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The eight forces affecting the current state of work:

Skill gaps and changing labor
markets

Technology: automation hopes
and fears

Demographics: U.S., global,
migration and reverse migration

What people seek from work:
autonomy/agency/voice,
mastery, purpose and meaning

Where work is done: home,
anywhere, on-site, work-home
relationship

New and evolving em][gloyment
models: gig, shamroc
organizations and commitment
and talent models

Technology: machine learning
and Al

Integrating Al into how people
are managed
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What are your “career anchors?”

General

Technical/
managerial
competence

Functional
Competence

Challenge
Autonomy
Career Anchors: competence
What you can’t give
up to be happy at
work Security/
stability

Service/

Entrepreneurial

Dedication



People work for different reasons!

Work
Orientation, by
Percentage

e Job Orientation: Work as a means to
an end

 Career Orientation: Motivated by
success, prestige, status (upward
mobility)

 Calling Orientation: Work is integral
to life and self-identity

@® Job Orientation @ Career Orientation @ Calling Orientati\qar)
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Competitive advantage is a function of relative cost
position and willingness to pay (WTP)

Example: Airlines

Willingness to pay
(WTP)

Singapore
Airlines

Productivity Frontier (state
of best practice)

American
Airlines

Southwest
Airlines

Relative Cost Position

111111111111111111111111



Culture eats strategy

for breakfast.

- Peter Drucker

... but we still need strategy... and people strategy and
operations help to create the culture.
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Strategic Planning Concepts:
Strategic Positioning vs. Resource-Based Perspective

Strategic
Positioning 1. Strategy

<

>

External

to Internal

2. Capabilities to
implement
strategy

3. Implementation
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Strategic Planning Concepts:
Strategic Positioning vs. Resource-Based Perspective

Resource-
Based 1. Capabilities

Perspective ‘

3. Performance

>

Internal to
External

2. Strategy
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Frameworks for HR Strategy:
Bureaucratic, Commitment, Star or Collaboration

Work Organization Performance Management
Culture
Careers Voice
Strategy:
* Cost
* Quality
* Innovation .
* Solution N A
=
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Framework for HR Strategy: Bureaucratic

Work Organization Performance Management

(Formal, rules, high specification) (High efficiency, much supervisor discretion)
Obedience

Careers Voice

Stability, security, promotion from within ) . . .
( v > P ) (Disconnect through quitting. Unions arise)

Strategy:
* Cost control
and efficiency



Framework for HR Strategy: Commitment
(Traditional Version)

Work O ot Performance Management
or rganization (Status based. Informal teamwork to get around

(Formal rules, informal networks) the rules)

\ Loyalty

4 "

Careers
(Internal labor markets. Promotion VOice
from within, lifetime security if . C . -
loyal) (Caring and listening. Somewhat paternalistic)
Strategy:
* Cost and efficiency
® Quality O ! 7
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Framework for HR Strategy: Commitment

(Modern Version)
Work Organization Performance Management
(Formal rules, informal networks) (Individual/team bonuses. Frequent feedback)
\ Reciprocal ,
Commitment,
Discretionary
, Effort \
Careers Voice

(Selective hiring and training.

Employment Security. Internal (Team voice. High information sharing.

Few status distinctions)

markets) Strategy:
* Cost and efficiency
* Quality o
* Product variety o,
AEW
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Framework for HR Strategy: Star

Performance
Work Organization Management

(Decentralized. Maximize autonomy) (Individual performance leads to rewards,

i / connected to external market)

Solutions

Careers / Voice

(Often moving across firms.

(Stars’ voices are louder. If unhappy, leave.)

Poached for higher pay)
Strategy:
* Speed
« Agility
» Best talent leads to @
. [ IO )
flexible strategy AW



Framework for HR Strategy: Collaborative

Work Performance
Organization Management
(Complex. Often matrix. Fluid team (Constant goal/strategy talk. Know what

membership. Little hierarchy) customer wants.)

" 4

Performance
Careers / .
(No set paths. Strategy and process Voice
skills are prized. Medium-term (Constant goal / strategy talk.
commitment.) Know what customers want.)
Strategy:

* Reciprocal contribution

* Customer centric O
* Quick trust o\@;
AW
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Effective strategic planning includes a mindset shift from:

o From:
* What should we do?

What do I believe? to
What would I have to believe?

e What do I believe to be true?

* What is the right answer to this

question?

ooooooooooo

IO

.........

To:
hat might we do?
hat would I have to believe?
hat is the right question?



Values and Culture: Edgar Schein’s Iceberg Model

Artifacts:
Stories,
metaphors, rituals,
heroes & symbols

_ Verbal and physical (what we see — high
visibility, high impact). Culture signals for

new employees

- Shared statements (what we believe)

Taken for granted / “how things are” (low
_ visibility, low impact). Reinforced by
incumbent employees.

Beliefs, Values
and Attitudes

\/—v

Basic Assumptions

hein: Culture icederg




HR and Technology (especially Al):
Do you believe the hype?

« Gartner hype cycle: Gartner Hype Cycle Research Methodology | Gartner
 Scott and Jaffe change model: Scott and Jaffe Change Model | LaptrinhX

Gartner Hype Cycle

AVISIBILITY Scott & Jaffe Change Model

Peak of Inflated Expectations

External Focus on Environment

Plateau of Productivity

Slope of Enlightenment

Trough of Disillusionment

Technology Trigger TIME‘
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https://www.gartner.com/en/research/methodologies/gartner-hype-cycle
https://laptrinhx.com/scott-and-jaffe-change-model-3379271417/
https://laptrinhx.com/scott-and-jaffe-change-model-3379271417/

HR and Technology
(especially Artificial Intelligence)

A few points and predictions:

« New technology usually replaces tasks, not jobs. However, when jobs are replaced, it
often takes people in those jobs a long time to retool.

« Historically, new technology becomes a helpful assistant to people. AI may be seen as
a “cobot”, not a robot, which helps accelerate decision making.

« Data science and enterprise operations will grow in importance in HR.
» Garbage in, garbage out.

« Implementation speed will be tamped down in HR and healthcare due to:
« Regulatory environment
» Fear of change



Quiz question #1: Out of 100%, what percentage of citizens in
each of the two following countries elect to donate their bodily
organs upon death?

Germany: 12%
Austria: 09%
The difference: Germany: Opt-in

Austria:  Opt-out

Reference: Chip Heath and Dan Heath, “Switch” N A
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Quiz question #2: Out of 100%, what percentage of each of the
following factors contributes to an organization’s profitability?

The industry: 25 — 30%
Corporate excellence: 10 — 15%
Positioning: 60%
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Quiz question #3: When learning a new skill, what
percentage of learning occurs by the following methods?

m Classroom Training ® Learning from Peers/ Supervisors = On-the-Job Training @
o 9.0
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Quiz question #4:
The top three workplace motivators are:

According to workers: According to supervisors:
« Appreciation  Good wages
 Belonging and voice « Job security
 Empathic voices  Promotions
INTRINSIC EXTRINSIC
R A
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« Operational excellence is NOT strategy.
« Strategy is a choice of what we will and will not do.

« Focus on “best practices” does NOT lead to improvement relative to

competition.
« Benchmarking leads to similar companies, which leads to fierce competition.

« Many companies put together a patchwork of best practices that don’t align
with their context.
« Competitive advantage is derived from figuring out how to keep others from
copying what we do well. How are we different from our competitors?
* Southwest Airlines
» Trader Joe’s
@
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Addendum:
About the Wharton CHRO Program
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Background:
Wharton CHRO Executive Education Program

Three core Elevating the CHRO Role Human Capital and Talent Strategy
modules

(18 weeks total) Leading Culture and Organizational Change

Three online Corporate Governance Executive Presence and Influence
electives in the C-Suite

(Six weeks each) B } ) )
Talent Strategy: Hiring, Engaging, and Executive Compensation

Rewarding A+ Talent

Future of Work Career Strategies for CXOs

Strategic Human Resource Management

Two-day on-campus networking and graduation event

o,
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https://executiveeducation.wharton.upenn.edu/online-learning/self-paced-online-programs/chief-human-resources-officer-program/

Program Characteristics

» Evidence-based %§ Wharton
* Multinational S —

o Yo . . RESOURCES OFFICER
* Multidisciplinary (CHRO) PROGRAM

* Quantitative and qualitative * Eleate your acton pan

e Drive transformation in
* Strategic content rosrcemesny
« The Future of Work
 Intersection of Human Capital and Technology
« Mastering Talent Management
« HR Management and Analytics

<
9 Months | Online + On Campus
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