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Dyke DeBrie  

The workforce and the way in which we get work done every day is changing every day.  Gone are the days of businesses only working from the top down.  Businesses must now leverage the collective intelligence of all the people, share and exchange that knowledge in the new world that we live in.

These changes have impacted the way in which we find talent, connect people to the information they need, how we listen to the voice of the organization and reward our top performers.  

Businesses are now using science to understand the core of what makes people great at what they do, streamlining processes for greater business impact, and finding ways to understand and use vast amounts of data that has been collected on the workforce.  
These changes have allowed us to better predict the behavior and identify talent and successfully match capabilities with business and market needs.  And that allows both employees and companies to better predict career paths instead of just reacting, and creates a new transparency by enabling dialogue across the organization.  

And once the right employees match with the right job, have the information they need and provided the right growth opportunity businesses move beyond simply reacting to the market to driving it.

Businesses that embrace the new style of the workforce and create an engaging environment in which work gets done will have employees  that have the information they need to make more informed decisions, save time, and be more productive.  
Now let’s move to our webcast, The Future of HR:  Build a Smarter Workforce

5:01
Q:  Jonathan, work is changing pretty dramatically.  Can you elaborate a little bit on how is work and the worker changing?

A very important topic of an HR professional of many years and having worked in numerous countries looking at this topic and a couple of years ago, I really worked on a big piece of strategy looking at the future of work and how work is changing.  I came up with the notion that the four particularly large macros that apply to changes were really driving the change in work.  And, you know, they’d be around the use of social networks, the way in which social networks and social media, social applications, social technologies have changed the way given that about 40% of the world’s population are connected to the internet at any particular moment.  

There is also the notion that because of that phenomena there is so much more information flowing around therefore big data and analytics is incredibly important in the way that work is shaping up and managers have more information at their fingertips, executives have more information to make decisions and so on and therefore the amounts of big data is driving the information flow, the insights that can be gathered  and therefore the analysis that people can do and together with human judgment, the big data and analytics together with the human judgment is really combining to make employees, companies, etc. think about work differently.

Then there is the aspect of mobile technology that I think really goes without saying that a very large proportion of the world’s population, ~75%, have a mobile device of some form.  The number of small phone devices is massive, well over a billion devices in the world.  And so that is moving people to a world in which they can be connected at all times.  And therefore, from a work context they can be connected at different times, different time zones, etc.  and do things in a different fashion.  
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And then finally, those aspects of social technology as a mobile technology in particular are meaning that people can do work in different ways which means that they don’t necessarily need to be employed by one company, one organization.  They could be employed by several at the same time as many people are, but that is an increasing phenomena and therefore people can strike out on their own on what I describe as the independent worker or the contracted contingent independent worker.  We are not talking about people in maybe a farming capacity or the labor aspect but in the professional, the knowledge, the manufacturing world and things like that.  People now have expertise and if they can use their expertise to help others because of the rise of social technologies and mobile technologies that just gives people the opportunity to become more independent.  
So all of these things really are changing way in which people are working so just some thoughts from me.  
8:43
Q:  Bryan, how do you see the work and the workforce changing” 
I definitely think that Jonathan is spot on particularly in the mobile realm.  I think one of the stats was approaching 80% having mobile access worldwide and mobile access meaning getting a mobile device.  And I think that one of the things that that really does, is it is shocking when you think about the fact that more people have a mobile device than have actual dedicated internet access from a desktop.  So I think that changes our attitudes about work when our professional and our personal worlds are blended so much that no matter where we are we can access that data and that information and leverage it in lots of different ways.  So, in the traditional work day which is an 8-5 or 9-5 work day is much more blended with our everyday activity.  You know, we look at the actual day, or 24 hours rather, and then we look at the 16 hours that are left over after an eight hour work day and those are all really blending together and making, from a work perspective, making those dedicated hours and days almost obsolete because of the demand that work is now placing on us.  
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And it is a little bit of a self-fulfilling prophecy if we didn’t have the data access then we wouldn’t necessarily have the demand on our time 24 hours a day.  So we’ve got that relationship that is continuing to blur more and more the lines between the personal and the professional.  And I think because of the social channels becoming more and more pronounced, more accepted, are roughly 25% of all time on line is spent on social networks and I think the ability to have the voice of the individual, as Jonathan and I spoke, looking at it from an individual career perspectives, as well as a society perspective, I think that having that voice amplified across all these channels that have become available has really changed the power of the individual and put a whole lot more of it in the individual’s hand than in the channel owners or the corporation’s hands than typically it has been over the past at least 30-40 years.
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Q:  Jonathan, in your own words, what do you see as a smarter workforce?

It is a really good question because sometimes people come up to me and say, “I’d like to buy a smarter workforce.”  It is not quite as simple as that.  Because all workforces are slightly different and therefore the real notion of the smarter workforce is to work smarter.  
It is how you tie the workforce or the aspect of the workforce or a process in the workforce to a specific outcome or you have an element of science or precision or something very particular to a decision that is being made where previously, maybe, you used a little bit more, use the word “guess work” and maybe a little be less accurate in terms of the information being sought.

So let’s take a classic process in employment around recruitment.  I spent four years in recruitment in two different companies and there is a lot of behavioral interviewing that went on.  There was a notion of performing certain interviews and then a couple of assessments in a group setting so you observe people, people write down things against a grid of capabilities and you give another couple of interviews.  Depending on the level of person that was coming in it could be two interviews, it could be seven interviews, as was certainly in one company that I was recruiting in.  And, to a certain extent, people used to then get round and discuss these things and while afterwards clear training given to the interviewers whilst there was very capable set of competencies that were looked at, they have different interpretations and stuff like that.  And therefore, recruitment whilst there is an element of specificity and process in there, we now see that there are other ways to do it.  You can look at the people that have performed well in a certain job category in a company and you can then assess what made them good.  You can look at their competencies or their attributes and then you can say OK, if that makes them successful, then we will embed that as a scientific approach into our process.  You can do the same, you know, how many interviews, etc.  should we perform and then you can validate that after.  

You can look at learning, you can look at what is the style for this particular person and how can I provide that person with the specific learning in the right format for them as an individual, as opposed to everyone that has gone in this course because that is what we need to do for a compliance reason or whatever.  There are different ways to look at things.  So I think for me,  when we think of the smarter workforce, it is all the aspects of a workforce, i.e., to be acquiring talent, recruiting, it could be about learning or compensation or whatever.  But it is about allowing a little bit more precision and accuracy to make that decision or decision making more specific.  That would be my thoughts.
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Q:  Bryan, what do you see as a smarter workforce?

I do agree to taking the guesswork out of a lot of business decisions.  I tend to boil it down even simpler than looking at an organizational set of resources.  I think it is being able to really allocate those resources whether they are physical resources, whether they are digital assets,  whether it is knowledge and expertise and experience, no matter where they are located across the organization whether that is either hierarchically or geographically.  I think it is being able to not only have access to the fact that those resources exist  but being able to figure out how best to allocate them within the organization based on project, based on corporate need.  

I tend to shy away from calling human resources just resources, but it’s a function of being able to get work done and I think having the ability to move those pieces around  in an intelligent fashion so that you can cut back on expenses and put the capabilities in the right spot.  I think that is a smarter workforce to me.
16:53

Q:  Bryan, we talked about some of the key trends that are happening with the workforce and work in general.   Can you start by giving some perspective on what are organizations doing today to help address this, what are some of the key trends?
I think that there are a lot of disparate systems that people use to try to get smarter about how they leverage their own workforce.  I think most of them don’t end up making the decision of where to start.  They respond, or they react to what is on fire first - Where are the big pain points?  Where are the problems or issues?  And focus on that effort and so what ends up happening is that they end up with a bunch of point solutions that may do a specific job or a set of tasks very well, but they do not end up talking to each other.  It is tougher to really collect that information and leverage it across those different systems.  And to cater it specifically those expectations are around work flexibility, mobile connectivity to data, the ability to access information wherever you are.  And I think a lot of companies are tackling those problems one at a time and obviously there are some smarter organizations that are looking at it across the board, across the entire spectrum.  
Most corporations are really just siloing those efforts and I think that is one of the trends that I see that they are trying to get past that.  They are trying to be smarter about how their systems are rolled out.  
18:55

Q:  Jonathan, is there anything you would add to that?
I really agree with Bryan.  It is about responding to the things that are most important.  But from a trends viewpoint certainly, I see a lot of people thinking about where can they get the talent they need for the future, the people they need for the future.  And that can come from “I need to fill the gaps” or “I go external”, that’s recruitment, or “How can I resource from within my current team and make the best of the really good people I’ve got” and therefore it is about finding the right talent.  

And so I think in a couple of areas, these are areas where I would be focusing first literally around resource planning, certainly around training and definitely around recruitment.  And in doing that, these lead people to say what are the ways in which I can help people learn and train better.  There must be better ways for me to use mobile technology for example to get to people about learning or something like that.  How can I get to candidates?  You know candidates are all over the place and the best people want to quickly apply, they want me to know the skills they’ve already got, the networks they have, etc.  So, there are a lot of things happening around companies wanting to embrace the change with social and mobile technologies, understand the data they’ve got, and direct these.  But definitely around learning, definitely around recruitment, definitely around resource planning.
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Q: Jonathan, around some of the social capabilities that we hear a lot about out in the market today and how they impact the work we are doing, can you speak a little more in detail about the role of social and how this influences the work that we are doing now and the work we are doing in the future.

Social capabilities is a big part of what IBM has been involved in having just introduced a very large enterprise social network into the world several years ago.  Roll of social – how can it influence the workforce?  Essentially, let’s talk about a couple of things.

Firstly, social technologies have flattened organizations.  It therefore leads you to the straight conclusion that social technology can be used for leaders, senior people in organizations, to more quickly communicate out to their teams, the whole organization that is, and more quickly gather feedback on things that are happening.  So it can definitely be used in a way to help bridge the gap between the top and the bottom of organizations very quickly.  And allow those people at the top to gather more feedback .

Secondly, I’d say it is around sharing knowledge.  You know, if it is one thing I have seen it is the ability for companies to use social technology to share formal and informal information to help someone do their job better.  So formal training material, quickly share it via a social network in the same way that we, as human beings, use Twitter and Facebook as ways to connect with other people, our friends, etc.   You want to share a playlist, you want to share a photograph.  Put it into the business contextual and you want to share a presentation, you want to share a PDF, you want to share the market data, you want to share a website, you want to share some formal training that allows someone to their job better.  And therefore, you can do that so much more quickly, so much more effortlessly by using social media, social tools and enterprise systems.  Of course, in doing that you make things much quicker and you’ve got to help people understand the risks and responsibilities around doing that.  
But I think, you know, in terms of social platforms, in terms of social capabilities, these are the things that I think social is really helping – communication and collaboration, flattening organizations and training and learning would be the two that I really think about.  
Bryan, is there anything you would add to that?
I think Jonathan made a good point in comparing the internal vs. the external social channels because a lot of people just say social media and they  just think of Facebook or Twitter or LinkedIn, for that matter, and there is so much more beyond that.  It is understanding how people work together within an organization as well.  And there are sharing platforms, knowledge based wikis, things like that that really help people work together and really understand how they influence each other because even within an organization or within a team you can have people who are specific influencers and how to spread that information so that people understand it, so they get it in a way that is valuable to them the way that they learn.
The four main activities that I know of that are fantastic for social principals and social sharing, a couple of them Jonathan touched on, touched on engagement, touched on sharing information.  But I think it is both ways.  It is the sharing of information with employees as well as asking for information and feedback.  So two-way communication.  And then there is the education and training piece.  So I think those, along with engagement, those are the four main pieces that social can really change how we’ve leveraged these processes  to improve our productivity.  And I think that is one of the things it is really tough to discern, the internal vs. external, in understanding those social principals.  That it is not just the channel itself, but it is the motivators that get people to share and drive that communication.  I think that is the root behind or underneath the actual social media title that people like to talk about.
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Q:  Jonathan, we hear a lot about the technology that helped enable the workforce and there are a lot of businesses built on the technology that helped enable the workforce.  But we know inherently it is more than a technology play.  Can you explain what organizations are doing to address that?
We’re really talking about the people side of people inside the workforce.  So you think about this is all around the individual in the macro, you know, the collective behavior of people.  And you think of people as being, you know they are inherently born with their own skills and traits and attributes and then through learning, through education, through formal training, things like that.  There is a certain element of skills that are built up as well and, therefore, those two together you build up the capacity and the capability to do work.  
But behaviorally, individuals then collectively come together and collective organizations have culture.  And culture is something that I’m seeing that is talked about an awful lot.  In my conversations with senior HR leaders, chief HR officers, senior vice-presidents, etc. of HR in companies, a lot have talked about the collective behavior, the culture of the organization.  What is the culture today?  Can you help me define the culture tomorrow?  How do I articulate the culture tomorrow?  How can I recruit, retain?  How can I help people develop into the culture that I need for the organization tomorrow?  
And therefore, yes, social technology is so very important.  Yes, the mobile technologies are becoming increasingly important.  Yes, we need analytics.  We also need to study the behaviors of people because they are the heart of everything.  The heart of the workforce is people and therefore  really studying culture, in particular in organizations, the collective behavior of people, the culture of people I think is really important.  And something that I found fascinating in discussions with many, many people in the HR organizations that I have been talking with.  Just some thoughts there.
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Q:  Bryan, how are you seeing this play out more than a technology play?

Well, I think people take it on this purpose as a piece of technology but, like Jonathan said, you have to look at the underlying behaviors that really affect it and you just have to understand that social is a technology channel and it is around the communication itself.  And some of the things that I’ve done over the past few years is really help people from a recruiting talent acquisition perspective understand what those motivators and drivers are and how that translates into daily activity.  Because, you know, a lot of traditional recruiters or talent acquisition professionals look at the social channel as just another broadcast media when they forget that the communication is supposed to be two-way and looking at it from the perspective of the job seeker, of the candidate and thinking about that end goal as well.  I think that really changes the game for a lot of talent acquisition pros if thinking about it from their perspective and understanding what they want.  Not just in their current opportunity, but what they want to talk about, what they will experience.  I think it is just understanding how humans communicate and learn and really aligning that to how the technology is leveraged, if that makes sense.  
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Q:  Jonathan, the next question is about analytics.  If you think about where we are at in HR and talking about big data analytics, you really can’t turn anywhere without it becoming a pretty hot topic and a lot of people talking about it.  There is some confusion we’ve seen in the market around what analytics really means.  Can you elaborate on what organizations should focus on as it pertains to big data analytics?
I spent the years of 2010-2012 focused on a roll of analytics in HR in IBM and, across the globe, noticed a huge varying difference in how people thought about analytics.  And frankly, over that time period, 2010-2012, we changed.  The base that all people think about analytics is it is a piece of data  or maybe a report or dashboard.  You know the thing interesting but it doesn’t really tell you what to do with the information.  The next level you can think about it as predictive, you know, how can you do mathematical models, how can you look at trends and flows and patterns in data, and therefore you can predict certain things because you are looking at past activity, past trends, past patterns.  And then, maybe you can use that to actually help you prescribe what to do in the future, i.e., because this is the trend that has been noticed, it therefore predicts a certain future likelihood of something happening and therefore we prescribe that maybe you should do these things because that will give you a higher likelihood of an event or activity actually happening and that is called prescriptive.  
There is on level further which  is called cognitive as well and it is like, now I have a system that can help me do the predictive and prescriptive because it is vast amounts of data and I need to analyze it very quickly so I have technology to do that and, therefore, if that system itself can learn as it goes along it becomes cognitive.  It is cognitive technology. It learns as it goes along and it helps re-predict things based on new information coming in.

IBM has developed a cognitive technology around something that we call Watson and some of the people, particularly in the North America markets might have seen this computer in the game show, Jeopardy, a couple of years ago, but basically it has been applied in business scenarios - how can it learn and how can it be such that the technology itself can not only predict and give instances and help in insights, but can also then learn as it goes along.  

But let’s just come down to the net of it.  What I see as the base of what Human Resource professionals  can get from analytics is the insight and the prediction around demographic or behavioral information such that it can help provide executives like managers more accurately be comfortable with the decisions that they are making based on people.  
Analytics is complex, is getting demystified, but definitely it’s what you do with it - the insight you get with the analytics and it’s what you do with it that is important.  
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Q:  Bryan, is there anything you would add as to where folks should focus on when looking at analytics?

I think, not to put too much of a pun on it, the analysis part is where a lot of organizations fall short.  It is really understanding how to interpret the data and I think that really looking at it as just a subset of the data and take a scientific approach, right?  You look at it as this particular dataset yields this result.  And a lot of times, organizations do not understand what the complete dataset looks like.  They just understand what piece of data is accessible to them at that moment.  And so I think really stepping back and understanding the bigger picture and how to connect all the dots, I think that is what all organizations should focus on is understanding how those different pieces of data impact the results.  And I think that analysis and that mapping, or that navigation is the toughest part of understanding what people call big data.  And if from a recruiting perspective, people start saying no, well does that mean money ball.  There’s a culture reference, does that mean ok, it’s just taking a specific piece of data.  Well, it is not.  It is really just looking at the metrics and understanding what the metrics mean.  And so I think that the underlying principle there is you are really looking at it from a scientific perspective.
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Q:  Shifting gears a little bit, we’ve been talking at a fairly macro level around some of the trends and some of what we are seeing in the market and as we look at those, they are clearly important for building a smarter workforce.  But let’s talk a little bit more specifically around some of the key trends we are seeing and how HR departments are using them practically.  Jonathan, let’s start with science.   In more practical and more traditional HR terms, how is science being used today to help organizations?
I used one earlier which was the science of assessment.  Assessing people who are the top performers in your organization in a certain job category or a job family or business or business unit.   Assessing the bottom performers, assessing what characteristics made those top or bottom more successful and in using that data to help you do various things, help you recruit according to that.  Because, by knowing what people are good at in your organization, you recruit according to those criteria you are more likely to get more successful people.  

Or you can use it in succession planning for leadership or you can use it in internal resourcing for jobs moving into those positions, for example.  That is one area of science.
Another, just to give a quick one, is the science around people engagement.  Engagement theory, certain things drive engagement.  If managers know those things, then they are more likely to change their behavior to improve the way that they react and respond to manage their people and therefore they will have a positive impact on their people and therefore drive up engagement which drives up business results.  There is plenty of research around this.  But the aspect here is around action planning.  So, a lot of people do engagement surveys, a lot of companies and organizations.  But, it’s when those companies get that information at the detailed manager level and then allow the managers to see the feedback and then allow the managers the real time ability to action plan and do something about what they just received feedback on they can then make a difference in their engagement with their own people therefore improve the level of engagement they’ve got with their own teams, therefore, improve business results, etc., etc.  

As a science, therefore, the key is can you get individual managers to know that their aspects of their part of the engagement survey and have the action planning tools to do what they need immediately, real time, within a very short time period of the survey.
There’s a couple of examples of science, but we are really talking about if you find piece of research and methodology that outlines a cause and effect and a relationship and then allows you to do something with it in a process that allows you to actually change the productivity or the behavior or the impact on the people in the organization.
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Q:  Bryan, same question to you.  How are you seeing science being practically used in HR today?

To Jonathan’s point, taking some of that data and really understanding how to leverage it.  So let’s say for example if it’s engagement data or if it’s assessment data then you can take that assessment data and map it back to let’s say for example, how the employment brand or how the recruitment messaging is even constructed so that you can look at your high performers and your high potentials and understand what are the things that they value within an organization.  What are their drivers and motivators.  And then you can actually take that information and reverse engineer how talent acquisition is taking that employment message to market and say it in such a way that the people who are those high performers or high potentials within the organization, people that are driving a lot of productivity.  You put it in such a way that it appeals more to that group.  So it is really understanding and interpreting that data and, like Jonathan said, it is being able to leverage it. 

 I think one of the big trends from a scientific perspective is really looking at it on how the opportunity for…, much as the role of the company itself is conveyed.  So in a communication standpoint, I see science playing a much bigger role.
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Q:  Jonathan, on one of the other key trends we talked about within social, how are you seeing more practical ways that social is being used in business relationships you are working with?
Let me give two examples.  One is in an organization I was talking to they wanted to, I mean very simple, they just wanted to speed up the way in which they built communications down from one level of the organization, senior level, down throughout the organization and they wanted to collect feedback on that and therefore, endeavored to use a social network to speed  that up.  I mean, very simple, it was like using Facebook or using Twitter or Flickr.  But it was inside an organization.  It was used in a more straight forward social network in a company perspective.  But the same thing, you know, to send messages, to provide an opportunity to be able to feedback and blog, and discuss it and that just helped speed up getting information to and from or between populations in the organization.

Another, and I am going to combine a couple of these in this place - social and analytics.  In fact, using the word socialanalytics.  How can you understand what the people in your organization are saying about your organization to help you get more insight on your organization.  That could be from pure social data, or it could be from a project piece of work like comments on a survey that thousands of people can do.  It could be an engagement survey, it could be a manager effectiveness survey, it could be surveys done as part of a product launch or it could be many different things.  
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But think of this in an organization.  They wanted to link the profitability and revenues of a store, this is a retailer organization.  They had big stores in neighboring towns across this particular country.  And they wanted to look at the profitability and revenues.  Then they wanted to look at the consumer social trends i.e., what were people saying about that store in the consumer space so they got that off Twitter predominantly.  And then they wanted to look at what people in the organization were saying and they wanted to look inside the organization.  The enterprise social network on the public space in fact of what employees were saying.  They wanted to look at were they linked between what the people were saying inside the organization and what people were saying outside the organization i.e., consumers.  By the way, they could be the same person.  And then look at that in terms of store results.  So, it can be used in many ways to think about is there any correlation between any of those, anything leading to any particular attributes and does it point to the store management and therefore you deliver on the behaviors of the store manager, etc.  In many ways I could see that being used to help store performance.  Just a thought on that.  

43:29

Q:  Bryan, in the customers you work with, how have you seen social being used in a more practical sense?

I see social being used in this huge engagement tool both internally and externally and engagement as everybody knows it really fosters productivity.  The more engaged you are, the more focused you are on your activity.  Right?  On your work, on hitting deadlines and goals.  And I think from an engagement perspective I’ve really seen it used to raise awareness across large organizations.  In fact, one that I worked at previously was in 120 countries and had engagement programs that used unification.  It  pitted three different groups across the organization in a competition around sharing.  Sharing pictures, sharing videos, sharing information about how the company was founded, how the company has grown, and the direction that the company is taking.  And that really was a way to really foster engagement among a workforce that was very geographically disparate as well as culturally disparate.  And 60,000 different employees had a hard time understanding how what they were seeing facing on a daily basis related to their coworkers in other countries.  And so that really brought everyone together not just from an awareness standpoint but from a standpoint of communicating what the organization wanted to achieve, the direction they wanted to go.  

And the other piece that I have seen is social recognition.  A lot of organizations are on the, I’ll just say the more traditional model of an annual review and the ability to tap into internal social networks for recognition is huge for a couple of reasons.  Obviously you want to keep positive recognition public, negative recognition private, but to be able to look at that from a year round perspective and to track positive performance and how that was shared across teams so that people can understand what others  maybe either in their team or their division were able to complete or even in separate parts of the organization are achieving.  So I think that is one of the things I can see changing from a social adoption standpoint and really just starting to understand how influencers affect that spread of information within an organization.  Who do people listen to and how we can leverage those influencers to increase engagement, increase that knowledge share or at a base level just to help change management.
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Q:  Bryan, is there anything else you would like to add how analytics are being practically being utilized in organizations today?

I think analytics are really helping us get past the anecdotal sharing and recollection of what has happened.  They are helping us get past the subjective responses and really helping us understand how those data points change the end result.  And particularly in HR I think that really helps mapping specific performance reviews to measureable goals.  I think that is one of the toughest things.  In speaking of performance reviews, one of the toughest things to do is to really understand how those goals, whether they are annual goals or quarterly goals, how they map back to activity.  And we do our best to understand that but if we can look at that across an organization that really helps us be a little more realistic in setting those goals.
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Q:  Jonathan, regarding user design or user experience – how are design principals being used across HR departments today.  We know there is a ton of design principles that are used on kind of external facing consumer sell sites, but how is that being reflected in HR departments today?

This is really around the application of technology and processes.  Human resource processes speed up performance management, succession planning, recruitment or whatever process you want to think about.  Typically it seems that companies have implemented systems that have been called legacy systems.  They’ve been updated for years and years, you know, it could be a couple of years it could be 20 years.  But essentially that was not a problem in the early 1990’s because you came to work and the technology you had at work, it was better than the technology you had at home and now it is the other way around.  You come to work and often people say well, great, technology.  I’ve got a smart phone, I’ve got a PC or whatever but that far outweighs the software I’m using at work and particularly around the software.  And so you look at it and the other thing you say is I’m a consumer.  Every person in the world is also a consumer.  They are consumer-something.  They buy something, they go to a market for something, they go to a restaurant or whatever.  But literally, almost every person in the world who is an employee of a company is also a consumer of something else.  And so technology, the way in which business processes  related to HR have to be thought about is changing.  We are demanding, as human beings, a more meaningful experience with the technology that we have at work that’s not just finance systems and supply chain systems but also the human resource systems.  And in doing that, we are making the human resources processes more tech savvy, we are making people more tech savvy, we are making sure that communications are current and much more speedy.  So therefore, the design, the user experience, has to be better whether that be on a PC, whether it be on a smart phone or tablet or whatever.  But really, I don’t think any corporate function can truly exist without it being clear about the value it creates and that value starts with how people adopt and use the machinery that they have.  That’s just my thoughts on this whole idea of design and the consumerization of HR.
Q:  Bryan, is there anything you would add to that?

I think one of the main points that Jonathan made was the changing of expectations.  I completely agree.  I would even go so far as to say that generationally, those expectations vary in degree.  So, people who have been in the workforce for 15-20 years or longer have a different set of expectations than Millenials or Gen Y.  And those are really amplified so we see more of a disconnect between the technology that we carry around in our pocket and the technology that we see when we are at work.  And I think that generationally-speaking, that is probably the biggest difference is that they have less exposure to a user experience whether designed for them, but was probably more designed for engineers or accounts or function that has kind of trumped form rather.  So I see that design isn’t happening from generational perspective
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Q:  Bryan, there are a lot of considerations in looking at the workforce and the challenges that need to be addressed.  What is your advice on where companies should start?

It depends on what they are trying to achieve.  If you need to find engineers in Idaho, I would start there.  Understand the specific talent segment that you are going after.  Understand your audience because they are not all created equally.  I think that is one of the things that people take for granted is that the different areas of talent, different skills have different expectations for how they are communicated with.  Figure out the specific equation for each audience and that is how you really reach people in a way that they understand and getting ahead of the competition.  I think that mapping those motivators and how they intersect with the value and the mission of your organization is the biggest hurdle.  I think that is really the key to getting people speaking the same language beyond having a Google translator.
Q:  Jonathan, same question – where should companies start?

Very simply start with what your business is trying to achieve.  Don’t try and look too short-term try and look out to 3-5 years or so.  
The second thing I would say is then think about the profile of people that you’ve got, the markets that you are operating in,  the countries that you are in, the type of skills and jobs that you need.  And just ask some questions – how can I make decisions more smarter, how can I bring some insight into this, what things could I do that would be different that would improve the revenues, the profitability of the business, etc.  Even if that comes down to a micro step that says right now I need to train people in X or Y and I can do that in a different fashion.  I think it is just really, really thought provoking to combine the thought of what does my business need to achieve today and in 3-5 years.   And where is the marketplace going and what are the people expectations in the markets for which I operate.  
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Q&A

1. Jonathan, what are the comments on generational mixes that you are seeing in today’s business world?

a. I think just adding to what Bryan just said, I think from a human resource perspective you’ve clearly got the different expectations of technology.  You clearly have got a different expectation about feedback and therefore that really brings in the question of how do we provide feedback.  Have you linked that to compensation, performance.  How do you manage that through crises and have you used that in real-time measures to help the organization.  And then you’ve got the other question of generations want a different approach to training.  The generations digital and Y want more now, where’s my training now.  How can I get on now.  How can I do it faster.  Maybe a Generation X or Baby Boomer is more considered I want to get some more formal training, things like that.  So, different perspectives, different ways.  I mean there is a huge amount riding on this but what it really does bring up when I think about this when I was the last time, a couple of years ago, in a true generalist HR role was be mindful that there are different generations, be mindful that therefore there are different expectations of how you provide for those people to be more successful in the company.  You can’t assume one size fits all.  I know that sounds very simplistic, but it is amazing how many policies, processes, guidelines, activities in a business are designed for one size fits all.  
2. Jonathan, how can social media be used in performance management and aren’t there too many privacy pitfalls?

a.  What a question to finish with.  I think social is changing.  You look at social media and you look at the way the reputation being thought about in simple things like reputation on Twitter, reputation on some of these social medias LinkedIn, etc. and I think in corporations the idea of feedback which then leads to reputation is going to be a problem.  So how can you get feedback quickly in a social context, i.e., quickly, on a device for you at a time that is appropriate for you, in real time and then how can you use that as a manager to and as an executive to work out who all the people  with the right reputation because we know that feedback, the certain negative connotations to social feedback, the positive connotations and all biases have to be taken out.  I think privacy is important, absolutely essential given that we are talking about human data and I think that if you get the right organizations to help you there is no reason why every security, every piece of legislation can’t be adhered to absolutely protecting the rights of individuals and therefore use the social data in either an aggregate or for super confidential aspect.  I do believe that many, many organizations out there provide really super secure aspects to protect the privacy of individuals in the context of human resource technology and social media.  
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