
transaction (Tx), i.e., the offer to hire.

Once the employee is hired, it’s about building the employee’s lifetime value
(eLTV) based on leadership, communications, competition, and social responsibility.

https://doi.org/10.1515/9783110753035-011
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Figure 11.1: The concept on a napkin.

The whole diagram is underpinned—from the top of the funnel to the end of
the employee’s time with the company—by the employee experience. The con-
cept of the employee experience provides a guiding set of principles that direct
the design and operation of all the HR processes needed to deliver on this busi-
ness strategy.

The value of putting this in one simple “back of the envelope” picture is that
it shows that it’s all integrated—it needs to be created, curated, and managed
very deliberately where each step is measurable. It also introduces a well-defined
vernacular from Marketing and Sales into a function that has traditionally been
“hard to measure.”
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The CMO of People model believes that the organization has to create a pre-
dictable, immersive employee experience that drives performance. That slightly
awkward phrase is not just a lot of nice words—each word matters.

— Predictable means that the employee experience is consistent over time. Em-
ployees don’t wonder what it will be like—they know and that removes a
distraction.

— Immersive means that the employee experience is consistent across all inter-
actions, whether it is onboarding, a town hall meeting, the layout of the of-
fice, or the expense procedures. Everything (as much as humanly possible)
delivers the same experience.

— Finally, the experience drives performance. It is not about image or about
employee satisfaction; it is aimed at delivering measurable results.

Too often companies think about the employee experience as a kind of window-
dressing—something that looks nice, a bit of frosting on the cake. In the CMO of
People model, the predictive, immersive employee experience is the cake. We
take it seriously. We put in unending efforts to make it real.

When you start to unpack what it takes to make the employment brand
real, the many implications just roll out. You need an unconventional CHRO;
they need an unconventional team; HR must be unusually collaborative both
within the department and with other departments; functions that impact the
employee experience—such as CSR, Communications and Real Estate/ Work-
place Services—need to be folded into HR; people analytics must be a top prior-
ity; and a granular understanding of the employee experience from the very
start to the very end must guide all HR processes. That’s a painfully long sen-
tence for making the point that the CMO of People has a lot of implications. The
good news is that these implications can be spelled out and acted upon. There
is clarity to the model.

It’s evident that the model’s major goal is to drive growth and profits. That’s
fair enough. However, if you are a CEO or CHRO, there’s more to it than that. This
model is fun and energizing; it’s wonderful to see how it brings the best out in
people. Personally, I could never go back to the old model of a service-oriented
HR organization that simply does what the business asks.

What Can You Do Today?

Take a blank sheet of paper and sketch out the main ideas of the CMO of People
model as they pertain to your situation. This is a good starting point before dis-
cussing the idea with others. If you need a primer to remind you of some of the
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model’s more salient characteristics, flip back to the section “Contrasting Mod-
els for the Future of HR” in Chapter 10.

Four Ways to Move Things Forward

Here is how you might get started.

Find Some Allies

If you think the CMO of People approach has merit, a good step is to find allies
who can help you think through its relevance to your organization. Most people
benefit from having thinking partners, or even just people who are willing to sit
and listen patiently as you practice articulating the ideas.

Allies are even more important when you get to the stage of wanting to im-
plement changes—they can help you strategize an approach, identify barriers,
and pitch the idea. As implementation begins, they will provide the muscle and
support to keep the change on track.

Engage the CEO

Obviously, you don’t embark on the CMO of People model without backing
from the CEO. The one caveat is that you don’t want to engage the CEO in the
discussion until you’ve had a chance to think it through. Start with the allies,
get clear about what needs to happen, get good at articulating your vision, and
then go through the gradual process of getting the CEO to grapple with these
ideas and ultimately throw their weight behind them.

Start Hiring the Skills You Need

Flip back to Chapter 4 on unconventional teams for a moment and think about
the types of players who could most help you bring the CMO of People model to
life. Even if the time isn’t right to start making a big change, you can ensure
that new hires fit the new model.
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Get a Highlighter and Review the “What Can You Do Today?” Sections

I've tried to be action-oriented throughout the book; to sustain that discipline, I
included a “What Can You Do Today?” paragraph in each sub-section. Re-reading
these tips is a quick way to review the book and pick things to work on in the short
term to begin paving the way for the CMO of People approach. Highlight the ones
that are most relevant to your business.

What Can You Do Today?

Call up an ally to share a couple of the ideas that most landed with you.

How These Ideas Will Unfold in the Marketplace

CEO, HR leaders, and consultants who are inspired by the CMO of People ap-
proach will drive it forward.

There are three different forces that will help these ideas spread into the market-
place. The first is CEOs who know they are competing on talent and want to do
things differently to get an edge. This is the easiest way forward—a CEO can run
the HR organization any way they see fit.

The second force will be HR leaders and the professional bodies that sup-
port them. HR leaders will need to get buy-in from the CEO (as I've said more
than once). However, from its inception, this model was built on what made
sense from a CEO’s perspective, so for once HR might find that getting buy-in is
easier than expected. I hope that the community of HR leaders will share their
experiences in implementing this model and share their refinements as they
gain experience using the ideas discussed in the book. Feel free to connect with
the authors on LinkedIn.

The third force for bringing these ideas to the world will be consultants.
Consultants have a long history of playing a critical role in bringing innovative
ideas into business. The CMO of People model has enough elements that com-
panies will appreciate an expert hand to guide them. I hope that business con-
sultants who understand the model in all its depth will work with companies to
help them put it in place successfully.

It can take a surprisingly long time for ideas to gain common acceptance,
and the traditional HR model has tremendous inertia. The one thing I hope is
that people come back to the full scope of the ideas outlined in this book—
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without question, we’ll see people touting “the employee experience” while
seeing it as simply a way to re-brand engagement. So, let’s demand that CEOs,
the HR community and consultants build these ideas up rather than taking the
easy route of watering them down into something inconsequential.

What Can You Do Today?

Is there a role you can play in bringing these ideas into the world?

Closing Advice

I hope you found some takeaways that will help.

Adopting a new approach for a major function is not for the faint of heart. It wasn’t
easy for Marketing to shift from a world of traditional media to digital media. It
wasn’t easy for Manufacturing to adopt lean methodologies. It wasn’t easy for IT to
move from mainframes to banks of servers and networks of PCs. If you are just
looking to tweak HR, then the CMO of People model isn’t the way to go.

However, if the model makes sense to you, you aren’t happy with the way
that traditional HR organizations work, or you feel the need to get much more
leverage out of people, then you could adopt this proven model.

If you have a reasonable appetite for risk, adopting the CMO of People model
will be a lot of fun for you and will bring a lot of value to your organization.

What Can You Do Today?

Share this book with someone, and then go for a coffee with them and talk
through the ideas.
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Chapter 2 introduced you to the concept of a “brand book” for HR. I mentioned
there that we created a brand book for employees (at Shutterfly) and that it was
one of the smartest things we did. The authors and publisher felt that it would
be helpful for you to see an instance of a brand book for employees and that
there would be no better way than to show you the current version of the brand
book used at Shutterfly. There is nothing like a great example. In this appendix,
we have reproduced the brand book used for employees at Shutterfly with their
kind permission. The copyright remains with Shutterfly, but you should be look-
ing at it for inclusiveness and organization, so that you can create your own
brand book for all of your internal messaging and consistency of the brand,
voice, mission, and expectations from hire to retirement.

The following 76 pages are the pages of the complete Shutterfly brand book.
We hope that you will find them useful in compiling a similar document for use
in your own organization.

SHUTTERFLY (x)

https://doi.org/10.1515/9783110753035-012
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(( The

achievements of
an organization
are the results

f the combined

effort of each

. .. »
individual.

—Vince Lombardi
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Shutterfly, Inc.
brings our family

of brands together,

providing more opportunities

as we continue to grow—both

from a business perspective and

for you, from a career perspective.

As employees, you experience this
power of our brands every day and
are in the best position to be advocates
for our unique set of values. We want to
help you be the best brand ambassadors
out there, living and breathing our vision,
mission and core values

This book should guide our internal
communications, including emails, online
collateral, internal posters and other
print pieces, in addition to All Hands
presentations, face-to-face meetings
and workspace interactions. It should
also inform certain segments of our
external communications, such as
PR, recruitment materials and
corporate affairs.

Most of all, it should make you
proud to be here and know
you are essential to making
Shutterfly, Inc. a great

place to work
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Chapter / One The Shusterfiy Inc. Brand. v

5k Shutterfly, Inc. is a family of brands in the
business of helping people share life’s joy.
We are proud to offer personalized photo
products and services through Shutterfly,
Tiny Prints, Treat and Wedding Paper Divas.
Although our brands are distinct from one
another, Shutterfly, Inc. shares a common
mission, vision and values, encouraging us to
have passion, inspire, act, commit and trust.

Together, we are one family.

One Family’
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11/ The What, Why & How

We're a leading manufacturer and

personalized products, offered

(This is what we do.)
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digital retailer of high-quality

through a family of lifestyle brands.
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Our vision is to
make the world
a better place by
helping people

share life’s joy.

(This is why we exist.)
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ccccccc / one Section / 1.1 The Whai, Why & How »/u

(This is how we do it)

Our mission is to
deepen personal
connections with
the people who
matter most.
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12/ The “For/On” Principle

We work for

SHUTTERFLY ® and WOI'k

on the Shutterfly  tinyprints.
)

treat: & s brands.
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13/ Family Dynamics

C

Because our mission is to help people share
life's joy, we want to offer solutions for
everyone—no matter where our customers
are in their life cycle. Wedding Paper Divas
offers stylish wedding invitations and
stationery, Shutterfly and Tiny Prints provide
birth announcements and photo gifts, and
Treat allows people to personalize their
correspondence for all occasions through
greeting cards. Together, all our brands share
the same goal of celebrating life’s milestones—
both big and smal
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SHUTTERFLY @

Aleading manufacturer
and diaital retaler of

high-quality personalized
products, offered through
afamily of lifestyle brands.

)

@ Shutterfly.

Where your photos.
come to life in photo
books, cards and gifts.

CUSTOMER

@ tinyprints
Premium cards and

stationery for all of life's
occaslons.

@ treat:

Personalized areeting
cards that really stand out.

@ WEDDING PAPER
DIVAS™

‘Wedding invitations and
stationery for every step
of the planning process.
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14/ Our Values

PASSIONINSPIREA
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Chapter / One Section / 1.4 Our Values »/17

CTCOMMITTRUST

PASSION

Pursue excellence in everything we do

Please our customers to the point that
they become enthusiastic promoters
of Shutterfly, Inc.

Have a winning attitude

COMMIT
INSPIRE
Constructively challenge each other's ideas
Inspire customers to be creative and commit as a team and then support one another

thoughtful with their memories Say what we mean and mean what we say

Empower ourselves and each other to

Make the company a better place
achieve more than we thought possible

Motivate others by what we do and
how we do it TRUST

Treat others as we want to be treated

ACT Have confidence in each other's capabilities
and intentions
{hink outside the boxand challenge Care enough to give open, honest
and direct feedback
Recognize and celebrate success Seek to understand, then seek to be understood
Lead courageously Provide timely communication to avoid surprises
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THE
SHUTTERFLY, INC.
EXPRESSION
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The Shutterfly, inc. Expression /1o

use subject to https://ww. ebsco.contterns-of-use

What is the Shutterfly, Inc. identity? Infused
with fresh designs, modern graphics and

hits of color from our family of brands, the
Inc. treatment reflects the intersection of
our corporate culture and unique, playful
personality. Although Inc. is comprised of
brands that have a very different look and
feel, it is important to remember that our
corporate identity is separate from each
brand's consumer identity. This means Inc
has its own visual system that is made up

of core elements including logo, color. type,
icons and more. We have designed tools you
can use for the corporate website, internal
communications and marketing collateral
Although we were inspired by elements from
our brands, the Inc. creative treatment is
unique and should not be confused or used
interchangeably with the other brand systems.
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2.1
VOICE & TONE
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Shutterfly, Inc. is more than just a company.
It's a unified system with a common
vision, mission and values. The best way to
communicate this is through our voice and
tone. This is how we express ourselves.
This is what we sound like. Our voice and

tone are a direct reflection of our personality

and are defined not only by what we say

but how we say it.
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21/ The Three Cs

Our voice and tone come from a place of confidence,
as an industry leader in personal expression through
our family of brands: Shutterfly, Tiny Prints, Treat and
Wedding Paper Divas. We care about our employees,'
our customers and our community.

Shutterfly, Inc. is more than just a company—it’s our
unified vision to make the world a better place by

helping people share life’s joy.

And it starts here.
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Chapter / Tuo Section / 2.1 Voice & Tone 0./23

C 1 We are sure of who we are, where Shutterfly, Inc. vs. Inc
CONFIDENCE weve beenand where we regoing.
Our voice is confident and professional but o
not stiff or overly corporate. We say what Introduce the brand as
we mean, and we mean what we say. Our “Shutterfly. Inc.” on first
reference (and In all
CARE anguage is straightforward and easy headiines and tities),and
to understand. use “Inc.” thereafter to
avold wordiness.

CZ We care about our employees, our o
customers and our community. That +Always refer to the

comes through in our copy. Even though we brand as "shutterfly, Inc.”
are a corporate company, our tone is real In external
and approachable. Our language makes our communications
Shutterfly, Inc. is more employees feel that they can trust us and
than just a company—it’s that we're here for them

our unified vision
C 3 We may be working on different
brands, but we're all members of the
Inc. family. “We," “team,” and “together” are a
part of our vernacular.
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2.2
THE LOGO
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The Shutterfly, Inc. logo is simple and
minimal. Tt conveys oneness with an
unadorned circle. We are many brands,
but we share a common mission and

know we are part of something bigger.

Our logo is the stamp of our company—

a single graphic that unites us all. One

company. One vision. One team.

We are Inc.
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22/ The Logo—Primary Version

SHUTTERFLY

Wordmark

The shutterfly, Inc. logo locks a Gotham-

based wordmark with the Inc. circle bug. The
o work togethr o estalish Herarchy SHUTTERFLY

s the parent to our four consumer-facing

brands. The two elements, the wordmark and
the Inc. bug, should never be repositioned or
manipulated, though alternate versions are a

available for certain spacial constraints. Clear space Is datermined by the width of the latters “INC".
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Section / 2.2 The Logo

»./27

" SHUTTERFLY @

SHUTTERFLY &
04/ DIGITAL PRINT
SHUTTERFLY @ SHUTTERFLY
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0z
The black version should be used when
printing or application methods prohibit
using the primary orange.

03

If backgrounds are saturated or dark, the
white version can help separate the logo
from secondary surfaces.

04

Minimum size refers to the smallest size
at which the Inc. logo may be reproduced
and still maintain legibility. For digital
applications, 120 pixels Is the minimum
width. For print, 1.25" Inches Is

the minimum width,

Note: The Inc. logo should not be
placed at an angle. (See vertical version
for alternate formats.)
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22/ The Logo—Secondary (Vertical) Version

A vertical option is available to add a casual
feel when desired. Note: The logo is not
simply the primary version rotated. The Inc.
bug is rotated to allow the “INC” letters to
read correctly. This version should only be
used for vertical applications.

Logo Principles

When using the
vertical logo, make
sureit's always
pointing upward
with the Inc. bug
at the top.

SHUTTERFLY,(®

SHUTTERFLY®
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Chapter / Tuo Section / 2.2 The Logo /2

On the vertical version, the Inc. bug
is rotated 90 degrees for easier
legibility. This further enforces

the Inc. brand as the parent in our
family by emphasizing “IN

Alternate Version

The condensed logo should only be used
when space constraints would render the
standard logo too small to be legible, like
in many soclal media applications.

SHUTTERFLY
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2.3
COLOR PALETTE
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Color defines us. Whether used playfully
or sparingly, it’s a powerful tool in
communicating feeling and capturing the

heart of our brand. The Shutterfly, Inc. color

palette features a predominantly white

scheme accented with Shutterfly orange and
additional hues from our family of consumer
brands. The consistent and repeated use of

these elements helps differentiate Inc. across

all of our materials.
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23/ Color Palette

The Shutterfiy, Inc. color palette is centered
around orange PMS 1665—the same lgnite
orange used for the Shutterfly consumer brand.
It also uses colors from our entire brand family,
each including four other levels of opacity. As
2 general rule, orange always takes the lead,
followed by white, black and gray tones to
establish an editorial feel. Pops of color from
the rest of the palette can be used to provide
additional energy to your layout.

Pantone 1665 ¢

€O Ri240 HTML
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White

Co Ri255  HTML
MO G255 FFFFFF
Yo o @223

K0

Pantone Black 7 ¢
———

co B8 HTML
MO Gao 585058
Yo ol

K: 80

Pantone 284 ¢

ciss RI108 HTML
M0 G173 6CADDF
Yo o m223

Ko
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23/ Color Guidance

When choosing colors in the Shutterfly, Inc
palette, ratios are very important. White space
is your friend and helps prevent layouts from
looking too cluttered. Neutrals and orange
provide accents, and the tertiary palette can be
used to add pops of color when necessary.

The adjacent percentages are guides to help your
layouts maintain balance and an even visual tone.
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»/35
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2.4
TYPOGRAPHY
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Words tell our story, and the right typeface
can help bring that story to life. Type can
convey emotion, communicate messages and
express the tone of our brand. Shutterfly,

Inc. typography fuses an editorial approach
with a modern aesthetic for a look that’s both
professional and fun. With a range of weights
and treatments, our typefaces establish a clear

hierarchy across all collateral—from content-

heavy to clean and direct.
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24/ Typography

The primary typefa:
weights: Light, Lig
B

more e

TC Garamond, uses five

t Italic, Book, Book Italic and

The strong se

esence helps portray a

itorial look, and when combined with

the secondary Gotham typefa

keeps layouts
ooking contemporary even when a large

amount of content is necessary

Note: When Gotham cannot be v

web applications, use Avenir
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Chapter / Tuo Section / 2.4 Typography »/39

@ AaBbCcDAEFfGgHhIJIKKLIMMNNOOPp
QQRISSTYUUVYWWXXYYZz1234567890&@7/#
Garamond

AaBbCDAReRfGEHIIIKRLIMMNOOPPOq

RESSTHMVOWWXXYYZ212345678906.@7/%

Book
AaBbCCDAEEFFGEHNIiKKLIMMNNOOPPQQ
RISSTOUUVYWWXXYYZ212345678908 7/

Book lallc
AGBbCCDAECEGEHBIKRLIMmNROOPPOq
RASSTIUUVOW XYY 2212345678906 @2/

Bold
AaBbCeDAECFIGgHIJJKKLIMMNIOOPPQq
RESSTtUUVYWWXXYYZ21234567890&0?/*

Light

( Ot h a m . e AaBbCcDAEeFFGaHhIJKKLIMmNNOOPPQq
RrSSTHUUVYWWXXYyZ212345678908@7/#
Book

AaBbCEDAESFIGEHNIJKKLIMMNNOoPpQa
RrSSTHUUVVWWXXYyZ212345678908@7/#

- Bold

AaBbCcDAEF{GgHhIIKKLIMmNNOoPpQA
RrSsTEUUVVWWXxYyZ212345678908 @?/#

© rrperreasiyie
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24/ Typography Use

Note the adjacent use of scale, serif
typography and added treatments such as
all caps and underline. Always make sure
that what you are saying is complemented
by how you are saying it

Thisisa _
headline.

Though italic cannot be used for beadlines, it can

be effective for quoting or emphasizing.
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Section / 2.4 Typography b/

By th
way:

ALL CAPS &
UNDERLINE
CAN BE USED
AS WELL.

BOLD styles
should also be
used sparingly

and never as

lead headlines to

avoid shouting.
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LARGER GOTHAM
FONT SIZES SHOULD STAY
LIGHTER IN WEIGHT

For general content-heavy areas, use Gotham
since it reads clearly at small sizes. For general
content-heavy areas, use Gotham since it reads
clearly at small sizes. For general content-heavy
areas, use Gotham since It reads clearly at small
sizes. For general content-heavy areas, use
Gotham since it reads clearly at small sizes. For
general content-heavy areas, use Gotham since

‘Typography
Principles

Use Gotham for small type
sizes and heavy content.

Fonts can be ALL CAPS,
Sentence case, or even Al
(CAPS WITH UNDERLINE.

Paragraph justification
establishes allgnment for
blocks of content.
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25
PHOTOGRAPHY

EBSCChost - printed on 2/8/2023 8:36 PMvia . All use subject to https://ww. ebsco. coniterns-of -use



AppendixA — 209

Photography shows readers who we are,
complementing our messaging and infusing
communications with authenticity. Featuring
real subjects—our employees and our
environments—in elegant, understated black

and white, our photography tells our story

and helps distinguish Shutterfly, Inc. from

our family of consumer brands.
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25/ Photography

Our Shutterfly, Inc. photography revolves
around many subjects—employees, Shutterfly

Foundation projects, facilities and events. By
incorporating black-and-white photography
and adding color with graphic elements, we
can set a specific style independent of our
consumer-facing brands, while maintaining
consistency from layout to layout (since most
of our photography is user-generated)

Photography choices can vary in gender and
age of the subject as well as focal point, but
they should always capture the spirit of our

corporate culture.
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Chapter / Tuo Section / 2.5 Photography »/45

Photography
Principles

(]

Use circles, squares or
roctangles to crop your
Imagery for Interesting
layouts.

Color and Icon overlays
add a layer of dimension
and eneray to Imagery.

Cropping into your photo
can make it more Impactful.
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2.6
GRAPHIC ELEMENTS
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From arrows to angles, graphic treatments
are an essential component of our toolkit.
They support content, liven up layouts and
add depth to our communications—as long
as they are used with discipline and intent.
Our graphics style is minimal and editorial.
Copy and photography are always the
focus, and graphics are used sparingly and

purposefully to create a unified look.
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Graphic Library

The Shutterfly, Inc. toolkit is grouped into
four main elements—arrows, color bars,
shapes and angles. These elements, though
flexible in implementation, should be used
with discretion and a sense of discipline.
Refer to the examples section for use cases
and design recommendations.

!
l - 90°
|

Color Bars
Color bars can work vertically or horizontally and can
accommodate different layout lengths and widths.

Note: Colors in the bar should never be adjusted or
changed in make-up.

I —>

Arrows

Arrows can show progress or direction and
call out important information,

shapes

Circle shapes echo the Inc. identity and can be used
as an extra layer to highlight or pull copy away from
other elements.
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Chapter / Tuo Section / 2.6 Graphic Elements /9

Angles
Angles and linework are based on five angles—0, 45°, 66.75", 22.5"
and 90°. The angles should always lean forward to imply progress
and positive motion. They can be mixed and matched according

to the general look and feel of your layout.

(See diagonal line usage on the following page.)
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2.6/ The Slash

The slash element echoes the the "one
to many” idea that is so central to our
brand. Shutterfiy, Inc. posesses many
attributes—a work hard/play hard attitude,
many voices with one vision, and practical
Stash principles  Products with innovative designs. The
—— slashbecomes a graphic element that
Angles should  has meaning even when used as a subtie
always lean forward  accent inany design.
toimply progress
and positive motion
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Chapter / Tuo Section / 2.6 Grapbic Elements »/51

TO DEEPEN PERSONAL
CONNECTIONS WITH THE
PEOPLE WHO MATTER

EBSCChost - printed on 2/8/2023 8:36 PMvia . All use subject to https://ww. ebsco. coniterns-of -use



218 —— AppendixA

27
ICONOGRAPHY

EBSCChost - printed on 2/8/2023 8:36 PMvia . All use subject to https://ww. ebsco. coniterns-of -use



AppendixA =— 219

lconography can add warmth and clarity

to any message, no matter how complex.
Shutterfly, Inc. icons are simple, friendly
and expressive, allowing readers to navigate
our communications with speed and ease.

They can be used as helpful wayfinding

elements in user-interface applications or to
add context to copy-heavy collateral.
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27/ Icons

Our icon style is clear and direct and always uses the
circle shape as its base. The content within is both
straightforward and fun. No theme should be taken too
serlously since clarity is the main priority.

The icons are primarily for marketing and user interface-
based appli d can be used for wayfinding and
to add visual interest in copy-intense layouts.

0®0
OO0 G

The icon library is created and maintained
by Shutterfly, Inc.s internal creative
department. An updated reference liorary
is available, as well as resources to help
create new assets for your use.

O00S
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2.8
INFOGRAPHICS
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Infographics help readers process
complex, data-heavy communications
in a digestible and visually pleasing
format. Echoing our brand expression,
Shutterfly, Inc. infographics are simple

and straightforward. They tell our story
and communicate essential information
to investors and coworkers, while
always working off the basic principle
that less is more.
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28/ Infographics

The Shutterfly, Inc. infographic style is clean,
simple and direct. Pops of color add accents
while telling the main story, and though
minimal in make-up, Inc. infographics evoke
a contemporary style without being cold.

Above all else, infographics should be clear
and relevant, avoiding superfiuous use. @

/ 2/
fig. 3.1 This is a Chart Headline

3/ caresony ueaots

coLoRspECT coLor seEc 2
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Chapter / Tuo Section / 2.8 Infograpbics »./59

Infographic
Principles

o

Try to use circles as your
main design elements
when creating legends or
complex shapes.

-]

3-Dobjects can help tell
your story and provide
interesting visuals.

©

Thick and thin line weights
help separate headines
from visual elements.

fig. 3.1 1st Stat 2nd Stat
o
Iconography and symbols
e ne can add a casual yot
Lne2 Une2 professional foal o graph
focal points
°

Have fun with colors
and layers, but do not
overpower or clutter the
Information you are trying
to communicate.

— == slele /
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FOUNDATION
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The Shutterfly Foundation is committed
to making the world a better place by sharing

life’s joy in the communities where we live and

work. We strengthen the connection to our local
communities in Charlotte, Phoenix, Sunnyvale
and Redwood City through grant donations
and organizational assistance. Shutterfly
Foundation materials should capture this spirit
of connection, while clearly communicating the
details of our various programs.
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29/ The Logo—Primary Version

SHUTTERFLY

FOUNDATION

The Shutterfiy Foundation loses the Inc.
bug, locking up two words set in Gotham
ina straghtforward manner. Thetwo +SHUTTERFLY
work together to establish hierarchy. and

FOUNDATION

they should never be repositioned or
manipulated in size, scale or location,

o1

Clear space Is determined by the cap-height of the letter *S".
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Chapter / Tuo Section / 2.9 Foundation »/63

02

SHUTTERFLY Thback veron shouk e

printing or application methods prohibit

FOUNDATION using the primary orange.

03/ 03
S H l | I E R I I Y If backgrounds are saturated or dark, the
white version can help separate the logo
from secondary surfaces.
FOUNDATION
04
Minimum size refers to the smallest size at
04/ DIGITAL PRINT which the Shutterfly Foundation logo may
be reproduced and still maintain legibllity.
SHUTTERFLY SHUTTERFLY For digital applications, 90 pixels is the

minimum width. For print, 0.9% Inches Is
the minimum width,

UNDATION

20 px 09
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29/ Foundation Elements
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Though Shutterfly Foundation’s
core elements echo the Shutterfly,
Inc. expression, there are some
unique attributes defining its look,
including the “do good things”
heart bug, an element that can
serve as a sign-off or main graphic
for many applications
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01
‘The Foundation tone Is casual and playful but
doesn't sacrifice main messages.

Garamond and Gotham can play a more
Interchangeable role for high-level Foundation
headiines, though the Inc. type principles
should apply for the rest of the layout.

The Foundation color palette is identical to

Incs, but additional colors may be Implemented
dapending on the message or event. For example,
a Foundation event around the holidays could

use our primary orange and a neutral, as well as a
areen or red tone to reflect seasonallty.

Note: If a complementary color Is used, it should
be used to complement our core palette—
not to replace It

03

The Foundation araphic system is built

around the Inc. slash, which can be Incorporated
even more creatively. Refer to the separate
Foundation Style Guide or contact the creative
team for more Information.

04

The Foundation wordmark can be positioned
horizontally, vertically or at an angle, as long as
it s always pointing upwards.
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Chapter / Three Themes & Applications /67

% The following application examples reflect
how versatile our kit of parts can be, while
always maintaining consistency. Our style
guide includes many expressive elements
to convey the Shutterfly, Inc. brand, but
you should always make sure your main
message is clear and direct, and designs
aren't overly complicated for design’s sake.
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31/ Digital

SHUTTERFLY &

ity

)R
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web Principles

o

Use clear typography

Cavenir for heavy content,
SHUTTERFLY Garamond for larger
headlines) with white as the
dominant color for clear
navigation.

2]

Interactive elements should
be utilized whenever they
can help clarify larger
amounts of content, such as
biographies or timelines.

ey Mo e T R )
o Qe When introducing color
to your layouts, orange

S i, S ©
should always be the lead,
SR —— © o but colors from the other
brands can be added when
O © s

appropriate.

- o
a °
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32/ HR / General

SHUTTERFLY &

Jeff Housenbolc .
oRt SxectnOten || TO DEEPEN PERSONAL

CONNECTIONS WITH THE

PEOPLE WHO MATTER MOST.

Redwood City, CA 94065

e shattrfyine com
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Design
Principles

Use suble hits of the color
bar when space Is tight and
Information clarity is top
priority.

Make sure any underlined
text is clear and uncluttered.

SHUTTERFLY@

‘When using floods of color,
o Toods olo0r

make sure to balance your

layout with white space.

(]

Regardless of graphic
treatments, the Shutterfly,
Inc. logo should always be at
the top of the

messaging hierarchy.

]

Aslong as the Inc. values
and principles of design

are followed, there are
limitless possibilities of visual
expression.

EBSCChost - printed on 2/8/2023 8:36 PMvia . All use subject to https://ww. ebsco. coniterns-of -use



238 — AppendixA

The Shutterfly, Inc. Brand / 2013

33/ HR / Balance Concepts

BAL NCE
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Thematic
Pprinciples

Themes can help express
your idea simply and

straightforwardly. Strong
E concepts let type lead the

way in your desian.

DO WHAT YOU

15

WHAT YOU DO

SHUTTERFLY ©
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34/ Found
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Chapter / Three Themes & Applications 275

Foundation
nciples

since Shutterfly Foundation
has a more informal vibe,
more liberal use of Gotham
can be implemented.

Partner with your Creative
team to develop new and
Innovative approaches to
thematic events,
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* For questions or additional guidance.
please don't hesitate to consult your
Brand and Creative teams.
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Using This Book as Part of a Learning Program
Chris Emmons, Ph.D., SHRM-SCP Faculty, Walsh College

Hi, ’'m Chris Emmons, a professor at Walsh College in Michigan and this book
has become a key part of our HR management program—much to the delight of
my students. Unlike traditional HR textbooks, the CMO of People brings a fresh
approach built around treating employees like customers. More than just a set
of principles, the book helps students with its emphasis on actionable steps.
I’d like to share how I built the CMO of People into my three-course pro-
gram. The core resources I use are:
- Foundations: provided by a standard HR textbook and the SHRM legal guide.
- A fresh approach to management: readings from Ed Lawler and Chris
Worley's Management Reset.
— A fresh approach to HR: reading and discussion assignments from Navin
and Creelman's The CMO of People.

The mix of foundations and fresh thinking prepares students for today’s busi-
ness environment.

The Reading and Discussion Assignments

Over the course of the program, I give students reading and discussion assign-
ments with associated questions. My graduate program is delivered online. If
on-ground, students would come to class prepared to share their answers. Here
are the assignments:

1. Let’s discuss The CMO of People.

In Chapter 1, Navin and Creelman explained a different way to envision the HR
function. What did you find of value in this first chapter? How might these
ideas guide your HR career?

2. How do CSR and Risk Management impact business?

In Chapter 4 of The CMO of People, Navin and Creelman offer CSR as one of four
unconventional points of leverage. One of the takeaways is the role of CSR in the
employment brand. How does this idea compare and contrast to other views of CSR?
What might be a point of leverage you can plan for your personal development?

https://doi.org/10.1515/9783110753035-013
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3. What is your new point of leverage?

In Chapter 4 of The CMO of People, Navin and Creelman provide four unconven-
tional points of leverage. We have already discussed the role of CSR in the employ-
ment brand. Select another point of leverage (CMO, CFO, Real Estate/Workplace
Services) and outline your plan for obtaining this leverage.

4. An elevated HR function can drive change. What are some ways you
could elevate the HR function to drive change at your organization? Write
down the elements of the CMO of People philosophy that you like and compare
them to how HR currently works in your organization. Are you better able to articu-
late the shift that HR should make and the payoffs for making them?

5. Consider the opportunity you wish to address.
Is the opportunity you selected relevant to the employment brand? Is it valuable
enough to buy? Is it important to generating ROI?

What about the level of collaboration between HR executives with others on
the business team (finance, marketing, operations)? How might this level of col-
laboration increase? These items are covered in Chapter 2, “Impacting the Busi-
ness as a CMO of People.”

6. Let’s discuss brand messages and touchpoints.

A CMO of People designs the end-to-end employee experience. After reading
Chapter 3, respond to this question posed in the book: When you walk into a
meeting room in your organization, what brand messages does it intentionally
or unintentionally convey? Are there any touchpoints where the employee experi-
ence prevents employees from doing their best work? Could you improve these
touchpoints and use them to show people what you are trying to accomplish in
building an end-to-end experience?

7. Create a back of an envelope map that details how employees experience
your organization throughout their journey. Does anything stand out as a sore
point where the experience is not aligned with what you want to achieve? What
do you recommend to bring this experience in line with the desired employee
experience and brand?

8. What might an analytics dashboard look like at your organization?

Now that you know what questions you need answered to determine the impact
of your learning and development initiative, create an analytics dashboard.
Using the framework provided by Navin and Creelman (see Chapter 5) offer us a
diagram of your dashboard for your organization beginning with Top of the
Funnel, moving to the Talent Lifecycle, and focused on the Business Impact.
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“Instead of thinking about what metrics to monitor, determine what busi-
ness issues matter most to the organization right now” (Navin and Creelman,
2018).

9. HR technology and processes

Discuss one key idea you obtained from Chapter 7, “How We Handled HR Tech-
nology and Processes.” Cite relevant content from The CMO of People to support
your understanding of HR technology and processes.

10. Personal brand

What has been your experience with personal branding, a resume summary
statement, creating a LinkedIn profile or another way of sharing a compelling
story about your value? Or a compelling story you used to influence others to-
ward change (Navin and Creelman, 2018, Chapter 8)?

11. Unconventional HR team
What did you find interesting about non-traditional HR teams in The CMO of
People (Chapter 9)? Be specific with your examples.

12. Contrasting models for the future of HR

Select one of these models discussed by Navin and Creelman (Chapter 10), “HR
from the Outside In”; “Beyond HR”; “CHREATE”; and “Lead the Work.” Discuss
one of the models that particularly resonated with you.

13. Move things forward

Navin and Creelman (Chapter 11) offer four ways to move things forward. What

is your plan to make the best use of what you learned from The CMO of People?
Beyond the readings and discussions, students create an HR Audit, a Learning

and Development Initiative, and an HR Strategic Plan. This discussion question was

to help students write the conclusion to their Learning and Development Initiative:

What’s your story?
HR professionals who can confirm participants applied their new skills and
knowledge to their work are able to tell a compelling story in the boardroom. As
you consider the conclusion to your project, being able to tell a compelling
story would make an excellent conclusion. How does Chapter 6 (Navin and
Creelman, 2018) help you with your story?

And this discussion question relates to their HR Strategic Plan (usually their
current employer).

Blow UP HR
Navin and Creelman contrasted several models for the future of HR in Chapter 10.
As you consider your HR Strategic Plan, how would the leadership of your
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organization respond to the suggestion, “Let’s blow up HR”? In other words, how
happy are they with the status quo? What is their appetite for change?

Student Reactions

Learning about the concepts of the CMO of people and the employer brand was
very enlightening as it gave me a number of ideas on how I can work to enhance
the employee experience for members of my team and also work with HR to en-
sure that the employee brand is properly represented to potential candidates for
future positions in my department.

I enjoyed learning about the concept of the CMO of People and how it mirrors
the goals of the CMO but in relation to employees rather than customers. Al-
though this concept is new to me, I was really able to relate to the concept as it
is so logical that the head of HR, or CMO of People would strive to maximize
employee lifetime value, ensuring that the employee experience is a positive
one that aligns with portrayed employer brand that enticed the employee to
work for the organization in the first place.

I see the importance of using different areas for leverage like Navin and Creel-
man mentioned in their book. I loved reading this chapter because there is so
much to take in with all the information. For HR management to work more
closely with others like CMOs and CFOs to gain leverage for the company makes
total sense. We learn so much when we take advantage of the resources that we
are surrounded by, but unfortunately, many do not use that to their advantage.
Lastly, evaluating my own organization with many of these concepts, I am start-
ing to see what could be improved. I hope to be able to make changes at the
company [ work for in the future.

I really enjoyed learning about HR analytics and creating an analytics dashboard
related to my L&D project. The process of creating the dashboard helped me iden-
tify questions that I still have about my project and how it will potentially impact
the business and the learners who are involved in it. It also helped me to discover
areas where I need to place more focus on as I continue developing my project.
Navin and Creelman explain that the analytics dashboard should be organized
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around the employee experience with the intent of focusing on questions that are
important to managers and relate to business impact.

I found Chapter 3 of The CMO of People particularly interesting because it ex-
plained, in great detail, how a “CMO of People” can work to create an “end-to-end
employee experience.” The authors use the example of considering the design of a
meeting room and how that can be a “touchpoint” that can enhance the work ex-
perience for employees. One of our discussion questions also focused on this idea
and how we would apply it in the organization we’re looking at in our projects
(mine is the college I work for). Some of the other “touchpoints” that jumped out at
me for my organization included having respectful managers, information access,
and the fact that community and collegiality are stressed very highly where I work.
Less common touchpoints I identified were tools and systems change, as well as
shifting educational opportunities for employees.

Peter Navin and David Creelman have such an optimistic, futuristic vision of
how the HR department should contribute to the continuity and wellbeing of
the company. I like many points, especially their view in applying customer
journey to HR from the employee’s viewpoint.

Next Steps

I encourage you to try these reading assignments with your students. They en-
liven a program and promote critical thinking.
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