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more and more people now acknowledge the great skill involved in attracting the right
talent and keeping employees engaged. But while HR occupies a key position in most
companies these days, the function is under enormous pressure to evolve as rapidly as the
organisations it serves and the economies in which it operates.
Doug Baillie is one example of how the people function within businesses is changing.
When he was appointed Chief HR Officer of Unilever two years ago, the seasoned
businessman was notable for the fact that he had no traditional background in HR. In our
profile, Baillie explains what he learned about leadership from Nelson Mandela, and how he
is helping the consumer goods giant’s workforce embrace more sustainable practices and
grow into emerging markets.
I am often asked what I look for in a new hire, and I would say that it is a special quality
that makes people stand out from the crowd. In this edition of the Hays Journal, we find
that many employers identify this added element as learning aptitude, as growing numbers
of recruiters look beyond qualifications and experience to spot the candidates who have
this invaluable ability to learn and adapt.
In our sixth edition, there is also analysis of the labour market in Latin America, where
many countries are seeing great economic growth, but employers are hamstrung by a lack
of necessary skills among potential recruits. The picture is rather different elsewhere in the
world, with many organisations still feeling the after-effects of the financial downturn. This
has put corporate values under the microscope, and we explore the role of HR in helping
businesses identify what they really stand for and how they communicate these standards
to both staff and customers.
Corporate brands also have a vital role to play in attracting employees. We investigate
the dangers for a business of creating a gulf between customer and employer brands, and
ask what happens if staff expectations go unfulfilled. In a similar vein, we consider how
technology is improving the way bosses gauge staff satisfaction.
HR professionals face these and many other varied challenges, whether they result
from shifts in the economy, new trends in technology, or the demands of working in new
territories. I hope that this edition of the Hays Journal sheds some light on these topics, and
look forward to seeing what debate our coverage provokes.

ALISTAIR COX, CEO, HAYS
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THE HR profession does not always receive the recognition it deserves. However,
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TOPICAL SNAPSHOTS

BRIEFINGS
DO ZERO-HOURS CONTRACTS OFFER FLEXIBILITY
OR PERMIT EXPLOITATION?
IN THE UK, a controversy built up throughout early to
mid-2013 about the use of zero-hours contracts. In
August, workers at a Hovis bakery in Wigan, in the
northwest of the UK, voted to strike when agency
workers on zero-hours contracts were brought in after
30 permanent staff had been made redundant earlier
in the year.
Employees on zero-hours contracts have no
guarantee of regular hours, pay or security, and the
erratic nature of their working hours can make
claiming benefits complex and subject to long delays.
But use of the contracts, which are often put in place
for unskilled and low-skilled workers and guarantee
no minimum hours of work, is proving to be
widespread in the UK.
The Recruitment and Employment Confederation,
a representative body for the recruitment industry,
surveyed 600 employers and found that 27 per cent
use the contracts, affecting an estimated 1 million
employees in the UK.
The UK government’s Labour Force Survey notes
that those on zero-hours contracts are significantly
lower paid than other workers, earning an average of
£9 an hour, in contrast to the £15 an hour paid to
permanent staff. For staff with a university degree,
that discrepancy rises to £10 per hour for zero-hours
workers against £20 for full-time work.
HR body the Chartered
Institute of Personnel and
Development states that those
most likely to be employed on
zero-hours contracts were among
OF UK EMPLOYERS ARE
either the youngest workers (aged
THOUGHT TO USE
ZERO-HOURS CONTRACTS
18 to 24) or oldest workers (over
55). And, while such contracts lack
security, young people and those
in full or part-time study may
OF WORKERS EMPLOYED
welcome the relative flexibility
ON A ZERO-HOURS
they offer.
CONTRACT ARE SEEKING
According to UK research body
ALTERNATIVE
the Work Foundation, only 20 per
EMPLOYMENT

27%

20%
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cent of people on zero-hours contracts are seeking
alternative employment. However, it is generally
acknowledged that the benefits of zero-hours
contracts lie overwhelmingly with the employer.
The UK’s Labour Party claims that the contracts
leave workers open to abuse by employers, and the
Shadow Health Secretary, Andy Burnham, has even
called for them to be banned.
However, Alan Chalmers, Partner at London law
firm DLA Piper, is one of many experts who believe
zero-hours contracts are here to stay. He says: “Given
the uncertain economic outlook and the substantial
advantages they present employers in terms of cost
and flexibility, it is unlikely that the use of zero-hours
contracts will decline in the foreseeable future.”

BRIEFINGS

MICHAEL ROSENFELD/ DAVID SUCSY

A SMALL STEP TOWARDS CLARITY
ON AFFIRMATIVE ACTION
A US SUPREME COURT (SC) ruling on affirmative
action has avoided directly affecting employment
law, but race remains a sensitive point for businesses.
A panel of attorneys met in July 2013 to discuss
the implications of the SC’s ruling in Fisher versus
University of Texas, which was brought by a white
applicant who was refused admission to the
university. In the case, in which the SC voided the
lower appellate court’s ruling in favour of the
university and remanded the case for a fuller
examination, Fisher contended that the university’s
affirmative action policy led to less qualified
applicants being given preference over her.
A number of universities in the US utilise positive
discrimination in their admissions processes, though
many are now phasing out such systems in favour
of less risky measures. The issue under investigation
is whether the University of Texas’ admissions policy
satisfies the requirement that a process designed to
achieve a more diverse student body be acceptable
even under ‘strict scrutiny’. A previous ruling by the
SC determined that race can only be a ‘modest’
factor in admission standards, once other means
of achieving a more diverse student body have
been explored.

The panel, assembled by the American Law
Institute, sought to establish what impact Fisher
would have on existing affirmative action and
diversity rulings. Professor Michael L Foreman
commented that the ruling “leaves us in pretty
much the same place as before”. Fisher does not
have an effect on any workplace rights issues, and
will not affect private-sector employers directly, the
panel stated.
While the panel concluded that Fisher, alongside
other similar rulings, does not necessarily translate
from an academic environment to the commercial
world, it noted that it may be read as granting
employers more latitude to use race for diversityrelated purposes.
Indeed, the court’s renewed acceptance of the
possible use of race as a means of promoting diversity
could have an indirect impact on employers. An
employer with an affirmative action policy in place
must show that it seeks to remedy a ‘manifest
imbalance’, but should use race-based considerations
with care, the panel noted.

FOR MORE INFORMATION
www.supremecourt.gov
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SUPPORTING
APPRENTICESHIPS IN THE EU

MISSING THE
BONUS POINT

BUSINESS AND GOVERNMENT WORK TOGETHER TO
ADDRESS YOUTH UNEMPLOYMENT

US BUSINESSES ARE FAILING TO DERIVE VALUE
FROM THEIR BONUS POOL

THE EUROPEAN UNION (EU) has launched the latest in a raft
of measures designed to combat the intractable issue of youth
unemployment. The European Alliance for Apprenticeships aims
to bring together key employment and education stakeholders to
raise the quality and supply of apprenticeships across the EU.
The high number of 15 to 24-year-olds out of work is a cause of
widespread concern within the EU. The European Commission put
the EU’s youth unemployment rate at 23.3 per cent in 2012, more
than double that of the adult population; and less than a third of
young people who were unemployed in 2010 had succeeded in
finding a job a year later.
When young people are in work, their jobs are typically less secure
than adults’, with 42 per cent employed on temporary contracts.
Early leavers from education are a particularly problematic group, as
many of them go on to join the 12.9 per cent of young people in the
EU who are NEETs (not in education, employment or training).
The European Commission has invited potential partners
including public authorities, businesses, trade unions, chambers of
commerce, providers of vocational education and training, youth
representatives and employment services to join the Alliance. The
scheme has already received the backing of the European Round
Table of Industrialists, which represents 50 multinational companies
employing 7 million people.
“There is an urgent need for those responsible for education and
employment to work together to facilitate the transition of young
Europeans from school to the world of work,” commented
Commissioner Laszlo Andor, who has responsibility for Employment,
Social Affairs and Inclusion, at the launch of the scheme.
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EMPLOYERS IN NORTH AMERICA are awarding
bonuses for failure while failing to reward
exceptional performers through their incentive
schemes, according to the Towers Watson Talent
Management and Rewards Pulse Survey.
The global professional services company’s
review of 121 organisations in the US and Canada
found that 24 per cent of employers intend to award
an incentive payout to employees who have failed
to meet performance targets. Moreover, 18 per cent
make no distinction between strong and weak
performance when it comes to bonus payouts.
Fewer than half (42 per cent) of the employees
surveyed agreed that there was a clear link between
their job performance and their pay.
Despite this apparently lax attitude to bonus
allocation, since 2005 North American employers
have been able to fully fund their bonus pool only
twice — in 2006 (102 per cent) and 2010 (111 per
cent). In 2012, North America’s current-year
performance bonus pools were only allocated a
projected average of 87 per cent of their targets.
The findings point to a serious lack of
communication between the people setting bonus
pools and those awarding payments from them. “It
appears that some organisations are simply paying
for the status quo, treating their annual incentive
plans as an entitlement programme,” says Laura
Sejen, Global Rewards Leader at Towers Watson.
The report notes that this approach is
unsatisfactory both for employees, who feel that
outstanding performance is not being rewarded,
and for employers, who continue to pay out for
reward schemes that may even be disengaging
many of their staff.

“SOME ORGANISATIONS
ARE PAYING FOR
THE STATUS QUO,
TREATING INCENTIVES
AS AN ENTITLEMENT”
— LAURA SEJEN, TOWERS WATSON

ZIUTOGRAF/GETTY/ 2013 AFP
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EXPERIENCE IN VOLUNTARY
SECTOR VALUED BY HR

VIETNAM APPROVES
EMPLOYEE SUBLEASING

GRADUATES AND VETERANS BENEFIT FROM
VOLUNTEERING, ACCORDING TO HR EXECUTIVES

PREVIOUSLY COVERT PRACTICE RECEIVES
STATE SANCTION

RESEARCH CONDUCTED IN the US by professional services
firm Deloitte found that skills-based volunteering significantly
improves job prospects for college graduates and returning
military veterans. However, the majority of students and military
personnel surveyed did not consider volunteering at a not-forprofit organisation when they were looking for ways to develop
their skills and improve their prospects in the job market.
“It is clear that the skills and experience gained through
volunteering offer a competitive edge,” said Evan Hochberg,
National Director, Community Engagement, Deloitte Services LP.
“However, when more than half of college grads and returning
veterans don’t consider volunteering to improve their
employability, there is work to be done to help them see the
upside of volunteer bridging as a viable job search option.”
The 2013 Deloitte Volunteer IMPACT Survey polled HR
executives, college seniors and military veterans. Of the HR
professionals, 81 per cent believed that skills-based
volunteering enhances a candidate’s job prospects, but just
46 per cent of the college students and 48 per cent of the
military personnel surveyed were considering volunteering as
a means of gaining experience.
The research was carried out as part of Deloitte’s community
engagement programme, in which many Deloitte Touche
Tohmatsu Limited member firms around the world participate.
Activities take different forms and occur at different times of year
in different locations, but employees are encouraged to work
with not-for-profit organisations to provide skills-based
volunteering, which might include developing business plans for
social enterprises, delivering lessons on business ethics and
values to schools, hosting skills-building workshops for not-forprofit leaders, or providing skills development programmes and
mentoring to young people.

EARLIER IN 2013, the government of Vietnam
adopted new laws legalising and regulating
the subleasing of employees. The practice is
essentially a combination of temporary staffing
and labour outsourcing, and has been popular for
some time in the manufacturing and construction
sectors in the cities and provinces of Hanoi, Ho
Chi Minh City, Dong Nai, Binh Duong and Can Tho.
In the past, the government took the view
that the practice was
likely to be
exploitative of
Vietnamese workers,
because companies
hiring the staff
(generally foreignowned multinationals)
would not provide
adequate statutory
insurance, while the
local companies
subletting the
employees would pay
low wages and make
high profits from the
transaction.
The legislation,
introduced as part of
the country’s new
labour code, will provide higher levels of
protection for outsourced workers. Under the
new regulations, the company leasing out its
staff is obliged to pay them a rate equal to that
paid by the lessee to its own employees at the
same level. The lessor must also pay statutory
allowances and insurance for the sublet
employees, and the agreement must specify
the place and type of work, length of term for
the arrangement, working times and labour
safety conditions.
Although it’s not clear how the new code
will be enforced, the development is widely
regarded as a move by the Vietnamese
government to grant employers greater
freedom and flexibility, while protecting the
rights of workers.
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THE UK’S CRISIS OF
MANAGEMENT SKILLS

INTERNS ON THE AGENDA
WORLDWIDE

A LACK OF FORMAL MANAGEMENT TRAINING IN
THE UK POSES A THREAT TO STAFF WELLBEING

INDIA ADVERTISES FOR GOVERNMENT INTERNS
WHILE THE UK CONSIDERS A BAN

RESEARCH
PUBLISHED IN
September 2013 by the
Chartered Institute
of Personnel and
Development (CIPD)
revealed that more than
a third (36 per cent) of
line managers have not
been trained in how to
supervise their staff.
Lack of formal
management training
or adequate support for managers creates relationship
and cultural problems, and 24 per cent of managers are
regularly forced to put the organisation’s interests
above the interests and wellbeing of their team.
The CIPD’s survey, entitled Real-life leaders: closing
the knowledge-doing gap, showed that organisations
are sending mixed messages to managers when it
comes to the behaviours that are expected of them
and their staff. Incredibly, 28 per cent of companies
admitted HR had not taken any action when they
received poor feedback on line managers.
The results are of particular concern in the light of
recent leadership scandals, such as those within the
global financial sector and the UK health service.
The CIPD believes that only by providing managers
with robust training, strong support and clear
objectives can businesses prevent the undermining of
management structures by poor understanding of how
to manage staff effectively.
Ksenia Zheltoukhova, a research associate at the
CIPD, said: “We hear organisations lament the lack and
quality of leaders, but we aren’t seeing evidence of
their commitment to drive good leadership and
management practices.”
Zheltoukhova draws attention to the 29 per cent of
managers who said in the survey that they were
prevented from focusing on the ‘best interests’ of their
team by ‘other priorities’. “This raises questions about
the priorities that managers – and the organisations
– attach to the wellbeing of their staff,” she said. “These
findings are a wake-up call for businesses to realign the
systems and structures in place in their organisations
to support leadership development.”
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THE GOVERNMENT OF INDIA is to advertise unpaid
internships for the first time. The Department of
Personnel and Training (DoPT) is looking for graduate
or postgraduate applicants with degrees in HR or
public policy. The interns will work on issues related to
anti-corruption law, penalties for unethical behaviour
by government employees and exit policies for poorly
performing public servants, as well as service conditions,
HR best practice and staff disability.
“The exposure for the interns to the functioning of the
Indian government may be an add-on in furthering their
own career goals in the non-profit organisation (NPO)
sector or international organisations,” a statement
released by the DoPT said. The internships will be for a
period of between two and six months.
Meanwhile, in the UK, calls for a ban on the advertising
of unpaid internships have been rejected by the Deputy
Prime Minister Nick Clegg. A private bill, brought forward
by the Labour MP Hazel Blears in 2012, received the
backing of several leading UK universities, and a number
of online recruitment portals have elected not to carry
such advertising.
However, a spokesman for Clegg warned that the move
could have unintended consequences. “It could actually
force companies to stop advertising these valuable
opportunities, forcing internships back on to a kind of
‘black market’ where the vacancies are filled by people
with the best connections,” he said.

IMAGE SOURCE/ PETER DAZELEY
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THROUGH THE LENS

61%

GETTY

More than half of employers (61 per cent)
in the UK are struggling to find enough
high-quality IT candidates.
The figures come from Hays’ IT Market
Overview and Salary Guide 2013, and
suggest that while many UK employers will
need more IT staff to support increased
business activity, they are unwilling to pay
the premium that such skills can command.
In fact, just 16 per cent of employers have
offered above-inflation increases on IT
salaries this year, and 42 per cent cite
unreasonable expectations from candidates
as a barrier to hiring.
Flexible working could be one area where
negotiations focus – it is something that IT
talent has come to expect and demand, and
82 per cent of candidates consider work-life
balance in their current role as ‘average or
better than average’.
However, with 37 per cent of employers
still not offering it, they must adapt their
strategies quickly or risk losing out on
important IT skills.
Source: Hays’ IT Market Overview and Salary
Guide 2013
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DEMANDING CHANGE:
BRAZILIAN TEACHERS
MARCH IN PROTEST AGAINST
THE GOVERNMENT

10 HAYS JOURNAL ISSUE 6

FOCUS — LATIN AMERICA

A REGION ON
THE RISE

2013 AFP

SKILLS SHORTAGES ACROSS LATIN AMERICA ARE PUTTING THE BRAKES ON THE REGION’S
GROWING ECONOMIES AND DRIVING UP THE PRICE OF HARD-TO-FIND TALENT
BRAZIL: GROWING EXPECTATIONS
The middle of 2013 saw protests rock Brazil. In the
rapidly emerging economy, the middle classes
expressed their frustration at the apparently hollow
gains the nation had made.
While jobs have been created in the country and its
vast wealth of natural resources has been exploited,
schools, hospitals, roads and housing remain badly
underfunded and underdeveloped.
As the protests have shown, economic growth has
not delivered as much as the Brazilian population
expected. The new middle class is complaining
about a high cost of living and the fact that few jobs
can provide a living wage. Carla Rebelo, Hays
Managing Director for Brazil, says: “Most of the
protestors were people with college and university
educations. They believe that there needs to be
more money placed into education and health,
because that’s what’s going to drive Brazil’s success
to the next level.”
Educated Brazilians are feeling restless and public
services are at risk if the government is unable to
retain key staff. The country was recently forced to

propose recruiting doctors from Cuba to fill gaps left
in its hospital wards by medical professionals
swapping decrepit public facilities for new private
hospitals for the Brazilian elite.
But, despite the criticism, the government is making
progress. Unemployment remains low by historic
Brazilian standards and multinationals are frequently
choosing the country as the hub for their activities in
the region, rather than its neighbours. “The
government is investing in education,” says Rebelo.
In 2011, about 400,000 students were studying at
federally financed technical institutes, nearly four times
the number in 2002. Today, Rebelo says: “Seventy-five
per cent of the royalties coming from the oil and gas
industries are directed towards funding education.”
Along with the infrastructure and logistics needed
for the World Cup in 2014 and the Olympic Games in
2016, agro-industry, oil and gas will be the drivers for
the Brazilian economy in the future, says Rebelo.
However, the country remains restricted in its
growth potential by a chronic lack of skills. The gross
domestic product (GDP) of the country has declined
since 2010, and productivity has slowed in the past
HAYS JOURNAL ISSUE 6 11

HEADING TO THE CITY:
MEXICO’S GOVERNMENT
HAS FAILED TO DELIVER
EDUCATION REFORMS
NECESSARY FOR PEOPLE
MOVING OUT OF THE
RURAL ECONOMY

year. Recruiters are hard pressed to find experienced
people with strategic thinking and people
management skills and, despite almost 50 per cent of
Brazilian employers offering language training, too few
people possess the business-level English needed to
work with partners overseas.
MEXICO: KEEPING UP WITH THE ECONOMY
Skills shortages across Latin America point to the large
gap between the lifestyle offered by economic growth
and the daily reality experienced by much of the
population. In Mexico, 42 per cent of citizens are
considered in poverty by the state’s National Institute
of Statistics and Geography, and unemployment
remains at a high for the country, at around five per
cent in mid-2013.
A recent reform to the labour law – the first in 42
years – didn’t go far enough in modernising the legal
framework for employers. And, as more Mexicans seek
to swap agriculture-based lifestyles for more lucrative
professions in construction, manufacturing and public
services, the government has struggled to provide
relevant education to make that possible.
“A lot of reforms are needed to provide certainty to
the employment market,” says Gerardo Kanahuati,
Managing Director, Hays Mexico. “The government and
the universities are struggling because there hasn’t
been enough communication between them and
companies and, as a result, we have too many lawyers
and reporters, rather than engineers,” he explains.
These skills shortages are even more apparent since
the announcement of large infrastructure investments
planned over the next few years. Mexico’s government
plans to spend a third of its GDP over the next six years
on improvements – using state pension funds to help
finance building projects such as a US$300 billion
highways, rail, ports and communications programme.
“In Mexico, the economic growth has been constant
and investment has been increasing. We now have the

“THERE NEEDS TO BE

MORE MONEY PLACED
INTO EDUCATION
AND HEALTH”
— CARLA REBELO, HAYS BRAZIL
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biggest foreign direct investment for the past six years,”
says Kanahuati. “But you have to consider that Mexico
has more than 100 million people and, if the economic
conditions continue to improve, there will be demand
for better services that we’re not able to provide yet.”
European businesses are seeking to find a stronger
emerging market to offset the stagnation at home, and
have been investing in Mexico’s thriving textiles and
electronics industries. However, Kanahuati explains,
while business opportunities are booming, recruiters in
Mexico are facing “the challenge of providing the
high-quality talent these companies expect”.
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“EXPERIENCED PEOPLE
CHANGE JOBS OFTEN
AND COMMAND HIGH
WAGES”
— GERARDO KANAHUATI, HAYS MEXICO

CASE STUDY

MINING TALENT IN CHILE
CLAUDIA VARGAS, RECRUITING AND STAFFING
MANAGER AT COPPER MINING FIRM CODELCO,
DESCRIBES HER TEAM’S APPROACH TO HIRING

FINDING THE TALENT to lead large

2012 AFP

The shortage of skills means that the people with
valuable experience and capabilities change jobs
regularly and can command high salaries. “In some
industries you may have performance bonuses, private
health insurance and life insurance, a car with expenses
and all sorts of perks,” says Kanahuati. “We’re really
spoiling the very few available candidates.”
CHILE: HELD TO RANSOM BY TALENT
The situation is the same in other parts of the region.
In Chile, GDP grew 5.1 per cent in the first quarter of
2013, but the economy and the employment market

operations presents a huge challenge
to mining companies in Chile. The management
expertise required by new mining ‘megaprojects’
is enormous. These projects don’t occur every
year, and the technical expertise, along with the
experience of dealing with environmental and
community impacts, takes time to learn.
With other jobs inside Codelco, however, the great
communication campaigns by the mining industry
have helped us attract new talent from different
sectors and overseas. There are constant visits
from Australian professionals to our websites and
databases, and we get a lot of interest from foreign
students around our internship programmes.
We look extensively at our candidate attraction
strategy. We know that good standards of comfort
and safety and Chile’s economic and political
stability rank highly but, surprisingly, salary is never
the top concern. For example, in the technical
segment people are more interested in job security,
but in the case of young professionals, they prefer
the challenges and the possibilities of mobility.
We are always looking at new ways to attract
the best candidates. We have begun to ask people
what they want rather than tell them what we are
offering – it is a mutually beneficial approach where
we both win and it is a tremendously different
approach when you want to attract a worker.
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are heavily skewed towards copper mining, with the
sector responsible for 60 per cent of Chile’s GDP in
2012. “When they recruit, mining companies respond
to commodity prices,” says Giordano Righi, Managing
Director, Hays Chile. “When the commodity prices
increase you can have almost 80 per cent of the job
market being mining positions, so when the prices
decrease, like they did in mid-2013, the number of jobs
can go down sharply.”
With such economic importance placed on one
sector, the power of top talent is remarkable. In the
isolated, Spanish-speaking countryside, where most
mining activity occurs, experts with a fluency in English
can find themselves able to choose the jobs they want,
and the salary.

“WHEN COMMODITY

PRICES DECREASE,
THE NUMBER OF JOBS
CAN DROP SHARPLY”
— GIORDANO RIGHI, HAYS CHILE

CASE STUDY

NICOLAS BAREA-VILAS, HR VP, UNILEVER
MEXICO, SAYS BUSINESSES NEED MOTHERS

UNILEVER HAS BEEN the biggest
consumer goods company in Latin America
for decades, and having our global resources
behind us has been extremely important.
We’ve led the region in terms of trainee
programmes, global mobility, talent development
and involving local people. But our recent
innovations are less about what we are doing than
the fact we are doing it in Mexico. It’s a traditional
business environment and our policies have been
a shock for the company here and for the market.
Our talent attraction strategy is currently focused
on sourcing from more diverse backgrounds and
improving our gender balance, so that the workforce
really reflects our consumers. Part of achieving this
meant creating flexible work environments to help
retain more senior women with children.
They’ve been a great success, and have made
sure that people can stay and do their jobs where
traditional structures would have expelled them
from the workforce. It took a while for headhunters
to see the attraction of that, as when flexibility is
not a common-sense approach in a market, people
don’t know how to apply a value to it. Now, though,
our retention rates speak for themselves. And as
more of the market recognises this, Unilever
will be a preferred employer.
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DIVERSE
REQUIREMENTS:
UNILEVER MEXICO HAS
MADE HUGE STRIDES TO
RETAIN MORE WOMEN
IN ITS WORKFORCE

GETTY

ACCESSING MEXICO’S
HIDDEN WORKFORCE

FOCUS — LATIN AMERICA

Chile has only 16 million inhabitants, so the pool
of local talent is limited. The situation for growing
businesses is hampered by the government’s
restrictive immigration policy, explains Righi.
“The only realistic scenario to fill the skills gap is
to focus on expatriates, but you first have to change
the law. Chile needs to attract the best people
worldwide, no matter whether they come from Peru,
Australia, Canada or anywhere else. But right now, a
maximum of 12 per cent of the workforce can come
from overseas,” he explains.
With around 95 per cent of qualified candidates
already in contracted work, most job offers are a case
of persuading a candidate to leave their current
employer, says Righi, and some companies are
working on improving their culture instead of
becoming embroiled in bidding wars for candidates.
“You have to explain the international opportunities,
the work environment or the culture to encourage
people to leave their job,” says Righi. “Of course, we
can still do that with more money, but not everyone
moves for that reason alone.”
COLOMBIA: FINDING RELEVANT SKILLS
In other economies the skew towards particular
industries has also created skills shortages. In
Colombia, the economy is deeply connected with coal
and oil, which are both generating demands for skills
that simply don’t exist in the local market.
A huge gulf exists in Colombia between the standard
of living for rural people and urban professionals.
Sixty-four per cent of the population in rural areas was
in poverty in 2010, the current unemployment rate is
10.2 per cent – the highest in the region – and the
country lacks the infrastructure to make formal work
cost-effective for much of the population. The situation
is only made worse by the highest non-salary wage
costs employers face in all of Latin America.
Duarte Ramos, Hays Managing Director for
Colombia, says: “this represents a challenge, which the
government is very aware of, to provide enough local
talent to meet the new demands of the private sector”.
For example, Ramos explains, in the whole country
there is no university that offers a geophysics
undergraduate programme, so every geophysicist
working in Colombia is an expat or foreign national.
The country also sits 50th out of 54 in a recent
ranking of global English skills, above only Panama,
Saudi Arabia, Thailand and Libya.
This mismatch between available skills and those
demanded by the growth of the commodities sector
is causing remarkable wage disruption – for instance,

if a candidate is fluent in English it can double the
salary employers are willing to offer them.
Colombia’s talent shortages have been so severe
that they have led to some very unusual practices.
When multinationals began hiring in the country ten
years ago they attracted through salary alone, meaning
“every professional started to expect basic salary
increases of 20 to 30 per cent every time they wanted
to change job,” says Ramos.
In the fight to gain the few people with English
language skills, advanced accountancy, or experience
with a multinational blue chip, headhunters were even
(until recently) offering benefits from free life
insurance to free plastic surgery in a bid to attract
overseas candidates.
That practice has, unsurprisingly, not lasted. Graduate
programmes are on the rise, and the government has
recently created an agency providing the low-skilled
population English skills, IT skills and internships as it
attempts to close the gap between its wealthy,
well-educated elite and the rest of its population.
THE FUTURE FOR THE REGION
As the governments within Latin America begin to
take a firmer grip on the skills their educators are
providing, more talent shortages will be solved
through local means. Relevant qualifications are on
the rise across the region, and as social
improvements happen on other levels these are
freeing women in many areas to stay longer in
education and enter the workforce. This is providing
another boost to the numbers of candidates that
employers can draw upon, though it remains unclear
how long this will take to have a significant effect on
the labour market.
Within the next five years, relaxations on
immigration will be needed in some countries if their
industries are to meet the demand from overseas.
Brazil, for instance, has opened its borders to
cash-strapped Portugal, and 15 Portuguese
universities will have their engineers and architects
recognised to work in Brazil.
Such initiatives are clearly short-term solutions,
and success in Latin America’s fight for talent will
require different approaches looking further ahead.
If the region can overcome its talent shortages,
however, it seems likely that its steady economic
growth will only accelerate, demanding new and
innovative ways to find the skills it needs in the future.

FOR MORE INFORMATION
To find your local Hays office, turn to the inside back cover
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THE WORLD OF WORK IN NUMBERS

STATISTICAL SNAPSHOT
THE GROWING COST OF ILL HEALTH
SICKNESS ABSENCE COST

organisations in the UK almost £29 billion
in the past financial year, according to new
figures from global accountancy firm PwC.
The research into the rising cost of absence
also reveals that while UK employees
are taking fewer unscheduled absences
compared to two years ago, illness is making
up a growing proportion of days taken off.
Organisations that offer opportunities
for staff to boost their health and fitness,
from assistance in stopping smoking to
access to healthcare facilities, limit the risk
they face from sickness absence.
According to data from healthcare
charity Nuffield Health and the London
School of Economics, the average person
in England does just half of the weekly
150 minutes’ exercise recommended by
the UK government, and just 10–12 minutes
more each day would lessen the risks
of high cholesterol and blood pressure,
cardiovascular disease and type 2 diabetes.
Managing Director – Corporate
Wellbeing at Nuffield Health, Dr Andrew
Jones, said: “Health benefits for active
people are priceless, but with increased
pressures in the workplace and at home, as
well as the struggling economy, employers
have a responsibility to help our workforces
be as resilient, fit and well as possible.”
The profile of mental health is also
growing in UK businesses, as underpressure workforces continue to emerge
from Europe’s bruising recession. The
Absence and Workplace Health Survey
2013, from the Confederation of British
Industry and pharmaceutical giant Pfizer,
noted that while workplace absence was
at a 30-year low, mental health conditions
were the single most widespread cause of
long-term absence from the workplace.
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Poor health’s rising cost to UK businesses

£29bn

£28bn

2010-2011

2012-2013

Source: PwC
Working out with work

Wellbeing initiatives can keep a workforce
in top shape and limit the costs of absence
Taking the time

10–12 minutes more exercise
each day could reduce the
risk of ill health
Source: Nuffield Health

STATISTICAL SNAPSHOT

JET-SET EMPLOYEES ON THE RISE
INTERNATIONAL ASSIGNMENTS ARE set to
rise, according to new research from global talent and
remuneration consultancy Mercer, with over 70 per
cent of organisations around the world expecting to
put more staff in short-term positions abroad.
According to Mercer’s Worldwide Survey of
International Assignments Policies and Practices,
organisations are using overseas posts for a wide
range of benefits and for both short and long periods,
from just over one year to almost five and a half years.
Bringing in particular technical skills was the
most common driver of international assignments,
and was behind 47 per cent of the moves. Following
close behind were career development for
individual managers (43 per cent), bringing specific
knowledge into a region (41 per cent), meeting
specific project needs (39 per cent) and meeting
specific management needs (38 per cent).
China, the US, Brazil, the UK and Australia
came out as the top destinations in their
respective regions.

Female expatriates are
Assignments abroad
still a rarity, with the average
percentage of female
assignees at 13 per cent.
Nevertheless, this ranks
three per cent higher
70%
than two years ago. North
American and European
companies had a slightly
higher average of female
expatriates than companies in
70 per cent of
Latin America or Asia-Pacific.
organisations surveyed
The upheaval involved in
expect staff to take up
overseas assignments is not
short-term roles abroad
an attractive prospect for all
employees. Family-related issues, such as concerns
about children’s education in a new location, remain
the biggest drawback. Partners of employees, who
are unhappy to sacrifice their own careers for an
overseas placement, are similarly major obstacles to
employee mobility.

Where in the world?

Popular destinations include
China, the US, Brazil, the
UK and Australia
Source: Worldwide International
Assignments Policies and Practices

FOR MORE INFORMATION
To read the report in full, visit www.imercer.com/wiapp
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THE BIG IDEA — COMPANY CULTURE

THE VALUE
OF VALUES
WITH STRONG, CLEAR LEADERSHIP, VALUES CAN BE POWERFUL
CULTURAL ASSETS. BUT WHEN THEY ARE JUST HOLLOW WORDS,
THEY CAN UNDERMINE A BUSINESS AND ITS BRAND

WHETHER THEY ARE painted on the wall in the

DALY AND NEWTON

corporate lobby or lying deep within a family business,
most organisations have a set of values. They define a
culture and purpose, and serve as guidance for every
person, operation and activity within a business.
But what are values? Are they commandments?
Are they flexible? And should they change?
At their most basic level, values are designed
to provide a degree of quality control to the
decision-making of the whole business. They
explain to customers and potential employees what
an organisation is ‘all about’ and remind current staff
of the preferred way of achieving outcomes within
that culture.
As the face of the company, both inside and out,
top executives need to embody their values and
‘walk the talk’. This is increasingly evident at a time
when consumers are more discerning than ever about
business ethics and social responsibility. Yet, as global
events of the past few years have shown, a correlation
between the two is often lacking.
Since the start of the global financial crisis in 2008,
the values of the banking and financial services
industries have fallen under the sharpest scrutiny
and attracted the harshest criticism. Clear failures in
leadership caused many senior heads to roll across
the financial world, and new legislation has been
brought in to curb unethical and unsustainable
practices and manage risk. But the values beneath
it all must change too.
HR is uniquely placed to offer strong leadership
in this space. From the CEO down, no other function
within a company can exert influence over so many
points of an organisation.
Peter Cheese, CEO of the UK’s Chartered Institute
of Personnel and Development (CIPD), issued a
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THE LION’S SHARE:
THE FINANCIAL CRISIS
LED ORGANISATIONS
TO QUESTION THE
VALUES UNDERPINNING
THEIR CONDUCT

statement in mid-2013, which said: “Banks need to reevaluate their core purpose and the values that should
define their behavioural expectations and norms.
“HR has to reflect on its part in what’s gone wrong
in the banking sector,” he emphasised. The function
needs to “step up to the crucial role we should play in
understanding corporate culture, and in measuring,
incentivising and promoting actions and behaviours
that will make sure that we rebuild trust in the sector.”
It’s a view shared by Edward Bace, Professional
Standards Adviser at the UK’s Chartered Institute
for Securities & Investment. He says: “By adhering
to good practice in emphasising more prudent and
client-focused policies, institutions could have avoided
the worst excesses of the crisis and thereby enhanced
their own reputation and value, instead of worsening
the severe erosion in trust and in wealth that was the
inevitable consequence.”
However, he adds, some institutions do appear to
have learned their lesson: “There is clear and growing
recognition that corporate values, as exemplified
by top management, decidedly influence long-term
firm performance and, where they are sound and
understood, benefits accrue to the organisation and
to its stakeholders. However, depending on the values
espoused, it can also have the opposite effect.”
WORDS WITHOUT MEANING
The disconnect between business values and
business behaviours is by no means exclusive to the
financial sector. The health, food, sports, media and
energy sectors have all witnessed embarrassing and
destructive falls from grace.
The defining corporate governance scandal of
recent times was the spectacular fall of US energy
giant Enron in 2001, and the miasma of false
accounting, dysfunctional management practices
and financial obfuscation that it revealed. On the face
of it, Enron’s corporate value statement reads like that
of an irreproachably ethical organisation, yet on closer
inspection, it seems somewhat dubious that a company
should feel the need to state explicitly that it will not
tolerate ‘ruthlessness, callousness and arrogance’, that
it ‘encourages teamwork’ and ‘has an obligation to
communicate’. However, what cannot be disputed is
20 HAYS JOURNAL ISSUE 6

“HR HAS TO REFLECT


ON ITS PART IN WHAT’S
GONE WRONG IN THE
BANKING SECTOR”

— PETER CHEESE, CIPD

that, had Enron executives adhered to their vision and
values statement, its shareholders could have avoided
losses of some US$74 billion.
A more recent example is that of Michael
Woodford, the Olympus executive. Upon becoming
CEO – the first Westerner to lead the Japanese
camera giant – he discovered a toxic, closed culture
where hundreds of millions of dollars had been
used by senior board members to cover up lossmaking securities investments through accounts in
the Cayman Islands. Woodford’s book on the story,
Exposure, details his revelations and subsequent
dismissal from his post.
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FEELING ELECTRIC

2011 BLOOMBERG

SINCE 1960, CANEM SYSTEMS LTD

Woodford’s tale is just one of a long list of
values clashing among high-profile businesses.
A new chief executive may decide to overhaul
the organisation’s values in certain circumstances.
One such example is Barclays. Shortly after Antony
Jenkins was appointed Group Chief Executive at
Barclays Bank, he announced the launch of a new
group-wide set of values to articulate what the
business is about.
Recognising how important it would be for the
whole financial services sector to regain the public’s
trust, Jenkins made it clear to staff that everyone
at Barclays needed to buy into a new set of values,
rooted in the needs not only of the bank’s clients, but
society as a whole.
Jenkins’ unequivocal message was that staff who
weren’t willing to buy into the new values were no
longer welcome in the organisation.
“My message to these people is simple: Barclays
is not the place for you. The rules have changed. You
won’t feel comfortable at Barclays and, to be frank,
we won’t feel comfortable with you as colleagues,”
he told staff in a hard-hitting internal memo.

has been at the forefront of Canada’s electrical
contracting industry. The company is innovative
not only in its early adoption of new technology
and sustainable construction practices, but also in
its commitment to its corporate values.
“Canem’s core values operate both at the
internal and the external level,” says Julie Lee,
Manager, Human Resources and Strategic
Change. “Externally, we’re committed to working
hard, listening to our customers, being innovative
and keeping our promises. Internally, we believe
in honouring our people and helping them to be
efficient, productive and happy.”
Lee and the Canem management team are
aware that corporate values need to have
relevance to the day-to-day experience that
customers, staff and the wider community have
of the organisation. There are practical measures
in place to ensure that staff are supported and
satisfied in their jobs. “We ensure our people
have the training, tools and resources they need,”
says Lee. “We evaluate performance on a
continual basis, and on every job site we have
systems in place to make sure all our people go
home safely at the end of the day.”
Although Lee believes that Canem’s core
values will remain fundamentally the same, she
acknowledges that the way they are applied
should be shaped by external factors. “Canem’s
values are rooted in tradition, but at the same
time innovation is important to us, and that means
being open to risk-taking. We live and work by
our values, even if doing so appears not to be in
our best interests. After the recent floods, staff at
our Calgary office spent more than 350 hours and
thousands of company dollars helping with the
city’s efforts. That’s the kind of company we are:
we think of ourselves as good corporate citizens.”
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ALL CHANGE:
SOON AFTER TAKING
THE HELM AT BARCLAYS,
ANTONY JENKINS
ANNOUNCED A NEW SET
OF GROUP-WIDE VALUES

“IT WAS THE FIRST TIME


I HAD EXPERIENCED
A POSITIVE CULTURE
SHOCK”
— JUSTIN HASTINGS, EXPERIAN

The new values were designed to help leaders within
the banking group to understand that things had got
out of hand, and that the previous values they stood
for had not been clearly articulated nor bought into
throughout the organisation.
ACTIONS SPEAK LOUDER THAN WORDS
According to the CIPD’s Employee Outlook Survey from
autumn 2012, 73 per cent of employees in the UK
believe that values are integral to the success of a
business, but 40 per cent don’t buy into their own
employer’s list of values.
Worryingly, less than a third (29 per cent) of
employees are confident they can identify the values
of the organisation they work for.
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If your employees aren’t buying in, you are not just
losing the productivity of an engaged workforce,
you’re actively damaging the organisation by
generating cynicism around its purpose.
STATEMENTS OF INTENT
What makes values successful is whether leaders
really use them to guide their decision-making
and the culture they promote. As Jenkins has
made clear, the importance of the values is more
than equalled by how they are then articulated,
demonstrated by leaders and understood by
the business.
To be truly effective, says Justin Hastings, UK HR
Director at information services company Experian,
those leadership examples have to happen at every
level of the organisation.
Hastings says that before he joined the company
in early 2013, questions about value and culture were
at the forefront of his research into it.
“Feedback I had from everyone who worked here
was consistently positive, so I had to believe there
was something to it,” he says. “It was the first time in
my career that I’d experienced anything resembling
a positive culture shock.”
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THE VIRGIN VALUES BEHIND A SPECIAL BRAND
FEW ORGANISATIONS WEAR their core

was, and still is, that it’s about making people’s lives
better. It’s increasingly common for businesses to
say this today, but it’s something we’ve held true to
for more than 40 years.”
And the values make a significant difference to
performance and the bottom line, says Leaper.
“It’s through our people living the Virgin values
that we really differentiate ourselves. Look at the
success of the reinvention of NTL:Telewest and
Virgin Mobile UK as Virgin Media. That was driven
by the management team led by Neil Berkett.
“He and his team worked hard to create the right
culture to ensure that their people fully understood
the business vision and were living the Virgin values.
The recent sale to Liberty Global is a testament to
their huge success.”

2013 BLOOMBERG/GETTY

business values on their sleeve quite like Virgin. The
iconic brand spans hundreds of companies worldwide,
yet it retains the strong and enduring values set
out by founder Sir Richard Branson 40 years ago:
entrepreneurial spirit, challenging the status quo and
not being afraid to do things differently.
Amy Leaper, Head of Virgin Group People
Strategy at Virgin Management, says: “Creativity
and a sense that everyone can challenge the norm
are central to our culture. We embrace individuality
but as part of a collective, which is an interesting
paradox. This plays out within each Virgin company,
as well as at a group level.
“Those shared values are what bring us together
and shape our culture. Richard’s vision for Virgin
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“TALENT IS ATTRACTED


TO ORGANISATIONS
WHOSE VALUES IT
CAN IDENTIFY WITH”

— GARETH JONES, LONDON BUSINESS SCHOOL

He is keen to ensure that other joiners feel the same
way. “Experian’s ‘values’ message to new candidates
has many and frequent touch points, all focused
around how it feels to work in this organisation, from
the recruitment process through to orientation and
induction,” he says. “It is built from a sense of pride in
the history and heritage of the company, and is talked
about all the way to the top of the organisation.
“There are few people who built the company
30 years ago around today, but the original values
have been preserved because they are authentic and
reflect what Experian is about.”
Ironically, while fluid corporate values are a risk
to businesses, values in the future may well be
understood in a much looser sense.
There is growing evidence that customers and job
seekers are basing their decisions to associate with
brands not only on what they do, but on how they do
it. Increasingly, the real values of a business will be
immediately apparent to all onlookers, rather than
hidden in internal communications, or on a wall within
a head office.
Gareth Jones, a Fellow of the Centre for
Management Development at London Business
School and co-author of Why Should Anyone Be Led
By You?, says: “Talent is attracted to organisations
whose values it can identify with.”
With jobs for life all but disappeared, he says: “The
values and culture that once held people in place are
much more exposed.”
Values, then, will be a phenomenal attraction
tool in the future. But they can do far more than just
that. Well-led and well-promoted values will create
a productive and rewarding environment. This will
bind talented individuals to a single purpose, lowering
the risks of unethical behaviour and producing higherquality outputs that yield a stronger customer brand.
It is the ultimate value-add.
It’s a lesson hard-learned, but, as Bace notes:
“It is encouraging, nonetheless, to observe a growing
number of institutions formally adopting codes of good
conduct, not simply to satisfy external perceptions, but
apparently in a genuine effort to improve culture and
hence performance. There is an inextricable link
between the two.”
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INSIGHT:

STAYING AUTHENTIC
“AUTHENTICITY
IS THE most

crucial aspect of a
company’s values,”
says Professor Cees
Van Riel from the
Rotterdam School
of Management’s
Department of
Business Society
Management.
“It has to be
expressed in your
market offerings,
your products
and services, the
way in which you
attract talent and secure capital, and your actions. It isn’t
expressed in a single, wonderful speech from your CEO.”
Authentic and sustainable business values enhance
a company’s reputation and standing, and they can be
its saving grace when things go wrong, says Van Riel.
“One company that I particularly admire is Johnson
& Johnson (J&J). Their credo, which focused on social
responsibility, was developed in 1943 and is still acted
upon today. It is a source of inspiration that affects every
aspect of their daily decision-making.
“The company has encountered blips, product recalls
and the resignation of the CEO, but over 70 years they
have created a protection zone around themselves, based
on that values-based goodwill. What happened to J&J
happens to all companies – especially those that have
been around for 70 years – but if their daily actions are
delivered and communicated through their values, they
can overcome this.”

FOR MORE INFORMATION
Join the HR Insights with Hays group on LinkedIn to share your views

THROUGH THE LENS

13%

RYERSON CLARK

Representing just over 13 per cent of the workforce around
the world, women are few and far between in mining.
The 2013 Hays Resources and Mining Global Salary
Guide has found that the proportion of women in mining
workforces can vary widely across the globe. For instance,
while females make up 14.7 per cent of the mining
workforce in North America, only 9 per cent of the Asian
mining workforce is female. Women employed in the
mining industry may be geologists and mining engineers,
but many also specialise in areas such as law, accountancy,
marketing and finance.
Although there are sufficiently healthy levels of talent
entering the sector to replenish those retiring, entrants
are heavily skewed towards male staff, as women have
historically had little faith in the sector’s ability to provide
them with long-term careers. More needs to be done to
sustain female careers in the sector, and provide a wider
talent pool for the industry.
Source: Hays Resources and Mining Global Salary Guide
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EMBRACING
CHANGE
A SUSTAINABLE WORLD IS UNILEVER’S GREAT DREAM. DOUG BAILLIE IS THE
FORMER DIVISIONAL CEO TASKED WITH MAKING IT A REALITY WITHIN THE GLOBAL
GIANT’S HUGE WORKFORCE
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LEADERSHIP
LEADERSHIP
— PAUL
— DOUG
ROBINSON
BAILLIE

HOW DO YOU double a business’s turnover

without increasing its impact on the environment?
More to the point, how do you inspire 170,000
people to produce more, and better, services when
the rest of the world thinks your plan is impossible?
It’s a fine question, and clearly one that requires
the very best business brain, combined with a deep
understanding of HR issues. So it may be surprising
that Unilever’s most senior HR representative has
only two years’ experience in the function.
Of course, Doug Baillie is a very experienced
businessman, which does help his cause. Today,
he is Chief HR Officer for Unilever and reports to
Global CEO Paul Polman (the man behind Unilever’s
ambitious plan). But, in a career spanning 36 years,
he has had more jobs than most ever do – even at
such a senior level.
“I’m a businessman at heart and in my mind.
It’s what I’ve always done,” he says. “But I’ve been
very fortunate, and I’ve managed to work in many
different parts of the world.”
That is an understatement. Baillie has previously
managed Unilever’s entire South African business,
India’s Hindustan Unilever, and all of Unilever
Western Europe. He has overseen operations in
Russia and the Middle East and one of his first roles
was a secondment to Australia.

“That range of experience teaches you about
leadership across the world. It also teaches you about
culture, diversity and how to overcome challenges,”
says Baillie. While he was born in Zimbabwe, his
first senior leadership role was in South Africa,
which coincided with the fall of apartheid and the
inspirational presidency of Nelson Mandela.
“The dream came true for me in South Africa,” he
says. “When I joined Unilever, all I wanted to do was
run the company I started in. I had the opportunity
to go back to do that just after Mandela came out of
prison, and it was the best job I have ever done.”
Baillie describes living through “the most fantastic
transformation of a country”, during which time he
was able to meet Mandela several times. “I learned
so much from him about serving leadership,” he
says; “about how a leader should act in terms of
galvanising a community to try and pursue the
future. It was a fascinating period.”
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MICHAEL DONALD

“I’M A BUSINESSMAN
AT HEART AND IN
MY MIND”

DEVELOPING MARKETS:
UNILEVER UNDERSTANDS
HOW IMPORTANT EMERGING
MARKETS WILL BE TO
GLOBAL BUSINESSES
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“THE CHALLENGE

FOR EVERYBODY
AT UNILEVER IS TO
IDENTIFY THEIR ROLE IN
THE BIGGER PICTURE”

lifestyle take an increasingly heavy toll on the planet.
The fact is, says Unilever’s top team, the only
way for businesses to survive, let alone thrive, is
to change their practices now.
“The challenge for everybody at Unilever is to
identify their own role in the bigger picture,” Baillie
explains. Unilever now knows it only controls six per
cent of its products’ lifecycles, with the rest affected
by suppliers and consumers. “Our marketers are
crucial,” he says. “They’re inventing and delivering
more sustainable products. Our procurement people
play a huge role too. They’re working with suppliers
to find and dispose of our materials better.”

2013 AFP

The environmental and business challenge Unilever
has set itself by 2020 is not on the same scale as
South Africa’s dismantling of apartheid. But his
experiences during that period taught Baillie the
nuanced leadership needed to pursue an ambitious
agenda against a challenging headwind.
Baillie’s career has included both direct
management and consulting or advisory roles, often
across borders and internal business units. He says
such experiences taught him invaluable leadership
skills: “Strategic influencing, cultural sensitivity and
emotional intelligence, particularly when you are not
someone’s direct boss.”
The importance of being able to listen and learn
can’t be overestimated in Baillie’s job. The world
is volatile, perhaps more now than ever, and every
company needs to heed the changes.
Emerging markets are rising, middle classes are
growing and the West has only just begun to emerge
from a bruising recession. Overshadowing all of
these changes are the realities of our unsustainable
past. In fuel and other resources, in finance and in
waste, recent years have seen the reality of a modern

LEADERSHIP — DOUG BAILLIE
He adds: “We may be a little ahead of our time in
the way we talk about the role of business, what we
want to do and how we want to run our operations,
but I honestly think that never has this organisation
been so well placed with a vision, an ambition, a set of
brands and a business model to be able to positively
contribute to the world in which we live today.”
A key part of Unilever’s new approach is to target
emerging markets. And doing it sustainably is part of
the process, not just a PR campaign, Baillie stresses.
He puts it simply: “We’re doing this because it is how
we are going to be able to double our business.”
The new strategy led to an overhaul of Unilever
business units. “We have come a long way from the
old Unilever, and have seen the organisation move
from at least 200 independent companies interacting
with at least 20 categories to a more streamlined ‘One
Unilever’ company, consolidated by geography. But
that still represented too many interfaces and resulted
in incredible complexity,” Baillie explains.
“In September 2011 we moved to four categories and
eight geographies. So that’s 32 interfaces to connect
with worldwide, rather than 4,000. And now only two
of those geographies are in the developed world.”
LEADING THE CHANGE
Alongside the change in reporting lines, Baillie has
been tasked with a continual upgrading of leadership,
and over two-thirds of Unilever’s top 100 managers
have been changed in the past five years. “We’ve
made some very big appointments, and taken senior
people running product categories and sent them to
run the new regional markets instead,” he explains.
The HR function isn’t exempt from the spring clean,
and all levels of the organisation are focused on hiring
the best talent. The Future Leaders programme, which
takes about 900 graduates every year, has been
reworked to seek out candidates with a strong focus on
sustainability, “testing people’s understanding of the
social dimensions of working in this new world of ours”.
It’s all part of the drive for efficiency and performance.
Baillie describes the range of leadership interventions
designed to develop coaching skills in the business’s
top 600 managers. He says: “The performance button
is always on and there are moments to prove that to
yourself and the business, every single day.”
Baillie says that much of his recent HR approach
was sparked by a question from a colleague: “As an
HR function, do we want to be out in front of the
organisation laying the road, or do we want to be
behind the organisation filling in the cracks?”
“We need to be in front,” says Baillie. “The biggest
challenge that creates for me is to find the talent
and the leadership to reach our ambitious targets,
and that means getting them into the organisation
before the growth. How to do that is what keeps me
awake at night.”
Baillie is clear about the scale of Unilever’s
undertaking. But answers may come from unlikely

INSIGHT:

LET PEOPLE BE WHO
THEY REALLY ARE
DOUG BAILLIE DESCRIBES A SUDDEN INSIGHT

“I LEARNED AN interesting lesson in my

days as head of the South African business.
There was a lot of pressure at the time to
redress the past inequalities in the country’s
employment market but, interestingly, the
government didn’t legislate for positive
discrimination.
“Instead, it wrote an Employment Equity
Bill and told businesses to set their own
appropriate diversity goals. Unilever
had always operated under that sort of
arrangement but, as in most of our markets,
we attracted talent but never kept it. People
just kept getting bought away after we’d
developed them.
“So, I tried very hard and I led the
employment equity initiative. We did all
the normal things right, set appropriate
goals for the top team and started making
progress. Then, one day, one of my female
African managers came with some advice.
“She said: ‘When I come to work every day,
I have to take my clothes off at the door and
put on my Unilever uniform. I leave 80 per
cent of who I am outside your front door. For
me to progress in your organisation I have
to behave and stick to certain norms, or you
don’t recognise my true talent. Most of the
people who come to work here are leaving
half of themselves outside the door.’
“It was like a thunderbolt. And two things
worried me. The first was that we were
judging people on input: how they spoke,
how they walked, how they presented
themselves and their mannerisms. The
second was that, as a leader, I wasn’t
creating an environment where people felt
comfortable coming in to be who they were.
“It was probably one of the biggest
leadership moments for me. It taught me that
you’ve got to create a space in the business
where people can come in and be who they
are – whoever they are – if you want them
to bring their richness and their diversity to
bear on your organisation.”
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CV
DOUG BAILLIE AT A GLANCE:
Doug Baillie was born in Zimbabwe, and joined
Unilever in 1978 in a sales and marketing role in
neighbouring South Africa.
Baillie moved to London in 1994 as a liaison between
the head office and Unilever’s regional businesses. He
then returned to South Africa, leading its Home and
Personal Care business, before taking over as National
Manager for Unilever South Africa in 2000.
In 2004, Baillie became Group President of Unilever’s
African business, and Group Vice-President for Africa,
Middle East and Turkey (AMET) a year later.
In 2007, Baillie became Group Vice-President, South
Asia and CEO for India’s Hindustan Unilever.
In May 2008 he became Unilever’s President of
Western Europe and joined the Unilever Executive
Committee, before being appointed to his current
role in February 2011.
places, he says. He cites an example from his time
running the Indian business, where one rupee
sachets are a necessity for communities that buy
detergent daily and wash small, regular loads.
“The normal approach is to take a big global
brand, make it available in a small packet, and price
accordingly,” says Baillie. “But what the East teaches
you is the consumer’s perspective, where you start
with the selling price and work backwards. Taking
that innovation to Europe is an obvious step when
you recognise the financial restraints there.
“East and West are merging, and affordability
challenges in the West are familiar to the East.
That’s why a one pound price point, or a one dollar
one, can also work. The point is, innovative ideas
can come from any direction.”
It is this openness to different perspectives that has
allowed Unilever to approach sustainability as
a high-performance, profit-generating exercise, says
Baillie, rather than a ‘green’ label. “When you talk
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sustainability to people, the first question they ask is
how much more it will cost,” he explains. “The fact is,
that extra cost is a myth. Sustainability is incredibly
powerful at fuelling innovation.
“Take washing products: if we could convert
the world tomorrow to new concentrated laundry
liquid products, on short-cycle washes at lower
temperatures, the consumer saves energy and water
and gets just as clean clothes. Retailers reduce the
amount of space needed on their shelves. And we sell
a higher margin product with much lower transport
costs. It would significantly decrease the CO2 impact of
washing across the globe overnight. Everybody wins.”
Change won’t stop, says Baillie, and innovating
ahead of it will provide the business with the right
people and the right attitude to succeed in the
future. With volatility looking increasingly common
in the global economic future, agile businesses will
be required. Decision-making will need to be rapid
and engagement in the cause and the service will
be vital to success, he says. It sounds enormous,
but it only needs “three very simple things: great
alignment at the top of the organisation, real clarity
around goals, and big investment in people and
how we lead”.
Unilever has already achieved much of that, but
that doesn’t mean it has the perfect structure. It
is only fit for this next purpose, and as the world
continues to change, so will the business, Baillie says.
“Interestingly, we never talk about destination,
because I’m not sure there ever is a destination
structure. If I’m honest, we’re three years into a five
or six-year journey, but it’s a critical part of how we
grow the leaders for the future, because however
change manifests itself, we’ll need to prioritise our
agendas according to how the world moves.”
Baillie believes that HR will be critical in leading
businesses into the future – second only to the role
of the CEO. He adds: “The ability to build capability
and capacity is going to be so important that we’re
going to need exceptional HR staff.”
He also notes the fascinating possibilities of what
a leader will look like in 2020: “Which unique skills
and capabilities are they going to need to run Unilever
then, which will be an £80 billion business, 70 per cent
of which is in the developing and emerging markets?
“Will the stuff that I’ve grown up on be good
enough to survive in that sort of environment? Those
questions will inform and direct the next series of
leadership development programmes that we run.”
Whatever the future holds, new skills will be
needed and it will be up to HR to be ahead of the
curve. As the function becomes ever closer to the
top of the business, it looks as if leaders like Baillie
will become more common.

FOR MORE INFORMATION
To connect with other senior HR professionals, join the HR
Insights with Hays group on LinkedIn

MICHAEL DONALD
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INSIDE TRACK — INSIGHT FROM HAYS' RESEARCH

THE SEARCH FOR TALENT
THE ANNUAL CIPD/HAYS RESOURCING AND TALENT PLANNING
SURVEY FOUND THAT IT’S HARD TO MOVE TOP TALENT IN THE UK

The war for talent rages on

Almost two-thirds of employers in
the UK are experiencing increased
competition for talent, up from
20 per cent in 2009.
The 2013 Resourcing and
Talent Planning Survey from the
Chartered Institute of Personnel and
Development (CIPD) and Hays found
that as many as six in ten organisations
experienced difficulties filling vacancies
in the past year, with management
candidates being particularly difficult to
attract. This could be explained by the
fact that labour turnover has declined,
with those in senior roles inclined to
remain in their current positions.
Ksenia Zheltoukhova, a research
associate at the CIPD, comments:
“Although our Labour Market
Outlook survey found that the
low-skilled jobs market is a
battleground for job seekers, with
more than 40 applicants per vacancy,
our annual resourcing survey shows
that employers still struggle to find
talent that is well qualified.
“Low rates of labour turnover
suggest that some workers at the top
end of the labour market are staying
put in these economically uncertain
times, meaning employers have to work
harder than ever to find the right talent
to fill vacancies.”

The skills shortage has led recruiters
to look into more creative ways of
attracting and retaining top talent, with the
organisations surveyed reporting that they
had reduced their reliance on recruitment
agencies, aimed to develop more talent
in-house, redeployed existing staff into
new roles, made use of new media and
technology in their recruitment efforts
and shifted their focus from recruitment to
retaining existing talent.
Barney Ely, Director at Hays Human
Resources, says: “We are starting to see
confidence slowly returning to the jobs
market, with interesting and challenging
opportunities available for those highly
skilled professionals who are looking to
make their next move.
“However, these employees are
still being cautious when considering
a new role, so employers are facing a
competitive market when trying to attract
people to fill skills gaps. They should
step up to this challenge by retaining and
training their existing workforce with
career development and progression
initiatives, and by looking at broader
talent pools to ensure they have the
skillset to drive business growth.”

FOR MORE INFORMATION
To request a copy of the report, email
haysjournal@hays.com
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2/3 OF EMPLOYERS SURVEYED
IN 2013 NOTED AN INCREASE IN
COMPETITION FOR TOP TALENT

Rapid growth

2009

2013

COMPETITION FOR TALENT
HAS RISEN THREE-FOLD

The battleground for low-skilled jobs

MORE THAN 40 APPLICANTS PER
VACANCY IN THE LOW-SKILLED
JOB MARKET
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SALARY INCREASES NOT KEEPING PACE
WITH EMPLOYEES’ EXPECTATIONS
IMPROVING OUTLOOK FOR BUSINESS IS NOT YET BEING
REFLECTED IN EMPLOYEES’ TAKE-HOME PAY
An optimistic forecast for business
conditions doesn’t mean a surge in
salaries for the year ahead.
Despite 68 per cent of employers
in Australia and New Zealand
predicting increased business activity
for their organisation over the next
6–12 months, most plan salary
increases of less than three per cent,
according to the Hays Australia and
New Zealand Salary Guide 2013.
The guide surveyed over 1,600
employers, outlining salary and
recruitment trends for more than
1,000 roles. Of the employers
surveyed, 57 per cent plan to increase
salaries by less than three per cent

and eight per cent plan to keep salaries
on hold – an outcome that appears
at odds with the boost in business
confidence experienced by the region’s
economy in the past 12 months.
Nick Deligiannis, Managing Director
of Hays in Australia and New Zealand,
said: “Employers will need to manage
employee expectations around salary
increases carefully and ensure that their
top performers feel rewarded if they
want to retain their best staff.”

Holding steady

FOR MORE INFORMATION
To download a copy of the Hays Australia
and New Zealand Salary Guide 2013, visit
hays.com.au

8% PLAN TO KEEP SALARIES
ON HOLD
57% PLAN TO INCREASE
SALARIES BY LESS THAN 3%

Confidence growing

“EMPLOYERS WILL NEED TO
68%

ENSURE THAT THEIR TOP
PERFORMERS ARE REWARDED”
— NICK DELIGIANNIS, HAYS AUSTRALIA AND NEW ZEALAND

68% OF EMPLOYERS IN AUSTRALIA
AND NEW ZEALAND PREDICT
INCREASED BUSINESS ACTIVITY
OVER THE COMING YEAR

THE PRICE OF OVERTIME
The pressure to achieve maximum
productivity from a workforce can lead
to workplace stress and employees
burning out as a result of working out
of hours. The Hays Australia and New
Zealand Salary Guide 2013 shows that
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more than 25 per cent of employers are
seeing their staff clocking up overtime.
It is an imminent threat to engagement
and absence from overstretched staff,
especially as 62 per cent of the overtime
clocked is unpaid.

Nick Deligiannis, Managing Director
of Hays in Australia and New Zealand,
warns that the cost of unpaid overtime
could be in overworked employees,
and a workforce suffering from stress,
illness and rising absenteeism.

INSIDE TRACK — INSIGHT FROM HAYS' RESEARCH

TALENT MISMATCH IN GLOBAL
LABOUR MARKET
THE HAYS GLOBAL SKILLS INDEX 2013 SHOWS THAT EMPLOYERS ARE FINDING IT
DIFFICULT TO RECRUIT APPROPRIATELY SKILLED STAFF, WITH JAPAN THE WORST AFFECTED
The Great Talent Mismatch, published
by Hays in collaboration with Oxford
Economics in late September 2013,
identifies that 18 out of the world’s 30
leading economies are facing some
form of skills shortage.
For the second year running, the
report reveals that the labour available
for hire is unable to provide the skills
employers are looking for, and levels
of unemployment are rising even as
numbers of unfilled vacancies increase.
This problem of talent mismatch is
global. The US has struggled with a
jobless recovery; Spain, Portugal and
Ireland have all been badly affected
by the Eurozone crisis; and the UK has
exhibited a lack of confidence in the
economy, leaving skilled professionals
clinging to secure employment and
limiting employee turnover.

Japan has suffered worst of all the
countries in the Index. While economic
growth in 2013 is forecast to be 1.4 per
cent, and the country’s unemployment rate
is expected to fall to 4.1 per cent, Japan’s
talent mismatch is one of the highest in the
report, scoring 9.1 out of 10.
The country is also burdened with an
inflexible educational framework and
downward pressure from workforce
participation may restrict the country’s
ability to resolve these challenges in
the short term, and build appropriate
skillsets.
“Japan’s Index score rose over the
past 12 months to 6.6; over this time
the demand for talented professionals
continued to grow but appropriately
skilled candidates remain in short supply,”
says Jonathan Sampson, Regional
Director, Hays Japan.

Key findings:
• Japan recorded the highest
Index score, and Italy the
lowest. The Hays Global Skills
Index measures the difficulty
employers experience in
recruiting talent
• There is no clear link between
the economic performance of a
country and the efficiency seen
in its labour markets
• Inflexible education systems
mean economies such as China
and India are unable to adapt to
changing economic conditions
• In most countries skilled labour
markets have tightened over the
past year

Unsteady wages

Increased strain

JAPAN’S TALENT TROUBLES
Fragile growth

10
6.6
5.3
HGSI SCORE IN 2012, 5.3
HGSI SCORE IN 2013, 6.6

FOR MORE INFORMATION
1.4% GDP GROWTH

AVERAGE WAGES IN JAPAN HAVE ONLY
INCREASED ONCE IN THE LAST 12 YEARS

To view The Great Talent Mismatch
online, visit hays-index.com
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ANALYSIS — EMPLOYEE SURVEYS

OUR SURVEY
SAYS…

MEDIAPHOTOS

THE BUSINESS WORLD HAS KNOWN FOR YEARS THAT THE INSIGHTS FROM EMPLOYEE
SURVEYS CAN DIRECTLY RELATE TO FINANCIAL RESULTS. SO WHY AREN’T MORE
ORGANISATIONS DOING SOMETHING ABOUT IT?

“ANY BUSINESS THAT does not use employee
survey data strategically is missing an opportunity
– good people stay at companies where there is a
strategic plan.”
Richard T Quinn knows what he is talking about. In
1992, he was Vice-President for Transformation and
Total Performance Indicators at American department
store group Sears. The company had just suffered a
net loss of US$3.9 billion, which prompted new Chief
Executive Officer Arthur Martinez to take some radical
business decisions. “What happened ultimately altered
the way many companies think about staff attitudes
and the link with financial performance,” says Quinn.
What happened was that Martinez told Sears’ 100
top executives to begin a continual process of data
collection. It would use employee surveys to get under
the skin of how staff attitudes affected retention,
customer satisfaction and, ultimately, sales.
That data informed the now famous EmployeeCustomer-Profit measurement model at Sears.
It became an integral piece of the management
information system and Quinn remembers clearly the
three years spent rebuilding the company.
“We had tonnes of data from various employee
surveys siloed in HR, but no one was connecting it or
linking it to customer insight,” he says. “This remains
a problem in many organisations, but the link between
happy employees and customer satisfaction and
profits is strong. We had to discover what drove and
motivated our people and use that data to inform our
business strategy.”
The company developed a set of continual measures
tracking how well Sears was doing with customers,
employees and investors, alongside the impact this had
on sales. The company could even predict the delayed
reaction a change in these metrics would have on the
ultimate financial performance of the company. When
store managers were shown this Employee-Customer-

Profit model they were astonished to see the impact
their staff’s attitudes were having on their particular
outlet’s profits.
The measurement system was a tremendous
success and the Sears board acted swiftly on the
results. Over three years, customer satisfaction levels
improved by 12 per cent and the company recorded its
largest ever profit.
A MISSED OPPORTUNITY
Despite Sears’ success, the case remains one of very
few examples of its kind. It is easy to ask, two decades
later, what employers have learned since.
Employee surveys are a widespread occurrence,
though frequently they are only noted for their cost
rather than their output. Many do not provide data
that is used to inform business decisions, and appear
to managers and staff alike as a mere box-ticking
exercise, which is counterproductive and disengaging
for everyone involved.
The reality is that data can tell a company’s leaders
much more than whether staff are happy in their
work. Used effectively, employee surveys can be used
by a company to tap into the knowledge, experience
and opinions of its staff in the same way that it would
survey and target customers. These surveys can
then generate insights that should inform strategic
decisions, in areas from product development to
mergers and acquisitions.
Brian Kropp, Managing Director at CEB, an
international business advisory company, describes
how one of his clients surveys the engagement
levels of different sales teams to prioritise product
launches across its various divisions.
The company believes that it can avoid some of the
risks of product launches by surveying its regional
sales teams as if they were consumer focus groups,
and releasing new products first in markets where
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“SURVEY DATA

IDENTIFIES PROBLEM
AREAS BEFORE THEY
BECOME TOO SERIOUS”
— MICHAEL JARRETT, INSEAD

JOINING THE DOTS
Professor Paul Sparrow, Director of Lancaster
University’s Centre of Performance-Led HR, says
many surveys are both too irregular and too simple.
Professor Sparrow focuses on the link between
people management and business performance,
and he says surveys need to be fit for their real
purpose of increasing organisational effectiveness.
This means analysing staff satisfaction alongside
other information, such as new hire and exit surveys,
customer experience questionnaires and employee
performance and behavioural data.
He cites the centre’s work with McDonald’s. The
restaurant chain discovered a definite link between
customer service and customer behaviour, where sales
increased by up to eight per cent in restaurants where
employees were positive about where they worked.
What was striking was how the demographic
make-up of a restaurant’s workforce also had an
impact on customer service. In both the best and the
worst outlets, those that employed more than one staff
member aged over 50 recorded an improvement in
overall staff attitudes and almost 22 per cent higher
customer satisfaction.
“If customers are happy with the service they will
return,” explains Professor Sparrow. “The data here
was not saying restaurants should have lots of older
36 HAYS JOURNAL ISSUE 6

WORKING WELL:
SEARS’ EMPLOYEECUSTOMER-PROFIT MODEL
HAS BEEN IN USE SINCE 1992

CASE STUDY

MAXIMISING MAXUS
WITH ABOUT 2,000 people working across 55
international markets, global media agency Maxus is
one of the world’s fastest-growing agency networks.
It recently installed its first Global Talent Director,
Madhvi Pahwa, at its New Delhi office.
Pahwa, a former marketer with Coca-Cola India
and Procter & Gamble, says annual data collected
from employee surveys demonstrates how different
talent initiatives are performing around the world.
“We look at what the data is telling us and break
it down into each of our markets, so there is a direct
level of accountability and we can see exactly where
action needs to be taken,” she says. “We can also
measure leadership as well as engagement and link
that to overall business performance.”
Maxus has doubled its headcount in three years.
An insight from September 2012’s engagement poll
was that new, entry-level staff were less engaged
than senior colleagues, says Pahwa, and it was
clear that something needed to be done to engage
the bright young talent.
As a result, she created a new development
programme for high-potential staff, ensuring that
those younger employees whom Maxus wanted to
retain most of all understood the company’s vision
and how they could contribute to its goals.
“We listened, and the data told us what we
needed to do as a business,” she says.

2012 BLOOMBERG

the sales teams are most engaged, and will be most
likely to commit wholeheartedly to the cause.
Kropp says that one positive note is the number
of companies shifting from biannual or yearly indepth analysis towards more real-time data. Aided
by improvements to online technology and the
widespread use of HR shared service centres, real-time
data use is allowing savvy businesses to derive smaller
and more precise insights from their data. Short polls
of 10–12 questions posed to staff within one business
unit can generate a useful and relevant snapshot,
says Kropp, particularly when unexpected events
occur, such as a merger proposal or a significant
change to a competitor.
Speed is an obvious advantage, especially in an
online marketplace, says Kropp. “What if you only
survey each January and a big announcement happens
in June?” he asks. “That’s why using regular data to
inform decisions on a continual basis is so valuable.”

ANALYSIS — EMPLOYEE SURVEYS

they were not performing as well as they could do.”
After deliberation, the company made working
hours more flexible and introduced childcare facilities.
Immediately, “this improved absenteeism rates and
retention, and cut the cost of recruiting new staff,” she notes.

staff, but that they need the right demographic mix.
That’s a distinction we would never have discovered if
we had not looked extremely closely.”
Professor Mireia Las Heras, Research Director
of the International Center for Work and Family at
IESE Business School in Barcelona, agrees that more
companies should look behind their basic data.
“We were working with a global call centre that
would not support those with families by making
changes to its working conditions,” she says. “It
discovered that in one geographical area there
were a lot of single mothers in its workforce, and

MAKING SENSE OF THE SURVEY
So, if survey data can help boost profits, improve customer
satisfaction and lower the costs of the business, what are
the inhibitors to its widespread use? Is it a problem with
strategy, or with culture?
Research by the global business school INSEAD reveals
that 70 per cent of companies fail to get what they want
from their strategic plan because many employees do not
actually understand it. The university’s Senior Affiliate
Professor of Organisational Behaviour, Professor Michael
Jarrett, says that in the Strategic Execution Programme
that INSEAD uses to identify the internal barriers to
effective strategies, the way managers deal with survey
results is top of the list.
Many managers do not act on the data they collect, or
fail to respond, because they see the results as personal
criticism. That’s where the strong leadership demonstrated
by Sears comes in. “If the business is to do well financially,”
Jarrett explains, “survey data must be recognised as a way
of identifying problem areas and training needs before
they become too serious.”
Of course, even with a well-led campaign behind it,
data will only be reliable and honest if everyone trusts
the survey process and its confidentiality. That’s one
reason to opt for a third party such as a research agency
or university to carry it out on your business’s behalf.
As Sears discovered, with a little concerted effort it is
possible to dive into the data and retrieve valuable insights
that will ultimately boost the bottom line. More than 20
years later, it’s time more businesses took heed.

INSIGHT:

MEASURING HUMAN CAPITAL
GOOD PEOPLE GIVE any business a competitive edge,
but measuring human capital’s impact on the bottom line
can be difficult.
Employee survey and engagement specialist ETS uses a
modelling technique to measure employees’ perception of
their organisation, how this drives their behaviour and what
effect it has on business performance.
In one travel business, ETS found that branches that
managed to increase their employees’ engagement score
by just 0.1 on a scale of 1–5 could achieve an increase in their
branch’s annual revenue of as much as four per cent.
That engagement score was based on a series of questions
within the employee survey, including whether someone
was proud to work for the company, or would recommend
the employer to family and friends. That was then cross-

referenced to other data, including performance against
traditional KPIs, upsold packages, overall revenue and
customer satisfaction.
A large media company also discovered that for each
engagement point increase it could achieve, staff worked at
the company for an additional 18 months, cutting training
and recruitment costs and keeping more knowledge within
the organisation.
Other research and academic bodies, including CEB, claim
that across all sectors, the improvement in revenue and profit
when staff are engaged can be as high as nine per cent.
“Data like this is powerful for leaders,” says Samantha
Arnold, ETS Senior Business Psychologist, “because it puts a
number on people and their impact on the business reaching
its financial objectives.”
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THROUGH THE LENS

94.5%

ANDRE CEZAR

Despite its economic boom, flexible work and pensions are
considered to be two of the main tools to recruit and retain
professionals in Brazil, according to a recent Hays salary
guide for the country.
The guide, produced in partnership with Brazilian
research organisation Insper, surveyed 700 companies and
7,500 professionals. According to 94.5 per cent of
the respondents, the best way to retain talent was through
the provision of non-salary benefits.
Regina Madalozzo, a professor at Insper, says the data
exposes companies’ willingness to be flexible to changes
in the way Brazilians are living. “Professionals are more
concerned with quality of life, free time to devote to
family and friends and non-financial benefits,” she says.
“This means that employers [now] adopt more malleable
behaviour when opting for new employment models.”
Source: Hays/Insper Salary Guide 2013
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RISING TO THE CHALLENGE — SKILLS VS APTITUDE

RECRUITING
FOR APTITUDE
AS THE DEMANDS PLACED ON BUSINESSES EVOLVE, SO MUST THE PROFILE OF YOUR IDEAL CANDIDATE.
WILL LEARNING APTITUDE BE THE NEXT BATTLEGROUND IN THE RELENTLESS WAR FOR TALENT?

GETTY

THE WORLD IS changing rapidly. Globalisation,

the shift towards a knowledge economy and the sheer
pace of technological change are among the factors
radically shifting how organisations operate. This
places a premium on an employee’s ability to learn
and respond to their employer’s and the market’s
changing demands. As such, it could be argued that
hiring for ‘learning aptitude’ – the ability to learn new
skills – is a greater priority for businesses than hiring
for current expertise and experience.
With this in mind, a traditional and rigid skills-based
approach to assessment and recruitment is no longer
good enough. And when it comes to candidates,
educational and career background remain relevant

but they are far from the only factors by which
employers will measure suitability for a role.
“Increasingly, the skillset for tasks needed today
is becoming obsolete,” says Sebastian Reiche, an
associate professor at Spain’s IESE Business School
(University of Navarra). “Organisations need to find
candidates who are able and willing to continuously
develop and update their skills.
“Testing for aptitude at the point of entry is an
important step in ensuring an organisation’s agility
in dealing with change,” says Reiche.
Certainly, aptitude testing has a long history in
HR and recruitment, but while such tests have a
part to play in many existing recruitment processes,
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recruiters will need to adapt their use when targeting
an aptitude for learning.
Current occupational tests typically assess
candidates’ fit for existing roles and skills requirements,
not future ones. They qualify aptitude as a suitability
for one or more of these roles through a range of tests,
including verbal and abstract reasoning, numerical
ability, accuracy and non-verbal logical thinking.
This approach has been a successful strategy for
many organisations. Violetta Abramova, Deputy HR
Director at security firm Kaspersky Lab, explains:
“Different vacancies require different aptitudes –
attention to detail may be mandatory for one,
while the ability to react quickly to requests and
make fast decisions is paramount for another.
Asking specific questions during recruitment can
help us test for these skills.”
KEEPING PACE WITH CHANGE
Few sectors move as rapidly as IT security, where
businesses not only have to contend with the

evolution of technology, but also the ever-growing
number of threats. Abramova says Kaspersky faces
fierce competition for talent, and candidates are
rarely prised away from rivals, which has prompted
the business to reassess its candidate sourcing and
prioritise skills over experience.
“Currently our competitors for candidates are
software companies,” she explains – a background
in software development is far more valuable than
extensive experience in an IT function. “It is a similar
type of work – or even type of behaviour – in that you
must create, and not just support.”
Since 2012, Kaspersky has seen a lack of software
experts on the market, and has responded by
targeting creative, young and ambitious junior
developers, software engineers and researchers
through its graduate programmes. It has also
focused its hiring managers on evolving internships
and mentorships into full-time roles for candidates
who demonstrate the right traits. The approach is
particularly focused on Kaspersky’s younger recruits.

CASE STUDY

LEARNING TO FLY
growth and change over the last decade, and the
internet era has made the sector more competitive
and low-margin than was possible to imagine 20
years ago.
“The point of difference for our business has to
be our people,” explains Will Leonelli, Peopleworks
leader of Flight Centre, a travel agency operating
online and on the high street.
Flight Centre sets its sales candidates a
minimum of two out of three key criteria to match
or better: travel to two or more continents outside
Europe, a university degree and sales experience.
The majority have the travel experience, says
Leonelli, and more than 70 per cent have a degree
qualification, but sales skills are harder to measure.
Even if candidates have previous experience in
sales, that’s no guarantee of the skills Flight Centre
needs. Where learning aptitude comes into play
here is in how well candidates can pick up the art
of selling. “We recruit on sales potential,” says
Leonelli, “so we have a series of elements during the
recruitment process to test that.”
The assessment begins with an initial phone
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interview, followed by a panel interview or
assessment day when candidates “go through
sales role-plays and scenarios”, and are expected
to provide frequent and recent examples of the
behaviour and traits needed in the sales role.
“Because this is scored, it is measurable,” says
Leonelli. If candidates have performed well at this
stage, he explains, they are subjected to a final
round of psychometric testing, “where we can
further explore sales potential, and probe verbal
and abstract reasoning and other key traits.”
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THE TRAVEL INDUSTRY has witnessed vast

RISING TO THE CHALLENGE — SKILLS VS APTITUDE

“LIFE IS NOT A MULTIPLE
CHOICE TEST. YOU
MUST COME UP WITH
YOUR OWN ANSWER”
— SCOTT ERKER, DDI

Abramova says: “We hire interns for attitude and
potential. Then we develop their skills.”
Kaspersky is not the only business looking at a
potential candidate’s ability and desire to learn.
“You have to couple aptitude with motivation in order
to predict whether or not a person has the potential
to thrive,” says Scott Erker, Senior Vice-President,
Selection Solutions, at global talent management
company DDI.
“They need to have the courage to apply what they
have learned, even though it might be a risky situation
that they have never encountered before. That is as
important a part of aptitude as the learning itself.”
Any assessment process will seek to explore
how an individual has behaved and what they have
achieved in the past, as these provide the strongest
indicators of what they are likely to achieve in the
future. But in a world of business where new roles
and skills requirements emerge on a regular basis,
prior experience can’t guarantee future success.
Erker notes: “Life is not a multiple choice test. It
requires you to interpret complex information, make
sense of it and come up with your own answer.”
EVOLVING APPROACHES TO APTITUDE
Current aptitude tests and occupational personality
questionnaires are evolving as businesses seek more
accurate data. Increasingly, organisations are hiring
occupational psychologists to help develop their
aptitude-testing capabilities, and Erker notes that some
US companies already employ multiple occupational
psychologists to assist with talent acquisition,
performance management and succession planning.
“Just like they would invest in engineers to work
on the bricks and mortar of the organisation, they are
investing in engineers of people,” he says.
Consequently, use of a relatively recent type of
assessment is also gathering pace – ‘situational
judgement’ tests, which measure aptitude through
work-related simulations. This real-world approach
is favoured by Sakechai Choomuenwai, Chief
Information Officer at GE Global Operations.

He stresses that as the skillsets the company requires
continue to change, the ability to look behind
situations is growing in importance. “First, identify the
problem, and then how to address it,” he says. “That’s
where I’m looking for their aptitude – how they figure
a situation out for themselves.”
Anchoring these tests in the real world is crucial
to a global business like GE, where candidates
could easily find themselves working overseas, in
unfamiliar environments and with new technology.
An ideal candidate, says Choomuenwai, combines
a cultural fit to the organisation, a desire to learn and
the aptitude to do so. “We look at their background,
how flexible they are and what they are looking for
in their career,” he says. “An individual might come
to gain multinational experience, and they will have a
willingness to learn and experience something new.”
PREDICTING THE FUTURE
Of course, learning aptitude-based hiring is no panacea
for the skills challenge facing businesses around the
world. Situational judgement tests, while useful for
testing candidates’ reactions to unfamiliar scenarios,
are almost always multiple choice, and remain
anchored in situations and roles within the company
today, and not tomorrow.
And even if a new generation of aptitude tests
can clearly and reliably identify learning aptitude,
recruiting for it demands a well-managed commitment
to learning and development, with systematic
opportunities for employees to develop themselves.
This is a tough requirement in flatter organisations,
and presents a challenge around attrition, as
employees hired for their desire to grow and adapt
expect continual growth opportunities, and become
increasingly desirable to competitors.
As a result, recruitment strategies targeting
learning aptitude will need to evolve incrementally
for most businesses, and will likely begin with
existing roles. Reiche says: “The key for organisations
is to decide which job profiles need employees with
higher levels of aptitude and focus on aptitude-based
hiring for that cohort.”
As businesses adapt to the changing demands of the
marketplace, it will become increasingly clear which
parts of the organisation will need a greater affinity for
acquiring new skills, and which will remain consistent.
Throughout that fascinating process, HR will need to
be on hand to guide the recruitment strategy.

FOR MORE INFORMATION
Contact: haysjournal@hays.com
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IT’S GOOD
TO TALK

BREAKING BARRIERS:
EVEN SMALL STEPS
TOWARDS IMPROVING
LANGUAGE SKILLS
CAN BOOST STAFF
MORALE
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PAUL BURNS

GOOD BUSINESS IS BASED ON STRONG RELATIONSHIPS, AND A SHARED
LANGUAGE IS OFTEN ESSENTIAL FOR EFFECTIVE COMMUNICATION

IN THE WORKPLACE — SPEAKING THE SAME LANGUAGE

FOR YEARS, SPANISH foods supplier Premium

Ingredients was content to consolidate its lead in
the domestic market, occasionally drawing on the skills
of multilingual staff when translation was needed. But
then the company unveiled a bold new strategy that
entailed expanding its global marketing share and
becoming a ‘micro-multinational’.
It soon became clear that the ability to
communicate with the international market would
be vital for the company’s global success. Initially,
it offered all its staff language training. However,
management soon realised that reaching near
fluency simply took staff too long. With the
company growing by 20 to 30 per cent each year,
and overseas revenues up from 30 to 50 per cent
of the total in five years, a better solution was
needed to communicate with Premium’s
international customers.
It decided only to hire new staff with intermediate
English or better. Using traditional recruitment
methods alongside online resources, the business
began to search far beyond its traditional, local talent
pool in Murcia, with a specific focus on multinational
corporations’ alumni.
That change in recruitment pointed to more than
just speaking English, though. For Premium, language
skills were part of the package of an international,
adaptable candidate.
“We decided that, in order to move fast, we
needed to go directly to people who could speak
English fluently, in any manner and in any part of
the world,” explains Raúl Fernández Guillamón, the
company’s HR head. “Three or four years ago we
didn’t have the skills in the business. Now we can
work directly in English from eight in the morning to
seven in the evening.”
SPEAK EASY
In the late 1990s, a similar dearth of in-house language
skills at Enterprise Rent-A-Car, the world’s largest
car rental company, was identified in advance of a
planned expansion into Germany – one of the wealthiest
European markets.
Donna Miller, the company’s European HR Director,
explains: “We didn’t really have many employees who
spoke German to a business level, and those who did
just weren’t senior enough for us to give them the
money and the keys and say, ‘Get it done.’”
Enterprise had traditionally grown organically,
with minimal external hires, but, when moving into
new markets and cultures, that approach became
more challenging. It entered the French and Spanish
markets by buying established businesses in both
countries, and is turning to franchises in other
EMEA markets following a successful programme
in Latin America.

“NOW WE CAN WORK IN ENGLISH
FROM EIGHT IN THE MORNING TO
SEVEN IN THE EVENING”
— RAÚL FERNÁNDEZ GUILLAMÓN, PREMIUM INGREDIENTS
But even buying into ready-made local businesses
has its drawbacks if a culture of openness isn’t
forthcoming. That’s why Enterprise has stepped up
its language training. Currently, only about ten per
cent of its UK employees are taking advantage of this
and only one per cent in the US, although Enterprise
expects these numbers to increase.
It is a difficult hurdle to overcome, says Miller.
“That is one of the challenges of being a British, Irish
or American business that typically promotes from
within,” she explains. “A very small percentage of the
workforce can do business in another language.”
TRANSLATING VALUE
Even modest improvements to language skills help
create an esprit de corps within the business. “If we can
pick up the phone just to say ‘Hi, how are you, what’s the
weather like in Paris today?’, that shows our Frenchspeaking employees that their colleagues really want
to learn their language,” says Miller. “It means we have
better working relationships, and that goes a long way
to gain buy-in across the whole company.”
Improving individuals’ language skills benefits both
their personal development and the organisation’s
capability. Kenric Tsethlikai, Managing Director of the
Wharton School’s Lauder Institute at the University of
Pennsylvania in the US, says language skills and the
cultural intelligence they often come with are equally
indispensable for today’s global executives and the
organisations they lead.
“Particularly in emerging markets – and that’s
where economic growth is taking place – you really

BACK TO SCHOOL:
LANGUAGE TRAINING WAS
IMPORTANT BEFORE ENTERPRISE
EXPANDED INTO GERMANY
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IN THE WORKPLACE — SPEAKING THE SAME LANGUAGE

CLEAR COMMUNICATION:
SWEDISH FIRM SANDVIK
TAKES ADVANTAGE OF
BILINGUAL STAFF IN ITS
CHINA OPERATION
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FLUENT INTEGRATION
MANDARIN CHINESE IS a notoriously difficult

language to master for European speakers, and it is an
advantage to get started early.
A Chinese friend at college encouraged Christopher
Wright to take up Mandarin, and he has been improving ever
since. Now, he is China Sales Manager for Sandvik, a
Swedish supplier of mining services, tools and equipment.
Fifteen years and five Chinese residential assignments
later, including the Australian Air Force and the trade
promotion agency Austrade, he believes he can more than
hold his own in conversation with the locals.
Wright believes that he was hired for his language skills
as much as for his managerial experience. They mean he can
conduct business in near-fluent Mandarin. That’s vital in the
heavily restricted mining sector, which, as a strategic
industry, is tightly monitored by the Chinese government.
“I frequently get customers saying, ‘We understand you
can read and speak Chinese, so we want to ask you this
directly,’” he says. “That way, if there is a problem, they can
raise it and, if I can, I deal with it personally.”
Being able to dispense with interpreters effectively
doubles what can be said in meetings or at business dinners,
says Wright, but the bigger advantage is in trust: “In China,
business is built on relationships. If you can’t be personal,
building a relationship becomes impossible.”
Fluency also means you can be absolutely clear on the
nuances of a negotiation: “It is hard to overestimate the
importance of the sense that you are dealing with someone
directly, and they are committing to the deal,” he says.
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can’t rely on a monocultural, monolingual approach,”
says Tsethlikai. “We’re not in a position any longer
to assume that other people share our language or
our system of values. We at least have to have the
insight and the curiosity to understand people on
their own terms, and in their own language.”
One country where there is continuous demand
for language skills is Hungary. It has a strong
multilingual culture, which, in an increasingly
globalised market, is proving a virtue. Budapest has
emerged as a hub where many multinationals are
headquartered, and shared service centres provide
back offices to companies across the world.
“This service industry is one of the fastest growing
in Hungary and the region,” explains Dóra Turján,
one of Hays’ Budapest-based marketing specialists.
“Every candidate with business-level English or
German is highly attractive in the labour market.”
Although English remains the global lingua franca
for business, corporations will benefit hugely from
hiring staff who are fluent in other languages and
from including language skills in graduate training.
For job seekers, a foresighted approach to learning
languages can give them a vital edge.
With Brazil having overtaken the UK to become the
world’s sixth largest economy, fluency in Portuguese
will become increasingly useful. The ability to
communicate with clients and colleagues in the rapidly
growing Russian market will be advantageous. Poland
was the only member of the EU to avoid the recession,
and with business ties to the country becoming more
valuable than ever, 20 per cent of UK employers rate
Polish language skills as useful. Candidates who have
fluency in French, German, Spanish, Mandarin or
Japanese remain highly sought after.

REGIONAL SNAPSHOT

CHANGING GEAR

2011 BLOOMBERG

THE GERMAN ECONOMY FACES VERY DIFFERENT CHALLENGES FROM THOSE OF ITS EUROPEAN
NEIGHBOURS, AND THE COUNTRY NEEDS TO LOOK FOR INNOVATIVE SOLUTIONS

THE EUROZONE DEBT crisis has had a
devastating effect on jobs and unemployment
throughout the region. Yet while countries like Spain
and Greece have seen unemployment levels soar,
Germany’s employers have the opposite problem: a
shortage of skilled labour. Jobs are there – but with an
ageing and shrinking population, skilled people are not.
A recent study from the Robert Bosch Foundation
suggested that the workforce could shrink by about
6 million, or some 12 per cent, by 2030 without
remedial action.
In Germany’s main cities, training schemes are being
promoted in professions such as engineering, IT and
research and development, reflecting the urgency with
which employers need to attract the next generation of
workers to keep the German economic engine running.
One of the big challenges the country faces is that the
majority of employers looking to recruit are neither
large nor city-based, says Dirk Hahn, Chief Operating
Officer at Hays Germany.

“We have a large number of medium-sized
companies, and these are spread out geographically
right across the country. Many of them are hidden
champions – market leaders, but operating in small
niches – and that makes it very difficult to target the
skills shortages and recruitment requirements,” he says.
In general, many German companies lack an
effective recruitment strategy of their own. A study
by Hays, Putting recruitment processes to the test,
surveyed 166 HR directors and decision-makers in
Germany, and found that almost half of them had no
candidate management system for controlling their
recruitment processes.
And when making the final selection of the
most suitable talent, only 28 per cent of companies
sought any support in the decision-making process.
Two-thirds of respondents do not provide useful
feedback to rejected candidates and 45 per cent
provide no feedback after interviews. In total,
70 per cent of companies have no set standards or
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GERMANY
service levels for their individual recruitment processes.
This results in both delays and a reduction in quality.
“The results of the study show that many
companies are not yet approaching recruitment in
a systematic and integrated way. This not only means
that the application process takes longer, but also
in many cases that companies don’t find the most
appropriate candidates,” adds Barbara Lang, Head
of Recruitment Process Solutions at Hays in Germany.
The automotive sector remains Germany’s biggest
employer, accounting for one in every six of the
country’s jobs. Domestic car sales have faltered,
but the leading manufacturers, VW, BMW and Audi,
have enjoyed huge success in China and other parts
of the Far East.
However, the demand for engineers to support
Germany’s industries has decreased for the past
five quarters, according to the most recent Hays

HAYS, THE BIG
“FOR

AREA OF RECRUITMENT
DEMAND IS IN R&D”
— DIRK HAHN, HAYS

Professionals Index (Fachkräfte-Index), particularly
in the automotive, electrical engineering, mechanical
engineering and medical technology sectors. While
engineering firms are continuing to search for new
employees, they reflect a shift in engineering activities
from domestic manufacturers to foreign partners.
“For Hays, the big area of recruitment demand is
in R&D, and that is still mostly being done in Germany
by white-collar, highly skilled and qualified people,”
says Hahn.
In the IT sector, application developers are still
the most sought-after individuals, although at a
slightly lower level than in the previous quarter. By
contrast, the demand for project managers and IT
consultants rose, with the demand for SAP consultants
remaining constant.
STRIVING FOR STABILITY
Germany’s finance sector has experienced a
tumultuous few years, which has resulted in a decline
in demand for finance specialists in almost all sectors,
with the exception of banking and commerce,
according to Hays Professionals Index. And, while the
number of openings for risk managers and auditors
has remained constant, the demand for accountants
and controllers has fallen. Overall, the job market for
GERMANY

IN-HOUSE SKILLS:
GERMAN ORGANISATIONS
STILL CARRY OUT THEIR R&D
WITHIN THE COUNTRY, USING
HIGHLY SKILLED STAFF

500,000

NEW JOBS HAVE BEEN
CREATED IN GERMANY
OVER THE PAST TWO
YEARS

500,000

WORKERS FROM SPAIN,
PORTUGAL, ITALY AND
GREECE ARE EMPLOYED
IN GERMANY

€139m

GOVERNMENT FUNDING
TO ATTRACT YOUNG
EUROPEANS TO TRAIN
AND WORK IN GERMANY

6m

NUMBER BY WHICH
GERMANY’S
WORKFORCE COULD
SHRINK BY 2030
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REGIONAL SNAPSHOT

NICK DAVID/ MONTY RAKUSEN

GET UP AND GO:
GERMANY HAS EXPERIENCED
A FALL IN THE NUMBER OF
YOUNG PEOPLE WHO ARE
OUT OF WORK

financial experts is moving towards a relatively stable
level in comparison with other specialist groups.
“The financial sector is dominated by three or four
big banks, which have experienced challenges around
the euro, the financial crisis and the implementation of
new compliance rules, but remain a significant part of
our business,” adds Hahn.
One potential solution to Germany’s skills shortage,
which is likely to resonate with the contrasting
employment pictures in other parts of Europe, is
migration. The latest figures from Germany’s Labour
Office show that almost 500,000 workers from Spain,
Portugal, Italy and Greece are employed in Germany, an
increase of eight per cent over the previous 12 months.
Germany’s Federal Labour Ministry and Employment
Agency are rolling out a nationwide scheme to offer
similar incentives, with €139 million available for the next
three years to help young European workers interested
in training and working in Germany.
Hahn is more sceptical, adding: “In terms of placing
candidates for clients from countries like Spain, finding
people with high-quality skills is not a problem. The
biggest barrier is still language and culture. The larger
firms, the likes of BASF, have the resources to attract
and recruit in volume, but medium-sized companies
don’t. Perhaps Germany is simply not seen as the place
to be? Certainly we have many employers who are
unable to fill their traineeships.”
Bringing in workers from outside Germany is only
a small part of what politicians say must be a range of

solutions to the labour shortage, which include getting
more women into the workforce and encouraging
older employees to continue working for longer.
At the opposite end of the workforce demography
are the younger workers coming through, and
again, while Greece and Spain have seen youth
unemployment rates soar, Germany has experienced
a small fall in the numbers of young people who are
out of work.
Many temporary contracts for young workers are
linked to education or training, reflecting strong
apprenticeship-style training and development that
runs over several years and can be a stepping-stone
to permanent employment, arguably equipping the
rawest recruits with excellent skills and preparation
for the workplace. But it is still a numbers game: will
there be enough young people coming through the
training pipeline to address future skills shortages?
Hahn says: “Slowly, the number of jobs has been
declining over the past year. There are no signs as
yet of any upward trend from the available data.
However, in spite of the declining demand for skilled
specialists, one must bear in mind that in the past two
years in Germany more than 500,000 new jobs have
been created. We have, on the whole, a very high rate
of employment.”

FOR MORE INFORMATION
To download the Hays Professionals Index (German), visit
hays.de/aktuelles/job-index-uebersicht.cfm
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IN YOUR
OWN IMAGE
BUSINESSES THAT ARE associated with high-

quality goods and services have a built-in advantage
when it comes to HR: the glamour of their consumer
brand draws in candidates from far and wide.
Graham Hales, Chief Marketing Officer of brand
consultancy Interbrand, says: “Strong brands attract
candidates who want to be associated with them. In
particular, working for a luxury brand has a cachet.
Employees talk to their friends about it and are
admired for their links with it.”
Cosmetics giant L’Oréal, for instance, owns 27
brands, ranging from everyday names such as
48 HAYS JOURNAL ISSUE 6

Maybelline to luxury ones including Ralph Lauren
Fragrances and Lancôme. It attracts 20,000 applicants
to its graduate scheme each year.
L’Oréal UK and Ireland HR Director Isabelle Minneci
says: “People are attracted by the reputation of our
brands, so we have no trouble finding candidates.
Our job is to filter them.”
The reality, of course, is that not everyone who is a fan
of a brand will meet the standards needed to work there.
And conversely, using a customer brand effectively
in recruitment is not as simple as merely adding the
corporate logo or slogan to recruitment campaigns.
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A STRONG CUSTOMER BRAND CAN BE A VALUABLE RECRUITMENT TOOL, AS LONG AS IT IS HONEST

TRICKS OF THE TRADE — VALUABLE BRANDS
L’Oréal, for instance, encourages undergraduates
to associate its employer brand with its consumer
brand even before they apply for a job. It does this
by holding events like an annual Brandstorm
marketing competition, where students are set the
challenge of developing ideas for new products and
how to market them.
ONE ENTITY
Inconsistencies between customer and employer
brands can destroy a reputation in both areas, however.
A high-quality consumer brand risks being seen as
hypocritical if it treats its employees with less respect
than its customers, and this can disengage a workforce
and diminish the quality of their work, or deter top
talent from ever joining.
The key to the alignment of both brands is for
HR and marketing to liaise closely. Ideally, that
relationship should be driven from the highest level
of the organisation, including the heads of marketing
and HR.
“It helps if the organisation views the overall brand
and the employer brand as one entity, so that there
is a sense of consistency,” says Hales. “The external
message should be mimicked by what employees
experience internally.”

“THE KEY IS TO FOCUS
ON PEOPLE AT ALL
LEVELS”
— RAISA POLYAKOVA, YUM! RESTAURANTS

KFC, for example, targets middle and lowermiddle-income customers with the brand promise
‘So good’. “The whole company, including the
HR department, must align with that,” says Raisa
Polyakova, Russia Human Resources Director at
KFC’s owner Yum! Restaurants International.
Polyakova heads the recruitment team supplying
220 of Yum!’s KFC restaurants, which employ around
10,000 people in Russia and the Commonwealth of
Independent States.
She explains: “We have translated the ‘So good’
customer promise to the employer brand, as ‘So
good to work for us’. We also use that as a slogan in
our recruitment activities and our employer value
proposition is aligned with it.”
Yum! knows that the kind of candidates it
wants to attract are smart enough to see through
recruitment propaganda, explains Polyakova. “We
use photographs of our existing employees in our
advertising, because research revealed that if we just
talked about our excellent team spirit and supportive
culture, candidates felt our offering might be too
good to be true.

“Showing real employees provides an emotional
confirmation that our offer is real. Actors don’t
provide this.”
STAYING IN LINE
Creating the right recruitment campaign can ensure
you bring in people whose work matches the
expectations of your customers. But maintaining their
engagement is a matter for managers to consider. Yum!
restaurant and office staff evaluate their managers
annually, according to how they embody the company
culture and treat their employees. When it comes to
maintaining employee commitment to brand values,
Polyakova says: “The key is to focus on people at all
levels, and that’s down to local first line managers.”
Hales says that a manager’s focus on staff
involvement can sustain a strong employer brand
within their team and help drive better, more
engaged performance from employees. He uses
the example of a luxury hotel chain: “Staff should
service guests in a bespoke manner that can be
identified with the brand. That differentiates a hotel
from its competitors.”
Good managers stay close to their staff, and are
open, informative and maintain a continual dialogue
with them about what is successful and what may
need to change. What’s more, if staff are in tune with
a brand, they can help spot potential problems with
products or services that can be addressed before they
become an issue.
It all depends on maintaining the alignment
between how much the employee values being able
to work where they do, and the level of performance
they are willing to produce in return. “Luxury brands,
in particular, are enduring, and staff may build up a
deep association with them,” says Hales, “but keeping
that depends on how they are managed.”
Minneci adds: “If you recruit people with the right
cultural fit and then deliver on what your brand and
values stand for, you will not run the risk of failing
employee expectations.” That is largely true, but
potential problems with expectations do arise,
especially with luxury brands, where most employees
may never be able to afford the goods or services
they sell.
The answer, for L’Oréal, is to enable staff to
experience luxury themselves. “As part of our Retail
Excellence training scheme, staff working with our
luxury brands stay in a luxury hotel, visit a spa, an
expensive restaurant and a high-end retail store so as
to align their experience with that of their customers,”
says Minneci.
Staff are asked to analyse the service they receive,
she explains. “The idea is to allow them to experience
the behaviours that set luxury service apart, and to
influence their own behaviours accordingly.”
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LAST WORD

THE
FUTURE’S
FLEXIBLE
DAVE COPLIN IS CHIEF ENVISIONING
OFFICER AT MICROSOFT UK. HE SAYS
WORKPLACES TODAY NEED TO EMBRACE
TECHNOLOGY IF THEY WANT TO BECOME
MORE FLEXIBLE

Q.

Q.

CAN YOU SHARE AN EXAMPLE OF A SOCIAL
BUSINESS SUCCESS STORY?
We studied a medium-sized business that used
social tools to record customer services. It created a
reference library of customer queries that eventually
meant the call centre staff were reabsorbed into the
business. The library was there for everyone and even
frontline product development staff could speak to
customers, understand their query and offer support.
It fundamentally changed the business.

Q.

WHAT IS THE FIRST STEP FOR HR TOWARDS
THIS NEW STYLE OF WORKPLACE?
Flexible working is key, but businesses are a long way
from its real potential. Employers don’t trust flexible
workers; they think of it as a perk for those who want to
work at home. Actually, implementing something like
that is bad for the business, as all it does is put those
staff out of synch with the organisation.
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Flexible working should actually be a strategic goal,
not an option for each individual. Employees should
be encouraged to choose every day what the best
location is to produce the best work, whether that is
at their office, at a customer site or at a library. Done
well, it yields happier, more efficient and more creative
employees, making better products and services. But
you need to be empowered by your employer to do that.

DAVE COPLIN’S RECENT
BOOK, BUSINESS
REIMAGINED, SETS OUT
THE POSSIBILITIES FOR
ORGANISATIONS ABLE
TO EMBRACE FLEXIBLE
WORK PRACTICES

Q.

HOW DO YOU ENVISAGE BUSINESSES
OPERATING IN A MORE FLEXIBLE WAY?
The future of work requires a new management style,
which is going to be challenging for a lot of people.
Rather than receiving a task, breaking it down and
assigning it to a team, a leader may need to approach
the team and ask how they are going to complete the
task. Freedom and information empower the individual
to work out what to do with their skills.

Q.

WHAT IS STOPPING BUSINESSES MAKING
PROGRESS TOWARDS SMARTER WORKING?
Partly technology, but predominantly it’s a cultural
issue. Unless people change their mindset, we will
be constrained in current practices. Obviously, if you
suddenly take structure from people, it can be quite
stressful, so you’ve got to help people grow into the
empowerment of flexible, social work environments.
Microsoft is a great employer for me. Give me a plug
socket, Wi-Fi and some decent coffee, and I can work
anywhere. But it’s up to the individual to take control of
the reality they now have access to. People complain
that their mobile devices are receiving emails even
when they are in the pub. Really, though, don’t lambast
the technology – ask yourself why on earth you are
checking emails in the pub.

CTK, CZECH NEWS AGENCY, CTK PHOTOBANK

HOW WILL THE WORK ENVIRONMENT OF
THE FUTURE BECOME MORE FLEXIBLE?
Technology moves so quickly that business and
society can’t keep up. For instance, the only part of my
seven-year-old’s life without technology is when he
is at school. It’s bizarre, because IT is as natural a part
of his life as the TV, the car or his books. People have
more advanced IT at home than in their office, so IT
needs to be enabled at work. Instead, it is constrained.
Take social business, which is ‘the next big thing’. This
reaches far beyond allowing access to Facebook – it’s
about how technology platforms can allow immediate
sharing of information, within and between businesses.
Free and flattened organisations are far more
agile and employees have much greater proximity
to all levels of the business. Consequently, they are
more engaged and empowered to make incredible
contributions right across the business.
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more and more people now acknowledge the great skill involved in attracting the right
talent and keeping employees engaged. But while HR occupies a key position in most
companies these days, the function is under enormous pressure to evolve as rapidly as the
organisations it serves and the economies in which it operates.
Doug Baillie is one example of how the people function within businesses is changing.
When he was appointed Chief HR Officer of Unilever two years ago, the seasoned
businessman was notable for the fact that he had no traditional background in HR. In our
profile, Baillie explains what he learned about leadership from Nelson Mandela, and how he
is helping the consumer goods giant’s workforce embrace more sustainable practices and
grow into emerging markets.
I am often asked what I look for in a new hire, and I would say that it is a special quality
that makes people stand out from the crowd. In this edition of the Hays Journal, we find
that many employers identify this added element as learning aptitude, as growing numbers
of recruiters look beyond qualifications and experience to spot the candidates who have
this invaluable ability to learn and adapt.
In our sixth edition, there is also analysis of the labour market in Latin America, where
many countries are seeing great economic growth, but employers are hamstrung by a lack
of necessary skills among potential recruits. The picture is rather different elsewhere in the
world, with many organisations still feeling the after-effects of the financial downturn. This
has put corporate values under the microscope, and we explore the role of HR in helping
businesses identify what they really stand for and how they communicate these standards
to both staff and customers.
Corporate brands also have a vital role to play in attracting employees. We investigate
the dangers for a business of creating a gulf between customer and employer brands, and
ask what happens if staff expectations go unfulfilled. In a similar vein, we consider how
technology is improving the way bosses gauge staff satisfaction.
HR professionals face these and many other varied challenges, whether they result
from shifts in the economy, new trends in technology, or the demands of working in new
territories. I hope that this edition of the Hays Journal sheds some light on these topics, and
look forward to seeing what debate our coverage provokes.

ALISTAIR COX, CEO, HAYS
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THE HR profession does not always receive the recognition it deserves. However,
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