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Foreword by Nicole Notat


The value of a company cannot be summarized
to its financial value presented from the perspective of tangible assets or
accounting results. The words we use are very important. Now, concepts need to
echo value creation, which of course doesn’t simply refer to financial value. Many
initiatives by investors are headed this way, often coming from listed
businesses or people involved in investment capital.





The first initiative led institutional
investors to adopt, in 2006, six principles for responsible investment (PRI). It
was justified by the idea that it was their fiduciary responsibility to add
social, environmental and societal factors to their investment analyses,
considering that their impact on the safety of their investment, or even their
development in the medium and long term. The first signing parties presented
themselves as medium to long-term investors. Now, 7 years later, when you
compare the billions handled by these investors with the tangibility of the
acts posed in practice, you will see that there is still a lot of ground to
cover. But this initiative gave a true boost, “socially responsible”
investments grow, sometimes with “ESG” factors really included.





The second initiative, a French initiative,
came from a small group of 33 professionals in the capital-investment industry,
launched by the sustainable development club of the French private equity
association (AFIC). This group work with a trial method, together with
researchers from Polytecchnique (military school), from real-life situations,
reacting to the way everyone would position themselves as an investor depending
on the information they received on businesses from an environmental, social
and societal point of view. So the point was to see if the information received
would influence their behavior as investors and, therefore, on the
value-creation they were ready to accept from the start. This experience
concluded that a good environmental and social policy statistically
significantly increases a company’s value, which they didn’t assess on the
basis of econometric work but of the way they themselves appreciated the price
they were willing to pay, or not, given the information they had. It turns out
that value varies by more than 5 percent and that poor management of
environmental and social factors decreased companies’ value by about 10 percent
(15 percent at the level of governance.) So it is interesting to note that the
investors valued the company on the basis of their behavior and assessment. They
considered that a “pragmatic combination of financial and extra-financial
performance creates value for the company and its shareholders.” However, keep
in mind that this was only a first experience, which means that it is not common
practice – yet.





The third initiative was taken by a
coalition of investors and businesses at global level, which is working so that
companies publish an “integrated report.” This report wouldn’t replace all
other reporting obligations (accounting documents, management reports or
reference documents) in accordance with the national standards. Therefore, they
were not dreaming a single reporting model worldwide but merely a simple
synthetic, understandable document, giving consistency to the company’s plans
and strategy, to better grasp the fundamentals. This synthetic report wouldn’t only
provide information about market value (e.g. the company’s past value), but
also information on future assets, considering that it lies within the
company’s social, intellectual and environmental capital. In this coalition,
voluntary stakeholders are represented in a structure. “Pilot businesses” try
to do such a report based on a few joint guidelines. These experiences aim to
bring out the company’s financial capital and tangible assets as well as
arguments belonging to the strategic project, human heritage and intellectual
capital, adding questions of innovation, research and development, collective
intelligence, i.e. the company’s DNA, on top of its natural capital. Al these
elements help divide resources better in accordance with businesses that could
become better guarantees for the future. This coalition debated an open
consultation document which, by the end of the year, should lead to a reference
framework tested by the pilot companies, which could be the skeleton of the
integrated report the promoters have imagine.





It is interesting to see that there are
more and more initiatives taken by investors. Admittedly, they are more aware
of responsible and multi-factorial approaches; they already look into
extra-financial analyses. Their cultures and practices should be in harmony
with the beliefs of HR managers mobilized in the field of “human heritage.” Nevertheless,
assessing and valuing the different types of assets is still at an experimental
stage.





This is a reference to unions, by nature directed
at corporate action: the point for them is to get investors to hear their
voices, to drive them to commit to these new methods, especially when they have
representatives on company boards.





All these initiatives, all these players,
seek to better understand the value a company has as a while. So basically,
they are really close to our reflection and its relevance for the European HRD
Circle.












Foreword by Patrick Itschert


This debate on human heritage is necessary.





The European Union is going through an
unprecedented crisis; a financial crisis at first, and then an economic, social
and even political crisis. This crisis could drive Europe to take a new step
towards its construction, which has always moved with crises. A new integration
step without which the European Union will have less influence in a globalized
world. But before that, we can’t rule out the risk of explosion as, sadly, the
end of the crisis is still far from us: it won’t be 2013 or 2014. The
socioeconomic consequences of the crisis are now reaching the limits of what is
socially acceptable in several countries, not just in the South but in the
North as well. The reason is the failure of blind austerity and the idea of
competitiveness relying on wage costs alone. It is true that the European
public deficit was cut by 7%, around 4% now, but at what cost?





Europe has 10 million more jobseekers since
2008, 116 million Europeans are on the verge of precariousness, 5.7 million youngsters
are unemployed and 1 thousand is soon going to add to this number. This is the
price we are paying right now. There is also a soaring in some countries, e.g.
in the south, the recession, and cuts to wages and public spending, notably
education. It is high time we took on a new path and introduced budget
discipline. The European Union isn’t an island; it needs to be competitive
compared with the rest of the world. For a few years, the ETUC has been
recommending economic governance of a single currency.





Today, the debate is as follows: do we want
to get out of the crisis through the bottom (as European policies suggest) or
through the top (which the ETUC defends, notably via sustainable investment,
R&D, training and education)?





We need to rethink education in Europe and
make ambitious investments into skills to get the best socioeconomic results
and prepare the European union for another technological and green revolution. In
all the debates with the Commission, Germany is set as the example because
sales abroad went up by 8% in 2010: 1% through wage moderation and 7% through
competitiveness factors outside of wage costs, namely R&D, innovation and
so forth.





Besides, regarding corporate social
responsibility, it is thought that, today, more than 70% of a company’s value
is intangible. It is important to improve the quality and accessibility of
education, to bring the corporate world closer to schools, without falling into
opposite excesses. Indeed, some now believe that youngsters have to enter the
company’s walls like small bricks, thus ‘preparing’ the importance of
individual expectations. The countries that faced the crisis best used
apprenticeship; extending apprenticeships and internships is fundamental. Indeed,
businesses have a major role to play, without trying to impose existing models,
some of which are now proving to be rather limited. For instance, Denmark and
Germany are questioning apprenticeship.





The issue of inadequate skills also needs
to be solved (there are 2 million vacancies in Europe) and give more value to
vocational and technical training in some countries, not just with ad
campaigns. Workers need good working conditions, future prospects, the ability
to look ahead and to find direction.





Europe needs to invest to anticipate. For
instance, in the textile and clothing industry, in 1994, the end of multi fiber
agreements was announced and several companies didn’t see the electroshock of
the end of the quotas coming in 2005. In Portugal, minimum wage is going to
increase to €500 and is therefore no longer going to be competitive compared
with China. A lot of jobs were lost in the industry but the North is getting
back on its feet with high value-added products.





There are few good practices available
today to prepare the demographic challenge, even though the Commission has been
talking about it for 20 years now. Apparently, businesses aren’t getting ready
for this other challenge, or maybe we need partnerships in schools with the
social partners. Indeed, large businesses have a role to play to facilitate
voluntary cross-border mobility (more than 100,000 youth from southern
countries went to Germany in 9 months) and guarantee sustainable public funding
by increasing the part of the European budget and structural funds dedicated to
education and training. The financial framework is one of the parts of the
budget on which Europe has been trying to save but, after the Lisbon strategy
failed, the 2020 objectives will not be achieved.





Some positions are worrying, like the
structural labor market reforms that only shift the unemployment issue. Yet,
creating jobs is urgent. One could say that everything would be fine if each of
the 26 million SMEs hired someone but it’s not that simple. Proposals aim to
facilitate SMEs’ access to funding, to give recruitment bonuses for young
people. But what’s the point if there’s no market? There’s no domestic demand. So
why would a company, even with exceptional conditions, hire a youngster? In
June, the Council for the social dimension of Europe finally understood that
social dialogue could be yet another missed opportunity.





We need a new course now. Remember
that countries where social dialogue is strong did better against the crisis. What’s
at stake is the survival of the European Social Model and HR managers have a
big part to paly. That’s why this debate on European Human Heritage is so
important.












INTRODUCTION


The missing competitiveness link


With the crisis, there are more and more
debates on competitiveness, with a central question: should we focus on price
competitiveness, and therefore pay and social contributions, or non-price
competitiveness? This effort to include more structural elements dissects
industrial policy and specialization strategies, the attractiveness of a
territory in terms of facilities, funding modalities or even relationships
between firms.





A long causality chain is established, but
there is a missing link: corporate or national human heritage, a lapse that is
surprising and telling when looking for the factors defining growth in the mid-
and long-run.





For its third annual forum, the European
HRD Circle has tried to give its place to this missing link, starting from the
company, where human groups are built, but moving on to countries and
continents. This is a collective search where HR managers think alongside union
officials like Patrick Itschert from the ETUC, Rainer Gröbel from the IG Metall
or Jean-Paul Bouchet from the CFDT, or other social stakeholders lie Nicole Notat
from Vigeo or Walter Jochmann from Kienbaum, as well as analysts: Stephen Bevan
from the Work Foundation, Charles-Henri Besseyre-des-Horts from HEC or even
Steve Jefferys from the Working Lives Institute.





The omission of this dimension, although
fundamental, the omission of the human, can partly be explained by a conceptual
issue: how to represent the complicated nature of the phenomena at plat? How to
take what is barely measurable into account?





Publications suggest using the concept of
human capital to somehow balance the risks of financial capital. Actually,
another concept was brought up: Human Heritage, generally considered as more
collective and more dynamic. Thus, the first part of this book will summarize
work done on this approach of Human Heritage, with a view to adding to the
social analysis with other inputs: economic with Michel Aglietta, philosophical
with Pierre-Olivier Monteil and Christophe Fourel, artistic with Christian
Monjou and geographical with Lionel Zinsou.





Everything then becomes consistent to
strengthen a concept that is specifically human and that doesn’t trace back to
the financial sphere. Everything becomes stronger to grasp all the dimensions
of this dynamic heritage.





With this foundation, the second part will
give an overview of corporate policies that develop Human Heritage, via
training or transfer for instance, shedding light on action levers and the
crucial role businesses have to play as the melting pot of Human Heritage.












A – FROM HUMAN CAPITAL TO HUMAN
HERITAGE


Yves Barou


A concept can hide another


The neoclassical concept of Human Heritage immediately,
implicitly sets ‘human’ as a resource; a resource that the company has to
combine with its financial or energy resources; a resource that comes on top of
capital to help the company make things; a resource we should try to analyze with
the same financial tools.





Then, an entire semantic field can grow. It
can be happy when we talk about a person, as we do for a company, and the
choice to invest into training. It can be unsettling when the role of the
‘manager of human’ in the company is called “human resources managers.”
Actually, in the US, they now tend to use the term Chief People Officer.





The concept of Human Heritage is both more
respectful of the person that is the player of this heritage, more collective,
having a preference for cooperation rather than individuality, more dynamic as
it is translate into projects, more global as it refers to identity and,
finally, richer as it better represents the complex human nature.





The English term, Human Heritage, compared
with the French “patrimoine,” focuses on transmission. Heritage is accepted but
needs to be productive, which means mastering time and avoiding changes that
won’t have time to be implemented. It also means avoiding a mechanical
reproduction of what has been passed on, but rather inventing to develop.





Thus, developing Human Heritage is a strong
choice, a voluntary procedure, with deep managerial consequences. Besides, this
choice implies strong requirements on the exemplarity of the managers. The
company’s DNA cannot be ignored but this heritage cannot be used or wasted.





First, we needed to come up with a
definition of this new concept and Yves Barou details the four functions of
this heritage. Charles-Henri Besseyre-des-Horts compares human capital and
human heritage and shows the dynamic character of this legacy approach of
intangible capital.





Human Heritage is also what gives value to
a company, as exemplified by Nicole Notat. Echoing and confirming her
presentation, Steve Jefferys adds that this heritage, the company and its
environment, can be the source of innovation and creativity. Finally, Jérôme
Julia points out that it is also the source of competitiveness, development and
engagement.












1: THE 4 FUNCTIONS OF CORPORATE
HUMAN HERITAGE


Yves Barou


Introducing the concept


Obviously, it would be very simplistic to
consider that a company’s only wealth is material capital (both physical and
financial). This single approach doesn’t take businesses’ failures and
victories into consideration, or of their effected worth, observed even when
limiting oneself to market considerations which, by essence, don’t take account
of outside factors or of the social benefits the company brings.





Thus, the International Federation of
Accountants (IFAC) suggests adding immaterial capital to the company’s assets,
meaning human, organizational and relational capital. Yet, this attempt at a
broader concept is already biased because of the financial approach and the
will to stay in line with material assets. Therefore, it is important to have a
larger, less binding view taking account of what André Gortz calls ‘immaterial
capital,’ highlighting the reality of immaterial work, which cannot be measured
by the tools traditionally used to measure the value of work (notably time).





For one individual, learning professional
moves, keeping some distance by thinking, undeniably means moving forward,
expressing one’s potential, somehow investing oneself into one’s own
professional and human wealth. Two tests will validate this: self-realization
and employability on the labor market. It is definitely possible to draw a
parallel with physical capital since one can talk about investing, accumulating
work or obsolescence. Where appropriate, this image could show that this area
is key to the economy itself.





But comparisons are not always possible. Putting
physical assets – which incidentally result from crystalized human wealth – and
human richness on the same plane seems simplistic, ineffective and even
shocking.





Rather, individual fulfillment and
competencies should be the starting point. Such wealth can only be if this
patrimony is mobilized for a professional, artistic or intellectual project for
instance[1].
Dormant wealth thus leads to a value which others, including the market, may
observe, crystallize and quantify. The labor contract between an employee and a
company actually expresses a double reality, a double provision, of the hours
worked and of the potential used for a collective project.





Indeed, more often than not, in any case in
a company, human wealth only makes sense when part of a group.





The knowledge and behaviors acquired by an
individual are truly expressed as part of teamwork. While human wealth is, by
essence, individual, the collective level is necessary to translate it into
human value. In the end, collective human wealth is not the sum of
individual wealth. It is an actual heritage in which one can invest and which
can be passed on.





Thus, human heritage brings us back to
cultural identity, to the ability to foster collective practice, to different
ways of talking or working, to organization in the broadest sense of the word,
and to the cooperation a team creates with its ecosystem.





Training systems and paths are a good
example of this need to go from the individual to the collective. It concerns
people who each have their individualized path, as highlighted by the French
VAE system (work experience recognition system). Yet, at the same time, to be
truly functional, training needs the collective, if only because the skills one
has learned can, in fine, only be put to practice as part of a group.





If, in the recruitment procedure, a company
is able to buy individual skills, the structural components of a company’s
human wealth cannot, as such, be purchased on the labor market. They can only
be produced inside the firm. This is why having skills available in an
employment pool is not enough to create a company even if, on paper, its
business plan is relevant. Besides, a company can recruit but it can also lose
key skills. In this respect, a country’s human heritage is more stable, since
migration today is more limited than the Brownist movement of assets in a
country.


Proposed definition


A company’s human heritage may be defined
through the four essential roles that make it up, maintain it, develop it and
pass it on:


A constitutive role


An organizational role


A developing role


A transferring role


A constitutive role: from
individual human heritage to corporate human heritage


In the same manner starting capital allows
setting up a company and investing, a business may be defined by the initial
human capital it is made up of and, later, by the way it takes this heritage
into account and makes it grow.





Thus, as with any political structure, a
company’s human capital cannot be the sum of individual skills, or rather of
the individual human heritages that compose it. In this respect, we could
establish that “Human capital in a company is always already collective.”





This theory could be easily denied by
experience and, in a way, the entire history of capitalism is tainted by
‘founding fathers’ – including Henry Ford, Bill Gates or even John D.
Rockefeller – who seem to have reduced the human capital that makes a company
to the stroke of genius of a single inventor.





Yet, in the end, all entrepreneurs have to
take account, at least, of “individual human capital.” [2]





Therefore, the notion of ‘constitutive
role’ takes us back to the way a company’s body operates and is maintained as a
structure made up of skills, of individual human capital which, in the long
run, make patrimony.





In this respect, the company is a political
body with, most of the time, the mythology that comes with it and creates it,
often in proportion to the company’s precedence “Founded in 18…” or to the
founder’s actual or invented charisma (Steve Jobs, Zukerberg), or even to the
historical condition of its genesis (Renault nationalized in 1945).





The way a company’s human capital is
created and maintained can be seen through its recruitment policy, among other
things. What is the recruitment level in this firm? Which subsidiary do senior
executives come from? How are fixed-term contracts used? Is there temporary
work?





Some companies only recruit top-level
executives from the best schools. In this case, human heritage is bought on the
labor market. It is an initial dowry with the need to maintain the high
“capitalistic value of human heritage.” [3]





This first role covers several possible
areas of action:





-
the company’s attractiveness, name, reputation
and credibility,


-
the recruitment policy and the balance between
the skills hired and the company’s needs,


-
the presence of diversity,


-
the degree of international positioning,


-
the personality of managers, recognized experts
and key persons,


-
the company’s history.





An organizational role:
corporate human heritage, a “capital” that requires organizing.


Nevertheless, this type of company with a
“high patrimonial value” will be faced, like the others, with the issue of
collective human heritage, which can be translated into simple questions asked
thousands of times: How do we keep our talents? How do we bring them in? How do
we work in project mode? How do we build networks? How can we get senior and
junior executives to work together?





Because it is collective, human heritage
needs to be organized. And the way it is organized in a company will determine
its longevity.





Yet, even though organizing corporate human
heritage can be defined as a maintaining function, it cannot be mistaken for
the company’s organization per se, its organization chart, its
hierarchy, its operating rules or the way information is handled.





Rather, it fits into two dimensions:





-
everything that is done in the company to
maintain its human capital and skills;


-
everything that is done to organize the
symbiosis of human capital: career management, team making, management,
organizing assignments and responsibilities, the way subsidiaries exchange and
work together, recognizing expertise.





The digital revolution has brought out new
questions and possibilities. Teamwork is taking a new shape. Many businesses
that had managed to bring together on a single platform the members of a
project, who used to be scattered in different departments, are now working on
virtual platforms. More generally speaking, there are new skills communities,
virtual organizations or technological tools bringing together dispersed
skills.





This organizing role often covers several
action and quantization fields, namely:





-
the way recruited skills are associated to
create a mass, complete each other and foster a patrimony;


-
loyalty policies;


-
management and communication methods;


-
the ability to develop and organize collective
social dialogue and to address new stakes;


-
pay and promotion systems;


-
the way skills and knowledge are shared;


-
shared technologies;


-
recognizing expertise;


-
governance, the way decisions are made;


-
organization per se;


-
collective competencies or patents;


-
the possibility of having virtual teams
(geographically distant) work together;


-
the history of partnerships and cooperation with
the stakeholders.


Developing role: human
heritage, an investment for the company.


This role includes anything that helps
develop human heritage, its value and recognition: training policy, conceived
as a tool to develop human heritage, i.e. as an investment, not a cost, as well
as career guidance, professionalizing executives, supporting professional
mobility, managerial practices aiming at professional growth.





Yet, this developing role shouldn’t be
limited to the company’s HR policy because the management, in terms of
coaching, plays the central part, even though it isn’t always aware of it. It
doesn’t always take place in the companies that define it.





Training policies are its natural and
primary domain but these can only truly make sense as an investment if they are
part of a guiding plan. As far as investing into human, time is of the essence.
Even more so than for real estate or, more topical, environmental investments,
anticipating, seeing the future is essential. Economists translate this need to
anticipate by appealing to low discount rates which alone can highlight the
long-term profitability of structuring investments, a key choice to avoid
falling into western short-termism while emerging countries are investing into
training.





This means a more strategic approach, which
is sought via Early Workforce Planning (EWP).





From then on, the following areas have to
be analyzed:





-
training policies,


-
corporate priority assessment methods,


-
professional guidance schemes,


-
the way employees are given responsibility in
building professional paths,


-
methods of transition and professional mobility,


-
employment prospective and early workforce
planning,


-
information about jobs and their future.





Transferring role: human heritage as the
company’s value and identity.





This role is often understood as corporate
culture, a tarnished word to talk about what is permanent in a company,
like its DNA. It is the practical word to express that, through different
teams, employees, managers, market evolutions which any lasting company faces
at one time or another, something remains that makes the company what it is,
that something lasts through time.





A company’s ability to mobilize this DNA to
face up to new trades and challenges is becoming a key element to its success. In
addition to the question of an accessible market is the more fundamental
question of the link between the culture and strategic needs.





We could talk about all the companies that
refused diversification on the grounds that their culture wouldn’t facilitate
change, or even France Telecom, which had difficulties because of necessary
changes.





We could also mention Bouygues group where
teams working in the telephone subsidiary always have something of the
construction culture in the way they work and manage, a culture that has been
passed on even to employees coming from other professional cultures.





Defining this genetic corporate patrimony
implies understanding the way it is transferred.





And the way human heritage is transferred
is probably the hardest to pin down because it is the most immaterial, evident
part of a company’s own identity, as well as its subconscious. Sometimes its
collective history, its myths: why is it not another? But how can we assess and
define the legacy and capital value of a myth?





This role interferes with the core of each
individual on aspects that can be extremely personal and which make up an
essential part of the immaterial patrimony of a company. Thus, some components
accepted by the social fabric of a company would be absolutely inconceivable in
another; its own professional rituals (e.g. managing meetings, dialogue
spaces…), the relation to objectives, the link between power and
responsibility, which can be more or less different, and so on. Or even very
personal registers: the language and words used, the use of acronyms, a
special, obscure professional jargon, clothing habits tacitly agreed to, the
relation to time and being on time… all these manifestations are the competence
of a sociologist.





To better define it in its objective
expressions, this transferring role can be understood through the following
areas:





-
mentoring practices or trade conservatory in the
company,


-
learning mechanisms,


-
passing on professional gestures and cross-generational
collaboration,


-
recognizing and valuing a special culture,


-
senior policy,


-
managing departures,


-
sharing practices and processes beyond legal or
national borders in international groups,


-
the link between the company’s actual culture
and managers’ behavior.








Thus, corporate human heritage cannot be
limited to the sum of the individual human patrimonies that compose it, also
because the company transfers and interacts with those who work in it and
therefore change their human heritage – whether to make it better or worse –,
often in a central manner which goes beyond what is termed, in a career,
experience. This is precisely what ‘patrimony’ means [4].





Thus, passed-on, entrepreneurial,
collective heritage transforms employees’ individual patrimony, to different
degrees, depending on the power of the entrepreneurial human patrimony. And his
interaction – transfer and transformation – is what creates a company’s human
heritage.





The negative side could be that a company
that doesn’t change its employees’ human heritage has no identity. But does
such a company even exist? Even temporary work agencies have a strong culture.





Businesses also change countries’ human
heritage; what national education systems bring are only a sort of initial
dowry giving the clues to learn. Faster technological change is actually
increasing this as some environments/countries are becoming more opportune than
others to improve one’s skills.





Thus, corporate human heritage appears as
central as regards individual and national human patrimonies. Company
level is the relevant level to understand the collective dynamic of
professional human wealth.





However, three issues are now rising when
creating and developing human heritage: digital technology, globalization and
longer careers. Learning from the others is taking a new dimension. The point
is no longer to copy a patrimony that has proved effective but to combine
different practices, to improve one’s model without watering it down. And the
four roles of human heritage need to be revisited. This may very well be the
key issue for Europe, which has a considerable human heritage.









2: DEBATES AROUND A NEW CONCEPT


HUMAN CAPITAL AND HUMAN HERITAGE:
THEORY AND PRACTICE


Charles-Henri Besseyre-des-Horts





What is most important for organizational
long-term success is not visible


As underlined by Yves Barou in his
introductory paper on corporate human heritage, the analysis of the sources of
a company's wealth and success cannot be limited to the visible material
capital (both physical and financial). One should adopt a larger view through
the inclusion of the non-visible form of capital often labeled as immaterial
capital. In a similar perspective, H.Baculard and J.Julia [5] point out the fact that
most of the value of any company lies in the immaterial capital structured in
three main components: human capital, organizational capital and relational
capital. 





These perceptions are very consistent with
the criticisms of one of the most prominent theoretical framework in the
strategy field: the seminal Michael Porter's model [6] that has been the core
element of most courses and seminars in business schools during the past three
decades. Without neglecting the importance of the strategic positioning model
proposed by Michael Porter, one can wonder why some companies in the same
industry (i.e. same strategic positioning) have been largely outperforming
their peers for so many years? The example of SAS Institute, the world leader
in business analytics with close to 14,000 employees early 2013, that has
enjoyed a remarkable sustained growth (annual double-digit) since its
foundation in 1976 cannot be only explained by an initial very clever strategic
positioning decision in statistical software industry. Its long-term success
largely relies on its immaterial capital and, in particular, the quality and
the engagement of the people making its workforce. The CEO Jim Goodnight, owner
of the company, is known to constantly emphasize that "95% of my assets
are walking out of the company every evening and my job is to bring them back
the following morning.  [7]





The example of SAS Institute, and many
other companies throughout the world, clearly demonstrate the fact that the
visible capital (i.e. finances, technology, material artifacts..) is not the
main explanation to understand how these companies develop a sustainable
competitive advantage and maintain outstanding long-term growth. The most
critical forms of capital indeed are the non-visible ones that that are very
difficult to buy, build, and imitate: among those forms, "human
heritage", as proposed by Yves Barou, and "human capital" need
to be put in perspective to discuss the major characteristics of each one and
identify relationships between the two concepts that can help further thinking
about the immaterial capital. 





Human Heritage: a dynamic approach of
immaterial capital 


Corporate human heritage is defined through
the four essential roles (constitutive, organizational, developing,
transferring) that allow organizations to reconcile individual contributions
and collective identity. The originality of this concept lies in the fact that
it is a dynamic approach of the immaterial capital that is likely to make a
real difference in the competitive environment. Human heritage is viewed as an
asset that is following a life cycle where it emerges, becomes organized,
develops and continues with other actors. 


 


In the constitutive role, the
individuals play a key role in bringing their own human heritage but it is more
than a simple addition of individual talents. Corporate human heritage emerges
when there is a unique combination of individual skills and competences,
starting with the entrepreneur-founder, in such a way that the total output is
more than the sum of its components. In other words, when individuals put their
own self interests behind the collective interest of the organization. That is
why the influence of the entrepreneur-founder in the constitutive phase is
likely to be decisive: the initial vision constitutes the guidance for everyone
joining the organization. Moreover, the development of a strong employer brand
will facilitate the recruitment and integration of individuals reinforcing
corporate human heritage. 





The organizing role corresponds to a
phase in the cycle of corporate human heritage where the organization needs to
structure some processes to keep the initial momentum of the constitutive role
and set up a better combination of the individual talents and skills. Some key
challenges have to be addressed: how to aggregate very different talents and skills?
How to retain individuals who no longer believe in long-term loyalty? How to
develop management flexibility and employee's autonomy? How to foster
cooperation and transversal activities? How to recognize individuals and
facilitate knowledge sharing? ... These are some of the questions to be
answered in order for human heritage to exist and develop. 





The development role occurs when the
processes have already been established to strengthen the corporate human
heritage. What is critical here is to make sure that the uniqueness of the
human heritage is reinforced throughout the organization at all levels with a
number of tools and activities such as workforce planning, training, mobility
programs, career counseling, coaching, mentoring… Managers play here a key role
since they are, not only, the "first level HR managers" who make a
number of HR decisions (training, mobility, career…) with the help, hopefully, of
a professional HR function but also are role models for the employees in their behaviors
and attitudes.





The transferring role can be
assimilated to a form of institutionalization of the human heritage. As
underlined by Yves Barou, this role is often understood as a corporate culture
or even as the company DNA. One of the main challenges is to perpetuate the
fundamental hypotheses [8] that have been solutions in the past while accepting the necessary changes. Organizations
are investing time and money to write or rewrite their values especially when
they become global: this is a strong sign of the transferring role in order for
newcomers, coming from different cultures, to appropriate the corporate human
heritage. Another interesting signal of the importance of this role is a strong
tendency to measure and reward not only the performance results but also how
these results are achieved (values). 





In summary, corporate human heritage
appears to be a vision of immaterial capital that reconciles the individual and
the organization with the importance of time in the development of this unique
asset represented by the company's social body and its various constituents. 





Human capital: a structured approach of
immaterial capital


The richness of the literature on human
capital sharply differs from the paucity of the writings on human heritage
indicating, without doubt, that the latter is a novel concept. As far as human
capital is concerned, the early use of the concept can be traced in the Adam
Smith's works and more recently in the seminal book of G.S. Becker [9]. As underlined by
R.Ployhart & T. Moliterno [10],
a number of managerial disciplines have investigated the concept of human
capital ranging from a micro- to a macro-perspective. 


The micro-perspective refers to Human
Resources (HR), Organizational behavior (OB), and Industrial/Organizational
psychology (I/O): these disciplines are interested in the individual level
phenomena and human capital is usually defined as the individual knowledge,
skills and abilities and other characteristics (KSAOs) possessed by the people.
The macro-perspective refers to disciplines such as Organization Theory (OT)
and Strategy: organization level phenomena are investigated and, as far as
human capital is concerned, the interests of the research focus on how the
aggregate organizational level, experience, education and skills of employees
are resources. 





When the micro-perspective is adopted,
human capital is viewed as the combination of individual KSAOs. More
specifically, one can distinguish between cognitive and non-cognitive KSAOs as
suggested in the following table [11]:



    [image: Figure1]







In the macro-perspective, human capital is
viewed as the aggregation of KSAOs but without taking into consideration the
individual level. In general, there is a distinction between  firm-specific
human capital thatrefers to worker KSAOs that have limited
applicability outside the firm and general human capital that refers to
worker KSAOs that are broadly applicable outside the focal firm [12]. A second dimension
usually is used to differentiate situations where, on the one hand, human
capital can be easily transferred because of low constraint due to the high
exchange value enhancing worker mobility, and the other hand, human capital is
not moveable because of high constraint due to low exchange value limiting
worker mobility. The following table provides descriptions of the four human
capital possibilities [13]:






    [image: Figure2]






As the previous table demonstrates, the
conception of human capital at the organizational level is not homogeneous
because one can find in the same company different types of human capital
especially when there is an asymmetric flow of information between the focal
firm and its major stakeholders. One of the key issue in the conceptual
description of human capital lies in the following question: how human capital
at the individual level is transformed into a valuable human capital at the
organizational level? In other words, as the discussion about the human
heritage suggests, how the company level human capital is more than the
addition of human capital at the individual level? That is where one can argue
that the two concepts, human heritage and human capital, can enrich each other
through the process of development of a unique immaterial capital that will
differentiate the organization from its peers.





Relationships between human heritage and
human capital


Following the discussions in the previous
pages, it seems obvious that there are close relationships between the two
concepts (human heritage and human capital). Both concepts emphasize the
critical importance of the human dimension in the organization departing from
the traditional view mostly focusing on the technical and financial dimensions.
Another similarity lies in the fact that both concepts imply that the
organization should be viewed in a medium and long-term perspective contrasting
with the short-term imperatives of financial markets and customer satisfaction
policies. A third close relationship between the two concepts can be found in
the process of development of these two forms of immaterial capital: it starts
with the individual members of the organization who bring their skills,
competences, engagement… in order to constitute some form of immaterial capital
on which the organization develops its human heritage and/or human capital. 





To go further, one can use the multilevel
model of human capital resource emergence proposed by Ployhart & Moliterno [14] in which the link between
individual and unit (organizational) levels is clearly established as shown in
the following figure [15]:






    [image: Figure3]






This model illustrates the transformation of individual human
capital into a unit (organizational) human capital through a number of
emergence enabling processes while taking into account the complexity of task
environment. More specifically, the three levels of emerging in enabling states
in this model (behavioral, cognitive, affective) can be easily related to the
human heritage perspective: 


1.
the behavioral processes' states represent the coordination, communication and regulatory processes
that make individuals' behavior interdependent : these processes relate to the
organizing role and, to a lesser extent, to the development role.


2.
the cognitive states referring refer to the unit's climate, memory and learning : they
relate to the transferring role and, to a lesser extent, the development role. 


3. the affective states are the emotional
"bonds" that tie unit members together. Unit cohesion, trust and
affect (or "mood") are affective processes that render the unit task
environment open to and supportive of knowledge sharing and dissemination. They
relate to the constituting role and, to a lesser extent, the transferring role.






As shown in the discussion above, there are
strong relationships between human heritage and human capital but this doesn't
mean that the two concepts are redundant: human heritage builds more on the
historical foundations of the organization with a dynamic approach of the
development of this immaterial capital while human capital focuses more on the
identification and classification of this form of immaterial capital in order
to achieve sustainable competitive advantage. 









CREATIVITY AND INNOVATION IN
CORPORATE HERITAGE


Steve Jefferys


Two
literatures on heritage and creativity can assist us in considering how a
better understanding of how corporate heritage can help contribute to enabling
creativity and innovation: the very extensive literature on cultural heritage
and a growing literature on the so-called ‘creative classes’ and the ‘creative
industries’. 





I shall briefly present each in turn, and
then suggest some links between them and the concept of corporate heritage and
the concerns of human resource management.


Cultural
heritage used to be defined quite narrowly as primarily embracing ‘outstanding’
monuments, groups of buildings and sites that governments should identify,
protect, conserve, present and rehabilitate (UNESCO 1972). Over the last 20
years, however, its meaning has been significantly broadened not just to urban
or industrial heritage and design but also to ‘non-physical’ signs, symbols and
values. 





The
2003 UNESCO Convention showcasing ‘intangible’ cultural heritage now explains
it like this: 





Cultural heritage does not end at monuments
and collections of objects. It also includes traditions or living expressions
inherited from our ancestors and passed on to our descendants, such as oral traditions, performing
arts, social practices,
rituals, festive events, knowledge
and practices concerning nature and the universe or the
knowledge and skills to produce traditional crafts.


This enlarged definition of what
constitutes cultural heritage thus today also involving social processes that
make things become heritage. 


This is an important extension with some
authors now seeing cultural heritage as an on-going process of putting history
to use for the purpose of building communities and belonging; sometimes
cultural heritage can include countering hegemonic stories about the past with
innovative local initiatives. 





Heritage may not only be ‘remembered’ but
it can also be repeated in physical practices (Robertson 2012; Alzen and
Aronsson 2006) – an example might be such as when ‘polite’ men allow women to
leave the room first.





Some authors suggest that - as part of the
process of remembering - cultural heritage is also a re-negotiation of present
identities (Smith 2006). Heritage is (re)created in present-day social and
cultural processes that engage with acts of remembering to create new ways to
understand and engage with the present. 


Heritage can thus be viewed as a
multi-layered performance that embodies acts of remembrance and commemoration
while negotiating and constructing a sense of place, belonging and
understanding in the present. One author (Robertson 2012) writes of ‘landscapes
of activities’, of places filled with inherited embodied practices that create
meaning and identity. 


Another image might be of cultural heritage
as different layers of sediment, one placed on top of the other, that overtime
interact with the weather and movements of the earth’s crust to give form to
the contemporary landscape of beliefs in what is, or is not, just or feasible…
or thinkable.


Memories are thus used to interpret
people’s lives and the world around them (Hacking 1995). Some writers stress
that those memories are often linked to a place (Casey 1987) and to their working lives. They should
also be considered as a binding force of a group identity (Halbwachs 1992/1941;
Assmann 2005).





These understandings can be helpful to our
exploration of the meanings of ‘corporate heritage’. This should no longer be
understood as being limited to the former or current physical landscape of a
firm or organization. They can also involve memories, stories and inherited
embodied practices – ways of doing things whose origins no-one is sure of any
more.





One small personal example of this. In my
very first teaching job at the age of 18 I taught in two different London
primary schools about a kilometer apart. In one each member of staff had their
own instant coffee jar or tea pot and brought in their own milk and sugar if
they needed it; in the other all staff used to contribute a fixed amount to a
weekly collection and tea, coffee, milk and sugar were all bought collectively
on a rotation that went from one staff member to the next.





This organizational heritage is the bedrock
with which change management often has to grapple. 





One analytical approach to understanding
the multi-layered character of cultural heritage, cutting down through, as it
were, the different layers of rock, sediment and soil put down and weathered
over time, was undertaken by the British cultural historian, Raymond Williams.





He posited the simultaneous and often
competing presence of three discrete ‘structures of feeling’ within
understandings of cultural heritage (Williams 2005). His model of ‘dominant’,
‘residual’ and ‘emergent’ structures - or ways of understanding the world -
underlines the idea that cultural heritage is a dynamic construction, subjected to processes of transformation derived
from changes in social contexts, as well as from new events, technologies and
developments. It also emphasizes the fact that elements of cultural heritage
can both fall into oblivion, and that they can be recovered and revived. 





Transposing this framework to the concept
of corporate heritage can be helpful too. Most organizations of any size and
history integrate a complex range of stories, memories of defining moments,
people and places, and inherited practices into dialogue with the current
context. Analyzing the ways place, belonging and identity interact using the
prism of dominant, residual and emergent feelings can provide significant
insights into performance, innovation and creativity.


The ‘cultural creativity’ literature to
which I now turn is arguably more directly focused on what are ‘emergent’
structures of feeling. The debate here has been around the conditions under
which cultural heritage may enable regeneration and the
cultural or creative industries. This extended conception of cultural heritage recognizes
the ways in which heritage resources can be developed and elaborated to be used
not just in attracting tourists, but also in transmitting memory, knowledge and
identities to new generations of citizens but also how they may help unlock new
forms of work and working within the contemporary creative industry sector.


In this perspective cultural heritage can
be a significant source of creativity. In many cases, artistic production finds
inspiration in some territorially located past: in local history, traditions,
industries, crafts, old artistic production (music, literature), etc. This past
can thus be reproduced in reviving old crafts or in developing new kinds of
artistic production, design, etc. This is not to say that all creativity is
connected to some kind of cultural heritage, but part of it can be, and this interplay
can be productive. 





The literature suggests creativity can
emerge from innovative encounters and interaction with cultural heritage – in
sparking new social processes and consequent cultural change (Liep 2001), or in
creating new cultural mixes of the old and the new (Eriksen 2003).





Creativity and innovation has today often
moved away from goods-producing places and social arrangements to different
social actors and groups and different locations, partly targeting different
social and market needs than those industrial artifacts did and still do.
Creativity may thus involve the innovative use or re-use of symbols, metaphors
and language embedded in heritage (Lakoff and Johnson 1980), and it may involve
revisiting the forms and quality of social and cultural entrepreneurship (Barth
1963).





Much of today’s drive for creativity and
innovation is often explained by the increasingly competitive and globalized
world economy. While skating over the huge creative and innovative
contributions of first the 18th century industrial and then the 19th
century electrical revolution and perhaps also the post-Second World War 20th
century logistical revolution, Florida (2002) and others have posited the
contemporary significance of a ‘creative class’. 





The so-called ‘creative class’ includes
those who are involved in producing new goods of practical use or goods with
symbolical meaning, like fashion or IT artifacts; but it also includes old but
newly fashionable positions like advertising experts, as well as audio-visual
technicians and software programmers – occupations which, mostly far from being
bohemian, play key roles in ‘post-industrial’ creative industries. 





Florida (2002) argues that a major role is
being played in recent US economic growth and in particular regions and cities
by this ‘creative class’. He suggests that it plays a key role in economic
innovation and that its emergence usually is or will be followed by ‘big’
economic capital and its actors. The history of Silicon Valley serves as a
model narrative for this hypothesis, and, although the empirical evidence for
success is contested, the narrative has been gaining more and more influence,
especially in European regions in deep socioeconomic change. High expectations
of local governments and regional economic development policies are connected
to efforts at gentrifying old industrial areas through inserting creative
persons and enterprises into them and thereby creating a positive environment
for future economic growth. While the downside can be experienced in terms of
increasing housing prices, local inhabitants’ resistance and the misspending of
public money, the upside can be more jobs, greater integration and strong
economic growth.





Can corporate heritage also work as a
hatchery for creativity and innovation? 





What the literatures of cultural heritage
and of the relationship of creativity and innovation to their cultural
landscapes suggest is complex.





Corporate heritages can be seen to be
result of the mix of a whole host of places, events, stories, memories, styles,
processes, knowledge, skills and people in spaces occupied by product markets
and a more or less clear sense of corporate purpose.





Corporate heritage cannot be entirely
separated from wider national social and political landscapes. These bear
strongly on the emotional contexts in which company social processes interact
with the past and the present. 





National cultures and social
understandings, the differences between which I spend a great deal of my time
researching, will also play a considerable part in shaping corporate heritage,
both in the corporate origin nationality and in the host-countries.





Corporate heritage can reproduce dominant
ways of feeling, thinking and acting that leave little room for either the
articulation of identities formed in the past or of new emergent and creative
identities.





And corporate heritage can also atrophy
around residual structures of feeling that have become dominant. Ways of
thinking and acting that were celebrated with stories and rewards in the past
are so deeply embedded – often identified with the role of just one or two key
people – that emergent ways of thinking that challenge or take different
directions to the dominant ways are considered hostile.





Or corporate heritage can be about places
and stories celebrating the new – of seeking to mix existing and residual
identities and ways of thinking with new emergent ones.





Is it possible to socially-engineer a
‘better’ or ‘different’ corporate heritage? This is what is being attempted in
hundreds of existing, declining industrial regions across Europe, where
investments are being deliberately made to transform the old in ways which will
stimulate and attract the new ‘creative classes’. Perhaps the best conclusion –
and the most realistic assessment of the undoubted success of these strategies
in some areas and of their undoubted failure in others - is that ‘it all
depends’. Hopefully my contribution will both stimulate interest in
understanding the cultural heritage/corporate heritage relationship to
creativity, and encourage critical caution when claims are made of one sure way
forward.
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INTANGIBLE HERITAGE, A SOURCE OF
COMPETITIVENESS, DEVELOPMENT AND COMMITMENT


Jérôme Julia


“All would have transformed us if we had
the courage to be what we are” wrote Marguerite Yourcenar in Alexis (originally
published by Au sans pareil, 1929).





What is true of humans is also true of
businesses. Yet western societies, which currently have doubts about their
ability to recover from their present situation, can find hope in one possible
solution, namely putting a stop to the ongoing process of “silent destruction”
that ignores the hidden assets of European businesses and, activating “renewable”
sources of energy by digging deep into the intangible heritage of
organizations, highlighting their specific strengths, and allowing their
directors to develop an inspired view of the future.



The approach to these hidden treasures, however, are outdated and ineffective.
All economic models leave out much of the value created by organizations.
Measuring instruments are viewed through the distorting prism of accounting and
finance, and the compasses that guided industrial society have become both useless
and harmful in the post-industrial era of the 21st century.





In 2009, we began to research intangible
assets at Kea&Partners. The outcome of this work was Les Immatériels
Actifs[16], published in 2011. We have since stepped up our research in this
area, and discovered connections, or bridges, between an organization's
intangible human heritage and its capacity for competitive development. It is
these bridges we wish to share with you today.


Europe: not a crisis, but a
whole new paradigm 


Continuing
to say that most European economies are “going through a crisis” suggests that
there will be a return to the old order. That is not so. On the contrary, we
are looking ahead to a European Renaissance.


Businesses
as we know them today must change their perspective. Are you ready? What you
particularly need to understand is that what your customers - and your
colleagues - “buy” is not really what you sell, but why you sell
it. That “why” is profound and emotionally charged; it relates to the personal
feelings and convictions of those who will “buy from” (or “into”) your company
because it supports their perception of themselves and how they relate to the
world.





This is
illustrated by the crossed destinies of two digital camera manufacturers –
Kodak and Leica. Kodak, the world leader in the sector and emblematic brand
name, disappeared because it failed to understand that what it really produced
was not silver film but the history, memories and joys of households in America
and beyond. Leica, on the other hand, exploited its high-end image, the strong
corporate identity it enjoyed with professionals and its innovative capacity.





While
European businesses must rediscover and develop their uniqueness, the economic
situation in Europe is paradoxical in some ways:


-
Many
industries and services born in Europe are closing down and relocating.


-
Abundant
liquid assets and high public debt are failing to make up for the shortage of
productive investment.


-
Mass
unemployment (except in Germany and its immediate sphere of influence) coexists
with great – but sometimes underused – potential for fundamental innovations.


-
The
economic and social environment is often characterized by moroseness,
pessimism, mistrust, and even guilt, despite the objective conditions,
including political and social cohesion, “fine examples”, and quality of social
environment (“cosy” society).





Europe
needs to invent a new economy. Since the agrarian economy gave way to the
industrial economy, which in turn led on to the post-industrial economy, three
factors have risen to prominence: symbolic value, individual contribution, and
collective intelligence. These three factors are upsetting the balance
inherited from the last century. Combined, they are putting an end to the
emulative race among competitors that exhausts non-financial and material
resources.


Intangible heritage – a
renewable energy source for businesses


An
intangible asset is a resource that is only used up when it is not put to good
use.


It is neither material nor financial and
does not appear in the company accounts. In theory it is invisible, although it
may find expression in product design, the architecture of a place, and
relational style. It is a unique asset that brings with it true differentiation
and what could be termed an “incomparability” edge over the competition. It
creates an extra value – beyond standard market performance – provided, of
course, it is put to good use. 


Intangible capital breaks down into three
main components: 


-
human
capital, which is everything inside the heads of a company's employees. This
component expresses a company's capacity to grow through knowledge and
motivation. It refers to the notion of constitutive function developed by Yves
Barou. A company's capital originally derives from the experience, intelligence
and vision of its founders, who build the company in their image. Human capital
includes individual skills, collective experience and know-how, the director's
personality, the availability of key men and women, and culture;


-
structural
capital, or everything that remains inside the company at the end of the day.
This component reflects the potential for generating and renewing business
offered by the company's processes. Some examples of structural capital are
patents, procedures, organizational structure, information system, databases,
and organizational methods; 


-
relationship
capital, which is everything that connects the company to the world around it.
This component shows the value created by relationships established with the
ecosystem. It includes customers, suppliers, brand, reputation, networks,
shareholders, and regulators.


The organization, development and
transmission functions presented by Yves Barou are found in a company's
structural and relationship heritage.


Intangible assets can be identified according
to four criteria: are they rare, distinctive, competitive, or sustainable? The
problem is that these criteria are sometimes clearer to customers and the
public than they are to managers and directors. To quote Professor Peter
Drucker, “The customer rarely buys what the company thinks it is selling him.”


Thus, the first step in studying a
company's intangibles is to describe a force field, then to qualify it as
meaningfully as possible. It's not so much a matter of counting intangible
assets as such, as ensuring that they are kept alive and put to effective use.
It's primarily a question of maximizing energies. Intangible capital is a
resource that is at once accessible, responsive in the short term, resilient,
and invigorating. 


Few businesses perform a comprehensive and
simultaneous analysis of their intangible assets. This task is generally
carried out separately by different divisions. For example, the marketing
division considers the brand, R&D division looks at patents, while the
human resources division deals with human capital, etc. In other cases, the
task is shared out to get the job done faster. This is a mistake. Intangible
assets become ten times as strong when they are all put together. A brand, for
instance, becomes stronger when embodied by a sales team – in other words, when
used in conjunction with another asset, human capital. When air passengers
speak to a flight attendant, they expect that person to embody everything the
airline in question stands for. Fully exploiting synergy between intangible
assets, and cross-functionally, is a crucial issue.





The
intangible value chain thus replaces the company's conventional value chain:


-
Intangible
assets systems, the company's production model, seal the dynamic
interdependence between intangible assets. It is actually the synergy between
these assets that produces the value.


-
People
holding these intangible assets, who are the guarantee of a company's
uniqueness, are becoming new creditors who must be recognized and paid (this
point will be gone into further in AREVA's example).


-
Stakeholders
are incorporated in governance, and externalities are partly internalized. 





In this
value chain, the key issue for a firm is to control its intangible core
business and use it to good effect. First of all, that means preserving its
intangible heritage and the related intellectual property. Then, it must build
an outsourcing, alliance and partnership policy around that intangible core
business. Lastly, it must define and implement its specific development and diversification
strategy.





Non-cost competitiveness in
European countries, regions and industries


Cost
competitiveness – social contributions, tax on production facilities, cost of
raw materials – tends to receive more than its fair share of attention in public
and political debate. In this particular area, comparison with emerging or
emerged economies can serve as justification for decisions (such as
relocations, withdrawals, or investments) that do not reflect the reality of
each company. Jean-Louis Beffa, former CEA of Saint-Gobain, recently declared:
“The problem with competitiveness in France is that for 10% it is a matter of
costs, and for 90% a matter of non-cost.”





Conversely,
focusing on non-cost competitiveness (implicitly defined as the opposite of
cost competitiveness) means leaving behind the old conception of work, which
was straightforward and measurable in units produced by unit time, for a more
complex conception where conventional standards of measurement no longer apply.
It means asserting the pressing need to create inimitable value around the
product to counter Chinese competition and 3D printers. It means banking on the
collective brand equity of a country or region and the complementary nature of
collective and private brand equity.





How does
your country rank in terms of non-cost competitiveness?





Germany
is Europe's leading investor in intangibles. Whether we look at human,
structural or relationship capital, the investment gap with France has widened
(sources: OECD, Eurostat, WEF index). Germany has invested 33% more in
vocational training, 25% more in empowerment, 25% more in R&D, twice as
much in non-technology innovation, 10% more in the international distribution
network, twice as much in design, and significantly more in local alliance,
co-management and management-labor relations, etc. 





But some
hope remains. Each country – or rather each region – can find its own area of
potential legitimacy through its ecosystems. Especially as the regions have a
particularly good “shape memory” of their traditional strong points. Resilient
and responsive, intangible assets are the driving force behind industrial
recovery in France: Repetto in Dordogne (24), Rossignol in Sallanches
(Haute-Savoie), Safran in Commercy (Meuse), Forges de Laguiole in Aubrac
(Aveyron), L’Occitane/Melvita in Lagorce (Ardèche), Fagorbrandt in Lyon, are
just some examples. The key is to identify all the energy that regions and
businesses have in store and enable them to achieve a full recovery over time.


Return on intangible
investment


Measuring
intangible investment has historically been an academic task restricted to
discussions between experts, based on a broadly financial approach. There have
been many attempts to measure intangible investment in the classic framework of
thinking. For example, the theory of hidden or avoided costs aims to estimate
and put a total value on overpayment, overtime, overconsumption, risks and more
that are avoided by HR training, diversity, health and safety or other
policies. This method has a number of limitations: just to mention the main
issues, it estimates “savings” and not in terms of added value created, it is
difficult to estimate and it is difficult to make comparisons between
companies.





We propose a tool for measuring the added
value created by intangible investment: the intangible operating profit.
Turning a company's intangibles into assets gives it a strong level of
uniqueness, which gives in an additional competitive edge. This strategy should
produce an additional operating profit, which we call the “intangible operating
profit”. The intangible operating profit is a uniqueness bonus that relies
primarily on spending on intangibles. It can be calculated through cost
accounting to define uniqueness costs, the intangible spending which help it
stand out.





For example, in order to determine the
intangible operating profit of the Petit Navire brand, we have to understand
the manufacturing process behind tins of tuna or salmon:


-
A vertically integrated model (down to raw
materials), with a fishing fleet in Ghana and the Seychelles, factories located
at the fishing locations, canning factory, etc. Note the slogans of Petit
Navire (“le bon gout du large” – “the taste of the ocean”) and John West
(“endures the worst to bring you the best”) 


-
A unique fish sourcing capability, with a dedicated team in Alaska


-
The quality of retail relationships, seen in a
well-defined marketing strategy, customer relations and the “category captain”
status. 


-The creation of an international group which gives it a global
presence and through which it invests and innovates


-
Connection to end consumers and their needs in
all areas (pack, promotion, marketing, publicity)





By calculating intangible operating profit
from an investor standpoint, we can go further than the notion of “brand bonus”
by breaking it down through an analysis of the deepest reaches of the company.





Studying
added value created by intangibles applies to other non-financial indicators. Take,
for example, the rate of absenteeism in a company (the ratio of hours absent to
theoretical working hours which would have been worked if there had been no
absence). A standard level of performance can be explained by classic levers:
observance of labor law and regulations; working conditions, health and safety,
standards; the intensity of physical effort; standard level of training and
risk prevention policies. Higher levels of performance (lower absentee rate
than competitors) can be explained by intangible levers: quality of middle
management; quality of time management, peaks and troughs; sense of belonging;
shared values; culture of mutual support, especially in crises.





There
may be other indicators of the same kind: turnover in key jobs, frequency of
occupational accidents, number of machine breakdowns, number of strike days per
year, number of industrial tribunal cases, tone of meetings with staff and
trade union representatives, etc.





In
addition, an examination of intangible assets provides a good framework of
reference for assessing the value generated by corporate policies, especially
HR policies. The principle behind the proposed approach is to highlight the
contribution (or lack of contribution) of HR policies to a company’s “basic”
and intangible operating profits. It involves precisely identifying which
intangible or tangible assets the HR policies have impacted (e.g. which asset
has been impacted by the implementation of a skills development policy: product
quality, quality of the supplier relationship, customer image, reputation,
capacity for innovation, etc.)





At this
stage, the assessment of intangibles seems to open up a new field for
understanding the development, growth, creation and sharing of value.





In order to prosper, intangibles follow
four remarkable laws, which differ from classic economic laws:


-
Accumulation of capital: unlike tangible and
financial capital, which accumulates and depreciates over time (wear and tear,
inflation), intangible capital increases primarily with use and activity flows,


-
marginal utility grows first: a tangible asset
procures or is subject to a law of diminishing marginal utility, while an
intangible asset procures or is subject to increasing marginal utility,


-
the law of positive externalities: the effort,
method and induced benefits are at least as important as the goal,


-
the multiplier effect: through capillary action,
the use of an asset energizes holders and empowers other associated assets.





By analogy, a cultural good cannot be
consumed in that it is not destroyed by its use. Rather, the value of a book, a
concert or a film increases when it is watched, heard or read, and even more if
it is shared. The more we use an intangible asset, the more we want to use it.
The crucial step is to start using it. Reading a book and watching a film
generate beneficial pleasures and learning experiences that far exceed the cost
of production and distribution. And they create other uses of other cultural
goods through an effect that multiplies the initial investment.





The recent realization of the importance of
intangibles to the economy thus introduces a new paradigm for growth. The
pillars of the classic growth paradigm are being shaken: the multiplier
mechanism of the division of labor between nations, at an international and at
a micro-economic level; the stimulating impulse of profit, competition, battle
to beat competitors, Schumpeter’s creative destruction in which players aim to
depreciate what goes before, outstrip old models and change the rules of the
game...; the system for regulating growth, particularly via the Nation State,
with growth measurement principles and the “accounts of power”.





The specifics of the new growth paradigm
are different: the capital gain of shared or collective intelligence and not of
work; the multiplier effect of networking (via the Internet or in local areas),
with collaborative working methods; the stimulating impulse of collaboration
and giving; more open regulation of growth, through more complex institutional
and social arrangements.


Re-enchanting corporate life 


Is
“performance” still the motivational utopia that it might have been last
century? Is work life still the place where individuals fulfill their
potential? What ideology is required for this new “intangible” capitalism?





At first sight, humans would appear to be
“persona non grata” in corporate life, with people being replaced by machines
(computing, big data, etc.), a historical loss of meaning and a seeming lack of
understanding of the spiritual nature of a business undertaking. … In reality,
the need for managers to develop human relationships, leadership, intuition and
inspiration has never been greater. A new, more positive outlook seems to be
opening up - the chance to rebuild a sense of meaning in corporate life, by
seeking each person’s social utility and identifying the people who hold
intangible assets.





Intangible
assets offer an opportunity to create a dynamic within a business. We have
identified four types of asset and associated management modes, with an
interpretive grid based on bringing together two different dimensions.





The first dimension answers a key question:
is the asset an object, or is it embodied in a person or persons? Either the
intangible asset is a person (or what is in his or her head) – such people can
be referred to as asset “holders” – or the intangible asset is an object, in
which case it is an explicit “container” of knowledge that can be expressed in
concrete terms and potentially be sold – a patent is the ultimate example. The
more explicit an embodied form the asset has, the more the company seeks to
control it – and its vitality is diminished.





The second dimension looks at whether the
intangible asset is single or multiple? Either it is single, simple, clearly
demarcated (sometimes immaterial) and transferable, or the asset is held
jointly by a large number of people or is born of a complex configuration, with
unclear demarcation, supported by a community.





These two dimensions determine four types
of assets: people, transferable objects, objects with potential or living
communities. There are four management styles tailored to and echoing this
segmentation:


-
Mode 1: Manage the asset base. This area is well
managed in the luxury goods sector, with Brand Heritage Departments, where the
character of the “house” is one of the key issues in continually maintaining
the legend and the value of the brand. It is also a major activity in
industries in which patents are a source of profits or a defensive lever. But
where are things at in this area in most businesses? Is there even an
inventory? Who is responsible for it?


-
Mode 2: Manage the individual. HR Managers may
well cry, “That’s exactly what we do already!” through local management, the
management of pools of “high potential individuals” and other initiatives.
However, developing skills reference frameworks, although obviously an
important aspect, is not sufficient to achieve what is sought here. Managing
individual talents is about celebrating difference, rather than trying to fit
people into a standard framework; it is about recognizing and accepting the
uniqueness of the individual. In businesses, there are so many “unusual” assets
lying dormant, or in a defensive attitude, because no one had been able to
discover or utilize these talents.


-
Mode 3: Bring life to a collective process. For
many years, the concept of reengineering focused on developing a
cross-departmental life in order to develop a sense of team. However, too often
it was reduced to an operation focusing purely and simply on productivity. In
this type of system or structure, assets are seen merely as resources and offer
no guarantee of results.


-
Mode 4: Manage a network. This is today’s buzz
term! The characteristic of this type of intangible asset is that it has
multiple facets – a blend of organizational, human and relational capital, where
the human component plays a predominant role. 





This fourth management method, which is
currently booming, is a bit like a virtual water cooler. Everyone knows that a
lot happens around the water cooler. This simple, efficient and rudimentary
process cannot however apply in large organizations, spread across several
sites, often several countries. The contribution of an appropriate technology,
based on a subject rather than an object, could be a useful approach. Corporate
social networks clearly bring a new twist to the idea of skills mapping. From
the organization’s standpoint, they offer the most detailed and continuous way
of getting to know the different individuals in the organization. Smart
directories tend to be initiatives that are driven by the staff team to enhance
sharing (for people, not just for “talent management”). However,
people-centered knowledge management, that is steered and driven by the
organization, is still a new idea that is not really leveraged in most
businesses.





The idea of a collaborative professional
network challenges corporate structures in various ways.


-
Firstly, it raises questions about the
boundaries of the company, and its openness, because the employee’s knowledge
and know-how are not considered to be assets belonging to the company. Under an
employment contract, employees merely offer their time and energy. The “social
bargain” needs to be reassessed, along with ethical considerations and
fundamental rights (e.g. data protection) in order to move forward.


-
Secondly, corporate social networks raise
questions about the concept of individual identity and group identity within
the company. From a management perspective, the internal directory cuts across
the organization chart and line management hierarchies, suggesting a dynamic
mapping process. All this will undoubtedly raise questions about the role and
place of middle managers within the organization. The power of management has
traditionally been based on length of service, seniority and expertise, and
this role will need to be redesigned to allow the holders of intangible assets
to express themselves.


-
Thirdly, CIOs and HR Managers will need to allow
a new master plan to emerge, bringing together the profusion of current
approaches, with each person’s right to information and data protection.





George Stigler, an American economist from
last century and Nobel prizewinner for Economics in 1982 said, “We are moving
from a consumer society to a contributor society”. Consumers and workers are
increasingly looking for meaning and social connections in their lives.


In this context, if companies want to
significantly and sustainably activate their human capital, they need to become
“social”, because their customers and employees have social behaviors that are formed
out of dialogue, listening, selfless giving, initiative taking and more.





With the development of the concept of
intangible heritage, re-enchanting corporate life seems achievable, as long as
meaning, corporate personality and individual creativity are brought together. This
is what a capitalism of minds and knowledge is all about, a capitalism that
cannot be reduced to trading and ownership; an experience where individual
personality can exist in confidence; a place for entrepreneurial, artistic and
collective creativity.












HUMAN HERITAGE AND COMPETITIVENESS


Michel Aglietta


Is there an economic concept close to the
concept of human heritage, which can capture the complexities that have been
discussed? Competitiveness is a problem in Europe. Many countries, like France,
have been deindustrializing. Whether a nation is performing or not has a lot to
do with the nature of interactions between businesses, so that is important.
How can we link the competitiveness of a firm and that of a nation? To that
end, relationships between firms need to be analyzed too.





There is a powerful concept, mostly developed
by Amartya Sen: that of capabilities, which can capture what we are saying. What
are capabilities in the sense of work? They are real opportunities to transfer
one’s own inner resources into project of life one has reason to value. It’s
different from human capital as it’s understood in economics. Human capital is
symmetrical and physical. It’s a resource. It’s used by someone else that owns
the resource. Resource is the inner capabilities of the person. So what you say
is not human resource by itself, but the opportunities for those who own the
resource to transform it, turn something in life You introduce a kind of
requirement that makes an individual a partner of the firm. If I continue with
Sen, he says that the range of transformation a person is able to undertake in
their lives is a scope of his or her capability. So, it’s transformation by the
individual himself, of the resources accumulated by his or her education. He says
it depends on social environment, on the link between the social and
individual. Social environment is family origin, social networks that he or she
has been able to build. The upward mobility that he can benefit or not at work.
The inclusiveness or discrimination that are in the collective beliefs of
society. Religion, ethnicity and so on. These impinge upon this transformation.


Also, the extent of policies that can
include inclusiveness, the capability of old society to fight against
discrimination or to accept it. So, if you put that in this setting, you have
this idea of the potential of human resource into life realization. That is,
something that is close to the idea of human heritage. The link between that
and the macro concept of sustainable development is important. I’ll remind you
what sustainable development. It puts in a long-term perspective this idea of
capabilities. The society that could develop capabilities for all citizens. In
a general term, it is a development enabling present generations to fulfill
their capabilities without impairing future generations from fulfilling their
own capabilities. To be sustainable, you should not withdraw from resources of
the future. That could impair future generations to fulfill capabilities.
Social responsibility of the firms and organization where people gather to
produce value. This performance is defined according to sustainable
development. They are beyond the way the market values them. There are
externalities within this problem of fulfilling capabilities of people. If it
is real it is where you understand sustainable development.


The organizations should have a larger
measure of performance than what the market is doing. That is really the
problem. What is the link with competitiveness? You have the idea that
competitiveness of a firm can be measured. It is market share. In multiple
markets it’s more difficult, but it’s still market share. However, for
competitiveness of a nation, the macro and micro of considering a nation as a
large firm is completely silly. Why? When you value the 


theory of international trade that is the
basis of international economics, it’s based on comparative advantages. A
nation has a range of assets of all kinds. A large range of activities. If
those advantages are given, it is impossible to say that a nation is more
competitive or not than another. It never happened to Ricardo to say that
Portugal, that exported wine, was more or less competitive than Britain, which
exported textiles. Everyone can find advantages if the prices are competitive.
If prices are distorted, and countries exploit the market, then there is
competitiveness. The word is mercantilism.


So, is it really true? If you consider
France and Germany, we have the feeling that France is less competitive, but to
make it rational you need to change the theory. You need to consider that
advantages are not exogenous but indigenous, that they are created by the
productive process and the organization of labor in different societies. If you
have comparative advantages you have something that makes industry very
specific. Industry has the capacity to develop increasing returns in
accumulating new comparative advantages. In indigenous terms, you can have
countries by the dynamic of their comparative advantages to be more competitive
than others at a macro level. The question is, what are the modes of organization
in countries? The kind of capital that is organizational. The capital that
occurs between different economic agents that make comparative advantages go
forward, because they are indigenous. This organization is a very important
part of the performance as it is not measured. We saw the result that Germany
is more competitive than France, but as we’ve never measured the sources of
this advantage, we don’t have an industry in France that can catch up. We have
to measure that and recognize it before.


The type of organization at the source of
this difference are called systems of innovation. That is, interrelationship
between firms that produce dynamic comparative advantages, the nation can
perform better than others, and the trajectory is very important. More growth
and more employment. The problem is that very few countries have consistent
systems of innovation. The market system, the US system, it’s not been possible
to implement it in Europe. Venture capital funds and the NASDAQ. They propel
emerging firms that can grow, that become large, medium-term firms. Finally
they are bought by larger ones, and NASDAQ regulates this type of system.


I’ll emphasize 2 types of innovation that
are off-market. They are made in order for the firms performing in the market,
but the process of innovation is not a market process. One is interesting. That
is Chinese capitalist. The 2nd is more known, from Germany. What are
the characteristics of both? Organizational capital. It’s at the macro level, a
kind of social capital. It’s interrelated between firms. Guanxi is defined as
follows. There are long-term, reciprocal, personal relationships stemming from
Confucian tradition. The notion of individual does not exist in Chinese
philosophy. It is all relationships. Build on enduring trust. This trust is
made between this network of economic agents. It’s social capital shared by
members that bind social actors together. What are the advantages of this type
of organization? It permits a pull between small and medium firms. It pulls
together finance, especially the Chinese diaspora in Singapore, Hong Kong and
Malaysia. A lot of capital arrives that the firm do not individually have.
Technology is shared together. It is why Chinese do not understand intellectual
ownership. Everything should be shared. Not the autonomy of the individual.
They share technology, finance and pool information. They permit small firms to
reap the advantage of economies of scale. It permits bottom-up innovation. That
should be valued, because it makes performance. It’s why China is very much
ahead of other emerging market countries, such as India.


In India there is also bottom-up
innovation, but it’s a very narrow sector related to the US view. A large part
of India is still underdeveloped. In China it covers the whole of 10 million
small and medium enterprises. The German Mittelstand is much better known, so I
won’t say much. I just remember that between large firms that have unions
because of size, the number of employees, you have coded termination. That
permits active participation of labor delegates at councils. So, you have
stakeholders and not shareholders. A kind of board of directors that is
composed of people that have different interests. Of course, a board of
directors is to make collective interests, but if the interests are not only
hedge fund shareholders, you have an objective of the firm that is not the
same. That is important. The composition of a council coming from the social
relationship has a consequence on strategy and, finally, performance.


Then, family firms. It’s more implicit, but
you have this cooperative spirit. It comes from the 17th century and
the scattered political regime, with small cities and so on. Very related to
the government of the cities. Private and public. It fosters the corporatist
spirit, the idea of competencies, that technical performance is important.
Mutual respect of competencies between the boss and employees. All these relationships
don’t exist in France. It can exist in individual firms, but there is no system
of innovation. Also, industrial relationships being codified is important.
Skill ladders. Different firms have different ladders. You don’t have
flexibility. If you want to make flexibility compatible with the careers of
workers, you need skills understood by different types of firms that made the
innovation, so you can have workers that circulate around the firms to allocate
labor at the best places. So, there is flexibility but it’s not through the
market like in the US. This flexibility is compatible with stability of the
workforce, but not within a firm. Within the system of a firm. What is
important in Germany is public financing of innovation via KFW. It makes a flow
of financing that can irrigate this incremental innovation that goes forever.


The question of competitiveness of nation
and firm are related, but they are not the same. They are related to an organization,
a kind of social capital. The link between growth at macro level is important.
What innovation does for the macro level, that is performance measured by GDP
growth and rate of unemployment for the whole nation. That’s a difference
between France and Germany now. There would be no difference if you looked at
the model of growth used traditionally, because the exogenous growth model is
related to exogenous comparative advantages. Anything you do has nothing to do
with growth. It comes from technological progress from the sky and increasing
the labor force. However, if growth is indigenous, you see the consequence. It
permits the fight against the diminution of the productivity of capital while
accumulation is going on. If a firm is accumulating capital and this firm
doesn’t have the capacity of this bottom-up innovation that should be
permanent, perennial. Marginal productivity declines and the rate is exogenous.
If you don’t have increasing population and exogenous total factor productivity,
which you don’t know where it comes from, you have no growth. That is what
Europe is threatened with now, deindustrializing countries like France.


If growth is indigenous, the system of
innovation can preclude this decline in marginal productivity of capital
because all firms get the benefit of interrelationship. With that you have the
possibility to have a past-dependent process. It is why, for a long time, you
can have a country with a gross rate much higher than another without
convergence to a single gross rate. If you have exogenous growth you have
conversions to a single growth rate, obviously. It’s more important to think
about social capital in systems innovation. Factors that are enumerated, one
after the other, as a list. It’s interdependence that counts.















Comments and debates around the
concept of Human Heritage


Hervé Dufoix:  I would like to bounce back on what Nicole Nota said about union
officials, who are too many in businesses, and move the subject on to a new
topic that hasn’t been addressed. Indeed, capitalism grew in countries which,
at the time, were already democracies (the US, the UK and France), and whose
governments have taken measures in terms of social policy to improve democratic
rights and help businesses grow. Companies where social dialogue is
particularly developed are the ones that faced the crisis better. So we need to
once again ask the question of corporate democracy.





Wendy Cartwright: Good point Hervé. One only needed to look at hard-hit countries to
see that those behaviors were supporting his view.





Nicole Notat: I think the issue raised by Herv Dufoix is indeed relevant, even
though the concept of democracy applied to the company may not be the best as
the leaders in a democracy have been elected. It is true that representative
democracy isn’t the only type of democracy but it is the case here. Yet, it is
not the corporate way for tomorrow – which doesn’t mean that these underlying
questions aren’t totally relevant. The token is wise but the turn of phrase may
not be the most adequate.





Michel Aglietta: Would ‘associate governance’ be more appropriate? The fundamental
issue is the development of a true harnessing of the company by finance and the
dictatorship of stock markets regarding the concept of corporate performance. Since
we’ve seen that finance doesn’t have the abilities it claimed to have, i.e.
effectively granting a nation’s savings, governance needs to be redesigned. It
is not in the company’s market price that you can summarize all of the social
utility it brings to society. As soon as the financial market, as an
institution, doesn’t make the link, it is necessary to rebuild governance
inside the company as cross-company relations are subject to links, and not all
of them go through markets.





That’s where the issues of value and
measure come up. The board is a company’s political body; it doesn’t only have
a disciplinary role but should also define goals. How can we make sure internal
and external partners are represented? This is a fundamental question in our
time, not just a corporate issue but also an issue of growth system.





Wendy Cartwright: To me, some of the difficulty you talked about, the past, the
present and the future in terms of moving dynamic. Given the Kodak example that
Jérôme gave, which was excellent, being a good model replicated until it stops,
this whole thing about how heritage can be good as well as bad. Any thoughts on
how you balance that?





Steve Jefferys: The question is to know who does the balancing? Usually it’s the
corporate executives. Their model is their way of feeling and seeing. It’s a
complex process and involves elements of what everyone has said, which is
trying to develop the idea that the new is acceptable, that the old is not
wrong, that the present is what you’re dealing with. One has to be pluralist.
If you think about the construction of identities in regions, and what are the
things that create identities, where people belong. What the strength gives
them when they go to other areas or jobs. This is about a sense of collective
view of the world. The point Michel raised about Western Europe, where if you
have inequalities within companies accelerated at such a rapid rate that it
becomes much more difficult to create the sense of a partnership or common
identity, when visible inequalities are right on your doorstep.





It’s not about arguing for industrial
democracy and workers’ control. Where we are is to make it clear that in order
to build the interchange and creativity we need, we need a sense of the
rightness of equality. The identification of the firm, of corporate heritage,
involves sharing. Not like Kodak where they would carry on doing things as they
always had, but one where new, emergent ideas can come forward.





Tony Bainbridge: Yes, a very interesting discussion around corporate heritage. The
theme that came through, whether in terms of equality or variability on culture
and how a company presents itself, is a challenge we see more and more. There
is more noise. It’s becoming more difficult for leaders to state what a company
represents. They struggle to express themselves and start to recite the
platitudes they think they should be saying. Kodak was one example, and another
is BP in the UK. Of course they spoke about safety, but the leaders were
somewhere else. They had moved on, and the message wasn’t real. It took an
awful accident for them to discover their true heritage. So it’s key to look at
heritage from the past, the realities of today, and what will make you
sustainable tomorrow, but it needs to be communicated effectively.





Christophe Fourel: The economic system widened the gap between the producer
(employee), consumer and citizen, which lie within all of us. So it would make
sense to reconcile them. André Gortz said that we tend not to produce what we
consummate and not to consummate what we produce now. So the producer and consumer
are increasingly apart; hence this search for meaning in short circuits. Yet,
producers want higher wages when consumers want lower prices. So there’s a
problem between a logic that drives to increasingly low prices and a logic that
tends to achieve higher wages.





Then there is the issue of the citizen who,
as an employee, can’t admit that the economic system produces social
destruction. The search for meaning is strongly linked to the fact that these
three states are in conflict. In terms of HR policy, the social role of the
company needs to be sought.





Bernard Perry: I would like to build on this point
about producer and consumer. In the UK we’ve had the debate about the banking
industry. It came out that the bankers making the biggest bonuses weren’t those
committed long-term to the organization. They wanted to retire as soon as
possible. So you should commit to people who want to commit to the company, not
those who want to get out of there as quickly as possible. That drives the behavior
to maximize profit for the individual at the expense of the common person. That
individual will try to produce as much for himself as possible, will spend as
little as possible to conserve cash so that he can retire. The aspiration is to
retire rather than to get lifelong job satisfaction.





Stephen Bevan: Just a couple of observations. First,
corporate purpose; we’ve done work on corporate responsibility. Going back to
the Dutch East India Company, they talked about the public benefit that had to
accrue from their private work. Then Cadbury was set up primarily because John
Cadbury thought alcohol was the big cause of poverty, and encouraging people to
drink coffee and eat chocolate would distract them from alcohol. Back in those
days there was a strong sense of purpose, and also a license to trade conferred
by society on these organizations. It’s interesting to compare that with the
recent debate in the UK over Google, Starbucks and Amazon, who operate
completely legally but reduce their corporate tax by operating in Luxembourg,
for example. It’s legal, but it’s shaken some societal consent for their
license to trade. Like Christophe said, we have citizens, consumers and
employees. We’ve seen a lot that in these organizations and in banks, people
who work there have had their confidence in those organizations shaken. Their
belief in what that organization stood for has been decrease dramatically,
which impacts the kind of work they do. So, the relationship with employer has
been shaken.





Then, human heritage as an alternative to
human capital. Thanks for introducing it Yves. I think if we all believe that
human heritage, or intangibles, are a strong driver of sustained performance
and a source of competitive advantage, particularly in a knowledge-based
economy as 40% of the EU is, why is it such a low priority for investor
community, and how can we make a more compelling argument for investors to take
it more seriously, without just relying then on a small collection of measures?
My sense is that if we just swap one set of measures for another, we lose the
essence of human heritage. It’s a problem. We might just repeat the problems of
19th century accountancy. It’s fascinating.





You mentioned absenteeism as a measure.
It’s an interesting one, which includes intangible things. I’ve been doing a
study at EDF in the UK and France. We found that as sickness absence goes down
in a climate where productivity is important, we see presenteeism, which is
people coming to work when they are not well. So, just using absenteeism can be
misleading. Be careful about trying to compartmentalize intangible into simple
measures, because we just swap one set of measures with another.





Hervé Dufoix: When we speak about heritage, there are
real consequences in how we manage companies and speak to the employee.
Guillaume Pepy, the CEO of SNCF in France, said recently that in the beginning
we were happy to make a cultural change, so it’s necessary to speak about
customers. Every time they met with trade unions they spoke about customers,
and then of course the trade unions were upset. They talked about people who
use the trains. After 3 years he felt the approach was wrong. He wanted people
to have an attitude or behavior of service. Whichever term you want to use, it
doesn’t matter. The important thing is a high quality of service. Then, they
changed the way to speak. Respecting the cultural heritage of the company.
Looking at what was important to train users. Deciding that the new wording
would be customer wording. That’s important to have in mind. That cultural
heritage is one of the key points to drive change or evolution within a
company.





Charles-Henri
Besseyre-des-Horts: What Hervé just said was to put people first. In the biggest
democracy in the world, India, there’s a famous guy Vineet Nayar. When he
published his book 3 years ago, ‘Employees First, Customer Second’, and I saw
it in the library, I was shocked. What did it mean? When I read the book, I
understood that the customer was first, but before that you put the employees.
He had used the heritage of that company, using the employees.





Paul Mayer: I’ll take the risk of being
controversial. I want to be sure that focusing on heritage won’t take us
backwards too far. We want to prepare the future.





Christophe Fourel: Heritage in French refers to the past,
but the translation of the word in French is closer to a legacy. What we leave
behind for the future.












3: DOES MESURING HELP WITH
DECISION-MAKING?


Indicators or satellite accounts





Questioned
by financiers, social stakeholders have to measure. Questioned by union
members, they have to provide data allowing them to compare and measure
progress. It is particularly hard for a company; for a person, you can assess
training costs; for a country, you need to wonder about the stability of the
active population, taking account of migratory moves and the complicated link
between activity and inactivity. But at least there is some level of permanence
in the training systems, culture and therefore human heritage.





For a
company, the task can seem as impossible as the company does not own its
employees. In a purely liberal logic, one might consider that the notion of
human heritage cannot be applied since, in the end, it only makes sense for a
nation. In theory, the company can find the skills its needs on the labor
market for as long as it needs it. Does it need to develop them? Answering no
would mean turning one’s back on all successful industrial stories. The company
needs to create its human heritage. So it has to measure it in order to manage
it.





Gathering
data is not a new phenomenon. However, without the guiding principle of shared
concepts, the information gathered remains heterogeneous and meaningless,
points out Alain Oumeddour, showing the strength of an approach structured
around the concept of human heritage, even to spot weak signals.





Can the
HH concept provide a framework of consistency? Yves Barou proposes a list of
indicators ordered with such indicators. And its application to the Deutsche
Bahn, presented by Ursula Biernert, illustrates this approach and the interest
of quantity surveys, pointing out the innovations of this big German company.





While
measuring HH isn’t easy, it is possible to get inspiration from work done in
the area of quality; quality can’t be measured but the absence of quality can,
which amounts to the same thing. With Areva’s example, Véronique Rouzaud
introduces the notion of intangible asset holders, holders of this approach.  This
notion raises new questions for the company and its remuneration system and new
responsibilities for the management or HR managers who need to become the
architects of this heritage.





While
there are more and more indicators, the issue of aggregation immediately comes
to mind. Michel Aglietta, the economist, pushes us to go further than a mere
summary or multicriteria analysis, suggesting the creation of true satellite
accounts, and to do it by giving a price to HH components, somewhat like we now
try to put a price on carbon.





Social
fiction? Maybe not if the consensus on good social practices is gradually
established, if standards like ISO 26000 become true joint references, if
performance is increasingly appreciated on a global scale. To be continued…















HOW TO MESURE HUMAN HERITAGE? 


Alain Oumeddour


“When any expensive machine is erected, the
extraordinary work to be performed by it before it is worn out, it must be
expected, will replace the capital laid out upon it, with at least the ordinary
profits. A man educated at the expense of much labor and time to any of those
employments which require extraordinary dexterity and skill, may be compared to
one of those expensive machines. The work which he learns to perform, it must
be expected, over and above the usual wages of common labor, will replace to
him the whole expense of his education.” (Smith, 1776) 


[Adam Smith, The Wealth of Nations]





For Europe, the knowledge economy is the
only way to distinguish itself in the war it is fighting against large, old or
new, economic powers. This isn’t new. Awareness came in the 1960s with the
beginning of the IT (information technology) revolution. It has been spreading
since, notably with the combined effect of the brilliant victories of large
technological empires – businesses like Apple or Microsoft – and the almost
total deindustrialization of western economies. Thus, as it happens when
mountaineering in bad weather, the only way out is the way up.


The new trend of the last two decades is
that what we call the “developed” world (western Europe and north America) no
longer has the monopoly of this knowledge economy and that the game is now
considerably harder. Today, it is not about dealing with a situation of
absolute competitive advantage (i.e. “We use the brain while they use their
arms”). Now the point is to stay ahead in the field of human capital, in which
emerging country have invested. Thus, India and China train nearly 20 times as
many students as France each year, and China alone has the same number of
students as Europe.


Obviously, the “grey matter pool” in these
countries is smaller, the quality of diplomas cannot be compared (for instance,
it is said that only one in two Chinese engineers has the same level as a
French or American engineer; the other one is closer to a qualified
technician). Yes, the fundamental research structures in these emerging
countries are less elaborate than in the EU or the US, but it is said that, in
2020, China will be the first technological power in the world (number of
active engineers, patents, technological export…).


Consequently, it is essential for Europe to
think about how to remain a leader in terms of human capital.


The concept of “human capital” first
appeared in 1961 when American economist Theodore Schultz wrote, “Although it
is obvious that people acquire useful skills and knowledge, it is not obvious
that these skills and knowledge are a form of capital, that this capital is in
substantial part a product of deliberate investment.”


At collective level, the human capital is
generally considered as the “intangible” capital formed by all the investments
made in education, training, and innovation. Thus, it is the opposite of the
“tangible” capital – the industrial world.


Thus, the definition already raises two
problems:


·
How can we measure the value of this human
capital with a method that cannot be rejected (the same way a certified
accountant or author can certify a company’s balance sheet)?


·
How can we measure the return on investment of
the money spent to help build this capital?


Besides, before even assessing anything,
how can we know which levers to activate to increase the human capital?
Finally, is there a “European” way of building and measuring this human
capital? In that case, what could HRDs do to help?


But how do we measure the human capital
today? How can we measure the return on investment of what is spent on “human
resources?”


One way human capital can be assessed is to
measure its impact: the number of patents and publications, the part of
services with economic added value, well-manufactured exports…, all these are
indicators as to the input of the human capital.


However, at European level, we can measure
the human capital by trying to evaluate HR indicators, divided into two
categories:


·
Education and training


·
Workers’ jobs and skills


The European Community regularly orders
large-scale investigations to assess education and training levels but there is
a major problem: giving meaning to information that is, by essence,
heterogeneous.


Here are the two measured values:


·
Human capital pool (sic!)


·
Investment into human capital


Likewise, each country measures two values:


·
HR pool


·
Flexible HR (indeed, we rightly assume that
mobility is a key factor in exchanging and sharing information and knowledge
and that the human capital will yield profit if it is strong).


Therefore, we can see that the States, as a
group, have a comprehensive statistic tool, which raises several issues:


·
The values measured (notably the stock) are
easily determined when they are tangible assets, which is harder with the human
capital. Thus, there is a ton of information which is useless in action,
notably down at company level.


·
These calculations are based on the
presupposition that, and it makes sense, the higher the values, the higher the
potential for growth and innovation. However, this presupposition, which often
seems more like a belief, doesn’t shield us from one problem: assessing the
impact investments (and which investments?) have on these values. In other
words, everyone agrees that a stock that is big and of high quality will lead
to greater economic efficiency. Yet, this general belief doesn’t explain every
cent spent into human investments (initial training, continuous education,
mobility, health at work, …) compared with more traditional investments into
the production system, or even cost cutting (smaller HR teams, spending less
for training).


In this context, there are three challenges
in the management of human capital.


Knowledge without borders or
the great escape of the human capital


For a long time, we believed that
“knowledge goes through hallways faster than through oceans.” This idea that
the human capital, which is also intimately tied to each individual, is not
mobile, is being given a pounding by the globalization of knowledge and
know-how which is carried by technologies.


Thus, there is a new risk for Europe:
seeing its best engineers, researchers, executives or technicians leave, thus
forming new centers of gravity for the grey matter. Research centers are
created or transferred in emerging countries (e.g. SSII in India, a
manufacturer of plane engines in Singapore, electrical giants or carmakers in
China…), with imported resources for a while supporting local resources which
later replace them! Therefore, entire businesses change nationalities,
countries lose their human capital, and HRDs are faced with recruitment or
working organization problems.


Besides, acknowledging the return on
investments into human capital is always tricky. Even though
implementing relevant indicators is complicated, they are necessary for the
truthful recognition of the human capital beyond the traditional circle of HR
communities in businesses, which is, if I may say so, their core business.


Besides, you cannot evenly fight the
‘short-term dictatorship.’ Indeed, forming a capital takes time. Company
managements or shareholders take this time to build a factory or form a client
base but they are not as patient for the human capital, despite what they say.
Here is an example: at European level, the Erasmus program for university
exchange, presented as the perfect for of cooperation of human capital in
Europe, is actually quite unambitious:


·
Only 1 percent of European students are involved
each year.


·
The program’s annual budget is €190 million,
which is nothing compared to the tens of billions invested to support
agricultural production – even though it is necessary.


This example alone shows how complicated it
is, in spite of great ideas from an institutional stakeholder like the European
Commission, to plant the seeds for the future. From then on, it is easy to
imagine how hard it is to invest into the long run for private economic
stakeholders pressured by the short-term dictatorship.


Can HR courses of action be found at
European level?


European skill assessment
systems:


The measures taken at national level in the
EU are hard to use, therefore each company needs to come up with its own
assessment tool at European level. Even though developing and maintaining these
assessment tools (more or less structured reference frames for skills) is
tricky, they can nevertheless create joint reference frames, which has several
advantages:


·
Leveling up, since the gaps between different
countries and jobs are more easily identified


·
A new corporate culture


·
A new mobility framework


 European training in
businesses:


Thus, in line with the previous point, the
idea is to bring all the European subsidiaries of a company to a community of
practices, which would also encourage internal mobility, forcing the company to
wonder about discriminating know-how. Indeed, as soon as goals are set in terms
of learning skills, education, contents, good practices, and so on, to be
successful, management has to wonder about the skills it wants to foster and
bring into the future, in other words the evolution of human capital. Besides,
funding for training should be European, with the introduction of a mutual
training fund allowing countries with fewer resources to have equal access to
training with the others.


Towards a shared, official
method to value the human capital


The Social Report should contain a special
chapter on the value of human capital. As social rating emerges, each company
should be partly evaluated for its ability to improve its human balance.
Therefore, giving value to human assets shouldn’t be a part of the strategy but
a goal in itself. HRDs would no longer be simple “business partners” (a title
that rather unsubtly pushes them out of the company’s “true” stakes) but have a
true business responsibility: making the capital grow, and therefore being
directly, measurably involved in creating the company’s wealth.





But the concept of Capital, in its
quantitative sense, does not appear to convey the true value of what plays out
in companies, and we, as the Human Resources Department, feel that the
value of a company is determined also by its ability to bring men and women
together around shared endeavors that create meaning, value and history within
working communities. The concept of “heritage”, more so than the concept of
“capital”, expresses the human heritage specific to each organization. When the
question of “human assets” is approached from this standpoint, it becomes
easier to develop, in our opinion, than when considered as a component of
purely financial rationale.





Moreover, it is important that the growth
of this human heritage be made an aim in and of itself. In the same manner as a
Chief Financial Officer, responsible for accurately keeping and effectively
optimizing a Company’s accounts, is a key player in the Company’s strategy and
the decision-making process at the highest level, the Human Resources
Department must be an accountant of the growth of human heritage, and as such,
have as much of a voice as that of the Chief Financial Officer or Marketing
Director: in this sense, our function must move from a position as business partner
to one as business peer.





However, to evaluate such heritage is no
easy matter: to illustrate this difficulty, let us explore the different
meanings ascribed to the word “heritage”. If I refer to landed heritage, it is
easy to determine the price of 3 hectares of land on a sunny hillside in the
Dordogne. If I refer to cultural heritage, matters become more complicated: I
can attempt to place a value on the inventory of works in the Louvre’s
collections (or so we shall say…) – but how could I pinpoint the value of a
language shared, or a literature? More absurd still would be an attempt to
quantify genetic heritage.





The problem, when applied to the workforce,
is no different from the one stated above. I can evaluate an effort materialized
as a training budget, which then forms part of the human heritage; I would have
more trouble ascribing a value to working methods or a body of processes; I simply
cannot quantify the value of the original myth or of the implicit or explicit
working principles of a work collective. Yet it is clear that all of the
aforementioned make up, in large part, the value of a company. It is with this
issue that the HR Department is faced today. What are the major avenues through
which it can overcome it?





1- Certain initiatives appear obvious
necessities: we must quantify that which is quantifiable.


-
All initiatives implemented toward employee
training are generally well-documented in companies. In certain countries, it
is a legal requirement that all training-related expenses be tracked (through
Declaration 2483, in France, for instance). In all others, it is a
closely-monitored indicator


-
All initiatives related to heritage conservation
(tutoring, knowledge management, tapping the experience of seniors when they go
on retirement, policies on intellectual property) are easily traceable


-
All initiatives contributing to greater renown
and attractiveness for the Company are also currently well-monitored by
national or international ratings systems


-
Lastly, all initiatives that contribute to
building up the Company’s skills reserves, in particular through recruitment,
external resource integration (it is interesting, for instance, to calculate
the percentage of short-term contracts converted into permanent contracts, the
future outcomes of interns, apprentices, doctoral students and other temporary
resources contributing to wealth in the Company, but also holding part of the
collective heritage as a result), all systems designed to validate past
experience, or all qualification initiatives, certification or degree programs
for employees of the Company. 


However, once these initiatives have been
quantified, how can it be ascertained that the efforts made do actually
contribute to creating Company heritage? The example of the “training budget”
idol is enlightening, in this sense: social dialogue, which should be aimed at
ensuring that the training resources used indeed pave the way for the Company’s
future, is often misdirected. The discussions that take place in Training
Committees are then instead geared at subtly reallocating training expenditure
in accordance with different employee categories, with the risk of creating a
form of corporatism within the Company. 


In order to give meaning to these efforts,
the role of the Human Resources Department must be to qualitatively demonstrate
that the initiatives undertaken indeed fit the Company’s strategy by:


-
Describing the process by which the training
budget is structured, in particular its connection with the issues central to
the organization


-
Proving the consistency between policies and
processes (and, in particular, recruitment criteria) considering the short- and
medium-term needs of the operational teams


-
Demonstrating to what extent the integration
processes following recruitment help the Company use each employees’ potential
to its best


-
Analyzing the routes of temporary resources
(short-term, interns, temporary workers, etc.) within the Company)


-
Having the businesses assess the effectiveness
of knowledge transfer processes


The aim here is not that the HR Department
should justify its action, but that a record begins to be kept, a history, of
the initiatives carried out to take the best possible advantage of the
quantifiable efforts. It is by putting these initiatives into perspective,
their consistency over time, correlated with the Company’s performance in the
long term, which yields grounds for continuing or terminating certain courses
taken. 


2 –All other initiatives are not by
definition “measurable”


As already asked above: how can one go
about measuring the – necessarily implicit – value of a decision-making process
or general attitude of employees in the face of risk-taking? How can one
determine whether the history of a Company’s origin – which obviously does not
refer here to the abhorrent fad of “story-telling” – still has any impact on
its performance or on collective working modes years later? 


The HR Department must, in this regard,
decode its own organization, using an array of tools that lie more within the
realm of human sciences than of accounting: 





2.1 Sociology, and more specifically,
the sociology of organizations: this will make it
possible to understand, beyond what can be easily quantified, the forces at
work within a company, and in particular how the 4 functions are triggered (the
constitutive function, the organization function, the development function and
the construction function). 


In this sense and, for instance, the HR
Department must bring to light the role which the Company’s story plays (not
only the factors that make up its image and renown, but also the implicit
values of its founder): are employees aware of it to at least some extent and,
if so, what impact does it have on their commitment?; does it still today have
influence on individual motivation, spurring the newly-hired to want to belong
to the Company and show dedication to it?; what is the implicit contract to
which they agree upon entering the Company? looking beyond the skills for which
an individual is hired, is there a good match between that individual’s
inherent behaviors and the values (the “leadership model”) of the Group he or
she is joining? This first level of analysis may be able to illustrate the
degree to which there is consistency between the recruitment and integration
processes (constitutive function). 


Another example of the way in which
sociology can be used is in analysis of the actual decision-making process
(which extends beyond what can be found in memos or on an organization chart),
or in other words, the actual seat of power: this type of analysis helps
pinpoint which players play the most prominent role in the company, as well as
prove how the collective organizes in order to determine the most appropriate
path possible with respect to the markets on which it operates… Here too, the
HR Department’s role is not to contribute quantitative information, but to show
how the Company’s human resources organization is able to contribute value. 


A last example of how sociological analysis
can be used: the actual use made of experience in the Company (or how the
transfer function is implemented): in this respect, more than the tutoring,
knowledge management or other programs themselves, which are the visible tip,
the question to be asked is about the image of these programs in the eyes of
the teams. How is participation in such programs actually experienced by the
teams? Do senior employees really feel that they make a useful contribution?
Etc. 


That which sociology can bring to the
Company as a tool for understanding Human Heritage and its evolution over time,
as well as the impact of the decisions made by the Company on those changes,
can prove decisive. 


2.2 Quantitative surveys as a monitoring
tool: that which sociological analysis brings to
the fore can subsequently be validated by data gathered through surveys, which
are to companies what polls are to politics. The idea is not to fall victim to
the unswayable dictatorship of surveys, but rather to measure, on a regular
basis, how the workforce as a whole, understands and appraises the initiatives
implemented to solidify the Company’s human heritage, and the degree to which
it supports this action. The role of the HR Department then becomes not to
explain, through a sociological approach, what is in play (as that message is
aimed, above all, at the uppermost Management), but to internally promote the
model. This measurement, in that it measures support, is also an important
indicator of a collective’s solidity and durability.


2.3 The “weak signal" culture: the two previous approaches (sociological analysis, quantitative
surveys) alone cannot accurately depict the changes which a given Human
Heritage experiences. The HR Department must also, by setting up sensors at
every level of the organization, verify realities “on the ground”. A Company’s
culture is defined by the micro-actions and micro-decisions made day after day
and repeatedly throughout each day and which ultimately form a convergent
whole. Here, the HR function must return to one of the major drivers in its
role, and that which makes its added value – proximity with all players
involved.  In other words, just as the Sales function is asked to develop
“customer intimacy”, or as the Finance function is endowed with account
auditing capacity, the HR function must itself put together the tools it needs
to gain the finest possible understanding of the players it serves.












ON TRACK FOR THE FUTURE: KEY
INDICATORS OF HUMAN HERITAGE AT DEUTSCHE BAHN SCHENKER RAIL


Ursula Biernert


DB Schenker Rail is part of Deutsche Bahn
Group and is Europe’s largest rail freight company. We are the European market
leader with 25% market share (2012, next leading company has 8% market share),
and an annual turnover of €5 billion. With approximately 32,000 employees
across 17 countries who work with 3,000 locomotives and 100,000 wagons, we
provide high-quality, customized rail and logistics solutions all over Europe.
Core factors that shape the business model of DB Schenker Rail are the European
network, the clear focus on industrial sectors, the high level of investment in
our fleet and our strong commitment to our customers. Our unique selling point
is single wagon traffic. 


Strategy DB Schenker Rail 2020


Our “DB 2020” strategy describes our
roadmap for the future. Our goal is to be the “best choice on European tracks”
by 2020. Our vision is based on three pillars: economic, environmental, and
social. From an economic point of view we will achieve this vision by becoming
a profitable market leader as well as a quality service provider. With regard
to the environment, we intend to become an eco-pioneer and one particular goal
is to halve noise emissions by 2020.





Furthermore, by 2020 we will be a top
employer with a common European identity and culture. That means DB Schenker
Rail is working towards being one European team, which provides a secure and
attractive job environment for all ages and offers international career
development opportunities. The social dimension therefore plays a very
prominent role in the strategy of DB Schenker Rail.





In 2011, a change in corporate culture was
initiated within the organization. Across Europe all employees had the chance
to participate in workshops, in which they were introduced to the new strategic
direction being taken by the business and given the opportunity to discuss the
implications thereof. Managers joined the development program Leadership and
Performance Culture, in which they held intensive discussions on the topics
“result orientation”, “trust and integrity” and “contribution to the whole”.


KPIs of human heritage in our
company


Constructive Role


KPIs related to human heritage are a key
part of our strategic goals, and our focus is therefore on these elements. Recent
studies show that we are a popular employer. In Germany, Deutsche Bahn is
currently in twelfth place in the current employer rankings for engineering
students, very close to our target of being within the top ten. Moreover, our
employees have high individual human capital. Academic professionals spend four
years studying on average, and, as European diversity is one of our strategic
goals, we are actively working towards gender balance and cultural diversity.
Out of all the employees who started at DB Schenker Rail in 2012 in Germany,
approximately 20% are female and 10% are of non-German nationality.





Supporting human heritage through our organization


DB Schenker Rail actively invests in
people, as demonstrated through many aspects of our organization. All managers
at DB Schenker Rail, from senior executives down to first-line managers, have
clear objectives for their teams in line with our strategic vision. DB Schenker
Rail takes the welfare of its staff very seriously, as evidenced by our low
turnover rate (0.6%, excluding retirement) and the high level of loyalty shown
by our employees.





In addition to this, DB Schenker Rail has
communication systems in place for all our major stakeholders. Besides our
strong internet presence, DB Schenker Rail also has computer interfaces with
all major clients. Furthermore, up to 70% of employees are linked to an
information and knowledge-sharing system. Our loco drivers are even equipped
with tablet computers and social media is currently being introduced.





Last but not least, our management and
communication methods have been specifically designed to meet the company’s –
and our employees’ - needs. DB Group fosters flexitime and teleworking. Besides
legal requirements, the possibility to use part-time and telework results from
collective labor agreements.





All employees worldwide are involved in an
employee survey, which takes place every two years. Our management are measured
according to the results of the employee survey – these results form an
important part of their appraisal discussions. Following up to the employee
survey each team takes part in a workshop to discuss the survey results.
Approximately 1,100 workshops have been conducted throughout DB Schenker Rail
across Europe in the local languages. We are proud that we have achieved this
internally without needing to bring in external consultants. The workshops are
moderated internally by DB Schenker Rail employees, who have been specially
trained in-house. Because the employee survey is part of our cultural change
process, the moderators have also been trained to become ambassadors for the
new corporate culture, the understanding of the leadership model, and DB
Schenker Rail’s 2020 strategy.





Development at DB Schenker Rail


Training and internal development is essential
for every company. Up to half the employees of DB Schenker Rail have at least
20 hours of training each year. Loco drivers, shunters and wagon inspectors
have regular trainings, in addition to courses and seminars provided for
office-based staff.





The internal labor market is of huge
importance to Deutsche Bahn. More than two-thirds of the positions of DB
Schenker Rail are filled by internal candidates; this is because vacancies are
announced internally before they are published externally. Additionally, the
collective labor agreement “DemografieTV” provides development opportunities
for employees' entire working life within DB Group. From the organizational
side, this is underpinned by our internal agency for professional reorientation
(DB JobService) and an internal temporary employment company (DB Zeitarbeit).





Professional guidance and early workforce
planning are a priority for us, and all our employees have professional
development talks. With strategic workforce planning, we can simulate the future
demand for staff. As a result of this forward-thinking, we avoid medium and
long-term risks in the structure of different employee groups.





Furthermore, 80% of
our employees are informed about their professional development in real time.
They have access to an open and transparent web-based tool called DB
development paths, and through this they can access information about their
professional development. Beside future career paths the tool shows
prerequisites and qualifications needed for the jobs in question.


Knowledge transfer at DB
Schenker Rail


DB Schenker Rail actively supports
knowledge transfer. With a standard induction in place for new employees,
everyone who starts at DB Schenker Rail receives the necessary support.
Furthermore, we pay particular attention to knowledge transfer and
employability before retirement. As a result, 6.6% of our employees are aged 60
or above.





A major focus for DBSR is on internal
training. With two training providers at Deutsche Bahn, DB Training and DB
Akademie, 90% of the training we offer is conducted internally. External
training providers are procured when the necessary course is not available
in-house, or when official external certification is needed.





Young professional development plays a
large role in this company too. About seven percent of our staff are
apprentices, graduate program participants and students in dual education (a
combination of academic tuition and on-the-job work experience). For academic
talents and experienced employees we offer an international graduate program
called euroTRAIL. As the graduates are from different European countries, and
have at least two international placements, European identity and knowledge
transfer are at the core of this exceptional program.


With all this human heritage, DB Schenker
Rail is certainly on track for tomorrow!












SOURCES OF INTANGIBLE ASSETS?


Véronique Rouzaud


The first known reference to intangible
assets is in US Federal Government documents. In the 1920s, in Chicago, it was
found that distilleries and alcohol distributors experienced a loss in value
due to prohibition. This incurred a debt from the Federal Government to these
economic players in view of their contribution to the national effort.





In fact, intangible assets are always
embodied, at least partially. They are always embodied by a person or a team or
the whole of society or by entities outside the business such as specifiers,
opinion makers, suppliers and so on. The intangible perspective leads questions
to be asked for each asset regarding the balance (harmony?) to be maintained
between spending and investment and the almost idealistic concept of
recognizing asset holders.





Idealistic? In December 2011, the Harvard
Business Review wrote: “First, Let’s Fire All The Managers”. Somewhat earlier
at the beginning of 2011, Vineet Nayar, head of the Indian IT group HCL,
published an article "Employees first, customers second: Turning
Conventional Management Upside Down" in the Harvard Business Press. Each
article defends the idea of producing a profit while keeping the company in
good condition and maintaining a “symmetry of attention” between employees and
customers.





For illustration, an asset holder is
someone who holds know-how, a specific “sleight of hand” such as a skilled
trade such as a craft cutler, a machine setter, a dressmaker or a chocolate
maker. It could also be a relational skill. Having an asset means using it,
investing time and money in it, communicating about it and connecting with
other assets. There are a large number of employees who have unique know-how or
relational links that are essential for their company. Nevertheless, is this
contribution to value creation recognized in their employment contract and in
their remuneration?





Intangibles management could therefore lead
to the founding of a new social contract and new methods of compensation. In
this new social contract, the company would recognize the value of the
contribution made by the worker in generating his intangible assets, while the
worker would agree to play his part by explicitly making his contribution
available to the business.


Measuring human capital: introduction
to Areva’s experience


How do you measure the worth of a human
organization? How can you make this a core question and not one related to
doing business?





First of all it has to be accepted that a
large part of intangible value will never be measured perfectly – the beauty of
an object, a friendship between two directors. You then need to be motivated to
tell the company’s story more effectively. French CAC 40 companies say very
little about the number of jobs they create (up 10% between 2006 and 2011),
their citizen initiatives (numerous companies have developed foundations), the
procedure for setting senior management pay and the criteria which determine
the variable part of this (all CAC 40 businesses now have a remuneration
committee with a majority of independent administrators) or of course on the
amount of tax they really pay. “Communication based on intangible assets will
from now on change from guilt to optimism, from the past to the future, from
analysis to action, from administration to management, from finance to
economics. It will enable the business to talk about its true strengths and
define how it will generate value and share it more fairly in a sustainable
way”. Laurent Habib – ex-President of the Observatory on Intangibles.





As something that has been built up
throughout its history, Areva’s intangible capital (human, structural,
relationship) is extremely developed:


-
Concerning human capital, Areva’s staff are
largely technical personnel with very advanced capabilities, both on basic
trades and on the 7 “sensitive” skill areas: strategic (e.g. nuclear safety),
skills which are difficult to recruit (e.g. welders at St Marcel and forgers),
high turnover, areas experiencing a significant change in required skills (e.g.
production maintenance), areas experiencing significant quantitative change and
emerging skills (e.g. construction management and decommissioning).


-
In terms of structural capital: Areva’s
integrated model across the entire nuclear chain from uranium mining to
recycling spent fuel, including reactor construction, the ability to manage
very large complex projects, the scope of our product and service offerings
including renewable energy.


-
Finally our relationship capital: our
reputation, solid and strong relationships with our customers, partnerships,
integration as part of the local fabric in areas where we have facilities.


This intangible capital must enable us to
meet the current issues facing the Group, in particular:


-
Completion of current major construction
projects in a heightened competitive environment, particularly with China. In
particular the EPR will have to demonstrate the viability of its economics in
addition to its technological pre-eminence.


-
Accelerating the Group transformation process.


-
The relevance of developing synergies in the
nuclear power industry, particularly with large power generation partners and
generating more “coopetition” in ecosystems where Areva has a presence.
Reinforcing professional and territory based communities is needed given the
complexity and needed synergy between internal professions and to improve
ecosystem performance.


-
The need to restore purpose, landmarks and a
direction to our personnel who have been particularly affected over the last
few years – the impact of Fukushima, the withdrawal of Germany, the energy
transition, political disruption campaigns against the Group and so forth.


Planning future employment requirements at
Areva is critical for dealing with these issues:


-
Planned replacement of tens of thousands of jobs
in the decade to come, which implies even better planning on mobility, passing
on know-how and training requirements.


-
Developing agility in the context of Areva’s
business being subject to very marked cycles of growth and contraction and to
changes in the boundaries of the Group.


-
A gap which is developing between the corporate
functions and Head Office, which are spearheading the need for change, and the
industrial sites whose managers can develop a form of anxiety or apathy in
relation to the job skill changes being driven through by the Group.


-
The need to give employees a vision, who
sometimes view these Group re-organizations and job transfers as an inflicted
disruption (organizational insecurity) or indeed a destruction of their
professional trade.


A new view on the company


The relationship of a business with its
employees has, since the Industrial Revolution of the 19th century,
often been limited to a simple correspondence between provision of a salaried
workforce, subordination and disciplinary control, within a framework of job
descriptions.





This model inherited from Marx, Taylor and
Ford is, as we all know, on the way out. It’s about getting the result while
leaving the company in a good state as various “liberated” firms are doing such
as Gore Tex, Starbucks, Leroy Merlin or FAVI who have balanced the role the
staff fulfill within corporate governance.


For a company, expressing its uniqueness
externally and then transmitting that internally comes down to better
identifying and recognizing those who hold intangible capital. By extending an
accounting and financial view, one could describe the situation of a business
in the following way: with regard to these intangible “assets” there is an
intangible “liability”, itself multi-faceted and waiting to be discovered,
which forms the basis for and finances the asset and which therefore by any
logical standard must be paid for or at least remunerated.





Governing well, as well as developing and
passing on its intangible strengths involves above all recognizing the people
who embody that capital, i.e. those who fulfill three roles: those who use
intangible assets, extend them and connect the assets together. In essence, intangible
assets are embodied, they generate commitment, pride and differentiation since
they are intrinsic strengths of the business and are very difficult to copy.
What is more, the contribution of an intangible asset appears more clearly than
that of a material or financial asset, which is a positive factor for social
dynamics within the company.


Who are the asset holders? What questions
does that raise?


Founders/Directors:      What has to be
passed on? To whom? How?


Shareholders:   New financial
communication, what dialogue?


Employees:        What level of entropy
(negative values expressed or experienced)?


Customers:        How to deal with these
brand co-owners?


Suppliers:           How to deal with these
co-creators of value?


Specifiers:          How to develop their
reputation?


Competitors:     What common good? What
coopetition?


Governments / regions:              What
national and local synergies?


Civil Society / Environment:       How to
manage externalities (e.g. GHG emissions)?





The determination of a debt by the company
to the people who define its own personality engenders a new responsibility for
the business:


-
Recognizing the true contributions to its
development.


-
Dealing with individuals based on their own
skills and talents and not just looking at filling a position: it is no longer
just the workers who adapt to the company but rather the company which will
look inside and outside for the skills and capabilities it needs within the
life of each person and within the common culture created by the socialization
process.


-
Preventing “high pots” from leaving.


-
Also nurturing “craft pots”.


-
Creating the conditions for passing on and
extending the core of the profession.


Moreover, managing asset holders leads to a
new managerial culture:


-
Activating these assets on a daily basis is not
natural, the higher the day to day business pressure. Nevertheless, concrete
actions can be taken to achieve this: introduce this aspect in the evaluation
(how to leave the company in a “good state”?), making it a point of pride and
motivation and so on.


-
Promoting circles of belonging and making the
company operate on the basis of professional communities (if necessary in a
collegiate manner) imply a fundamental rethink on the role of middle
management.


Thus we propose taking a new “augmented”
look at the way jobs are classified and qualification of individuals, which we
will illustrate further:


-
Augmented job assessment: activities that
generate differentiation and development.


-
Increased appreciation of individuals: a
capacity to achieve tangible and intangible results, future performance
potential.


 A
territorial approach to breathe new life into management of professions at
Areva.


The point of entry to the approach at Areva
is the Observatory on Skills and Professions. The Observatory was set up more
than 8 years ago. It analyses the outlook for Areva’s businesses in conjunction
with the Action 2016 strategic program to identify future skills requirements.
Over the next three years, up to the end of 2015, the employee growth forecast
is 2.5% with 9000 job movements planned.





While it is a unique tool for forecasting
skills requirements for each major industrial area, and is therefore a major
strength for Areva, the Observatory must become more active in the field,
become more operational and give meaning to meet the HR challenges facing the
Group.





In particular both functional and
geographic internal mobility, which is at the heart of the Action 2016
strategic program, must enable the employability of employees to be developed,
to capitalize on expertise and to strengthen Group competitiveness against
international competition.





A two-pronged new look at the teams to
bring in two types of essential value-added in the current Areva context:


-
Generating value-added both from “on high” with
more meaning given by “signing up” to the strategy….


-
… and also from below, by leveraging the
identity and contribution of individuals, activating their energy and skills.


As an example, an Areva worker on site may
embody:


-
Human capital: in addition to individual skills
and expertise, Areva workers can embody the company culture, its history, its
values, the distinctive behaviors which characterize an Areva business, a site
or a profession. Moreover, the social climate, which constitutes a key asset of
the company, is embodied by the directors, the HR Department, the unions, the
managers and more particularly by certain employees who are opinion leaders.
Pride in the industrial and energy vocation of the Group and the image of
France are part of how Areva presents itself, which its teams embody to a greater
or lesser extent.


-
Organizational capital: policies, procedures
(quality, safety, business continuity, control), knowledge bases (databases,
knowledge sharing tools), the IT system, processes, the quality of the internal
interfaces between departments. More widely, Areva workers may also
individually underpin the effectiveness of the structure, governing bodies and
the management system.


-
Relational capital: this is the widest area that
connects an Areva site to its ecosystem. A worker is in fact a custodian of the
Areva brand, its public standing, attractiveness, visibility and reputation,
when he or she interacts with our stakeholders. Here an Areva worker may embody
a relationship with an external customer or goodwill by virtue of his own
qualities or in a collective manner. This may involve factors such as recurrent
renewal of the relationship, customer loyalty, solvency and confidence. Another
important example – the quality of supplier and sub-contractor relationships,
involving factors such as the duration of the relationship, loyalty, quality,
lead times, responsiveness, not to forget the intensity of relations with local
partners such as EDF. Other asset types: relations with universities and
professional networks, in France and abroad, relations with local authorities,
the regulatory authorities and associations.


The aim is to install a dynamic around
“asset holders” which generates a twofold effect of taking on board the Group
vision and strategy and enhancing performance throughout the value chain involving
all those involved, including customers. The aim is also to highlight “asset
holder” communities and to apply effective management levers to revitalize
them.


Asset-holder types can be classified into a
grid using two categories: one / multiple and technical / relational. 4 types
of asset holders have been identified: technical experts, commercial experts or
“business partners”, professional communities (with internal and external
players) and mixed communities (with an assortment of capabilities). 


A new mission for the HR
Director: architect and activator of intangible capital


Managing asset holders requires influencing
their capabilities (know-how, interpersonal skills, knowledge), their behavior
(relationships with others, implementation actions, management) and their
motivating drivers. A distinction is drawn between drivers of a cognitive
nature – representations, identifications, anticipations – and those of an
affective nature such as organizational security, organizational justice,
proficiency, self-esteem.





Activating asset holders requires working
on deep motivational levers along with traditional HR levers. A lot of work has
been done by Areva and its HR Department on HR levers and hands-on management.
The area that still needs attention is working on indirect motivating levers:


-
Vision (meaning, coherence, ambition)


-
Listening, dialogue, respect, consideration


-
Ethics, integrity, objectivity, impartiality


-
Charisma (embodiment, setting an example,
inspiration)


-
Culture (history, values)


-
Organization and allocation of tasks and
responsibilities


-
Definition of standards and room for maneuver


-
Management style





As a consequence, examples of indirect
levers are:


-
Co-involvement in defining safety rules via the
traction managers.


-
Reviews on driver equipment.


-
Strengthening the concept of working as part of
a crew.


-
Organization of rosterings.


Identifying those who possess intangible
capital and actuating their motivational levers – that is how the new Human
Resources Department road map could be defined. In principle, all the functions
performed by HR Department staff can be reconsidered in terms of how much self-
initiative they embody, the responsibility they take on and ambition they have
to develop and pass on the knowledge base of the company.





Recruitment must match the recruited
profiles with the knowledge capital of the company and its unique character. A
candidate is not just going to “buy” the content of the job position, its
activities and the projects that will be offered to him. He is also buying
“why” the company operates and is seeking to strengthen itself. The reasons
behind why it is carrying out these activities and managing these projects. The
company is not just going to “buy” the profile and skills it needs for the
position. It is also “buying” the “why” of the candidate applying and why he
wishes to take the job. It is up to the HR Department to stimulate discussion
and dialogue regarding these expectations.





Then training, to build technical
capabilities but also to express and share the corporate culture. Company
Universities, places of both knowledge acquisition and collusion, have an
essential role to play in this.





Moreover, the social dialogue must activate
the intangible capital in the company. This is about becoming aware and generating
consensus on the core business of the company and making all staff take
responsibility for their past, current and future contributions. It is through
the intangible factor that we can rediscover what individuals and those who are
not locked into specialist roles have to say, in its “purest” form motivated by
the reason the company exists in the first place. It’s about remaking politics
in the highest meaning of the word.





What is more, the HR Department will have
to drive things forward more and facilitate the cycle for passing on the
intangible heart of the business. This involves supporting the process for
passing on the intangible strengths of the business, which takes three forms:


-
subjective / interpersonal: community of mind,
intuitive and emotional, which the leader inspires in his troops;


-
objective / collective: observation and support
as levers for getting hold of the intangible asset base of the business;


-
rational / numerical: the individual projection
of the “inheritor” or successor, his self-expression / modeling, putting him to
the test, his “initiation rite”.


So, will the HR Director become the new
“Director of Collective Intelligence”? Whatever the case, the HR Director will
become:


-
A holder of the common property of the business
(the most precious asset) and its advocate in the management committee.


-
The guarantor of cooperation, contribution in
communities and networks and of the social glue.


-
In charge of implementing the new identity of
the worker in the company, indeed implementing a new social pact in the business
that recognizes the bearers of intangible assets beyond the strict letter of
the employment contract.


This change in his function requires a
number of personal transformations:


-
Accepting some chaos, loss of control, letting go,
compared to his traditional functions (social relations, “production” and so
forth).


-
Being more transparent and open on what he does,
not taking refuge in technical expertise or the nobility of the task (making
people and organizations grow) and motivating operational staff to contribute
to it.


-
Staying human, beyond the rules, processes and
systems.


-
Permanently redefining success and advocating it
to the teams.


-
Building, governing and managing the vitality of
communities.


 Activating
intangible strengths for self transformation


JC Fauvet wrote: “Good management of
intangible strengths engages the sociodynamics of action” [17]. A large number of HR
Directors manage their human capital or their employer brand in the same way as
Mr. Jourdain wrote prose. But what company does not wish to reinvigorate its
identity, escape the rat race and exhaustion of its resources, be able to
anticipate turbulence and seismic shifts in its markets, and make the most of
opportunities for diversification or international expansion? How many HR
Directors know for sure how to approach that and what areas to prioritize?





Taking advantage of the strengths of your
intangible assets means putting on new glasses to see and initiate modes of
action, it means creating a new language to impress these intangible strengths
into the institutional lexicon of the company, it means starting the journey to
activate this energy reserve and accelerate use of it – it means giving it
everything it needs to make business transformation a success.












Debates on the stakes of measuring


Yves Barou: On the measurement there is a
contradiction to solve. On one hand, we know that when something is measured it
becomes more important. So something unmeasured is not so important. On the
other hand, there are things you cannot measure. So we are blocked. Ursula’s
presentation was interesting. With a thread, with consistency, you try to
collect KPIs, then data. The value of KPIs is that you can collect information
and, properly recorded, it become transparent, objective information. I am not
convinced there is a way to combine it all in one figure. It seems difficult to
aggregate everything, as Michel suggested and mirror what accounting does.


At the same time one knows that the best
business plan does not capture fully the real business strategy of the company.
So we should not be more demanding with social data that we are with financial data,
which sometimes could be described as the art to be exact while forgetting
critical information!


Collecting KPIs is not different to what
Vigeo is doing, in analyzing performance of a company. When you try to rate,
there is a multi-criteria approach and the criteria can’t be combined. However,
you describe the situation and at the end you have a consistent description,
which highlights the key points, and can be benchmarked. The KPI approach is
used in the field of ISR, of social rating, and I don’t see why it couldn’t be
done for Human Heritage. I believe it would strengthen the concept. From this
point of view the DB test was interesting. It shows the importance of
action-oriented company's surveys, with the interest of possible benchmarks, as
it has been done in the US since the seventies with the Mayflower initiative.


If you don't measure, you will be weak
against those producing figures and, at the same time, you will not monitor
your own improvements.





Bruno Mettling: One example to reinforce the point:
after the biggest crisis of my company, Orange, the chairman decided to
integrate in the bonus of the top people’s social performance. We are now able
to appreciate social performance after 3 weeks of hard work. That means that
when you have urgency and consider the problematic strategy, then find
solutions. We are not financial martyrs! We have to use quantitative criteria,
but we should find ways that are long-term keepers. 





Cornelia Hulla: There are already complex quantitative
measures like DB Schenker’s sustainable engagement or customer satisfaction
that really boil down what the people in an organization can achieve, and how
well they are doing their job. This is why board members are natural customers
of such data and are interested provided it is well done.





Charles-Henri
Besseyre-des-Horts: We have been measuring for years in human capital and heritage.
Since the seventies data has been collected.





Cornelia Hulla: With those measures like engagement or
customer satisfaction, we already know how it correlates with financial
performance. The entire statistical model has changed. We had good data
insight, but now we can relate it to financial impact. This is what investors
need to learn.





Charles-Henri
Besseyre-des-Horts: This becomes a business model for all organizations. A great place
to work, top employers and so on. They market their business because they show
a link between engagement and performance.





Hervé Borensztejn: There are a lot of things we can
measure which have no value and a lot of things we can measure with real value.
When someone says we will recruit 40,000 engineers in the next 5 years, either
we can do it because we have a brand and can attract people, or we can’t, in
which case we merge with another company. That has a cost. We can measure if we
have an expert who will retire in 5 years, and it’ll take 10 years to replace.
There is a cost in salary and so on. For HR directors, there is measurement for
HR transformation. We’ve been moving from a traditional organization to a share
service, center of expertise and HR business partners. This has a huge cost in
social impact. There is no analysis of the real return in investment. There is
a business case most of the time. Looking back 2 years on, there is no
measurement of impact, quality or service for customers. When we look clearly,
we see the business case is wrong and the savings, expected to be 20% or 25%,
aren’t there. So, if we want to measure, we can and should. If we want to be
serious business peers, we need to be as serious as colleagues.





Rainer Gröbel:  In Germany you
have, in bigger companies, a personal and social report. There, you can describe
things. For example, participation by training, budgets. You can describe
health and safety, diversity, wage conditions. What’s interesting is full-time
contracts against temporary workers. What kind of level the workforce has in
education. This is all-important. This is an opportunity to discuss these
things in a brighter way. Many companies in Germany do it.





Bernard Perry:  I have a question regarding the rail sector. Both SNCF and Deutsche
Bahn are well established with the jobs for life mentality. As for diversity
and recruiting women, I’m interested about the 20% and the 23% in SNCF for
women, what happens as you go up in the organization? Does it remain at 20% or
fall away? A lot of analysis in the UK asks where women go at a certain point
in time. They talk about a glass ceiling, but it’s more of a middle management
cliff. Something happens. I’m not saying women are less competitive or all go
off to have families, I wonder if in your employment survey you ask why the
representation might change the further up the corporate ladder you move.





Ursula Biernert: It’s not a question we’d asked every
employee. Unfortunately, the 20% is already the number for those up there. In
our case, it’s inverse. The highest number is at the top. The managers and
executives are 20% women, and below is less. Part of it is simple because it’s
physical hard work in the rail business, which in some places very few women
could do. Every job that’s open and where we do recruit from outside, must have
one female candidate or it’s not looked at. So we have to look at a woman who
is capable before we close the vacancy.





Loic Hislaire: It’s not simple at SCNF to increase the
rate of women rapidly because it depends on the technical field they’re
employed in. We deal with the trade union agreements about mixity where the
company engages on the basis of recruiting the same number of women. The rate
of women in the technical or engineering school. This is the only engagement we
take





Philippe Vivien: For years, we tried to establish the
people review system where everyone could be reviewed. Only 10% of women within
a team – you can imagine that the opportunity to be reviewed was low. I was
upset because the HR function didn’t have the idea. From the beginning we
started with all women, and after all we talked about guys. It really changed
the way people interacted, and they could see it worked too.





Bernard Perry: McKinsey produced a controversial
report that said that companies with a greater proportion of women at senior
levels performed better. It’s a causal relationship, but they stuck their necks
out.





Yves Barou: This debate shows the importance of
producing figures! In the social field more and more data is collected and this
trend can maybe produce a situation where there will be enough convergence in
the measurements to contemplate a synthetic measurement as Michel Aglietta is
proposing!









4: VIEWS AND PERSPECTIVES


Yet, the debate cannot be limited to
dialogue between social and financial stakeholders. Understanding the stakes of
Human Heritage, precisely because we are talking about ‘human,’ implies other
views. Michel Aglietta brings an economist’s reflection to the table starting
with the issue of competitiveness. Referring to Amartha Sen, he analyses the
transformation of resources into projects and wonders about a system’s
innovation ability from two examples: the Chinese system or the German
Mittelstand.





However, the concept of human heritage also
raises major philosophical questions. Using the work done by Paul Ricoeur and
André Gortz, Pierre-Olivier Monteil and Christophe Fourel ask fundamental
questions about transmission, exemplarity and trust, among other things.





Trying to understand the human probably
means asking less Cartesian questions. Art, particularly painting, is in a way
a necessary mirror for such human complexity. Christian Monjou takes us there,
referring to famous works. He points to the danger of standardization or of
imprisonment of the other, to the importance of accepting otherness or even to
the need to get out of the established framework.





All these different approaches come from
different disciplines but are the complementary dimensions of the same concept.












A PHILOSOPHICAL VIEW: FROM ANDRÉ
GORTZ TO PAUL RICOEUR


Pierre-Olivier Monteil and Christophe Fourel


The International Federation of Accountants
(IFAC) recommends adding intangible – i.e. human, organizational and relational
– capital to corporate assets in order to better represent its wealth. However,
the human resource is not the same type as a physical asset. And it also only
exists if it is mobilized within a collective project, transforming latent
wealth into effective value.





So rather than using the notion of human
capital, Yves Barou suggests laying the issue down as “human heritage” which, at
first glance, seems to have at least three advantages:





-
First, unlike the notion of capital, the notion
of heritage is associated to a project, which reconstructs a temporal context. Thus,
we leave an abstraction to get closer to an existing human reality.


-
Then, the notion of human heritage takes account
of the fact that updating the latent wealth of human potential is done via
interaction with teamwork, inside the company.


-
Finally, this notion recognizes the fact that
cooperation, dialogue, mutual assistance, organization and transfer of heritage
cannot be bought on a market but take place within the company itself.





Our contribution is going to discuss and
prolong Yves Barou’s proposal with a philosophical perspective. At first, we
will express critical arguments against the notion of human capital, in light
of the analysis developed by André Gortz (French philosopher of Austrian
origin, close to Jean-Paul Sartre and Ivan Ilich) in a text published in the
early 2000s entitled, “La personne deviant une entreprise” (The
individual becomes a corporation”). Actually, Gorz continued thinking about
this in a book called “L’immatériel” (The intangible).





Then, we will mention, with a few examples,
the possibilities of the notion of heritage, starting from the reflection of
Paul Ricoeur (a French philosopher who taught in the US for a long time) and
the way he uses the notion of legacy.


Criticizing the notion of
“human capital”


So let’s start with André Gorz’s criticism
and point out that his reflection is part of a more global analysis of the
evolution of capitalism which, in its post-modern version, tends to
increasingly value knowledge, the “knowledge capital,” the “smartness capital”
in the production process, widely known as the “knowledge society.” This trends,
which started many years ago, leads to labor changes, which actually make it
increasingly hard to measure with the traditional standard measures.


A negative commitment


When reading Gorz, it is clear that the
notion of human capital, taken in the individual meaning of the word, lies on a
commitment to labor coming from negative motivations. Indeed, work is always
made up of its share of difficulties, resistance and efforts. But it is
nevertheless paradoxical that the notion of human capital mainly results from
the adjustment to the requirement of further personnel commitment. For
instance, it doesn’t take into account the notion of individual fulfillment. Can
we, today, adhere to such an ideal?





Network economy and ability to organize
oneself. The new deal appeared in the 1990s is that
of the “network economy,” Gorz points out. In this context, productivity
depends on the company’s members’ ability to organize themselves. This is how
they become “human capital,” following pressure: that of higher subjective
commitment expected from everyone. In this case, performance depends on
systemic aspects and the relationships between individuals.





Extending the company’s control over its
members. In these conditions, the company’s control
over its members cannot be limited to working time. The ability to organize
oneself cannot be restricted to the time spent in the company. Immediate work
and its quantity no longer appear to be the primary determiner of production. Indeed,
what matters isn’t the total of individuals’ work anymore, but the quality and
relevance of communication around the production system. This is actually why
systems of individual employee assessment, introduced in a lot of firms, are
now showing their limitations. These systems have also tended to promote
“overperformance” and to decision-making (sometimes even sanction) in case of
“underperformance.”





Gorz also points out that, today, “work
increasingly encroaches upon private life because of the demands it puts on
it.” We don’t really know “when we work and when we don’t.” In his book
published in 2003, he even goes as far as saying that, while the border between
work and time off is fading, it isn’t because “work and leisure mobilize the
same skills but because living times are completely under the influence of
economic calculations,” i.e. under the influence of value.





Employability. The other characteristic of the context Gorz emphasizes is
obviously the development of massive unemployment. Therefore, precarious
employment puts people under constant worry about their employability. “Self-production,”
which isn’t more than what leads to self-organization as we just mentioned, is
then subject to economics and the capital logic. This is why work providers
become individual companies. The traditional salaried relation of industrial
capitalism has become a relationship of service provision. Likewise, until
recently, unemployment was no longer handled as a collective phenomenon,
notably linked to the way the company and the market work. It was considered as
an individual problem: that of employability caught lacking.


From wage earning to entrepreneurship


According to André Gorz, the trend at play
leads to a drop in the number of employees (with the traditional meaning of the
word) and more and more entrepreneurs, i.e. service providers.





Merchandizing. In businesses and society, the conflict between capital and work
is becoming depoliticized and even gone. It isn’t about merchandise anymore,
i.e. goods exchanged on a market. Since this change involves the people
themselves, “everyone does trade” and does what Gorz refers to as “self-sale.” It
is the corollary of employability. However, because the human condition cannot
be reduced to merchandise, this denial means, more generally, that money
becomes the goal of any activity.





Example with the IGF and IGAS report:
“Assessing the self-employment status” (April 2013) [18]. Before talking about the consequences of approaching the activity
solely under the angle of the financial dimension, we are now going to
emphasize the concrete effects of what currently creates the value of
entrepreneurship and the provision of service over the traditional wage earning
system. A very recent survey jointly carried out in France by the General
Inspection of Finances and the General Inspection of Social Affairs has
confirmed this analysis. This survey assesses the situation of the
self-employment system created with the law of August 4, 2008. With it, the
then French government wanted to develop individual entrepreneurship by making
the necessary administrative steps considerably simpler and also granting
fiscal advantages to this “new” professional status.





The report lists 828,000 self-employed
workers at the end of August 2012. They represent a revenue of only €5 billion,
i.e. 0.23 percent of France’s GDO. After 3 years, the average income of 90
percent of self-employed workers is below minimum wage. This status is mostly
for accessory activities of low added value, as truly entrepreneurial
approaches remain a minority. They are mostly supplementary activities or
activities created by jobseekers and precarious workers for lack of anything
better. Therefore, the report points to a risk of misappropriation of the
salaried relation, justified by the will to transfer precariousness onto the
employee under cover of the law of August 4, 2008. However, it recommends
maintaining self-employment, but with greater visibility and a shared
accompanying system.





Now, getting back to Gorz’s argument, we
can say that the self-employment logic is in line with the disappearance of the
conflict between capital and work, but without being effectively transposed in
the sense of capitalist improvement. It rather seems that the consequence of
this logic is that precariousness is transferred from the employee’s
employability to the inherent risk of entrepreneurship. Thus, it becomes
perfectly clear that an individual entrepreneur in a situation of
precariousness can only be made at him/herself.


Non-involvement


While the capital logic tends to mean that
money is the goal of any activity, it would be tempting to consider that,
reciprocally, an activity only exists if it is carried out with profit as its
purpose. It follows that any non-profit production tends to be erased or its
very existence even denied.





Uninvolved businesses. Yet, it turns out that “human capital” is mostly produced outside
the company. It is the result of interactions between society and its members,
which lead to what André Gorz refers to as “self-production,” via education and
socializing. And yet, the company takes hold of this resource, which is the
result of production, and simply adds to it and adjusts it to its specific
needs. However, the notion of “human capital” erases the collective dimension
of this production and makes it private, for the company’s use only. One can
then wonder if, in the end, this denial doesn’t rely on some lack of civism as
it is an appropriation, an embezzlement of the benefits of collective
production?





Spreading the logic of the private
company. Validating this logic, the model of the
private company spreads to all activities: public spaces and collective goods,
leisure, culture and research, access to knowledge and information, policies,
artistic creation… This approach is unaware of the existence of “common goods,”
i.e. elements resulting from “cooperation at the level of society as a whole,”
and even, Gorz says, “at the level of the entire world.” Then, it isn’t simply
an excessive harnessing of this wealth by a merchant approach but a dissolution
of the links that forge the collective, in favor of atomized relations between
competing individual entrepreneurs. This logic has two major negative
consequences:





·
Employees – and not just those at the bottom of
the hierarchical scale – often feel like the working world is the place that
“takes without giving them the ability to give.”


·
Inter-individual relations can therefore be
completely perverted since your colleagues’ success can be a real threat to
yourself. This logic would then lead to the rise of what we currently call
psycho-social risks, which were crystallized in recent years by suicides in the
workplace.





To thwart these negative consequences, employees
should no longer be put in a dichotomous “give/take” situation but rather in a
situation favoring the “give/receive/give back” triptych, dear to Marcel Mauss,
the sociologist.





Trust





What competition jeopardizes by excluding
cooperation and mutual assistance is trust which, according to Anthony Giddens,
a British sociologist, is the foundation of the spatiotemporal detachment
phenomena specific to modern times [19]. What does this mean?





Relocation. Giddens
points out that, relocation phenomena, which are increasingly bringing us
against remote, anonymous interlocutors, as a result give rise to a movement of
relocations aiming to restore trust via the introduction of face-to-face
relations. The creation of abstract systems such as airports, hospitals or
tribunals comes along with the presence of representatives of the system in
charge of restoring trust with their behavior: affability of flight attendants,
seriousness of the judge, formality of the physician, and so on.





But Giddens points out that this relocation
effort can support interactions by restoring trust as much as it can undermine
them, for lack of succeeding. It is necessary to draw a parallel with the
company which, by getting employees to struggle with increasingly abstract
systems and exchanges that become more and more distant as the economy becomes
more global, can succeed or fail in restoring trust via the context and
relational atmosphere it fosters – or doesn’t foster – inside.





Self-trust. Giddens
completes this approach by highlighting that trust in oneself isn’t obvious. Rather,
it comes from the internal feeling of being worthy of trust for someone else. Therefore,
it grows within the range of the mutual relation between individuals. This means
that it thrives in the presence of cooperation rather than competition.





Potential resources of the notion of
«company human heritage»





The notion of «company human
heritage» is a relevant alternative to the notion of «company human
capital» because it highlights the fact that human resources are the actualization
of a capability for effective acts, in response to an initial gift. Heritage
has first to be received, before it may bear fruit and yield a profit.





We find ourselves today in the very
situation Max Weber analyses in the last pages of Protestant Ethics and the
Spirit of Capitalism. The Puritan used to act in order to know whether he
had been saved or not, whereas nowadays we act because we are
«forcedto», we are locked up in a «steel cage».
Procedures and routines have become autonomous. We no longer have to wonder
about what our actions reply to. We act in a somehow compulsory way.





But heritage raises this question back
again in our mind. Ricœur is even more radical. He criticizes the idea that the
spirit of capitalism would be the mere aftermath of predestination doctrine. He
thinks vocation doctrine must also be taken into account. This doctrine
stresses the important part of receiving. It highlights the moment when we are
given a call, a mission, a gift, a present.


This means, as a consequence, that we have
already received what is the most important: talent. Then, being rewarded by
success in the future is not so important. Therefore, our way of acting is not
so willful, not so obstinate. So it makes it easier for others to receive our
actions, our orders, our words, because what they receive is lighter.


Heritage has to be taken not
too seriously


Ironically, we have to start with a paradox:
in order to be taken into account, heritage has to be taken not too seriously.





About lightening heritage. 


As we know, receiving a gift makes it
somehow compulsory to give something in return. That’s why we may be tempted to
refuse the gift or to deny that heritage is something that we’ve received. But
it’s no longer the case when the gift is given with a lighter heart. Then, when
we receive it, it doesn’t mean we have to give back in return in a mechanical
and compulsory way. It means we are invited to invent, so that what we’ve
received may bear fruit.





Such a way of giving and receiving with a
light heart has interesting consequences in management. Here are two examples
of them.





The distinction between conception tasks and
implementation tasks. 


According to such a distinction, a manager
or an expert formulates a process that has to be followed by others as a
compulsory routine. This distinction should be made less rigid, so that such
routines would not be systematic and would not intend to be exhaustive. They
would be easier to accept. Otherwise, implementation tasks don’t include any
subjective interpretation from the part of the agent.


Formulating rules should mostly aim at
communicating the impulse for action rather than giving full details about how
things have to be done.





Sharing knowledge and best practices. 


It is quite the same about the transmission
of knowledge. An effective transmission requires that knowledge would be likely
to be received. In such a case, know-how and knowledge heritage might be
lightened by not being too precise and exhaustive. To users, uncertainty means
there is a space for interpretation. Not finding ready-made solutions makes it
easier for users to digest knowledge and know-how. By requiring intelligence
from users, such a transmission relies on their capacity for freedom. This is a
message they will probably get and appreciate.





More broadly, these two examples have to do
with what authority means. That’s why we will briefly focus on authority now.


Delegation of powers with
gratitude means authority


When power is delegated or when empowerment
is done while bearing in mind that what you transmit now is, partly, what you
once received, relationship gets no longer focused on hierarchy but on
legitimacy due to competence. You no longer demand to be obeyed: you give
orders and you transmit a know-how which are likely to lead to a successful
action. In such a case, competence and experience are given as a promise, as a
promising gift. That’s why this way to act in order to transmit includes a
feeling of gratitude.





Gratitude is the criterion of authority.
Authority is key in the educational relationship: between a master and a pupil,
a wise man and a disciple, a tutor and an apprentice. Both persons are included
in a common story, a plan, a profession, a company, both of them are committed
to a common task that may activate a feeling of shared pride as well as ethical
claims.


From this starting point, heritage may bear
fruit and yield a profit through exemplarity.





Exemplarity





Order or exemplarity. 


Exemplarity comes from authority. Gratitude
is communicated to the other. It gives the initial move to an action that will
disseminate gradually, step by step, without being imposed as it would be the
case if it were an order. This non-mechanical way of transmission propagates
like artistic pleasure. Like when a friend recommends that you should watch a
movie he has really enjoyed, in such terms that you actually do and, then, that
you tell the same to other friends. Everybody feels like trying to share this
personal experience with others, as soon as he or she is reached by the
exemplarity wave.


Thus, exemplarity combines and conciliates
a collective unity and a subjective feeling of being allowed to act in a
personal way. This has advantages in management but also for company leaders.
Here are two examples of them.





An alternative solution to systemic reforms. 


Systemic reforms happen to fail or to meet
with difficulties because they have to deal with what we often call
«complexity». But dissemination step by step gives another way to
generalize plans through a horizontal process, instead of imposing vertically,
from top to bottom, a ready-made reform.





Stimulating a feeling of collective belonging
to the company. 


Horizontal dissemination not only
contributes to successful reforms. It also stimulates a feeling of collective
belonging to the company. It prompts virtually any employee, any manager to be
curious about others’ tasks or plans, to feel grateful to them for what he or
she has received from them, and to be willing to give something back in return.


In this extend, gratitude may prompt
cohesion. By building unity from diversity, cohesion may be agreed to, and not
only obeyed. Then, patrimony bares fruit and yields a profit through the wave
that disseminates experience and competence. 


Simultaneously, heritage’s content involves
many dimensions: information, good practices for action and innovation,
resources for cooperation and cohesion.


A second look at company


The notion of heritage invites us to have a
second look at the company. Whereas the notion of human capital stresses only
on the economic dimension, heritage adds to it a political dimension and a
cultural one.





In economic terms, the company has two
aspects. There is a logic of equivalence: «fair is fair», on a
«fifty-fifty» basis, as things go about merit as well as on the
market. In this sphere, the notion of «capital» is relevant. But
there is also a logic of generosity: it comes from the authority’s relation, in
which gratitude prompts commitment to action.





Politically, the company has two powers:
vertical hierarchy and horizontal wave of cooperation stimulated by
exemplarity. But authority, by being also introduced into the vertical
relationships, may contribute to the horizontal form of power, which, in
return, may contribute to the unity of the company.





There are two cultural dimensions as well.
There are knowledge and rules that have to be obeyed, but there are also
situations in which action requires them to be interpreted.





Two consequences of the notion of human
heritage have yet to be underlined, in terms of leadership. As far as working
in a company means cooperation and not only competition between individuals,
work entails a spontaneous process of individuation through socialization.
Cooperation is a mutual training process. But this requires from leaders to
act, not only as well-trained decision makers, but also as gifted listeners who
trust in others. Leaders don’t have only to show the way to people and to
control them; they have to let individuals grow up. This probably means an
important change of paradigm in leadership.


The second consequence is opposite. A very
strong will is required from leaders and managers to make it possible for the
company’s human heritage to bear fruit. If heritage is to yield a profit, it
demands stability, because human relationships need time. That’s why they require
from leaders and managers a constant arbitration between the firm’s environment
and its own human rhythm.












AN ARTISTIC APPROACH


Christian Monjou


Art is a great way of grasping the stakes
of human heritage. Let’s start with Picasso. You must have been told at some
point that Picasso had a remarkable strategy with women. Nobody ever knew
whether he changed styles to justify changing women or whether more probably he
changed women to justify the change in styles. Picasso was convinced that
erotic fidelity probably corresponded to aesthetic repetition. This is not an
advice I am giving you. I think we must remain fairly, sort of-, right, but for
Picasso this was the case. Now usually Picasso arranged it in such a way that
the exiting lady had not left before the incoming lady arrived, which made sure
that for him there would always be a sort of inspiration. Later on in life
there was a point in Picasso’s career when the exiting lady had already left
when the incoming lady had not yet arrived, which lead to a complete change of
style. In this case, Olga was still around when Marie-Thérèse was already, sort
of, hovering in the background.





Before the arrival of Marie-Thérèse, Olga
was fairly peaceful, quiet, tranquil. Then Marie-Thérèse arrives and there is a
change in identity. This is the most perfect representation of jealously I have
ever seen: when you are jealous, you develop three eyes and you start smelling the
smell of the Other. Then come the teeth in order to bite, when the other
becomes dangerous – and the other should always be dangerous, if the other is
not dangerous he or she is not the other. When the other becomes dangerous,
there is one particular either temptation or solution which is to imprison the
other within an image.


When Picasso was in love, he never finished
the painting because he thought that being in love meant that you did not claim
you could “have the last word” on somebody. In human relationships, the first
thing is that people should not be “finished.” If they are finished, if people
think that they can enclose, encapsulate somebody into a f limited and finished
formula then that is probably the end of the relationship.


So what these paintings tell us is that the
great danger is to imprison the other within an image, or to imprison yourself
within an image in front of the other, so that he or she cannot escape. If you
willingly imprison yourself within an image in front of the other so that the
other cannot reach you, then of course the relationship comes to an end. The
living aspect of heritage, that is to say transmission but also modification,
change, that immediately dies.





Gauguin once wrote to a friend of his
called Daniel de Montfred, a letter about photographers. He said, ‘You will
see, one day their pictures will have colors and they will move’ which is the
whole question of the relevance of painting in a world where other ways of
producing images have emerged. Bacon was confronted by the same thing. For him,
the most important thing about the Other was mobility. How could you give an
account of that mobility in a medium that was immobile? So he invented those small
white traces that can be produced. When you have a luminous dot moving at a
certain speed, and you observe that dot from a certain distance and under a
certain angle, that dot becomes a line. This is known as retinal persistency.
I’m convinced that what Bacon was trying to do was to evoke, by the way he
added the white lines, the mobility of the Others’ features, the traces that
this mobility left on our eyes.


Bacon was a reader of Proust and you
remember that in La Prisonniere, Albertine Disparue, the two before last
volumes of La Recherche, Proust, the narrator, becomes obsessed with the
mobility of the Other, Albertine in particular, which he says at the same time
fill him with intense joy and with intense despair. Why the despair? Because
the other can move without me, which is very difficult. The most difficult f
experience is either in love or when you are a parent, and you discover that
your children are actually moving in a way that is independent from you. The
mobility of the person you love is very difficult to accept, because it means
that that person can move without you. Collaborators have a genius for moving
in the way we don’t expect them to move or don’t particularly want them to
move. So the Other’s mobility, agility, kills us, because it in no way depends
from us. At the same time, this mobility fills us with joy because we are aware
of our own immobility, which is particularly true in the case of recruitment.





A great leader is in my opinion judged by their
recruiting ability. If you recruit mobility, you take risks, and some people
don’t like that. Some people prefer to recruit immobility and likeness. Great
people recruit difference and mobility, that is the possibility of somebody
relaying your own immobility. It implies great clear-sightedness about oneself,
great humility, as T. S. Eliot once said, “Humility is endless.” It’s the only
form of infinity we have access to. Now, one of the things perhaps that would
contradict human heritage is the denial of difference by insistence on
resemblance. This picture by Diane Arbus, called Twins, shows this tendency to
indulge in twinning, in emphasizing being alike rather than different. Collaborators
will of coupe contribute their originality to the common work if that
originality has been recognized,


George Tooker, an American realist, painted
in 1950 a picture called Subway. It’s a very interesting painting largely
because part of it is now completely outdated. The phone booth, nobody uses
phone booths anymore, except that people use their mobile phone as if they were
a mobile phone booth. They are just as imprisoned within their mobile phone as
people used to be imprisoned within a phone booth. It’s not difficult to see
where the problem lies: low ceilings, straight lines, no curves, the materials used
– terribly cold and mechanical. The suggestion of imprisonment, separation, is
enormous. In the middle, you have this woman who is evidently afraid. It seems
to me that the greatest danger for the circulation of human heritage is fear,
particularly in a society that is in difficulty, like most European societies
at the moment. There is a serious tendency to indulge in fear out of the
feeling of being challenged. 





There was no fear about 100 or 150 years
ago. Europe was assuming its industrial destiny and felt that it had something
to bring to the world, and the world had better submit to what Europe had to
bring it. Unfortunately, 150 years later, industrial production seems to have
moved elsewhere, and with it the notion of power (hard power rather than soft
power). So whenever power deserts you there is a tendency to indulge in fear,
and fear is communicative. If leaders start displaying fear it will of course
permeate the entire structure they are in charge of. If fear permeates, it
probably means exclusion. Paradoxically enough, the danger is exclusion when
multiculturalism is probably the opportunity.


This all means that uniformity is a major
risk, and Yue Minjun is obsessed with this risk, reproducing drawings of people
who always have the same face. This is the idea that the great danger is
uniformity and, even greater danger, a smiling uniformity. Smiling uniformity
is by far the worst thing you can be confronted with. It’s the exact contrary
of this double recognition of dignity, total dignity, and yet radical
difference. It’s only in the assumption of total dignity and radical difference
that things can actually move and develop.


Tooker has made a remarkable evocation of
the traps of open space, the invisible walls which are even worse, probably in
the end, than visible walls. Of course, management is supposed to dismantle
these invisible walls.





We have evoked a few figures. Maybe we
should now radically confront a certain number of problems in the transmission
of human heritage: denial. I don’t know whether you have heard of Zoran
Mušič, a painter born in Trieste. He spent his life between Trieste and
Venice. In 1941 he was denounced to the Gestapo and locked up in Dachau for a
few years. As he was highly educated he was able to steal paper, sometimes
toilet paper, and to draw secretly a certain number of scenes that he had seen
in Dachau. In particular, the moment when corpses were taken out of gas
chambers. For a long time he refused to do anything with these images. 


Gerard Renier, one of the greatest French
critics, was for a long time the director of the Picasso museum. He writes
under the name of Jean Clare and has conducted a series of interviews with
Mušič that are absolutely fantastic. Mušič explained that the
drawings were notes made on the spur of the emotion of an instant, he could not
see his way to transforming them into objects that could be commercialized.
Until in the late ‘60s, early ‘70s he discovered that the paper was beginning
to deteriorate. So the element of witnessing was in danger of disappearing. So
he then transformed these “notes” into a book, into paintings, which are
absolutely astonishing. 


What is interesting is that he didn’t do it
immediately after the war. At the time, he was obsessed by the representation
of ferrymen. Leading people across, taking them from a situation another, which
for me is absolutely essential. Leadership is about ferrying people across a
period of difficulty. Convincing people that the change that they regard as the
most difficult threat is going to be all right. Change is terrible, it
transforms people who know and who master certain things into people who have lost
that knowledge and that mastery. There is nothing more humiliating, at first,
than change. Before change, you knew, you mastered, and change forces you to
unlearn and relearn. 


Leaders are important not in times when
everything goes well. In times of general consensus, we couldn’t care less
about leaders because they are only designating something that everybody sees,
it’s totally pleonastic. People should not be rewarded for designating something
that everybody can see but for designating something that nobody except them is
able to see yet, but which will become evident once it has finally appeared.
This is where the time becomes difficult because the difficult thing for anyone
is to surrender a position of competence and mastery in order to unlearn and
relearn. Leadership is important when a leader can at the same time convince
somebody that change is indispensable and that people are able to meet the
threat of that change and transform it into an opportunity. Only real leaders
can do that. That’s where real leadership really matters. 


What matters is the notion that nothing is
alive which doesn’t change. So heritage, if it is alive, must undergo a process
of change – stability is deadly, change is alive. Change implies, however,
giving up a certain quantity and quality of knowledge, in order to acquire
another. That is where things become extremely difficult, and that is where
leaders are important. In the end, it’s the only valid test of leadership. How
can you at the same time convince people that they cannot service without
changing and therefore they must change, and convince them that they are able
to change. 





They see at the first a figure of death, a
figure of threat. They are not interested in seeing here a figure of
opportunity and here a figure of threat. What they are interested in is in the
people who can show them how the figure of threat can be turned upside down
into a figure of opportunity. That is real leadership: not seeing opportunity
here and threat there. That, everybody can do, but what matters is showing
people, sharing this vision that implies a complete change in the axis of
reading, mobility, agility again. The paintings Mušič produced in the ‘70s
are terrible, the series of paintings called ‘Nous ne sommes pas les
derniers’ (we are not the last). Strangely, in 1945, when he emerged from
Dachau, in spite of what he had seen the only obsession was ferrying people
across, taking them from one place to another, leading them from a place of
imprisonment to a place of freedom. Great leaders are ferrymen.


In some of his paintings, Philip
Pearlstein, again a contemporary American realist, you see that the face has
been eliminated, which I call the process of instrumentalization. The great
danger is when people feel that they are being instrumentalized. If they feel
that this is the only way in which they are looked at, potential tools or
instruments, they will not contribute. They may go on doing things, but they
will contribute nothing essential, nothing which comes fundamentally from them,
to a situation in which they are instrumentalized. 


The painting by Raoul Haussmann called
Mechanical Head or The Figure of our Time, in 1919, the early Dada period,
makes another solid point: veterans from the first world war had to be
literally reconstructed with bits and pieces in order to be socially
acceptable. Of course, they were sent slightly on the side and left to play
cards so that the sorry physical and mental state in which they were would not
become an accusation for those who had benefitted from their sacrifices. What
Haussmann did is he used bits and pieces, usually in fact wearing figures and
being mechanisms in order to reconstruct the head, which is central to the
notion of human heritage. Do people feel that they are regarded as just
mechanisms able to product figures? Unfortunately from what I hear here and
there when I f meet people who work in certain firms, that is the case. I think
that the mechanism works less well and it produces worse figures when it is
looked at purely mechanical and purely productive figures.


Somebody very high up in a very big firm told
me once, ‘I have the impression they don’t like me.’ I said to him, ‘Well
that’s a nice preoccupation, certainly. May I just point out one thing? You
arrive at your office every morning around 7:30-7:45am, everybody is very
impressed. Your chauffeur takes you to the second underground level where you
have your private lift to take you up to the 51st floor where your
office is. It’s rare for you to meet anybody on that first moment of the day.
Everybody leaving the tower around 7:30-7:45pm is very impressed by the fact
that there is still light in your office when they leave. Then at about 8.30-8.45pm
you take the same lift but instead of going up it goes down to the second level
below ground where the same car with the same chauffeur is waiting to drive you
home. You’ve seen nobody during the day. You can’t really ask them to like you
over and above the rest. Liking demands a certain quantity of time.’ 


I think Chuck Close has succeeded in
showing the greatest danger. He is now in every museum of contemporary art. For
a long time he produced portraits in black and white that were blow ups of
Ben-Day dots – the minimum material of any photograph. He blew up these Ben-Day
dots and they formed portraits, which was a kind of meditation on the
artificiality of the representation of human presence. He has now moved to
pixels, an obvious reminder of the fact that we have never been better at
information. But we have never been in a greater danger of killing
communication.





In terms of human heritage, information is
not enough. You have to communicate. The accumulation of knowledge, talent,
experience, is not transmitted by pure information. It requires a certain
quantity of time on the part of whoever wants to transmit and whoever it is
being transmitted to. This time will not come back. People will never go into
the slightly melodramatic words that I’m going to use now. You emerge from an
act of communication closer to your death than when you went into it. People
know that but they will never say so because it’s too emotional. They know that
you give them a time that will not come back. The gratefulness for that time
will probably emerge in the form of a more creative contribution too. 


One of the difficulties is always the
dialectic of face and mask. If you live in a human group, particularly where a
question of authority is at stake, you have to recognize that people have a
face and a mask. People have an identity and a role. Some people tell me, ‘We
have to be totally transparent’ which is absurd. Nobody is ever totally
transparent. You master your opacity, but total transparency doesn’t exist. In
all great theatrical cultures, actors wear masks so that spectators are not
interested in the individual identity but in the creation of the role and the
way in which several roles put together produce a play, produce meaning. So
there is no danger in assuming a role. 


Some people are too much in the face, some
are too much in the mask. Some people are too much in identity, some are too
much in role. Some people are too much in charisma, some are too much in
institution. All this – leadership, transmission, heritage – comes from the
notion of being attuned, that you have the perfect pitch. When you wear the
mask, everybody thinks it was the right thing at the right time. When you show
your face, everybody thinks, yes, that was the moment when the face was
necessary. A great leader alternates constantly between face and mask, identity
and role, institution and charisma. If you are entirely charismatic you will be
manipulated into demagoguery. If you are entirely institutional you will end up
in pure formalism. 


The worse mask is the mask of happiness. We
have already said that about Yue Minjun. What do you do with collaborators who
protect themselves by offering the mask of happiness? Sometimes your temptation
is to try and remove the mask. At this stage you have two solutions. Either the
collaborator helps you remove the mask because they are so relieved that at
long last somebody has seen through the mask and thanks you through commitment.
But some people, and it’s not their fault, have been in the mask for so long
that if you start removing the mask the face will come with it. In that case,
you have to stop. It’s too late.





Andy Warhol painted Marilyn Monroe’s faces
immediately after her death, after what was then called her suicide, now we
even have our doubts about that. The way Warhol painted was a way of diagnosing
the reason for the suicide. First, the mask, the proliferation of masks. The
great thing for Marilyn with this mask was that she had the immediate
possibility of moving up, down, right or left and escape you. We are terrified
of being caught, but at the same time there is nothing that we want more than
being caught. Mankind is like this. We are constantly hesitating between our
desire to be caught and our desire not to be caught. 


The right side is superb. What Warhol says
is, if you are overexposed you become invisible. If you are underexposed you
become invisible as well. That is the problem in terms of human heritage and
transmission, if you are invisible, you don’t transmit anything. So the great
difficulty is finding the crest line between overexposure and underexposure. If
you are too much with them you will ridicule yourself into irrelevance. If you
are not enough with them the irrelevance will be just the same.


The main problem of transmission and
heritage is always oneself. This painting by Georges de la Tour shows a lady
destroying her fleas. She is looking at herself, looking at her fleas and when
she finds one she destroys it. I wish more people in firms would think of
destroying their fleas before going to work with other people. It would prevent
the fleas from jumping on everybody else!





We should be very careful about our own
small individual fleas. If we do not remove our fleas, they will pollute our
relationships with other people. This is where I think leadership is always
first and foremost a question of lucidity, self clear-sightedness without any
cruelty or complacency towards oneself. Only if you are lucid to yourself can
you be lucid to the others. Only if you are without cruelty or complacency to
yourself that can you be without cruelty or complacency to the others.


In “The guild of drapers,” Rembrandt shows
us something that is essential: these four men have accepted to wear a uniform,
so that the difference between the faces is even greater. That is so evidently
relevant for firms. It’s because you have accepted a certain number of common
disciplines that the individuality of your contribution will appear all that
more clearly. This dialectic of conformity and originality is central to the
life of any human community. 


This is a representation of transverse
decision making processes. All these people are dressed in the same way. None
of them seems to occupy a higher position than the others. Yet, probably as
George Orwell said at the end of Animal Farm, some of them must be more equal
than others. There must be one of them who must be more equal. If
responsibility is represented as a circle, where is the center that makes the
circle possible? First, I think the man at the back is represented as not
sharing in the attributes of power. Not everybody shares in the attributes of
power and not everybody becomes useful simply because they have access to
power. There are other ways of being useful. This is what Rembrandt reminds us.


In this painting you have four people who
look at you and two people who look at one of the other four so he must be the
leader. He is the only one who is standing up. Why is he standing up? To
welcome you. Leadership is always welcoming difference and otherness.
Leadership is in this idea that the leader is always more welcoming than
anybody else towards difference and otherness. So probably the first quality
here would be welcoming.





Lucien Freud was the grandson of Sigmund
Freud. His father had married a German industrial heiress and in 1933 Sigmund
Freud’s son, Lucien Freud’s father, decided that something was wrong, so he
moved to London with his family, which made Lucien Freud the most British of
Austrian German painters. One of his paintings represents an old woman in a
bed: his mother who has just told him she is going to die.’ This painting is
fabulous: the whiteness of the dress ( either purity or sterility), the
position of the legs (the position of parturition), and the hand on the place
where she bore him and where she is now bearing the disease that is going to
kill her. It is absolutely superb. It’s one of the greatest things of the age.
There is also the chair, which means that somebody will come, sit by her and
watch over her. So the two positive postures of human heritage we have seen so
far are there. Welcoming and watching over people, being vigilant about people.


The Balcony by Manet, a great painting that
would not have existed without Goya. In fact, innovation is not a production of
the new, it’s a return of the old. People always forget that innovation is not
just a return of the new but also a return of the old that nobody else has
thought of. Sometimes innovation is taking things from one picture, taking
things from another picture and mixing the two. You have been told never to
mix, but of course nobody will dare take bits of Goya and bits of Manet if they
do not feel trusted.


You can now understand what Magritte did
with Manet’s painting with the people in coffins. When you look at Manet
carefully, you find it strange that these people who are together never looked
at each other. If you draw the lines from their eyes you will see that the
lines never meet. So they are not together, they are juxtaposed to one another
and therefore they are dead to one another. Magritte is the only one who says,
‘They are dead to one another? Okay, let’s say so.’ This is what I call
radicalization of intuitions. 


In many firms there are intuitions that are
never radicalized because people are terrified. If they do not feel trust in
their leaders’ eyes, which will enable them to take the risk of radicalizing
their intuitions, they will not do it, and that will be a loss for the firm. You
need trust to do such things.


In the painting by Tetsuya Ishida, all collaborators
are imprisoned and stereotyped. But workers, clients, are never imprisoned and
stereotyped. No collaborators, no clients are ever imprisoned and stereotyped.
Some treat their workers are still life. If you turn Archibolod’s paintings
upside down, the faces become vegetables. Human presence becomes still life.





In the long run if you treat your
collaborators as still life paintings they will not become presences when you
leave them. If you’ve always treated them as presences where you could have
treated them as still life paintings they will be even more present when you
actually need them. 


Let’s finish with Mona Lisa. 53% of people
who visit the Louvre go to Mona Lisa and walk past a painting by Dominic
without even looking at it. It’s a portrait of a charming boy looking at his
grandfather, who is far from being perfect but the real subject is the
relationship between the.


The Louvre gift shop has done something
absolutely criminal with a postcard: they cut the grandfather out and only kept
the child. It is pretty, but the real painting is beautiful. That’s the great
difference. The pretty is far less dangerous than the beautiful.


Some people are always trying to find the
pretty because they are terrified of the beautiful. The grandson is not evading
reality, he is in fact looking attentively and taking in the reality of the
grandfather. This lucidity ends up in a gesture of trust.


If you look at the composition of the
painting, the painting relies on one diagonal, which is the diagonal of the
eyes meeting in complete lucidity. There is another towards the window, which
means that trust opens up the world. If the two people who trust one another
are very close and every similar the opening onto the world is very narrow. If the
two people who are trusting each other are extremely different the opening onto
the world is enormous.


To build and transfer human heritage,
diversity and trust act as one.












5: AFRICAN HUMAN HERITAGE AND THE
HAZARDS OF “CULTURALISM”


Lionel Zinsou


Christian Monjou talked about the return of
the new, the return of what has not existed before. This is an interesting
concept, especially for Africa. 


What is it to be African? I live in between
Benin, West Africa, and France. I have a house, a family, and a driver, who is
a very smart man. He was absolutely delighted by the election of Barack Obama
because he has huge ambitions for me. Then I discovered that I was totally
white in Benin and totally black in France. It’s complex when you are a hybrid.



Culture is a very important element of
heritage and maybe a bit of a threat. Will the culture of Africa survive in a
global and modern world? Is culture very fragile in Africa or very strong? 


If you were HR director or Senior Vice
President of an African firm, would it be the same job? Is there something
changing in Africa? Actually, I’m sure that given the size of your companies,
you are already in charge of subsidiaries somewhere in Africa. Probably you
already have those problematic.


Reasoned “Afro-optimism”


Before speaking of the cultural heritage of
Africa, the question is, is it relevant to speak of Africa when, in Morocco for
instance, the north is already so different from the south? Now when you go to
southern Mauritania, and you may remember that Morocco has denied the right to
exist to Mauritania for twenty years, explaining that Mauritania was an
invention of the French and colonial history, you find more black populations than
white, and more Christian than Muslim. There are Muslims but not the same sort
of faith and religious practice. Then go to Senegal, to Guinea and to costal
Africa, which is tropical and wet, totally different in terms of climate. 


Then you ask yourself one question, for
instance. Is being a woman in the north of Morocco the same as being a woman in
the south of Benin, on the coast? One is a matriarch society where women are
and have been for centuries at the center of society and in command of a lot of
very important things. In our struggle against the French, there were Amazons, women
in arms. Business, trade is totally mastered by women. It has been so for
centuries and is so today. In our government it’s absolutely normal that we
have 50% of ministers, in France it seems it is an effort because when it has
been done, first the trial was difficult with Mr. Juppé (he had to reject 10
Ministers out of 12). Except maybe in Scandinavia it’s an effort in Europe.
It’s not an effort in Benin.


Now go to the north of Benin. There it is
very difficult for the republic to convince families to send little girls to
school. You are in a Muslim/animist society where the last priority will be to
educate the girls. Again, it has changed. Today 80% of young girls go to
school. We will speak of Africa but we have to bear in mind that it is not
always relevant to speak of Africa, as there are so many differences, so many
religions, so many languages, so many behaviors, practices, codes, rules, that
it is it a bit simple to speak of Africa. 


But we will do it for three reasons. 





The first is because Africa wants to be
one. In 2013 François Hollande went to Addis Ababa to celebrate the 50th
anniversary of the African Union, an organization of 54 states, except Morocco,
which doesn’t accept Western Sahara as a member. Why does Africa want to be
perceived as being one? Because it has been perceived by the rest of the world
as being one when the question was, how do you reduce Africa? We suffered as
one continent, with slavery. The slave trade has impacted more the ‘Slave Coast,’
from the Ivory Coast to Nigeria, Congo and Angola, but it is the problem of
everybody. It is heritage, and it’s very recent. Atlantic slavery stopped about
150 years ago, but all the other forms of slavery are not all today gone and
have been a twentieth century experience. When you consider a suffering Africa,
it’s Africa as a whole. When you consider colonial Africa, and Africa colonized
by the rest of the world, it’s Africa as a whole. Then when you consider
independence, it is solidarity of everybody in the continent. 


The second reason is that today Africa can
be perceived as a growing continent, as a continent resolving one after the
other all the key problems, which means that culturally people are starting to
be proud again. Pride is an important ingredient and you have many reasons to
be more confident in some parts of Africa which are in far better shape. Indeed,
it’s more difficult to be in the Democratic Republic of Congo which as the name
expresses well is the country of a democracy. 


Nevertheless we all grow around 5% in GDP and
have done so for the last 30 years. Despite all the crises, even in 2009 the
GDP of Africa has grown by 3%. This year, IMF forecasts are that it could be a
bit more than 2012, which was more than 2011, around 6%, which means that the
European Union, being 40% of the trade of Africa, has no impact anymore on the
outlook in Africa. Africa now is cruising with Brazil, with China, with India,
with the entire world. Normally a crisis on Europe immediately reflected, translated
in a crisis in Africa but this is over. Europe exports and Africa is a
continent with a trade balance is neither in shortage nor in massive surplus. And
Africa does not import the crisis! 


I’ve been described as afro-optimist.
Usually you consider Africa as a sick child of the world. Europe is a sick
child of the world so you would do better to look at Africa with a different
way of reading the figures and the facts. People thought it was ridiculous but
then China came, and India came, investing, building, extracting minerals and
oil. Then the European opinion and leaders who looked at Africa as the
continent to fly away from started seeing it as a continent where it could be
smarter to come back. It was a sign of modernity to close the factories in
Africa and open them in Asia. Now people start to have a second thoughts.


It is totally new for many Europeans, to
imagine that the market share of Turkey in Africa is now nearby the French one.
It is difficult to accept that because people have a certain cultural heritage
in mind, a certain vision of history.





So to be Afro optimist is a bit less
ridiculed because the feeling of a threat in Europe starts to be a bit more
present. For Africans now, to be regarded that way and to be in a position to
great competition in between the masters of the world is an immense pleasure.
You know that there is now and OECD rule which is that you cannot link your
financing and public development aid and your company, your corporate executing
the market. Every time you have an important engineering of building or
infrastructure creation in Africa it is on a financing which is US, French, EU,
Germany and so on and it’s executed by a Chinese or an Indian or a Turkish or a
Saudi company. For those among you who know and like Senegal, there will be a
nice airport in a few months, maybe one or two years, financed by BNP. It’s a
bit of public aid, and will be managed by Frankfurt Airport, because each has
won the bid, which is currently constructed by the Binladen group. 


So the world is such that Africa today has
a feeling of pride everywhere again and this is important for the future. Then
you can start to speak of culture on equal footing. 





The third reason is very important: the
generation which is now in command, people in their 40s. You have always been
independent. If I explain to my children how it was in the good colonial times,
they don’t care. The average age is like mine but that real generation in
command has no complex whatsoever. 


Plus bear in mind something that the
Europeans have absolutely to remember, and they have lost their memory. Their
colonial adventure is a little, uninteresting, experience. In Benin the
colonial regime started with a decree, a bill in 1896. Independence started in
1958 with the ‘autonomie interne,’ with the first regime of internal
autonomy, and full independence in 1960. So we were a colony for 64 years. We have
53 years of independence and, one day, even the memory of the colonial
experience will vanish. I think that Europe remains in the view that colonization
and decolonization are very important issues. 


People speaking French will be African as a
majority tomorrow morning. The colonial regime has no importance whatsoever.
When I was a student there was the idea that development would never occur, so
this is behind us now. Who is extracting oil in Africa? It is not the Chinese, but
Senegal, the national South Sudanese company. Imperialism is an old dream that will
not come back.


That’s why culture is far more important.
The fact that I speak French is far more important than the question of our
grandfather occupying those territories. So culture today is a way for Africa
to be plugged to the rest of the world, which is very important. 


My father’s first name was René. His
brother, who has been president of our little republic, was called Emile. I
never realized before being 50 why and how they have been given those first
names, Christian names. Emile is to pay tribute to Rousseau and René because my
grandfather wanted to pay tribute to Chateaubriand. I had only realized that the
French colonial system was in place about 20 years before. I asked my uncle, “Why
is it that 20 years after the beginning of the colonial system you had
created-, an elite had been created rooted absolutely in the remotest place of
Benin - pay tribute to Chateaubriand?” He said, “Son, we were reading
Chateaubriand when it was in the Parisian bookshops in the 1820s. The way
culture flows is not a decree plus a battalion plus flags. It’s catholic
missions, it’s Muslim Ulimahs, it’s trade. We were part of the trade
bourgeoisie of the little costal town. We received Portuguese merchants 400
years ago. That’s why your grandmother’s name is Duran. You’re asking me why?
It has nothing in common with the colonial system. We have been in the global
world for centuries. Where have you imagined that we started to be civilized?”
This is a third republic idea. It’s Mr. Jules Ferry who came to the national
assemblies and said, ‘Let’s civilize them.’ 


Africa in history


For foreigners, Henri Guaino was a lyric
civil servant who was the special advisor to the French president. He wrote the
famous Dakar speech. The president of the French republic rendered an immense
service to Africa: he ridiculed France and strengthened Africa. He said,
“Africa has not entered in history yet.” In Africa it was a wave of
indignation. The truth is, he had not read the speech. He was arriving from
Libya and Guaino was arriving from Paris. There was a little competition in the
presidential team. The diplomatic advisor had made a perfect speech and the
special advisor, far more influential, arrived with something different. The
president had no time. 


Today, change is fast and, with the
internet, you can know the price for your crops live. You know when to plant
them, keep them and release them. Now you have the most advanced usage of
telecoms in Africa for payment where you have no bank agencies. Even in a
totally backward and remote province you have your mobile phone. We have 500
million mobile phone contracts. There are cellphones in every village because
you don’t need electricity, you just need a solar panel to recharge your mobile
phone. So half of the people with a mobile phone in Africa live in villages
where you have no electricity.


Africa exists as such with really
strengths, pride and growth. The managing generation has no complex. This opens
to everything, especially because we are the continent where growth of
population is the highest in the world. Western firms should take all that into
account. Remember, in Tunisia, the most important word was ‘dignity’ to justify
the rebellion against the regime. This claim for dignity is associated to this
feeling that we are back to the front of the stage in history and that we are recognized.
And even if we are not recognized, we don’t care anymore.


Respecting the other


Africa can inspire several things. First,
the respect of differences, the otherness. In Africa you have many others, more
than in many countries. Some countries are very homogenous. It’s difficult to
consider that Africa is homogenous in its borders, because borders have been
decided in the Berlin conference in 1885 by people who had not really studied
the topology or even geography. That’s why we have such linear borders. Differences
have to be respected. 


Not all countries like Nigeria or Congo
have civil unrest. In Benin for instance, several religions coexist. In a
majority of African states, churches are full, koranic schools are full, mosques
are full. We had to establish a national voodoo day because there are more and
more voodoo followers. It means we celebrate all Christian and Muslim holidays,
which is a lot. HR directors among you be reassured, we have a limited number
of annual leave days.


I could take examples of various forms of
art or language, as we have to sponsor all languages. The problem is that we
lose one language per year because there are fewer speakers. In Senegal, people
speak Wolof. Wolof used to be one of ten languages and it was not the strongest
because they speak different languages common with Guinea in the south, for
instance. It dominated for about 50 years. Now people speak Wolof and French
and TV is in both. Malinke is disappearing. In Benin we are ten million but with
40 languages, the south we speak Fon in the north we speak Baribas and to
understand each other we speak French. Plus now people have to embark upon
speaking English for the internet and Arabic to read the Qur’an more quickly,
so we cannot keep the language of the country, of the village. So we lose a
language per year in Africa. It’s like protecting biodiversity. You have to
protect cultural heritage through diversity.


So if Africa has learned something and
could now teach something, it’s for the good and the bad. For countries that
have done that well and for the countries that are not succeeding, it is
possible to respect each other’s cultures. Take Fes for example, one of the
most beautiful cities on the Unesqo heritage program. The ghetto is one of the
most beautiful parts of the city. The king decided to reconstruct the synagogue
and forced the prime minister to open it but he didn’t come. As a moderate
Islamist, the relationships with the palace are tense because the palace
resists a bit against Islamism and the progress of Islamism.


The Jewish community in Morocco has had a
long and complicated history, clearly richer and better than in many other Arab
countries as you can imagine. Even under the worse conditions, it is possible to
respect other people’s culture in depth. It requires a bit of smartness. 


The hazard of culturalism


The second lesson we have learnt and we
could teach is that culturalism is an absurdity. Africa deserves to be analyzed
as any continent, as you would look at Latin America, Asia, or Europe for many
questions, including corporate life, macroeconomics, or thermo physics.
Scientific culture is perfectly relevant in Africa, it’s one of the regions of
the world where we make progress in education at the fastest possible rhythm
because we start from quite low in terms of scientific culture. Africa deserves
to be looked at exactly like any other continent. Culturalism is a reasoning to
explain everything through culture. 


There was a report of the SDN, Societé de
Nation, in 1938 about Japan, which is always quoted by Asian economists, as one
of the most important in the economics of development. It stated, “Japan will
never be a manufacturing country because of cultural traditions of disorder,
non solidarity, absence of rigor at work and labor. That’s why it will be, as
it has always been, a producer of cheap, non-quality goods. They have to specialize.”
It was a bit before the war started, when things were different, and before the
high growth and everything which, in people’s minds, meant quality.


The risk of culturalism, in terms of
reasoning, is really a weakness. Africans will develop because they are kind,
open, pleased with everything. Nowadays you need to build happy communities, because
happy communities at work are essential. Africans are happy. It’s very
important to respect, to integrate culture, to develop all possible knowledge
of culture, but to think that Africa is in poor shape because they have too
many children, too many wives, too many family people, too much respect for
noneconomic, rational values, is a mistake. About polygamy, there are 50% of women
and 50% of men in Africa. So if everyone were polygamous, except by buying
wives on the market, it’s difficult. So unfortunately we are monogamous
continent.


To organize ourselves with no
infrastructure, no energy and so on to get to 10% will be quite a significant
challenge. So, we are happy to have problems of land, of demographics, of too
many children, too many wives and so on because if not we would be at 10% or
12% and it would not be manageable. So let’s be clear. Culturalism is the
degree zero of reasoning. 


Art and African identity


Art, creation and culture are interesting
inputs in production. Economic production is a combination of three factors: labor,
equity and technical progress. The way the society is organized for people to
deliver equity and technical progress is all about education. Culture is so
important that it’s very important sometimes to kill it. Culture is central to
the economic and to the social fabric. When the jihadists in Mali took
Timbuktu, they burned the manuscripts and erased the tombs. In Afghanistan, the
Taliban bombed Buddha statues. It’s important to master and dominate the other
by destroying.


Do you remember what Milan Kundera said? “
Culture is worthless, like love.” It was a joke, obviously, and it could be
that in effect, culture is useful. Otherwise, it would not be assaulted that
way. When we created the foundation in Benin, we dedicated it to some social
and cultural goals, specifically to develop contemporary art in Africa. By the
way, you have roots in ancient art and we dedicate a lot of time to exhibitions
and teaching and so on to art from the origins, so-called primitive art.


At his next conference, Mr. Monjou could show,
on the same screen, the roots of African cultural heritage in modern art. The
collection by Matisse, by Picasso, by Braque, essentially all artists in the
early 20th century, I am notably thinking about “Les Dames d’Avignon”
inspired by shapes which are African. So modern, western art, has African
roots. So you have that for the western world, you have inflows of that
influence, which is not the only origin.


When we did this foundation I thought of
Vaclav Havel, who was in jail when the events started in Czechoslovakia. In
November ’89 he was elected by a unanimous communist parliament. He wrote a
letter to Olga, his wife, a fascinating page on art and creating being the
metaphor of freedom. You cannot tolerate this metaphor, this image of freedom
given by creation. I have always been very inspired by that. I think it’s
important for corporate to share that with the employees because they’re
absolutely prepared to listen to that and to help the countries when they are
very poor to understand that.


For a suffering continent, despite all the
growth rate figures, art is the metaphor of your development. Like art and
creation, literary or plastic arts, were the metaphors of freedom for the
communist world. 


Art is essential for that because it’s part
of your identity, our cultural heritage. People can say my country, Benin, is
number 160 on the list of human development of the United Nations and the World
Bank. It’s true. You can take all indicators. We are the 160th, and
we are very pleased because we used to be the 162nd. Who will say
that Mr. Romeo, the painter who has got the Kassel Documenta, a bit like the
Nobel Prize if you would, is the 160th painter? Nobody. Who will say
that Wole Sayinka, the Nobel prize for literature of Nigeria, is the 162nd
Nobel prize by merit? Nobody will. 


Art is a way of pointing out Africa’s
potential, the importance of African human heritage, which is going to surprise
a lot of analysts in the years to come. Art is the metaphor of our future.




B – COMPANIES ARE THE MELTING POT
OF HUMAN HERITAGE 



6: A FRAMEWORK FOR ACTION


Yves Barou


Over time, human resources policies
increasingly tend to combine national traditions. Increasingly international
management teams try to bring joint solutions and homogeneous action plans to
bring an answer to joint problems.





However, often lacking indicators, a
coherent framework of thought, fashions follow set expressions in a major
semantic and conceptual chaos. Programs are amended before being implemented
throughout the company.





Indeed, HR actions require time before they
can be effective, consistency to train management and readability for employees
to become stakeholders. This time, this managerial consistency, are precisely
what businesses no longer have, dancing from short-term to short-term.





Programs that are sometimes conflicting are
piled up as managers change or consultants make new proposals. To find this
lost continuity again, you need a stable, integrator frame for thought. And the
concept of human heritage could be one of these guiding themes.





But businesses have to take on their social
responsibility. CSR (Corporate Social Responsibility) has become unavoidable
and opens new paths by extending the scope of this responsibility. It
encourages to see further, to include the upstream and downstream, to take
account of all of the company’s externalities. But this extension should not
lead to forgetting the company’s primary social responsibility: being a melting
pot to develop its human heritage.





This second part will review the different
HR policies that should be analyzed with this in mind.





Obviously, training actions immediately
come to mind, along with their double dimension – national policies, which
still prevail in Europe, and company decisions. Indeed, if there is an area
that isn’t really supervised anymore, it is definitely training, which left
management committees and boards a long time ago.





A lot of other initiatives are added to
training in order to develop “human resources,” human heritage. And here too,
you need to see the light.





Then, the issue of transfer, particularly
from one generation to the next, is now being raised everywhere in Europe, with
great intensity. Finally, to complete this scan, the organization itself needs
to be examined as it can be a teacher and generate change or be static and
conservative.









INVESTING INTO TRAINING


Obviously, the primary policy to develop
Human Heritage is training. But businesses’ choices are operated in very
different national contexts. The aim of this chapter is to compare some
European systems.





In average, European countries dedicate
about 0.2 percent of their GDP to training and businesses 1 percent of their
payroll. But these averages are hiding deep differences.





Austria is often mentioned as the most
groundbreaking country and the one where public spending is, in proportion, the
highest. Peter Schlögl describes a system based on apprenticeship for young
people, emphasizing its strengths and weaknesses.





France also invests a lot into training,
with issues being debated, as Yves Barou will show. Since 1971 and the Delors
Act, France has been more closely monitoring training expenditures but,
paradoxically, this statutory obligation has also had a side effect: training
is now more considered as spending than investment.





Cornelia Hulla analyzes the basis of the German
dual system. This systemic understanding is vital at a time when France and
Germany are working together and European programs spreading.





By contrast, Elisabetta Caldera explains
the difficulties and stakes of the Italian approach.





In any case, this is an area where Europe
has room for maneuver. Beyond the now-emblematic Erasmus program, in order to
meet the challenges of its human heritage, Europe needs to develop European
programs to make the best of the knowledge of each country… as long as it
doesn’t lose track of the purpose of training: skill!





It is the essential stake in this time:
providing businesses with the skills they need, which are evolving along with
economic and technological changes, and letting everyone bounce back as many
times as necessary along their professional career.












APPRENTICESHIP AS AN INTEGRAL PART
OF THE EDUCATIONAL SYSTEM, THE AUSTRIA CASE


Peter Schlögl


That was an important key word, if
apprenticeships are a miracle for our problems. I want to give you a glimpse of
the Austrian system related to work-based learning. It’s one pillar of training
in Austria. Yesterday, we talked about human heritage and sometimes we meant
knowledge management. We also mentioned organizational or corporate culture.
I’d like to add another perspective. The apprentice system is a form of generation
overlapping heritage approach. It’s quite an old system, from the Middle Ages;
older than the oldest universities. The question is whether it’s a system.
Another point is this overarching approach between generations, where the
older, experienced workers skill the younger ones. The big question is where
these occupational profiles come from. Yesterday Michel argued about
innovation’s importance for training, and said that to foster growth
incremental innovation is very important. From my viewpoint, the integration of
young people into that is one of the strong pillars. Others build on radical
innovations, focusing on universities to develop new knowledge, or implementing
it into economy or new developments. German-speaking countries have a tradition
of developing innovation in companies, so it seems logical that vocational
training takes place there.





I’m talking now about apprenticeships but
it’s just one small element in the chart. What is not in the chart is stuff
about company-based training. This is all by active labor market policies.
These are the initial pathways to the Austrian system. You can see that about
80% of all young people in Austria attend vocational training. If you take a
look at reports and the strength of the Austrian system, you find the high
attraction of vocational education and training. The weakness is a small amount
of general education at upper and secondary. If you take a narrow focus on
training, it’s not a monolithic block. There are 3 strong pillars. Of the 80%,
half are company-based training, and the other half is full-time schooling,
middle, upper and colleges. These were founded 200 years ago to foster economic
development. I’m always surprised when hosting groups from Asia they ask how
the school’s curriculum meets labor market need. I always say we don’t have to
challenge this because the economy and the schools developed together over 200
years. The curriculum is implemented in social dialogue.


The schools were a tool of a capitalistic
economy in textiles, mechanics or commercial colleges, even universities. The
full-time school is also different to the German or Swiss dual system. This
amount of full-time schooling is not found in the other countries. 


The training company is the training
company, and the company is the responsible partner in the training. Part-time
school supports this process and therefore training is implemented in the
working process. In good training companies there are not only workshops, there
is also the integration of young people in the work process. One special thing
is the aspect of the social role of apprentices. They learn, but they are
employees. At 16, they are integrated into the labor market, full-time. They
get labor market experience, are trained in certain professions, and on average
they have one day a week in a part-time school. This forms the experience of
the young people and helps to integrate them into society. The challenge when
economic crises appear is that training places are reduced and young people
can’t find a place. For this reason, the Austrian government prolonged this and
gave a guarantee for everyone who wanted a training place to have one.





The full-time schooling funding is quite
different as this is public-funded. Expenditure in Austria for vocational
training is quite high because full-time schools are expensive. If you ask
training companies in Austria why they train, it brings up interesting results.
More than says it’s because
they always trained, that is human heritage. But there are several other
reasons. In some fields, it’s very expensive to recruit skilled workers, and
therefore their own training is cheaper. Or, you couldn’t find skilled workers
anyway. Economists tell other stories, they say companies train in the service
area because otherwise prices wouldn’t be possible; especially in service such
as hairdressing. There is pressure on working costs. Trainees are cheaper than
skilled workers.


On the numbers, please bear in mind that
Austria is a small country with 8.5 million people. We have 210 occupational
profiles, which are national standards and usually trained in 3 years, or some
in 2 years. They’re in nearly all branches; health and social service is
excluded. About 130,000 are in training in Austria throughout the country in
more than 35,000 training companies. That is another reason why this system is
not so transparent. There are ethical strengths of the apprenticeship system.
If this keeps going on, it keeps a traditional culture of youth employment. If
you compare youth unemployment in Europe, you’ll see that the German-speaking
countries, at the age of 15 to 19, have good numbers. If you take a look at
each group of 20 to 25, you get another number. You shift the problem of
integration to a later age, but that’s the political issue. In Austria,
politicians say they prefer a 21-year-old unemployed person than a 16-year-old
unemployed person. 


One strength of the system is that there
are no entry requirements, no school leaving exams decide it. The company
decides if they want to work with you. Something that seems natural, but isn’t,
is that the work integrated learning process ends with a diploma which is recognized
all over the labor market. This is always a little miracle, how this happens,
but it happens. From the point of young people, the income they can get is
quite important motivation to go into apprenticeship training. This starts
about 60% of skilled workers’ salary and goes up until 80% in the last year of
training. That’s interesting for a lot of young people. Their occupational standards
are not so narrow that companies cannot customize or tailor their needs in this
framework. Therefore, companies use this system to develop their own job
profiles in the national standards framework.





Where there are strengths, there are
weaknesses. I mentioned that the system is not transparent. There are a lot of
training companies, 200 occupations, regional differences. The challenge of
quality assurance is a big topic, particularly the discussion between social
partners. The economy side says everything is nice and smooth. Unions have
different experiences, especially if you look at leaving exams. You get a
different picture on the quality of training at certain companies. One weakness
is that the labor market segregation on gender is brought into this early
decision process. We see very strong gender segregation between occupations. If
you look at most trained occupations, about 60% or 70% of young women are
trained in 3 occupations. For young men, 50% are trained in only 10 of these
210. Another weakness, thinking about the 35,000 companies, is more or less
weak educational competence of the training personnel in the small and medium
enterprises. They are companies in the professional field who also train. That
is especially true of working with young people that have one or the other
weakness, social or learning dimension.


If you have in mind the pillars of the
training system, full-time schooling and apprenticeship, there is an ongoing
discussion on the crediting of the outcomes between these pillars, if you
change between them. The number of training places is dependent on economic
prosperity. If the economy goes down, so does the number of training places
because it’s expensive to support the young people. There also are some
regional gaps. If you take the average, you can’t move a 16-year-old from
Vienna to Salzburg. I already mentioned the leaving exams being critical. In
some professions, nearly 50% do not go to these leaving exams or do not pass
them. In other occupations, 99% pass. That’s another aspect of how to get a
good quality assurance approach over this diverse system. One aspect during
economic good times is that we could see that we have enough training places,
and the economy is running well. However, in good economic times it’s hard to
find good training persons because the salaries are better.


The system is a traditional one, but one
with a lot of innovations. The system itself is, on the governance level, quite
complex. One issue is that you must have a strong industrial dialogue component
or occupational profiles would not be accepted. To bring it to the end, I would
say the strength of the Austrian system is definitely the long tradition of
company-based training, but also the development is depending on the working
together of the different pillars, full-time schooling and company-based
training. In different pillars of economic development, one pillar is stronger
than another, and therefore they work well together. If you ask anyone in
Austria why it works well, no one can say. Those are the things you have to
look at. Tradition is one, but ongoing development of the individual elements
is another.





Characteristics of the Austrian
vocational educational and training system (VET)


-
Early occupational decision at the age of 14/15
years


-
Strong involvement of the social partners in
planning and implementation of apprenticeship-training


-
Two learning environments: training companies and part-time vocational schools


-
The apprentice is employed in and in a
training relationship with his or her training company and a (compulsory)
student at a part-time vocational school at the same time.


-
The company-based part of “dual” vocational
training makes up the major part of the apprenticeship period (appr. 80%).


-
The apprenticeship-leave exam is taken in
front of professional experts. The focus of this exam is on the competences
required for the respective profession.


-
School-based part of training: public funds (mix
of federal and regional)





Strengths:


-
Keeping up a tradition (culture) of youth
employment (low level of youth unemployment)


No entry requirements except the age and also a socially recognized way for young people
who do not want to attend full time school at upper secondary level


Offering a work
integrated learning process with a diploma not only recognized in the
training company


-
Occupational profiles with high acceptance on the labor market


-
Smooth transition from VET to employment


For the young people: income
(apprenticeship remuneration increasing up to 80% of the salary of a skilled
workers at the end of training)


-
For companies: Skilled workers tailored
for their own needs





Weaknesses:


-
§Very divers sector and no transparency of non-central
developments (incl. quality assurance)


-
§Strong gender segregation by occupation


-
§Weak educational competencies of company
trainers and examiners


§Ongoing discussions on mutual crediting of learning outcomes between
apprenticeship-training and full-time vocational schools


§Number of training placesis strongly
dependent on economic prosperity and regional gaps in training places


-
§(High) failure rates and drop outs





Innovations:


-
Target groups: Leavers of special needs schools,
youth who did not acquire any qualification at lower secondary level or
obtained a negative assessment in the final exam, People with disabilities,
People who are not suitable to be placed into a regular apprenticeship


-
Tailored types:


-
§Acquisition of partial qualifications – duration: 1 to 3 years


-
§Prolongation of the training program by 1 to max. 2 years


-
§BRP – special University entrance examination for graduates of
vocational training (general entrance not only restricted to field of training
(in adult education or accompanying the training)


-
§Modularization of occupational profiles


§Independent training workshops leading to the same qualification for
those who can not find a training place












CO-INVESTMENT HAS FINALLY ARRIVED
IN FRANCE


Yves Barou


France spends a lot of money into vocation
training, but does it really invest?





Since the Delors Act 1971, training in
France is measured, analysed and subject to documented and sustained social
dialogue.  Yet, it wasn’t enough to go from the status of endured expenditure
to that of responsible investment. Seen as a statutory obligation and a burden
for the company, a social benefit for employees, training isn’t considered – or
managed – like an investment.





European comparisons bring out the size of
the effort made in France.  This training effort can be measured in two
dimensions: companies and public spending.  The Continuous Vocational Training
Survey (CVTS), carried out by Eurostat (1994, 1000 and 2005) assesses the
expenses of European businesses with 10 workers or more having regard to
training, comparing Total Expenditure and Money (TME) and expressing the
overall (direct and indirect) cost of training policies, via a percentage of
total labour costs for businesses.
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This comparison isn’t possible in the UK
because there are no relevant statistics.  Denmark and France are clearly above
the European average and, what’s more, France has increased its effort more
than the other countries.  However, this comparison may be biased as the French
assessment is exhaustive because of the statutory obligation, which is
definitely not the case in the other countries.  In terms of public spending,
this time more directly comparable, Austria and Germany are at a relatively
high level (0.37 and 0.29 percent), which shows that training is considered a
priority.  France, with 0.25 percent, ranks third.
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In total, it is clear that France spends a
lot for vocational training, and has been doing so for several years.  It
spends a lot but funding structures are complicated, which diminishes this
effort’s impact.  In total, €16 billion – €32bn if you count internship pay –
are spend every year.  Employees are obviously the first beneficiaries –
approximately 55 percent.  And, correlatively, businesses are the first
investors.  However, expenses concerning apprentices, youngsters or jobseekers
are increasing.
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France dedicates large budgets
to training but, in doing so, does it effectively meet businesses and workers’
needs?





In France, training is the subject of a
weak consensus.  Officially, everyone is in favour, but without truly believing
in it.  Training has been absent from the order of the day of steering
committees for a long time and, for the media, it isn’t a theme that sells. At
the same time, everyone is worried about their employability as well as their
children’s.


Unlike emerging countries, we rest on the
gains of our human heritage, the historical key factor of our competitiveness. 
And yet, the structural incompatibility between the skills available on the
labour market and those needed to revive the economy could very well keep
growing.  And this is clear in a survey published by Mac Kinsey (1): by 2020,
because of this incompatibility, 2.3 million workers would not have the
necessary skills, and therefore wouldn’t have a job, while 2.2 million jobs
would remain vacant because of the absence of necessary skills, which means
that these activities could be outsourced.  Of these two million, one third
would be engineering and executive positions but two thirds – about 1.5 million
– would be levels 3 and 4, i.e. salaried, labourer or technician jobs.


This last figure may be scary but needs to
be compared with the 5 million workers who, for instance, found a job via the
French Association for the Vocational Training of Adults (AFPA, created in
1946).


These changes might further enhance dualism
on the labour market, between relatively stable, permanent jobs and precarious
ones, thus in time keep a whole section of the French active population away
from durable employment.  Thus, while precarious employment accounts for 13
percent of workers, it accounts for more than 60 percent of all jobs destroyed
since the economic crisis began, and mostly affects young people.


More than 114 million jobs will be
available in Europe by 2025 (Cedefop survey, June 2013).  Because of growth,
restructurings and especially retirements, there is a huge need for new
skills.  There is already tension on the labour market, which is the first sign
of this.  However, these jobs, mostly replacement, won’t be identical as jobs
are getting more complicated.  Will the training machinery be able to
anticipation these new skills?  The traditional scheme – the divide between
initial training for new skills and continuous education to adjust and rebound
jobseekers – is, in any case, no longer adapted.  Skills are now evolving
faster and you cannot train for life anymore.


So why, paradoxically, in
spite of these shared needs, are we failing to manage training as an investment
into the future?


Six converging factors can explain this
surprising situation.





1.
The share of active workers themselves
has been historically denied, against all reason. 
Training is primarily a choice, a commitment, individual work in service of a
professional project.  There is no learning without efforts and many hours of
work.  Public powers’ support cannot replace this will and this work. 
Actually, the statistics mentioned above show that more than €1 billion comes
from the interested parties themselves.  And this figure obviously doesn’t
reflect the time and energy these people have invested.  This issue is a taboo
as union organizations dread – often rightly – a disengagement from businesses
and the public powers.  However, at the same time, this all masks this
irreducible individual part without which training cannot be effective.  Yet,
this debate was open in 1999-2000, on the occasion of the second law cutting
working time, the one that added to the Labour Code the innovations contained
in thousands of sectoral and company agreements.  Indeed, this law provided for
the possibility of training outside of working hours, which clearly stated
that, in addition to funding training, the issue of time and pay pertaining to
training was raised, confirming that it is a joint investment from the employee
and the company.  However, old habits prevented a true recognition of this
reality and 14 years passed before the issue was indirectly and implicitly
brought back to the surface with the law of February 2014.


2.
Funding modes in France have become
complicated with regionalization and the organization for receiving mandatory
contributions as well as mutual redistribution. 
Thus, businesses have to partly pool their budgets together, which lets
employees in small businesses get better access to training than with their own
businesses’ contribution level.  However, debits are complicated, there are a
lot of collector organizations and special intervention programs, as well as
the possibility for businesses to ‘retrieve’ part of the mutual funds, so the
system is relatively impenetrable and barely upgradeable.  Indeed, businesses
pool together a little more than 50 percent of the €11 billion they dedicate to
training (i.e. €6.5 billion, of which 0.9 percent are used to pay for
individual training funds for which all employees can present a project). 
Thus, they can have their own projects financed by these mutual funds. 
Besides, in recent years, the entire public training order was regionalized. 
Each region now defines its own priorities and access criteria.  Therefore,
regulating such an atomized system becomes very difficult, whereas economic and
technological change should lead to additional training investments.


3.
Mechanisms reflect consumption.


4.
The choices made weren’t always linked
with quality.  “Convenient” training with a vague
outline or “sprinkling” apprenticeships that don’t serve a professional project
have sadly gained ground, eating a significant part of the budgets.  Time
pressure has also caused the duration of training to shrink, sometimes
disconnecting it from employability.  Yet, during a crisis, i.e. economics and
trades changing, priority must be given to training that leads to qualification
and therefore last long enough, which doesn’t completely rule out modular,
individual paths, given the benefits of the systems validating professional
experience.


5.
The very purpose of training is forgotten.  Systems unfold with an institutional logic.  Some training buyers
buy intern hours instead of improving the link between employment and
training.  Training systems are not assessed, except in case of retraining.  In
short, it’s all  lost.


6.
More inherently, marketing is at play.  The key skills used to operate training are now legal and
financial.  Analysing jobs and teaching skills – yet revolutionized by the
digital era – is no longer the priority.





In this context, the cross-industry agreement
of January 11, 2013 and the law of February 2014 that transposes this agreement
helpfully opened new options, with the possibility of transferring the
individual training account, the creation of vocational evolution assistance,
and more importantly improved links between training plans and businesses’
anticipation efforts, as well as involving employees in corporate governance.


Two conveyors of progress, two
tracks to put training back in its place are now at play.





Early workforce planning as a strategic
framework for training





Anticipating change, accordingly developing
training priorities: these needs point to the importance of early workforce
planning.  However, by dint of trying to be too operational, forecasts can lead
to failures.  Managing employment and skills had rather become prospective,
explore future possibilities and their uncertainties in order to build training
strategies.  Indeed, the point is spot technological change early, and
therefore the transformation of trades, at the level of a company or of a
region, to deduct the training/retraining actions they imply.  Yet, these needs
cannot be measured simply having regard to immediate local labour market needs but
with a view that integrates local and regional as well as national sectoral needs,
in the medium and long term.  Otherwise, the labour market’s dualism would keep
getting bigger as there isn’t going to be more unskilled jobs in France but
they are going to be more and more precarious.  Therefore, early workforce
planning can be considered like the strategic framework for annual training
plans.  For training and social issues in general, what makes a difference is
having time because challenges were anticipated and working for the long run. 
This is also true for each and every worker, which reminds how important it is
to define one’s professional project, as the agreement of January 11, 2013
suggests.  It also means that training operators should focus on support
combining collective and individual training and effectively leading to
tomorrow’s jobs.  When these conditions are all met, employment access rates
are indeed quite high.  Training budgets shouldn’t be scattered but focused on
training and retraining.  Regarding employees, it’s the company’s primary
social responsibility.  For jobseekers – a group where barely 10 percent
receives training –, it is usually the prerequisite to returning.  During a
crisis, it’s an emergency.  Designed, experienced through this dynamic, and if
investments are made under the stamp of anticipation, vocational training
becomes the key resource of the return to growth.








The personal training account (Compte
personnel de formation – CPF) as a vehicle of co-investment





Since the 1971 Act introducing training
contributions except when expenses are made in the company itself and proven,
accounting has become a necessity and certainly led to more transparency and
greater understanding of these policies, notably by the social partners.  In
return, training expenses were isolated from investment budgets and the social
logic took over the investment logic. Why is it that, as soon as the production
apparatus has a problem, our companies’ managements rush into cutting training
budgets?  Why do steering committees spend so little time on the subject?  Why
isn’t training in the list of repayments? Training isn’t an ordinary expense,
just like social or health matters, and it’s useless to buy it just to feel
good.  Training is an investment and needs to be considered and managed as
such.  Indeed, in France, training is more often than not seen as a cost than
as an immaterial investment, because it is hard to foretell the profitability
and return on investment of this expense, not as human capital fostering
wealth.  And the fact that it is a statutory obligation has a lot to do with
it.  In short, asking the question of training investment means wondering
whether training has been a profitable investment, if the rewards are greater
than the overall costs – it means comprehending social utility as a whole.


The agreement of January 11 provides some
keys to put some order in all these practices, to build prospective scenarios
of what employment – and the matching professional paths – will be like
tomorrow.  It creates a dynamic that can be completed by additional provisions
activating early workforce planning or optimizing vocational training/guidance
tools.  A high level of professional mobility for the labour force implies
support.  Yet, today, in general, the most active workers get further
training.  Continuous learning should no longer be seen as a statutory
requirement alone but as a contribution to the human capital of our national
businesses; not as a particular investment into a single job but as a
contribution increasing our national human capital.  Thus, the creation of an
individual training account is a tool that materializes the need for employees
to have individual access to training throughout their career.  The fact that
it can never be emptied without the employee expressly agreeing or reduced when
changing employers, no matter how often they change, is the official
recognition that human capital can be transferred from one company to another. 
From then on, investing into training means investing into employment
mutation.  Employment becomes the goal, not some expendable instrument.


Is apprenticeship the magical
remedy?


The issue of apprenticeship is often put
forward nowadays, but does it mean that it is the miracle solution?  First, it
is clear that spreading to an adult audience what was created for young people
would be hazardous.  Besides, apprenticeship was designed as a form of antidote
to training programs that were too academic and too far from the field. 
Finally, apprenticeship is a real problem for businesses whose welcoming
capacities are restricted.  Today, a lot of apprentices are in practice not
guided and there is no consistency between training and practical in-house
application.  From then on, maybe we need educational methods based on
professional situations instead of academic knowledge, and which combine
different methods – apprenticeship included?  Maybe we should rely on
work-study vocational training more than on the status of apprentice, which
implies a labour contract as, in practice, this slows their development down
when there is a crisis.









THE GERMAN APPRENTICESHIP SYSTEM, MUCH MORE THAN A WAY TO
BETTER WELCOME YOUNGSTERS ON THE LABOR MARKET


Cornelia Hulla


Europe’s youth is its future and its
competitiveness will depend to a great extent on skilled workers. While this is
official EU language, the statistics mark the contrary: Youth unemployment is
currently at approx. 20% in the EU, with some counties at around 50% (these
figures disregard the 14 % young generation that are no longer in education but
not yet employed and are not part of the statistics due to other measures). At
the same time according to CEDEFOP, the demand for highly skilled workers in
the EU will rise by almost 16 Mio by 2020, for semi-skilled workers by around
3.5 Mio., while the demand for low-skilled workers is expected to decrease by
12 million. Strategy and numbers clearly indicate, there is a strong case for
action.





A twin-track vocational training system, as
established in Germany, is a well-known skill-building program that seems to be
a key building block for competitiveness especially of the private sector. 


Although many EU countries have apprentice
and or vocational training in place, the key success factors of the German dual
training system do not seem to be easy to copy and introduce. This paper will
lay out the German concept as well as its key success factors. Furthermore it
will discuss the concept before the background of lifelong learning.





The European Commission is well aware that
education and training are essential to the development of todays and tomorrows
knowledge society and economy. They endorsed a strategic framework for European
cooperation in education and training (“ET 2020”). Part of this framework is,
among others, a clear focus on higher and vocational education and training.
The EU aims to foster lifelong learning, improve the quality and efficiency of
education and training, promote equity, social cohesion and active citizenship,
enhance creativity and innovation with a focus on entrepreneurship. These aims
should apply to all levels of education, in this context especially to
vocational and adult education. Two 2020 EU benchmarks specifically apply: the
share of early leavers from education and training should be less than 10%; the
share of 30-34 year olds with tertiary educational attainment should be at
least 40%. These benchmarks are broad indicators that do not meet the specific
future requirements for corporate capacity building.





The German apprenticeship concept is
basically an integrated approach between dedicated schools with specifically
trained teachers, corporations or enterprises that train the apprentices mainly
in-house according to a strict competency model. The framework includes strong
quality assurance and performance management for the apprentices as well as
authorities that monitor and certify the entire process. Learning in schools
and learning in companies are very much linked and tuned.


The program is at the same time apprentice,
teacher and employee related::


Apprentices related: 


The program has clear entrance requirements
for the apprentices: to be over compulsory school age and the successful
completion of lower secondary school.


The duration of the apprenticeship program
is between 2 – 3 years. The apprentice will spend 3,5 to 4 days being trained
in the company and 1 to 1,5 days in part time vocational school (especially in
rural areas the apprentice spends several weeks in school and the rest of the
year in the company or enterprise – which is normally much easier to handle for
the companies). In the part time vocational school only one third will be
general education and the other two thirds will be occupation related technical
tuition.


Apprentices earn while they learn: based on
a contract between the employer and apprentice, wages are paid according to a collective
bargaining agreement.


Teacher related:


Teachers of general subjects should have a
university degree and a minimum of 1 year teaching experience. If they teach  practical
topics such as the brewing of beer they would need to have qualified for the
occupation in addition to studying pedagogy or at least 4 years of industry
practice. Continuous learning for teachers is a must. Special focus should be
on additional qualifications e.g. IT or languages.


Employer related:


The companies that employ apprentices have
the obligation to train their apprentices in the defined occupational areas
according to the competency framework authorized by the responsible Chambers of
Commerce. Any corporate trainer has to qualify for the training by passing an
exam. Companies are required to monitor learning progress on a regular basis.
Companies value highly being ranked top notch with the best apprentices at the
final exams, this is why many employers provide extra training lessons to their
apprentices. They use their rankings for employer branding purposes.


The Chambers of Commerce and the Chambers
of Labor are the highest authorities for vocational training. They play a key
role in monitoring, checking, examining and advising the apprenticeship program
with regard to personal and technical aspects. Furthermore they negotiate the
minimum remuneration for practical training and apprenticeship (collective
agreement). Involved bodies in the entire process are: the Apprenticeship and
Youth Welfare Centers, the Federal Advisory Council on Vocational Training,
Provincial Advisory Councils as well as the Chambers of Commerce and Industry
and the Chambers of Labor.





This German concept is successful thanks to
the following the key success factors:


-
The permeability of the education system, i.e.
ever adapting to new occupations in order to be responsive to the labor market


-
The effective institutionalized cooperation
between the social partners and the education system, esp. the strong links
between schools and companies


-
A strong involvement of the employers in the
system, i.e. in establishing curricula, taking on a lot of organizational work
etc.


-
The importance and success of the program for
the youth is evident: it provides good earning potential and career
opportunities


-
The apprentices spend the majority of their time
in the company for learning


-
The willingness of employers to pay for a
significant share of cost and administration (in Germany about 24 billion Euros
p.a.) including the necessary infrastructure while bureaucracy stays relatively
low


-
Adequate and reliable framework conditions  are
in place and well known


-
Highly qualified and well trained school
teachers as well as pedagogically well trained company teachers are available


-
Vocational schools are well equipped so that
young people will bring the newest know how to the company


Given the demographic challenges the EU is
facing in the years to come it is of utmost importance and urgency that the
successful synergies between practical on the job experience and classroom
training is implemented throughout the EU consistently. The “dual” vocational
education system should be replicated across the EU with increased funding to
support the coordination needed in establishing such systems country by
country.


A twin-track/dual learning system is a good
role model not only for educating the youth but also for addressing the
expected long term skill shortages in the EU. Life-long learning approaches
should offer structured skill based training in line with a twin-track
framework similar to the German apprenticeship model. All professionals should
be offered skill-building possibilities every 10 to 20 years within their
professional life. These programs have to be in line with a common approved EU
framework. Such an approach, rigorously implemented would clearly strengthen EU
competitiveness.









THE ITALIAN APPROACH AND TRENDS


Elisabetta Caldera


The aim of Learning is, and should be, to
give learners the opportunity to question, to reflect and review, not just
transfer new competencies but also promote questions and discussions.


Situation and challenges


In order to understand the Training
System’s evolution and challenges we need to review together the scenario
characterizing not just Italy but Europe as a whole, focusing on two relatively
recent trends: the economic crisis and the arrival of web 2.0 technology.


The economic crisis that has been affecting
Europe in the past few years does not look likely to end soon and is having a
huge impact on the entire system, forcing all of us to rethink and reorganize
our realities and modus operandi.


Efficiency is the key word in all contexts
and functions.


The complexity and urgency of this phase
demands a prompt and sustainable reaction that cannot be delegated to the
single player but needs widespread social responsibility with all players
working together.


Therefore the social context - institutions
and organizations – must step up and collaborate to find mutually supportive
solutions.


The Italian labor market is facing a
critical situation and unemployment is a reality that is threatening both the
older and younger generations. For this reason companies and government bodies
need to work in strict collaboration to value and build employability for the
future. Learning is a key aid for this.


The 2.0 technology has totally changed the
way we communicate, the way we are informed, the way we access new content and
new expertise and the way we learn.


All of this is creating new learning trends
and is requiring organizations to evolve and use these new technologies.





This “revolution” or transformation,
together with the need to be highly efficient, has lead us to review both the
content and the methodology of the Training System.


These two trends, the economic crisis and
2.0 technology, lead us to reflect on some challenges facing the training
system.


Looking at the constraints we have in terms
of budget, resources, and time:


-    what can we (and what should we) expect from a modern training
system?


-    What is the new role of an effective and efficient training system?


-    What are the competencies that we need to build on or improve?


Again, looking at the business challenges
and at the speed of events and constant pressure that all employees and
managers are living under:


-    how we create adequate “room” for training?


-    how we create something that is really adding value to our
employees?


-    how can we balance the individualistic approach (e-learning) with
the need to create participative moments?


Trends for the “Training System “ in the
Italian context


It’s difficult in Italy to find innovative
or new trends that haven’t already been seen and appreciated in Europe.


In multinational companies we are currently
witnessing two main trends: the setting up of Corporate Universities and the
globalization of the function.


In the last few years (starting from 2006),
important local multinational companies have created an internal “corporate
university” or “faculty”, unifying all the learning solutions of the
organization. Good examples of this are Unicredit, Barilla, Ferrero and Pirelli
which have moved in this direction in the last 5 years and others are also
following this trend.


These choices, though implemented in
different ways, have in common the need to build a “training room”, a unique
and distinctive space in which the Company defines the learning strategy and
organizes all training investments efficiently.


Specifically, Vodafone Italy has a
dedicated structure called “Training Community” into which we have moved all
the trainers and training initiatives that were previously spread across the
various functions.


The benefits we have found in this strategy
have been multiple.


First of all,we have an effective “Training
System” where we have a “design” team that can plan, integrate and coordinate
all the different initiatives based on the companies’ priorities and strategy.


Having all the training initiatives in one
area also allows us to identify synergies and interdependence between
managerial and functional training (which are sometimes too far apart to make
this possible) and especially in the methodologies.


Last but not least is cost efficiency. We
have been able to rationalize all external and internal partners (creating an
internal faculty) that we activate on an as-needed basis.


Such decisions as these often go
hand-in-hand with globalization of the function.


Over the last decade the ability to create
an international learning environment has represented one of the critical
success factors for Italy.





Italian managers and professionals need to
learn how to be effective and valuable in an international context, while
maintaining the particularities and the strengths of their own culture.


Vodafone recognizes and translates this
opportunity into one of its own values: “global organization with local roots”,
particularly evident in the training system where 80% of our programs are based
on global guidelines and 20% cater to the local market or culture.


A concrete example of this was a project
called “Retail Transformation”. Vodafone Group recently launched a new strategy
in the Retail business that includes the application of many HR tools or
enablers, with specific focus on the development path of sales personnel. This
was a good example of a common and global approach creating “one brand”, which
is being implemented locally with some additional customizations based on the
culture and the characteristics of the local business. We have a global vision
of how we want to communicate and serve the customer and we are creating the
necessary mindset and competencies through significant investment in training
that will involve all our sales staff. We have utilized the Vodafone Group’s
methodology and we have certified internal trainers that will transfer the DNA
of this vision.


The Italian local market has run the pilot
scheme, experimenting the global approach, and then other countries will build
on this experience.


Sustainable Employability


Considering the challenges of the Italian labor
market and the significant transformations that technology has brought to the
way we work, the Training System has a major role in creating sustainable
employability within and outside the organization.


The Italian economic backbone is made up of
some local multinational companies and a large number of small to medium sized
businesses.


One of the biggest challenges, especially
for the multinationals, is to find a balance and solution for the low
employment levels of young people together with higher retirement ages. As with
the “Youth Guarantee” model in Europe (France, Finland), local government in
Italy is also working to find a way to implement a sort of “handover” between
younger and older employees.


The consequent challenge is how to create a
mutual dialogue between younger and older employees. Although we are living at
a time of significant financial challenges we must continue to invest in hiring
and developing young people. It is a reciprocal need, the older people need a
new perspective and new challenges, while the newcomers need to be nurtured by
the cultural heritage already present.


A key role of training is to create a
bridge between the young and the old: concrete examples are internal coaching
programs, where more senior employees help the new ones, and in doing so
themselves learn new ways of thinking and behaving.


The challenge of the integration of the new
generation, or between the young and the old, is a socially shared
responsibility and we will only see results by creating synergies between
universities, government and organizations. Increasing dialogue and specific
projects between these players are giving interesting results, filling the gap
between offer and demand.


Today we all have the responsibility to
build a sustainable network, partnerships and collaborations in the social
context capable of creating and facilitating the continuous improvement of
Italian employability. This can and should occur between organizations that
operate in different parts of the same value chain or also between competitors
within the same industries.


Each player can and should contribute
towards increasing competency within the industry or country. Multinationals
also have theresponsibility of designing a Training System that is
sophisticated and consolidated enough to bring value to the brand. This can and
should bring important benefits also to external partners, often Small or
Medium sized enterprises that work with these companies and can implicitly
increase their own employability.


In Europe a good example of improving and
sharing competencies is “The European Alliance on Skills for Employability”,
launched in 2006, by Microsoft, Cisco, State Street and Randstad, together with
some Foundations.


This alliance has the objective of
improving employability by sharing best practices and project work in specific
industries, but in different countries (e.g. France, Hungary, Poland,
Luxembourg, Belgium, Scotland and Germany).


I think this is a very interesting
experiment that should be extended to countries like Italy.





Priorities and Technology


Within this framework, one of the big questions
is where to invest money and resources,


One important requirement for all companies
is to know how much they spend on training and what is the return on the
investment.


There is clear attention to power of
control and to the identification of consistent Key performance metrics related
to business results.


In Italy, there is a common focus and
common development priorities that seem to respond to the market and scenario.


At the present time, Business Schools and
Companies are investing in:


-Building competencies in General
Management, with a specific focus on managing critical situations and
adverse circumstances.


- Reinforcing the abilities of people
management, because employee engagement represents a success factor in
challenging situations, and today we have a much more diversified and
heterogeneous team (a new generation with really different motivators)


- Competencies in relationship building
and influencing: networking, partnering, negotiating in a world that has
totally changed (Flat world): different organizations, different cultures,
different customers, (web 2.0 communication and social network) also require
new skills in how we influence our environment and how we mobilize the people
around us.


- Workshops that maintain and transmit company
culture and brand value. Training plays a vital role in creating,
transmitting and renovating the culture of an organization. Although culture is
built up every day by manager and employee behaviors, we still need to
intensify and focus on specific elements of culture, and training workshops are
the best solution.


- Role specific training: we need to
invest in the professionalization of specific profiles that can make the
difference in specific industries. There is an increasing appetite for
functional competencies.


In terms of execution, the speed of new
communication technologies and social networks has lead to an important
challenge in the way the trainer is able to transfer content, and in the way
the trainee receives the information he needs.


The interesting challenge that all Training
Systems need to manage is how to combine the traditional “in presence” training
with the new resources available, how training solutions can be interactive
using new technologies. The same dynamics apply when we need to manage people
from different generations.


In Vodafone Italy we are experimenting new
tools and communication methodologies to prepare and train our people in an
innovative way. Today e-learning has reached excellent standards in term of
interaction, flexibility and therefore usability from our learners. We are able
to train our entire sales force on a new offering in just one afternoon. We can
reach everyone in a few hours, engaging them with the same message accessible from
anywhere.


This has been possible thanks to the
evolution from a quite static system of “knowledge management” to a dynamic
“knowledge sharing and knowledge learning” system.


Vodafone is also experimenting new ways of
combining learning with entertaining or “competitive” moments through “edu-gaming”
or gaming solutions, that can be easily accessed from our smartphones. Of
course this cannot entirely substitute the traditional “in presence” training
that is still valuable and critical, but it is an alternative, engaging, new
way to learn and practice.


In conclusion, the Training System plays a
vital role in this very challenging moment we are living, from different perspectives:
creating competitiveness and employability in the market, creating a bridge
between different players on the social landscape, and being a point of contact
between the older and younger generations, so that the organizational culture
is constantly updated and improved but also valued and transferred.









Debates on skills and industry in
Europe


Rainer Gröbel: One of the strengths of Germany or
other countries with a strong industry was having good, skilled blue-collar
workers. But they lost their positive reputation in many countries. Blue-collar
workers in Germany are well-paid, sometimes with a higher salary than a normal clerk.
Companies know that if you want high quality products, you need skilled
workers. You must invest in these people and it takes time. Though you must
invest in this sector, German industry has also learned. We don’t have many
basic jobs in the industry. We have more qualified places. The German industry
learned that, when you want to go global, you need to have your own
manufacturing places in the country. You can’t just develop with engineers and
then carry it out in China. You could, but would lose a lot of money, as is the
case in Eastern Europe. 


A lot of firms came back to Germany. If you
want a global company, you need a lot of experience in development,
manufacturing, and it has to be local as well. Then you have the people to
build plants in other countries. This is dependent on skilled blue-collar
workers. In the papers in Germany you read that blue-collar workers in other
countries are the losers of the school system. This is a mistake if it is true.





Bernard Perry: I think it raises an interesting point
about blue and white-collar workers and the differentiation. Peter said that
training young people is socially recognized but that’s a problem in the UK.
Anything other than getting a degree now is considered socially irresponsible,
or not socially recognized. The tertiary education system in the UK now is
created so that everybody is expected to get a degree, regardless of the kind
or quality. That is seen as the only way. The use of the word apprentice
already has connotations in the UK with unskilled labor, machinists, factory
workers. In fact, the UK is a service sector, primarily, and the word
apprentice doesn’t sit well in a bank, consultancy or law firm. So the use of
the word for us puts it into a lower social bracket, which is wrong. We have
internships or other words we try to use to raise the respectability of young
people’s quest to get a job.





Wendy Cartwright: The Labor government had an aspiration
for 50% to get a degree. That’s being rebalanced now because there was a real
problem with that. There is more investment in apprenticeships now. 





Stephen Bevan: There is news today that there are 11
applications for every apprenticeship in the UK, so demand is high. Whether it
has the same parity as the degree system is in doubt. Some companies are labeling
people apprentices when they are not, because they have a quota to fill. I have
a friend who is 58 and is called one, even though he has been doing his job for
35 years.





Marie-Françoise
Damesin: Human Resources
have two issues. The first is how to get skilled young people. What was
described by the Austrian and German systems, I think, is extremely positive.
Then, once you have people inside, how do you get the best of the money you spend?
We are cutting costs in Europe. Maybe for technical skills, the company will
keep the training system, but once we get to the softer part of the system,
there is the debate about culture and generation and it tends to fall away. So
I support what Yves said. How do we best manage the money we get for training
and avoid the traditional administrative burden we carry in France?





Wendy Cartwright:  In the UK we used to have training boards, and they have fallen by
the wayside years ago. 





Cornelia Hulla: I think it’s about acquiring certain
knowledge, what you do when you pass an apprenticeship or train less
tailor-made skills. Something came to mind when I looked through the last World
Economic Forum. There was an 11-year-old girl from Pakistan or India sitting
next to Bill Gates because she passed Harvard’s physics courses. Harvard has
put everything they teach online for free. It’s a big boost for business
schools to rethink their model, because it’s all available online. In this
regard, we see trends where learning is speeding up, and you get it in different
ways. Apprenticeship training takes 3 years, which is far too slow to compete
with Asia. The other aspect, certification, has become more and more important
to ensure certain standards.





Tony Bainbridge: One quick anecdote from my experience
of the great technical skills and transfer of technology around the world,
which came out of Germany. I worked for Supervision, which manufactured contact
lenses. We had breakthrough technology developed in Germany, and it was only
possible to develop these with the high technical skillset we had in the plant
outside Frankfurt. So, originally developed in Germany but then we needed to go
global for economic reasons and supply chain. When we wanted to transfer to the
US, they didn’t have the availability of skills. Without the vocational
training which was so superior in Germany, the only way to recruit the skills
in the US was to go to the US military, take returning servicemen who had the
fundamentals and the discipline to transfer the skills to. 3 years later we took
production to the Far East, Indonesia and Singapore. That was also 3 years, but
the only place with the innovation that could make the breakthrough was
Germany.





Yves Barou: I also don’t believe that we can afford
training paths of 2-3 years. We should promote compact, 6-month training. The
situation we are in now is very comparable to the end of the 1940s and 1950s
where all industry had to be rebuilt in Europe. There was massive, quick, but
well-done training to provide the skills. 





Elisabetta Caldera: It’s the same in Italy in the telecom
market. We are looking for 100,000 jobs in digital space, whereas we reduce the
account for normal jobs. There is a gap to be filled. A way to answer it is
going back to university and working with the school of engineering to build up
some specific courses to get people to do so. I agree that there could not only
be the working life, so that apprenticeships can fill this gap. However, it
can’t only be companies that go to universities, so there needs to be
intervention from government.





Michel Aglietta: Hearing what you said, I guess the
problem was how to define what depends on the school system and what should
depend on companies and financing. It overlaps in the wrong way because it is
not efficient. It’s like any investment. What is important, if you consider
training an investment, is the transferability. Some training, it seems, is
just a consequence of vocational training, especially for young people. A lot
of it, as far as it is transferable, or rented by people between companies,
depends on an advanced schooling system; it would be more efficient. Some of it
is firm-specific: if a company has a system innovation with interrelationships
between firms, you can have an intermediary system originally, because the local
territory is very important. In countries like France, it’s impossible because
you don’t have the structure to define things regionally or municipally. There
is no relationship between companies. There are relationships over a long time
between public authorities and companies at an original level.


If you don’t have an institutional,
political system to meet the challenge, it would be a waste. This question of
types of investments, what is really specific and what is transferable, and the
question of what networking is. What are the firms’ relationships with each
other? You need these to define the right way to spend money, either by central
government, regional government if there is one, or something specific, that is
companies, training.





Dirk Schneemann: I sometimes think we miss, when talking
about training, one important aspect. Sure, we can download a lot of training
programs on the Internet, we have this part of theoretical training, but you
have 2 other parts. Rainer mentioned the practical part. We underestimate the 3rd
part, which is behavior. We have a lot of behavioral knowledge to transfer to
the young generation – working in a team and so on. You cannot download this
kind of behavior on the Internet. Or, if you have training in the service sector,
you cannot download customer orientation online. You have to experience and do
it. These 3 components, theoretical, practical and behavioral, should be more
considered.





Véronique Rouzaud: As HR people, we are not as good as we
should be at valuing trained, blue-collar workers or managers. Both in the
industry of servicing and water, but also nuclear, most of the time the
questions our customers ask in the tender process are about training, to the
point that most customers are willing to pay for what they call a university.
This is transferring both technical and behavioral skill. I must say, we are
not that good at offering, including value as a competitive advantage, of this
training and development approach. It’s interesting to see how the Chinese and
the Middle East look at our facilities. They only look at our training centers!









7: ANTICIPATE TO GUIDE HR POLICIES
AND MANAGEMENT


REASSESSING HUMAN RESOURCES
POLICIES


For a company, taking the Human Heritage
view into account means asking questions about its HR policies, and firstly its
ability to anticipate.





The Air France example commented by Xavier
Broseta and the Airbus case analyzed by Hervé Borensztejn show how hard it is
to anticipate the future, identify difficulties in advance to solve them in
time. In other words, you need a crisis to dare prospective management.





And this is the whole point of early
workforce planning. Trouble retraining in time clearly refer to characteristics
of businesses’ culture and human heritage, and to the very nature of the
employment relationship, as Stephen Bevan points out, and therefore employee
commitment, which means that they need a serious degree of independence.





This question is also raised for managers
and the HR function. Tony Bainbridge analyses the evolution of management modes
as globalization is changing the deal for managers. The HR function also needs
to learn, beyond short-term management, to focus on what is essential, as Paul
Mayer demonstrates.












HUMAN HERITAGE AND EARLY WORKFORCE
PLANNING IN THE AVIATION INDUSTRY


Xavier Broseta


The airline industry is currently being
shaken by a lot of restructurings, which was to some extent foreseeable. And
yet, it wasn’t foreseen and restructurings were implemented in a rather
traditional way. The industry went through heavy restructuring across the board
and specifically, across Europe. In the past few months, Air France-KLM let
more than 5,000 people go out of approximately 100,000m, Lufthansa minus 3,500
and British Midland shed 44% of the workforce. LOT, a Polish company, lost 25%
of the workforce and there were several companies that went bankrupt in 2012 of
which Spanair was one.


Companies restructured knowing that the
business was growing at 3% or 4% a year whilst knowing also that the
restructuring came on the back of heavy savings plans that talked about
reducing bills, salaries, wages, having people working more and so on.





How is that possible?


The triggers were the economic slowdown and
oil prices that went up, especially when petrol was paid in dollars. More
specifically, in Europe, there was more competition in the industry, new
regulations and new players entering who were aggressive, such as easyJet and
Ryanair. This translated into dramatic market change with price references
changing dramatically. In addition to these aspects there were also new
technologies coming like self-check-in, self-boarding, and of course Internet
boarding and check-in. Those factors meant that adjustments were inevitable. That’s
exactly what happened in the US where a few years ago, too many players were in
the market and then companies went bankrupt. This is known as concentration in
the marketplace, which led to a fundamental question: how is it that no one
seemed to care, to plan in advance, to try and adjust the workforce?


Changes in management are particularly
difficult in the airline industry, because they have a big impact on jobs. We
moved from an industry working on very tailor-made, company-specific solutions,
to generic solutions. It was suggested that the industry moved in the other
direction and that everything that was about dealing with customers and the
ability to create personalized, emotional relationships would become essential.


In fact, the idea would be that the ‘normal’
mood for airlines was to remain steady and calm until you got into full crisis
mode, because adjustments were not made as time went by, resulting in the need
change dramatically. This had to do with the way industrial relations were
managed in the airlines industry, where the balance of power is not the same
than in other sectors, between employees and management, because it is easy to
stop the business. Airlines needed people to leave the company but it was
difficult to plan. However, when you are in crisis mode, you find out that many
people say they are ready to leave.


So what have we learned? There is a link between
workforce planning and industrial relations: too much pressure could be
detrimental to workforce planning, as could too little. It seemed obvious,
while restructuring was going on, that it was preferable to have someone with a
higher degree of education working on their own development and future, than
those with a lesser degree of education. It was difficult to rely on early
workforce planning for external mobility, so you needed strong operators (the
public powers) to help reassure employees. But this was difficult to create as
a company which meant that you needed public intervention.





Can we do better?


The next step will be about ground staff. We
have to: explain things in the clearest possible way; communicate; give clear
instructions; buy time in order to unfold action mobility plans, including
retraining… and manage pressure over people.









HOW TO BUILD STRATEGIC WORKFORCE PLANNING TO IMPROVE A
COMPANY’S VALUE AND COMPETITIVE ADVANTAGE? 


Hervé Borensztejn


Strategic workforce planning (SWP) has
become a buzz concept, but it is more than a fashion. My own experience shows
that SWP projects can improve the ways companies address the concept of human
capital in order to improve their values and their performance. There are many
drivers to explain why workforce planning has to be addressed strategically:
demographics shifts, operating pressures, market and economic pressures (fig. 7).
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    Drivers for Strategic Workforce planning
Strategic Workforce planning is a systematic process for identifying and addressing the gaps between the current and future workforce resources and needs. It ensures the alignment of human resources strategies and policies on the organizations’ strategies, to continuously get the right people and skills in the right place at the right time with the right costs (Fig.8).
Strategic Workforce Planning combines operational and strategic processes that have to be clearly defined.








    [image: Figure8]
    Definition of strategic workforce planning







Case study: Moving back 10 years ago, the
crisis of the A 380 gave EADS the opportunity to put in place a strategic
workforce planning organization. The decision to create and produce the A380
was risky. A multi-billion investment, a disruptive strategy to go to the upper
segment where Airbus was absent (Boeing was in a monopoly situation with its
747). At the same time, customers were expecting a more flexible plane and not
a large plane flying from hub to hub, and a plane with significant technical
innovations to limit the environmental impacts (fuel consumption, noise). So,
the A380 move was a breakthrough strategy. But compared with what was at stake,
this move was not prepared to be fully successful!


There are several stories explaining why it
went wrong at a point, for instance the famous CAD software for electrical wire
which were not the same between Hamburg and Toulouse.


In June 2006, the company announced that
the project would be delivered with significant cost increase and several years
of delays before being profitable. The share price was divided by 4 in a couple
of days. The company lost several billion euros and the governance of EADS
entered into a deep crisis.


As such, this industrial catastrophe
damaged heavily Airbus. It made it stronger, as it also created the opportunity
to launch several initiatives on workforce planning which would not have been
possible in another context. Notably in term of taking control of decentralized processes or budgets or
organization. One can say that – instead of a initial gap -, Airbus and EADS
did react very fast in order to align and adapt on time, on cost and on quality
its workforce. Adapting workforce to the environment appears to be a critical
issue for most of the organizations and the way to do so can be significantly
specific according to the sector or the maturity of the HR practices (fig. 9).
The implementation of SWP provides concrete solutions to counterbalance
internal or sectorial dynamics.
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    Lead time to adapt the workforce to the actual needs







Starting from a context of huge
decentralization and global lack of internal discipline, it took less than one
year to establish:


·
a unique methodology to assess which are the
strategic competences (based on four criteria: internal capabilities, strategic
potential, contribution to profit and transfer risks)


·
a new process (competency management) at group
level which has become since then the 3rd process after budget and annual
interview


·
a systematic approach to decide whether the
organization makes (development, training) or buys (recruitment, acquisition)
competences


·
one single employer branding policy at Group
level


·
a centralized control of all the recruitments


·
a centralized control of all the training
budgets


·
a major knowledge management policy


·
an “experts” policy 


What I found surprising during this time:
most of the required information to take strategic workforce planning decisions
were existing somewhere in the organization and were not hidden nor difficult
to find. But no one was really caring (sort of arrogance), the information was
lost in silos, the time scale was not synchronized, or there was a lack of
systemic approach. Organizations are myopic!


People are often stuck with short-term
priorities. They can’t look at relevant long-term information with the right
glasses. It shows how difficult it is to put on top of the complex day to day
agenda, the topics that will materialize only on long term, and topics that
require a transversal approach.
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    Strategic workforce planning process and methodology







There are very few mechanisms in the
organizations that go beyond the functions: HR works with HR network, Finance
with finance, etc. This is why it seems difficult to build strategic workforce
planning processes that are by nature cross-functional processes. Simply
putting around the table all the players can be an issue. In EADS, it was a
multibillion question, so it became easier (Fig.4).


Regarding the processes and outcomes, once
the head of strategy, the head of sales & marketing, the head of R&D,
Manufacturing and HR, and M&A are in the same room, they engage the
conversation quite fast and they try to figure out how the future will look
like in term of competences.


Among the decisions that were taken during
these meetings, let’s mention:


·
Complete change of EADS policy for recruitment


·
Agreement on the list of the core competences of
tomorrow which were at risk


·
Agreement on one job and competency catalogue
limited to max 100 inputs


·
Creation of a full Expert policy and agreement
to manage it from Corporate


·
Agreement to manage the training budgets from
Corporate so that most of the  investment go to the core competencies


·
Creation of one method to cluster the
competency, based on a double matrix  approach: Internal capabilities versus strategic potential, and
contribution to  profit and transfer risks (cf. fig. 5)


·
Open dialogue with the European works councils
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    Methodology to cluster competences







In essence, the way to organize Strategic
Workforce planning is easy to map:


·
It starts by a measurement of the human heritage:
quantitative, qualitative, with more details on critical competences (these are
the competences where resources are scarce but with a high impact on the
business). The level of details must be adapted to the critical characteristics
of the topics.


·
After the measurement of the human heritage, the
next step consists in searching all the signals, including weak signals, which
give indications on how the business will evolve short and long term: this is
the step which is difficult to put in place, as it goes far beyond Human
Resources and integrate all the stakeholders of the company. Looking at the
competition, potential new business models is part of the process


·
The next step consists in translating these
signals into scenarios of evolution of the workforce. These scenarios will
be carefully monitored in order to prepare the decision making process of the
organization as early as possible with the right level of risks. 


·
Through periodic assessments (the year
being an appropriate period of time), scenarios can be assessed and confirmed
or rejected. 


·
The scenarios must be timely action oriented and
supported by quantitative and qualitative targets, notably (but not only) in HR
actions (cf. fig. 12). 
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    Interfacing workforce planning and HR domains







- For instance:


·
Improving the personal marketing ranking
(branding image) in one specific country;


·
Reducing the average age of the engineering
population by 2 points in 6 years, through appropriate recruitment plans;


·
Creating new jobs such as system architects or
configuration managers;


·
Acquiring a new competency through the
acquisition of a mid size company;


·
Improve the employability of a given population
by reallocating the training budget on strategic competences; or


·
Guaranteeing that there are successors or
knowledge transfer plans to the most strategic experts about to retire.


This approach has become very popular
inside EADS, which is long term oriented and project based. Strategic Workforce
planning has become the third company process with Budget and Annual interview.


I got the opportunity to apply it again in
GE Energy, much shorter and products oriented, and it turned to be a success as
well. And today, I’ve started to implement it as consultant for some clients in
other domains, such as Bank and Insurance in a proactive manner, i.e. before it
becomes a matter of urgency and survival.


The tools are the same and tend to answer
to simple questions such as:


·
How to deliver the right people, the right
teams, in the right place at the right cost with the right competences, now and
tomorrow and after tomorrow. When you ask the right questions, you get most of
the right answers.


·
And it becomes part of the corporate culture
when the functional leaders feel in charge of the process. They start thinking
proactively for their human resources heritage.


·
This is the only way to successfully address the
question of Strategic Workforce Planning in a sustainable way.









THE TRUE NATURE OF WORK: BEYOND
“HUMAN CAPITAL” 


Stephen Bevan


The concept of ‘Human Capital’ is often
regarded as focusing – perhaps with too much emphasis – on some of the more
transactional aspects of the employment relationship. Among other things, it is
concerned with the explicit contract between employer and employee and risks
seeing people as just another part of the ‘production function’. Yet it is the
implicit expectations - built into the relationships, processes and values of
the organization – which create the experience of work for people, good or bad,
and which drive value-creation and productivity is an increasingly
knowledge-based economy. This paper explores that unwritten contract, looking
at what it takes to understand and manage the mix of factors, on a day-to-day
basis, which can make work more rewarding for all parties – especially as the
nature of work changes.


A Work Foundation study on the future of
HR, which looked at how the nature of the ‘deal’ between employer and the
employee is changing, confirms that there is more to it than the tangible
contractual aspects. The real deal is about interdependency. The study outlines
some of the elements that characterize the modern employment relationship:


“The deal is what the employer offers and
where both parties’ essential needs are met; where there are sufficient areas
of common interest, an employment relationship emerges. That relationship is
not only a transaction of tangibles but one influenced and sustained by what
each believes of the other. Thus, it is one of interdependency. This is the
psychological contract, a fundamental component of the employment
relationship.”[18]


So what do people really want from work?
Even in the current environment, most employees want their work to be
meaningful and to be valued for their contribution. In turn, what employers
want is for their employees to engage their best efforts on behalf of the organization.


Engaged employees


It is the subtle interaction of these
complex sets of needs which has given rise to the now very familiar business
language of ‘engagement’. Typically, however, discussion of the topic remains
focused at the mechanistic level and the elements handled only in transactional
terms, such as the range of training courses offered or arrangements for flexible
working hours on offer. But taken individually these are simply processes
designed to deliver the output of an engaged employee - and so the approach
leaves out the very core of the concept. Employees engaged in what;
committed to what?


What truly binds people to an organization
is a sense of connection to the purpose of that organization and seeing how
their role fits into it. That is what makes it feel worthwhile and is the basis
on which they are prepared to engage their best efforts.


Making the connection to the purpose of the
organization, and their part in it, is the basis of engaging employees’ best
efforts - i.e.: elevating it above a mechanistic set of processes designed to
deliver ‘employee engagement’, to focus on what makes the whole enterprise
meaningful. Numerous studies over the past 20 years have explored this topic,
with a high degree of alignment on the key points. Emily Lawson, from the
strategy consultancy, McKinsey, has synthesized many of the different
characteristics into a single model which paints this picture of what an
engaged employee looks like. It is someone who:


-
Is committed and will go ‘above and beyond’


-
Is passionate and takes personal ownership for
the quality of their work


-
Paints a positive picture of the organization
and recommends it and its products/services to others


-
Understands how their work results in meaningful
outcomes


-
Vigorously pursues the organization’s goals [19]


Simply by contrasting those attributes with
their opposites – a graphic picture of ‘disengagement’ – she argues that it is
clear why any employer might want and need engaged employees. Actively
disengaged employees are not only likely to be withholding discretionary
effort, to be unhappy and considering leaving, but also to be spreading their
dissatisfaction amongst their colleagues.


Notably, financial reward does not appear
on the list of factors which drive the implicit ‘deal’. Typically, it comes up
as part of the picture but not as a major determinant of engagement. This is
not to say that pay has no influence on behavior or performance but, compared
to some of the drivers of engagement listed here most of the evidence is that
it is relatively weak and difficult to sustain. Professor Adrian Furnham, a
British psychologist who has conducted much research into motivation, says:


“Money can be a much more powerful
demotivator than motivator. It is effective because it gives people feedback on
their performance, [it] gives them recognition on how well they are doing and
it gives them an opportunity to spend money in the way they want. Money is
useful, but its power wears off quite quickly. If you think money is the only
motivator then you have to go back to the drawing board.”[20]


So, if the factors which make up engagement
are – all other things being equal – more powerful than just pay as a
motivator, let us explore a few of its key components in greater detail.


Trust and integrity


For an employee to want to be committed to
the organization they have to believe that management can be trusted to lead well,
to tell the truth and act with integrity. The responsibilities of leadership
include communicating the purpose and values of the organization with
authenticity. And, second, flowing from that, in the climate of distrust which
pervades public opinion today, there is a drive towards transparency as a way
to establish a sense of fairness and justice in the institutions of society.


An employee is perhaps most aligned with
the value of their employer when they express real pride in the place
their work, another factor listed by Lawson. It goes back to an employee’s
readiness to recommend their workplace to a friend translating into engagement.
It also explains why there is clear evidence that the integrity of a company’s
corporate social responsibility position can make a significant difference to
the commitment and engagement of employees[21].
Several studies show that corporate support for volunteering programs, where
employees are given time off to engage in community projects sponsored by their
employer, have a very significant positive impact on pride in the organization.
In an evaluation of Pfizer’s Global Health Fellows international volunteering program,
in which employees worked in poor countries to support HIV projects, it was
found that both pride in and loyalty to the company were extremely high as a
result of participation, with 87 per cent reporting that their feelings of
pride had increased[22].


The nature of the job is itself made up of
an important bundle of related factors which matter to employees. Taken
together they represent a significant opportunity to improve the experience of
work and the degree to which employees are prepared to commit their
discretionary effort to helping the organization achieve its goals. However,
the current state of labor markets across Europe makes this quite hard to
achieve. For example, the emerging ‘hour glass’ UK labor market - bifurcated
into ‘good’ high skill, high wage jobs and ‘bad’ low skill, low wage jobs [23] - presents its own complexities in the endeavor
for an engaged and high performing workforce. Taylorist principles of
fragmentation, simplification, the erosion of task discretion and the
strengthening management control still underlie the design of many low skilled
jobs in the UK, and these characteristics risk making jobs repetitive, tedious
and boring [24]. The lack of variety and
autonomy which has long been thought to be inherent in many low skilled jobs
often act as barriers to job enrichment leading some to question the
compatibility between low skilled work, job enrichment and employee engagement.


The term flexibility is typically used to
refer to both flexibility in working time and also location, for example, with
remote or home working; both of which help employees to integrate their work
and home life. When the Inland Revenue, for example, wanted employees to work
on Saturday mornings, asking for volunteers to do the shift, offering extra
holiday in lieu of time worked, proved to be particularly popular because it
solved childcare problems for some employees.


The traditional stereotype of ‘a white
able-bodied male under 45 in full time work’ is now only 20 per cent of the UK
workforce. This means we have an unprecedented degree of diversity in the labor
market with a corresponding growth in demand for flexible working and
non-standard hours. And apart from providing practical benefits, an employers’
readiness to offer flexible arrangements is often appreciated as a signal of
their recognition of employees as people. As one worker reported:


“Flexible working probably gives people a
sense that the company is looking after them and hence hopefully a sense of
better well-being. A sense that they feel they do have a certain degree of
empowerment about where they work and when they work, within business
restrictions, of course.”


And it is a two-way street. A study for the
Equal Opportunities Commission found an increasing number of employers wanting
to change their working patterns in response to customer demand, and therefore
requesting more flexible hours from their employees, for instance:


“Solaglass needed to respond to peaks and
troughs in working hours to meet customer demand and so introduced annualized
hours, home-based working for glaziers, flexible start times and training. This
has meant that customers get services at times that suit them, whilst employees
gain more autonomy and better terms and conditions.”


Interestingly, although the UK has some of
the longest working hours in the EU, it is also clear that people who can
exercise control over their working hours – even if these are long hours –
derive more satisfaction and fulfillment from their work. Will Hutton explains
how having control over our working hours makes a big difference to how we feel
about our work:


“Flexibility and autonomy turn 'jobs' back
into work from which we derive more satisfaction and to which we commit; there
is ample evidence that the more autonomy in the workplace, the greater the
productivity. What we all hate - from supermarket till operator to Cabinet
Minister - is the loss of control. It is this 'time sovereignty' that makes my
life bearable.”[25]





With a growing number of female union
members, unions are also having to adapt to their bargaining agenda to the
changing priorities of their membership. As a TUC report suggested:


“Our challenge is to develop an agenda that
meets people’s aspirations for career and skills development, access to
learning and genuine choice and flexibility in working time, as well as dealing
with the basics of pay and conditions.”


In addition to having control over working
time, we also know that employees value autonomy. So with some control
over the content of their work, the order in which they perform tasks and the
discretion with which they can make decisions – ‘task discretion’ - employees
perform better and become more engaged.


Call centers have been called the ‘sweat
shops of the 21st century’ because of the degree to which they have
squeezed autonomy out of the work. However even in the case of call centers,
where it was thought the scope for innovative redesign of work was limited, it
has been demonstrated that providing more autonomy has resulted in better
performance. It was discovered that targeting people to take a certain number
of calls within a given timeframe, to a set script, was creating a perverse
incentive: to finish calls quickly, rather than solve customers’ problems,
leading to more repeat calls. Because in the long run it is more valuable to
have happy customers, the interaction was refocused on problem resolution – delivering
better outcomes for the business and happier staff as well as customers. The
research of Professor Stephen Wood and his colleagues from Sheffield
University, confirmed that call center workers were much more likely to find
their work fulfilling if they were able to build customer relationships based
on fixing their problems, and had some discretion as to how they went about
doing that. A worker in Dixon’s contact center, for instance, appreciated the
value which Dixons put on his skills and specialist knowledge and is able to
connect the advice he offers to value he gives to the customer:


“I’m interested in technology and in this
job I talk people through the details of laptops, TVs, stereo equipment and all
sorts of electrical goods. I’ve gained a great deal of knowledge and I enjoy
helping people improve their work or leisure time by choosing the right
product.”


However, even with a substantial body of
research [26] which shows that giving
employees more autonomy and control leads to productivity growth, the UK trend
in the last decade has been moving in the opposite direction. Duncan Gallie and
his colleagues find strong evidence of declining “task discretion” and a
significant reduction in autonomy [27].
Michael White, Stephen Hill and colleagues suggest that while employees may
have more freedom to decide how they deliver their targets, employers now
operate more rigorous regimes of accountability through sophisticated
performance management systems and extensive surveillance [28]. Both studies show that some workers have
less control in their jobs than was the case a decade ago.


The use of information technology in the
workplace is one of the most important areas where autonomy been eroded.
Some workers express concern that technology is used as a performance tool
which undermines trust. Service engineers in both BT and British Gas, for
example, have been concerned that tracking devices in their vehicles allow
their movements to be continuously monitored, and the amount of time they take
to travel to and complete customer visits to be measured. As one BT employee
says:


“Our cabs are fitted with a 'tracker'
device. It's a spy in the cab to see where we are, when we're on the move, and
when we're not. They won't trust us to get on and do a job we've done well for
years[29]."


In sharp contrast, there are examples where
employees have been spectacularly liberated through the introduction of new
technology. In 2002 The Work Foundation tracked hundreds of workers at
Microsoft in the UK as they were first given access to Smart Phones and to
broadband at home. Aside from their general – and not unexpected - excitement
about getting access to new ‘kit’, and the impact it had on their ability to
check e-mails on the move and work more flexibly, about half of those involved
reported that their work productivity had increased by between 50 and 100 per
cent. Many also reported that access to this technology enhanced their
perception of Microsoft as a ‘cool’ place to work.


So new technology pulls in two directions;
sometimes constraining and reducing autonomy, sometimes empowering and
creative. The key for employers is to consider what the impact is likely to be
for employees in practice. And, again, where there exists already a climate of
distrust or cynicism, it is reasonable to assume that the technology will be
received with distrust by the workforce. In a series of case studies examining
how ICT is introduced and used in the public sector, the Work Foundation found
that, in some organizations there is typically very little consultation with
staff. Yet, going back to the example of the tracking devices in vans, when
there is a dialogue about the commercial rationale of a new system – such as,
the need for full utilization of the fleet, speedier customer service and competitive
advantage – it is possible to introduce the new technologies into the organization
much more smoothly.


Some organizations are recognizing the
principle that engaging in dialogue with employees about the introduction of
significant technology projects - or any other major initiatives which will
influence the way they work - reduces anxiety and gives staff a genuine sense
of engagement in the decisions which affect their working lives.


This concept, often called ‘employee
‘voice’, can relate to formal representation mechanisms such as trades unions
and works councils, or more informal processes whereby staff are consulted or
involved in decisions about change[30]. We
know that employees who feel that they are able to influence important aspects
of their working environment are also more likely to report high levels of job
satisfaction and lower levels of sickness absence.


With the UK and EU workforce today
generally more highly educated than previously, more organizations are recognizing
the importance of dialogue if they want the consent and commitment of employees
during periods of uncertainty and change. So, ensuring employees have a ‘voice’
can be important to the quality of the implicit deal between employer and
employee.


Personal development and growth also matters to people, and they often expect their employer to
support them in this ambition. The opportunity to learn new things and progress
in life is an intrinsic expectation for many, and employees value it when an
investment is made in them through training and development at work. The
National Trust’s Career Scheme, for example, was established to respond to
concern about the decline in gardeners and countryside wardens. It is a three-year
program, combining college-based learning with practical experience. A student
interviewed at the end of his third year enthused about what it meant to him:


“I can safely say it’s the best move I’ve
ever made. I’ve been taught to drive tractors, use chainsaws, brush cutters,
welders – basically, a wide variety of kick-ass (can I say that?) machinery.”


Sometime employers are cautious about
investing in training because they fear their skilled employees will be
poached. The evidence points the other way. A recent study [31] found that employees who felt that their
employers were supportive of their desire to engage in training and development
activity were more productive, had greater commitment to the organization and
were significantly less likely to resign. Setting out career paths is also
motivational because people can envisage the opportunity for them to progress
in concrete terms. As with other key factors which generate engagement, it is a
mutual benefit. From a business perspective, this kind of systematic career
management also allows employers to ensure they have an adequate talent
pipeline and are managing succession effectively. [32]


Another feature of work which matters a
great deal to people is the social value of co-workers: being part of a
community at work. People invest in individual friendships with people at work
which become part of the fabric of their lives. They want to support their
colleagues, putting in effort to so as not to let others down – deriving
satisfaction and a sense of a common purpose from close collaboration. Indeed,
about 30 per cent of workers say that they have a best friend at work and,
compared with employees who do not, they are seven times more likely to report
high levels of engagement. Meanwhile, a study of education workers also
reported that the quality of a best friendship at work is also a strong
predictor of job satisfaction.


There are at least two benefits to the
employer to be derived from high levels of social cohesion at work. First,
people working in these environments are psychologically more resilient and less
prone to health problems[33]. Second, there
is evidence that strong social networks in organizations can help generate ‘social
capital’ they can be commercially advantageous. As Wayne Baker, a sociologist
and the University of Michigan summarizes:


“Building social capital produces
sustainable success by enabling a company to attract and retain talent, create
value and reward value creators, break silos and increase collaboration,
improve knowledge management – and much more. In today’s knowledge economy,
investment in and capitalizing on the capabilities of people working together
are the sources of competitive advantage[34].”


One famous case study brings it to life:
photocopy repairmen in Xerox suddenly experienced a mysterious decline in
productivity. The cause was eventually identified as having been caused by the
fact that they were no long all based at the same depot. Although there was no
reason for them to use a common depot, it transpired that they had been in the
habit of swapping valuable knowledge informally as their working days crossed.
When they were moved apart, the network of knowledge was lost. Is I hard to
think of any task that does not become easier once we have friends working on
it with us.


The exact mix which works to generate
employee engagement will vary for different workplaces, but the ingredients are
likely to be broadly the same, encompassing flexibility, autonomy, having a
meaningful voice in the organization, training and personal development and
strong bonds with co-workers. It is creatively putting together of all of them
can make a major contribution to employees’ experience of good work. It will
not simply happen spontaneously; it requires skillful management. It also needs
to happen in real time and be manifest consistently through the organization.


It is all the more significant, therefore,
that a study by the Gallup organization highlights the gloomy fact that almost
two thirds of employees are disengaged. Based on a large sample of the UK
workforce identified three discrete groups of employees; engaged employees,
non-engaged employees and actively disengaged employees[35]:


“The findings indicated the majority (63
per cent) of employees fell into the ‘non-engaged employees’ category. These
employees were characterized as being productive in the sense of doing what was
asked of them but were not psychologically bonded to the organization.
Furthermore, employees in this category were instrumentally motivated; they
could be tempted by job vacancies elsewhere and were responsive to financial
incentives, but cynical about higher-order appeals to loyalty.”


In the light of the goal of the Commission,
to consider how to create more good work, it gives a feel for the size of the
task in hand.


The role of front line management


Key to building an engaged workforce are
front line and local managers. The role they play is pivotal because, for most
employees, the experience of the organization is the experience of their
relationship with the direct manager.


The UK, in general, is not strong on
training front line managers – and a lot of the weaknesses track back to the
selection of managers in the first instance. It is well recognized that all too
often organizations promote people for their strength in technical or
professional skills, rather than for management potential and their ability to
motivate and engage people. Then they fail to equip or train them to handle the
human factors involved in generating engagement.


For front line management to deliver
effectively they do have to have – and be seen to have – the mandate from the
top. That returns, once again, to the theme of the senior leadership’s
commitment to communicate purpose authentically and set the parameters in which
people should operate. Some large corporates have taken action to ensure their
line managers get the message loud and clear about what is expected. Both Wal-Mart
and Shell have dismissed managers who, though they might have hit their
financial or productivity targets, failed to manage their people effectively. Indeed,
Arie de Geus former head of Shell's Strategic Planning Group had a very
clear vision of the priorities which managers should have:


“Why do so many companies die young?
Companies die because their managers focus exclusively on producing goods and
services and forget that the organization is a community of human beings that
is in the business, any business, to stay alive.”[36]


Echoing that perspective, an experienced
line manager explained his approach to The Work Foundation’s Leadership
research team like this:


“I give them loads of freedom, they know
that. If they thought I was checking up on them they would probably be
devastated because they’d thought I’d lost some trust, so I’d rather not check
up. I’d ask them. So they know very clearly where they stand in terms of this
‘money in the bank’ stuff I call it. What will happen in a long career, two or
three times they’ll go off the tracks and they need your understanding. A
marriage might break down, or someone’s ill, someone may die, they need some
support and understanding. They need to know that someone won’t be looking over
their glasses at them whenever they need to have a bit of time off for
something. So in return they’ll give you want you need.”


Yet, however compelling the evidence, there
are some have argued that employers’ concern about employee engagement is no
more than a cynical conceit: that it is only a set of levers designed to
squeeze yet more effort from their workers[37].
The language used by many businesses – such as referring to the ‘levers’ of
engagement – can also serve to reinforce the view that the approach is
mechanistic and the goal is simply to ‘sweat the assets’ that their people
represent.


The counter to the cynical voices about
engagement is that the result of managing the many factors that elicit
engagement does, in practice, deliver much of the meaning that people say they
are looking for in the workplace. For example, to feel that the enterprise they
work in is worthwhile, to be recognized for what they have to offer, to have a
voice in the organization, to have the opportunity to use their discretion and
to progress in life. Where they find these opportunities, people more willingly
commit to the purpose of the organization and freely to exert effort on its
behalf.


The opposite concern, from employers, is
that focusing on employee engagement, while worthy aspiration, is a distraction
from the greater imperative of delivering ‘the numbers’ which make any business
successful. Yet there is much evidence that engaged employees do equate
to improved performance. The McLeod Review[38]
of employee engagement identified many examples of the impact of engagement on
performance:


“Gallup in 2006 examined 23,910 business
units and compared top quartile and bottom quartile financial performance with
engagement scores. They found that:


·    Those with engagement scores in the bottom quartile averaged 31 – 51
percent more employee turnover, 51 per cent more inventory shrinkage and 62
percent more accidents.


·    Those with engagement scores in the top quartile averaged 12 per
cent higher customer advocacy, 18 per cent higher productivity and 12 per cent
higher profitability.


A second Gallup study of the same year of
earnings per share (EPS) growth of 89 organizations found that the EPS growth
rate of organizations with engagement scores in the top quartile was 2.6 times
that of organizations with below-average engagement scores.”





In other words, there is a business case
for working with people in a way which aligns with the employees’ perspective
of a good place to work, which responds to their need to be valued and recognized,
and satisfies their need for meaning. Our argument in this report is that it is
in reality a win:win – what employers want can be aligned to what employees are
looking for.


In Conclusion


It is clear that the experience of work for
most people is wrapped up in a number of subtle and tacit elements which cannot
be codified easily or written down in the contract which employees sign up to
when they start a job. They certainly go way beyond even a broad conception of
‘Human Capital’.


It is very clear that, if managed well, the
desire employees have to find meaning in their work and the employers’ need to
have employees to commit themselves to the purpose and goals of the organization
is a win-win. Having explored the different dimensions of the implicit deal, we
draw these conclusions.


·    There is a business case for employers to invest in ensuring their
employees are ‘engaged’; it increase productivity and is the basis of a high
performing organization. In other words, it is rewarding for the employer.


·    The starting point for engaging employees is making the connection
to the purpose of the organization and their part in it. A set of free-standing
HR mechanisms alone cannot deliver the required impact in the absence of that
broader strategic context. This reinforces the point that it is an essential
responsibility of leadership to convey that purpose with clarity, consistency
and authenticity.


·    Flowing from that, the definition of leadership in an organization
needs to include local and front-line management because, for most employees,
they are the face of the organization. The effectiveness with which these
managers are selected and trained is, without doubt, a critical success factor
for an organization, and one that is too often overlooked. Managers are key to
achieving the potential win-win of improved performance and an engaged
workforce who feel, with conviction, that the organization is a good place to
work.















CHALLENGES FOR THE HU FUNCTION


Paul Mayer


Whether it’s called “people”, “labor”,
“intellectual capital”, “human capital”, “human resources”, “talents”, the
resource that lies with employees, their individual or collective contribution
to the success of the firm, their engagement towards the goal of the firm is
recognized as critical to strategic success and competitive advantage.


Let’s discuss 4 questions that regard the
place of Human Capital in the HR agenda and the way it is measured in
international companies.


·
How does the agenda of the HR function reflect
the development of Human Capital?


·
What are the merits and limits of a
discriminative approach based on the notion of pivotal jobs?


·
How do Companies integrate Human Capital in
their performance management systems?


·
What shall companies measure in the areas of
Talent and Organization?


Human Capital development and
the agenda of the HR function


By all means, the HR profession should be
among the most influential internal actors for the development of Human Capital.


Macroeconomic difficulties, growing trend
of acquisitions and consolidation in the business, competitiveness programs
leading to successive downsizing initiatives in companies, tend to focus the
agenda of HR leaders on cost control or cost reduction activities.


Struggling to constantly increase workforce
productivity or to achieve benchmark levels of lowest HR cost per revenue or
lowest HR headcount to total headcount don’t allow HR professionals in many
industries to dedicate their energy, time and resources on Talent development
or Employee Engagement.


In addition to this, the increasing
sophistication of outsourcing HR transactional tasks, make HR costs more
apparent and offer in turn many ways to shift massive amount of HR staff
activities in external Shared Service Centers or European HR Hubs often based
in low cost countries.


And for all the hard work performed by HR
leaders to drive this path of cost reduction of the HR function, it is not sure
at all that Business Leaders will be grateful if their expectations in the area
of differentiation through Talent are not satisfied.


So it is critical that HR leaders manage to
position themselves as key advisors for the CEO and for the key business
leaders of their Company and drive a People and Organization agenda seen as a
key strategic discipline.





Identifying and investing in
pivotal jobs


In this section, we would like to discuss
the merits and limits of the approach described by the American Professor John
Boudreau often used to identify pivotal jobs in companies and to manage talents
and investments in people in a very discriminative manner.


What means pivotal applied to a position
within the organization? We use the word pivotal to describe the marginal
effect of resources or activities. Pivotal captures the idea of a small change
making a big difference in value for the Company.


Under this model we discover with surprise
that the employees making the difference in terms of customer satisfaction in a
theme park like Disneyland are not actually the persons playing the character
of Mickey Mouse or Donald Duck but … the sweepers being in charge of guest
assistance and answering trivial questions like “how long should I queue to get
into Space Mountain?”.


There is also this other example extracted
from the commercial-aircraft-manufacturing industry. Boeing or Airbus tends to
involve much in advance their outside engineering partners in an attempt to
reduce the costs of development and in turn to share a bigger part of their
eventual future profits. No doubt that the jobs from the Supply Chain function
in charge of the activities of coordination and integration positioned at the
articulation between the firm and their external suppliers are pivotal points
concentrating much strategic value.


Or this simple one about the French army in
operation on an external field, say Mali for example. The soldier able to
connect with populations or tribal groups and getting interesting military
information will be of more critical value that the average soldier whatever effective
he might be.


Tetra Pak, the leading company for
packaging of liquid food have seen an incredible concentration of its customer
base around the world. The company was quick to understand the need to embark
in a Key Account Management program segregating customers between strategic
accounts like Nestlé, Pepsi Co or Lactalis and small or local dairies. 


Massive efforts have been made to build Key
Account Management teams cutting across the traditional functions of Sales
Management, Marketing, Technical Service or Supply Chain. The recruitment and
development of the individuals chosen to take the pivotal roles of Key Account
Managers have represented a huge investment in time, resource and money.


In the field of individual development,
Tetra Pak put in place in the last 10 years continuous programs to train KAM to
build adequate strategic plans with Key customers, to learn about modern
procurement and negotiation techniques or to facilitate the management of
internal cross functional Key Account teams.


The result, measured by yearly Customer
Satisfaction surveys, is largely positive. 


Meanwhile in Tetra Pak companies with an
egalitarian culture like Tetra Pak France, Work Councils, first positive
vis-a-vis the Key Account Management program started to criticize
disproportionate investments done on a sole group “the ones who are lucky to
belong to a Key Account Team”.


And the points raised by the Work Council
are: what effort are you making for the other groups of employees? How do you
help them to face the rapid change of competence demands in their jobs? Indeed
very valid questions. 


Human Capital in Performance
Management systems


Among all the measurement systems that
companies have adopted over the years, Balance scorecard retains attention. It
offers a holistic view of the key perspectives of the business: financial
results, Customer measurements, internal processes, Organization and Learning.


It fits very well with company strategic
plans although it is very often limited to a single year perspective.


Connected with a good performance
management system, it allows to cascade down the measurements into the
organization and to convey these ideas of strategic alignment and focused
efforts that are precious to any collective enterprise.


Typically building a system where the
organizations with significant size, responsible of their own P&L, are
measured through balanced scorecard and where the individuals take a share of
the relevant measurement for them and in addition select other objectives
descriptive of their professional challenge, provide a good framework for
Incentives.


Individual objectives can ideally be a mix
of quantitative measures (timeliness, completeness, reliability, consistency)
and qualitative measures (engaging an action plan, realizing an important
milestone).


Moreover it is a way to make business
leaders accountable for HR measures through the perspective called
“Organization and Learning”.


But one can argue. Is it enough to have Top
leaders bonuses depending in part of their scorecard measures in areas such as
turnover, voluntary resignation rate or percentage of the workforce with
variable compensation? 


Here, we have to make sure that these HR
measurements not only justify the investments in HR processes or programs or
reveal consequences of past decision but really have an impact and provide
long-term organization implications.





Measuring Talent and
Organizations


With the aim to optimize HR costs and
efficiencies on one hand and to make competitive investments in People on the
other hand, the HR function of Tetra Pak framed the expectations of internal
clients into 4 Organizational Services:


·
Develop organization capabilities strongly
connected to the business


·
Build excellent leaders


·
Manage robust talent benches


·
Drive Employee Engagement;


Each one of these 4 services is anchored in
the different organizations composing the firm through various measurements,
one being in the Balance Score Card of the Company (capabilities) the others
being captured in dashboards and HR measurements.


Let’s focus on the third one “Managed
robust talent benches”. The company has gone a long way in Succession Planning
or talent benches over the years, building a frame of about 40 global benches
for key jobs required all over the organization worldwide, enhancing common
roles and responsibilities, securing a web process to nominate, assess and
accept candidates to the benches, making the use of the bench a must-have when
it comes to high level staffing decisions.


At global level, we were able to start
measuring the share of senior appointments nurtured by the bench list. 75% of
senior nominations in 2012 are coming from the internal benches (the others
being untapped source of internal candidates or external hires).


At regional level, we have adopted leading
indicators such as the percentage of the talent pool (Potential and High
Potential) having a career move the year after their nomination. By career
move, we mean a promotion, a cross functional move, an international move, an
additional regional role coming on top of a local role. In alignment with the
Management Team of the Region, we put a bit at random a percentage of 30% of
the talent base to realize its potential.


We have been very pleased to see that for 3
years on a row, the result has surpassed this target with 39% of the talent
pool having such a career progression in 2010, 38% in 2011 and 41% in 2012.


This process helped us detect the
vulnerability of some functional pipelines and engage corrective actions such
as hiring young talents in the corresponding functions and building a fast
track development program for them.





Conclusion


In conclusion, I want to acknowledge the
fact that many of us, operating in Europe under depressive economic conditions,
have a busy restructuring agenda in place.


However, even in tough times, companies
still represent for their employees a unique place in modern societies for
giving the best of their abilities, for developing their technical or social
skills beyond expectations and for being rewarded for that.


Or to put it differently, yesterday,
“restructuring” and “developing” were considered opposite concepts and a clear
paradox when managed together. Today the two concepts must coexist and be part
of one sole Company agenda.


Business leaders are getting more and more
aware of their People as a key differentiator for the success of their firm.
Expectations on HR professionals to put in place the right connecting points
between the business imperatives and the HR plans and programs are already
there and constantly growing.


It’s up to us the take the challenge!









LEVERAGING INTERNATIONAL
ASSIGNMENTS TO DEVELOP FUTURE GLOBAL LEADERS


Tony Bainbridge


In many global corporations, 75% of revenue
growth by 2020 is forecast to be generated in countries whose nationals today
represent some 5% of the executive population.


Have these companies mapped and tracked
their talent requirements necessary to deliver this growth? Have they developed
a targeted strategy to engage and retain their key talents around the world? Is
HR developing ways to address the high cost of expatriates and historical
failure rate of international assignments? Are companies influencing
governments and regulators to ease the fiscal, legal and regulatory burden of
moving employees internationally?


A recent survey by PWC highlighted that 79%
of CEOs intend to review and redesign their approach to talent management as a
result of the changing economy. Plans to expand in new markets and geographies
will necessitate dramatic changes to the profile of many workforces; additionally
the focus on new revenue streams, the requirement for greater diversity and the
interconnected nature of business mean that the 25% increase of international
employee mobility seen in the last 10 years will accelerate to +50% by 2020,
according to PWC. In 2020 leaders will need to understand different geographies
and cultures and have the capability to work effectively with customers and
employees from San Sebastian to Sao Paolo and Montelimar to Myanamar.


Globalization


The last 60 years have seen high birth
rates and movement from countryside to cities, fuelling the exponential growth
of the world’s largest cities. The explosion of population has created
spectacular new centers of economic activity led by the BRICS and gathering
pace in Indonesia, Vietnam, Mexico, Turkey and South Africa – a major change
from the principal hubs of the late 20th Century.
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The people pipeline looks to be the most
crucial variable separating winners from losers in the marketplace: skills
shortages already affect growth in India, Eastern Europe and parts of South
America, and in China companies are experiencing gaps at senior management and
executive level, with national workforce growth of less than 5% by 2015, at
which time one-third of the country’s billion-plus population will be over 50
years old.


As a result, governments and employers need
to invest in education and training, and supplement local management and
workforce with international assignees to both support business operations
today and transfer skills to employees for continued growth tomorrow.


A great example of strategic workforce
planning is seen at the leading drinks company Diageo: 25% of their workforce
are now based in Africa and their strategy calls for 50% of net sales to come
from emerging markets by 2015; in order to both build local management skills
and to ensure future company senior management have personal insight into key
markets, they have established the rite of passage that high potentials are
required to complete assignments in countries such as Nigeria, deriving clear
benefit for the priority developing markets and for the future Diageo
leadership cadre.


Generational Changes


As a result of the increase of retirement
ages and the extension of working life, by 2020 the workforce will comprise
three generations with quite separate profiles and needs. Management of these
different groups will need to be considered and targeted; international
mobility planning is likely to present both opportunity and risk.


·Baby Boomers – this group will have
achieved most of their career goals by 2020 but due to improved health and
fitness and higher life expectancy, will need to work longer to finance their
longer retirement. The motivation for a Baby Boomer to accept an assignment
will be based on financial package, location, or opportunity. Therefore
traditional long-term assignment packages are likely to continue to be the
norm, whilst ensuring that pension benefits can be built up in their home
country. Baby Boomers with deep international experience who have lived through
several economic cycles will continue to have much to offer the generations
following them


·Generation Xers – will be at the peak of
their earning potential by 2020 and also expenditure requirement of children’s
education, funding their pension pot etc. Being near the top of the career
ladder they may be selective about traditional international assignments or
look for creative, flexible customized arrangements to balance family
commitments and working life, so companies will need to develop commuter and
lifestyle arrangements for them.


·Millenials – will make up the majority
of international assignments by 2020. Unlike their parents they are a globally
mobile generation, leveraging technology and networking, viewing the organization
– and the world- without boundaries. They will happily begin their careers
outside their home countries if prospects are better, whilst looking for
personal development experience rather than immediate monetary reward. They
will be more geographically and functionally mobile without the need to return
to their home country or to settle until later in their careers.


Evolution of international
assignments


Given the trends outlined above, as
companies evolve from multinational to international to truly global organizations,
they should expect the proportion of HQ assignees to reduce from around 80% at
the multinational level to perhaps 40% as a global business, with HQ in turn
receiving a regular flow of assignees for development and broadening experiences,
as well as developing regional Centers of Expertise which can act as hubs for
development. Mercer report that the likelihood of expatriates being female has
increased to 13% (predominantly in North American and European businesses), 3%
higher than two years ago, with family related issues such as concern over
children’s education remaining a major obstacle to mobility. Partners and
spouses of potential assignees may have careers which they do not wish to
compromise: Mercer report that ‘career management’ is rated as the second
biggest obstacle to mobility after ‘package attractiveness’.


Companies should expect expatriate
populations to reduce from 50% executive profile at the multinational phase to
10% executives on becoming truly global. As we see the age and experience of
assignees reduce and companies need to find ways to reduce costs, for example
by moving to ‘local plus’ packages for Millenials. The company investment in
international mobility is likely to remain at current overall levels, but be
more focused on talent development rather than business fixing. Of companies
surveyed for this paper, the majority expected assignment activity to be stable
or increase, with more focus on emerging markets talent development.


The Swiss HR services group Adecco have
established a cost effective practice of encouraging international job switches
between employees under a Short Term Exchange program. Other project based
assignments, extended business travel or commuter arrangements, can be used to
reflect both the urgency of certain business situations and the lack of
flexibility of many dual income families. Mercer reports that 20% of companies
offer ‘commuter arrangements’ rather than uprooting families.


Short duration assignments of up to 12
months can enable employees to share know-how across borders and develop a more
global perspective on the business without significant company cost or family
disruption and it is therefore not surprising that Mercer report that 70% of
companies in their survey intend to increase short term assignments in 2013.
Interestingly, priority destinations for expatriates are expected to be China,
United States, Brazil, United Kingdom and Australia.


Half of the companies I surveyed reported
that success rate of assignments (defined as repatriation to a role in home
country or new assignment to a new location at the end of the assignment
period) between 50-75%. Hopefully with more targeted generational assignment
policies now being implemented we will see this success rate increase as we
approach 2020.


Graduate Recruitment


In order to attract and develop high caliber
international graduates, companies from consultancy firms to manufacturers and
retailers are investing in international graduate recruitment programs. Recent
graduates are mobile, willing to build new networks and gain new experiences,
and much cheaper than mid career managers.


Tesco for example operate 20 local graduate
programs around the world, and additionally are in their third year of
recruiting 40 ‘Global Graduates’ each year, who are expected to fast track to
achieve Director level within 15 years. Program participants are expected to
move internationally every 12-18 months and receive central mentoring and
development.


The recruitment of multilingual,
multicultural young talent by leading companies who are consistently recruiting
MBAs, international graduate trainees and apprentices appears to be gathering
pace, and we expect to see further focus on the development of strong global
employer brands in emerging markets in order to attract and retain talent in
the next 12 months.


Visa and Regulatory hurdles


One of the principal barriers to
international mobility remains visa and work permit issues. For westerners,
work permits in Latin American and African countries can be an issue, and for
trainees coming into Europe, companies report that trainees are directed to
more liberal markets which will more readily provide visas e.g. Netherlands is
preferred as a training base to UK by one major retailer.


Conclusion


With the increasing focus on emerging
markets, finding ways to accelerate business maturity and skill development is
becoming a critical business issue. Companies are searching for new and
creative ways to transfer knowledge and expertise from mature markets, and to
bring high potential emerging markets talent into central headquarters and
regional centers, despite visa and regulatory issues. This is a major source of
human capital investment, which will increase significantly in the war for
global talent.









Debates on the consequences globalization
has on HR policies


Piotr Bednarczuk: I wanted to add a point to Tony’s
international assignments. From my perspective, working for Merck, it’s an
issue of competitive advantage. I worked in China for 2 years. Basically we see
that multinational companies, European especially, lost competitive advantage
because they did not provide international assignments for local talents. Good
local talents are going to good local companies in China. That is an issue that
we as multinationals, particularly European, need to think through to provide
more development for emerging markets. There, we can gain the competitive
advantage we had 10 or 20 years ago where everyone wanted to first join a
multinational and then go to local. That’s the strength I see in India and
elsewhere.





Bernard Perry: The first instinct of course is to put
an expat out there. The trouble then is when you try to localize the role, the
individual who takes it suddenly has experience at a Western company on their
CV. This was a phenomenon in Eastern Europe. The trouble then is that the next
company says there is a local guy with Western experience, and they’ll pay
more, and the guy will come. Then you create mobility within the country, but
between companies. You lose mobility within your company. You have a more
mobile workforce. Their CVs look crazy. Their salaries are escalating. Is that normalization?





Paul Mayer: I see things a bit different in my
company in some countries. 10 years ago we had 600 expatriates and management
teams in China, Pakistan, Turkey where we have no expatriates at all any
longer. It’s all organized by locals. With this reduction in expatriates
overall, we are at less than 100 now, against 600 10 years ago. We could
believe that international mobility is going down. The good news is that this
isn’t the case because a lot of young people are being mobile with local
contracts. We have a status called immigration volunteer for having a framework
for all these moves. The thing that has helped these young guys move is a
simple fact. It is publishing all the ads internationally, everywhere, giving
anyone the possibility to be a candidate. It has changed everything in 10
years. The time we had before when you couldn’t move without a solid, rich, expat
package, has gone. It’s good news.





Dirk Schneemann: I come back to the point about mobility
and expatriation. It’s not the same thing. When I worked for Toyota in the
early 2000s, we had around 1,400 expatriates around the world, mainly French
and British. Now it is far below 800 because expatriation packages became
extremely expensive so no one could pay them. Then, local people in Asia,
Africa and so on, were coming up to take places of former expatriates. So on
the one hand, there is an ongoing mobility process, and on the other, there is localization
in replacement of expatriates. What we didn’t achieve in this industry is to
attract Chinese or Nigerian drillers to come to Europe, and to join management
teams or make business in Europe. They want to stay at home and be proud to
work for a Western company. So, there are contradictions in mobility.





Tony Bainbridge: That’s interesting. Oil and gas will
always be one of the first movers because of the nature of the business.
Expatriation is increasingly becoming a 2-way process. Clearly, movement around
Europe has been fixed, but you get movement into Europe from outside, and it’s
very difficult. There were problems with visas, companies could not get Chinese
and Indonesians on short-term assignments. The UK is very protective. French
regions are a barrier to productivity and development, and nor is the UK
government helping.





Bernard Perry:  We have a particular issue over housing in the UK. The norm is to
own your house. You sweat blood and tears and mortgage yourself. Then, you are
immobile. People often come into my office saying they need a new job because
they have been offered an assignment in Amsterdam, Paris or whatever. Every
reason under the sun not to take the assignment, forgetting the advantage for
children to have exposure to another culture or language. So they say they want
to leave because it would be a negative to say no to career progression. I tell
them to get on the boat and go. The problem of getting into the right schools
in the UK and wanting to be in the housing market are very significant that
override career progression, almost. Europe is much more mobile. You are not so
tied to your house. Of course you are tied to your family. There is a strong
argument to create a more fluid housing market in the UK.





Piotr Bednarczuk: On the US, because of the financial
market there, people are not as mobile as they were. Even if they wanted to go,
they have to stick around. Companies are paying high prices to bridge the gap,
but that is for specific skillsets. The US was the model for mobility and isn’t
now.





Elisabetta Caldera: we should understand the skills
companies will need in future. Sometimes you can’t prevent dramatic market
changes. I wonder whether we are so stuck with the concept of people working on
roles rather than moving, changing operating models and linking it more to the
task, rather than changing the organization to follow the business transition.
Another point is around mobility for senior executives. As we talk about human
heritage, sometimes working aggressively on internationalization on roles of
CEOs, for instance, there is also an impact on the tenure of these roles, and
the impact these people can have in the long-term, if they just see it as a
stepping-stone. I’m not saying we should stop it, but we should put in ways to
value the building of more sustainability. Finally, on engagement, I really
agree that in the end the line manager should be the sense-maker for people. We
think it’s an interesting time but for common people, it’s not. It’s
challenging. So working on leadership on integration and connectivity could be
useful.





Marie-Françoise
Damesin: Change
management culture is not good and I’m not sure we are anticipating change. I
train the team in HR management, but how can we put more HR in the corporate
university? I also think we should have local people managing in emerging
countries. In the old days, the expatriate was the ambassador for the country,
but as we become more decentralized I think we have to keep corporate culture
through corporate university and exchange of views. People behave in very
different ways according to location.





Jean-Christophe
Sciberras: I was
very interested in the presentation about international mobility and the
increase in the female part. It was a little bit of a surprise for me because
my practice in HR is this. It’s key today when getting the top position to have
a period of international mobility and we check if they had expatriation. I
discovered that this practice would really create problems for women because in
practice, when you propose international mobility, it’s more difficult for
women to accept the jobs. At the end of the day, my question is if it keeps
women getting the top jobs because they didn’t get the same opportunities. So
that’s why it was interesting to see an increase.





Tony Bainbridge:  The data was from Mercer, a global organization. With all of the
effort and high-powered HR teams, we’ve moved from 10% to 13% female. It’s
progress but there are still opportunities and those challenges make it
difficult.





Claude Matthieu: It could be good news for HR. The
challenge to manage double carrier is key. Each time we make an assignment for
key people, our ability to propose something for the partner is absolutely key.
So perhaps there are opportunities for service providers. We have made
connections with other companies to make joint assignments to manage that. The
issue is no more the package, except for pensions. For the rest, our ability to
make some proposition for a double carrier will make a big difference for
carrier management.


The other point is that the time for
colonies is over. The expectation for talent in emerging countries and the way
we may keep them is to offer assignments in the HQ. That will make the difference
in attraction and to keep talents in place.





Steve Jefferys: I have 2 brief points. We were asked by the French Ministry of Labor, to
look at how French companies transported their values to Eastern Europe. There
was a big difference between product-facing and customer-facing. Indeed,
companies making products were likely to find exactly the same role in
different companies and that permitted international exchange in the same way.
With finance, retail and insurance where each market was different, the
question of transmission was more difficult. Then, what we found was that the
question of corporate culture was extremely important for a large number of
these multinationals we looked at, but it often came into conflict with the
rule of numbers. Local companies were being told what their markets are. The
driver of what the business was working on, the driver was the financials. The
corporate culture bit, very strong in France, was placed on a 2nd
rank, a lower priority. This produced bizarre differences when talking to
corporate and then local HR directors.





Stephen Bevan: We’ve been talking about the labor
market for executives and people with high potential. In my talk I mentioned
the gap between pay at the top and bottom. It’s a big issue in the UK. Is that
an issue elsewhere, like France and Germany? What do you do about it?
One thing David Cameron did was set up a fair pay review, looking at the public
sector. I was an advisor to that commission. We found that the more autonomy
that parts of the public sector had, the greater the gap between top and
bottom. We looked at there being a fixed ratio or a median, maybe something
like 25:1, like John Lewis. It is highly politicized in the private sector.
Executive pay has gone up at a high rate even during the crisis breeds a
discussion about fairness and transparency, and the erosion of trust and
commitment. What are we doing about this? Can we regulate it? Do we rely on organizations
to act reasonably? Is it just about the market?





Rainer Gröbel: We have this discussion in Germany and
I think it will be a discussion in the future. At the moment, we have a
discussion about the salary of board members and we decide a gap, a bonus
system. I think this is a good thing, you must have a regulation system inside boards.
However, recently, it hasn't been good. No one knows why finance managers in
London have more than a board member in a big company. Then we have the
discussion why Angela Merkel earns about €400,000 and no one in the industry
wants to work for this.





Yves Barou: To answer the question of Stephen, some
decisions were made in France last year with the creation of a cap for
compensation in the public sector around €450,000 and with new taxes. 


Another question lies in the social
non-profit business. . If you are a social business you have to build a
specific culture. In Afpa was set a policy to limit the ratio between the 10%
of people paid less and the average compensation of the management committee,
to 1 to 5.


In parallel we have to recognize that the
globalization we just talked about increased a lot the packages of the top
management! 





Stephen Bevan: We found that recruitment consultants
were being blamed for this in the UK, but also governance and non-executive
directors on remuneration committees. The joke is, what’s the difference
between a non-executive director and a supermarket trolley? Both have equal
capacity for food and drink but only the supermarket trolley has a mind of its
own!









Debates on early workforce
planning


Jean-Christophe Sciberras: I would like to come back on the key
process of workforce planning. I think that for HR process, it has a lot of
influence. Succession plans, yearly review and all of that. It’s well
structured, beyond initial objectives. When workforce planning is used, I
discovered that the size of the precision is quite good. It has an excellent
effect about motivation of the people. We need to prepare people to anticipate
the evolution of their jobs. So we used workforce planning to give vision to
the people. It’s a bit of a macro tool, but it has a lot of micro effects. It
is huge work that takes a lot of energy and money. How detailed have you been
in the job category and profile?





Hervé Borensztejn: If you are too precise, you get lost in
the data, spend too much time and it’s worthless. You have to be very precise
when it is required. We deal with experts in configuration management, maybe 20
in the organization. You have to be so precise that you even know who their
children are. You do everything to retain them. For other populations you can
be less precise. The level of detail can be limited in job description. So the
job catalogue was limited to 100 positions, very few. Compared to Airbus, they
went 2 or 3 levels below, almost 40,000 positions, one position per person
which is stupid because you enter an individual approach you can’t cope with.
The level of decision depends on the strategic impact of the competency you’re
dealing with.


In terms of engagement, the simple fact of
telling someone their competency is key for the future is of course positive.
However, to tell someone your competency is at risk and you may lose your job
in 5 years, but that you’ll help them train and prepare for the next job, is
also good for motivation.





Philippe Vivien: I think something we have to be careful
with is that workforce planning is very powerful, but the main risk is dropping
from workforce planning to allocation or resource allocation in a project.
Then, you can go so detailed with the set of competencies that it’s not meaningful
anymore. You have to really decide what you want to look at, what is strategic.
It doesn’t have to be a pure resource allocation tool. Otherwise it’s too big
and unmanageable.





Yves Barou:  The issue of funding for strategic operations is key. Take Thales
for instance: the company developed a system where all group units pay a tax
amounting to 0.4 percent of the payroll to the corporate university. Then, each
year, the steering committee determines which training programs – strategic
training – are free. Thus, each unit pays the same amount and receives free
training.


It is also important to point out the
strength of the people review concerning transmission and development programs.
People reviews as done in the US usually only focus on individual issues. The
European tradition is more collective, but often done through another team. Collective
strategic workforce planning and individual people reviews should be prepared
by the same teams and discussed by the steering committee together.





Dirk Schneemann: I’m interested in competency planning
process and what the trigger point is. We had in Total, a series of accidents
in refineries and depots in 2004 and 2005. Immediately the question was about
competencies of people in plants. The audit process was tremendous. The HR
people had to deal with it, but they did not initiate it.





Walter Jochmann: On the DAX, we have about 5 from 30 who
have heavily invested in such a professional approach of workforce planning.
These were all technical companies facing changes. To be aware of the point at
which job groups have to change. You have to look at it 3 to 5 years before to
change and have solutions for everyone. In general, HR doesn’t fit the CEO or
top management agenda with its instruments. I think workforce planning is a
good one because you can measure, build up business cases. You have answers to
the questions. At least 20% in Germany did it, but normally, when you want to
be strategic as HR, you have to have it.





Véronique Rouzaud: Just to provide a simple example where
it can be the HR initiative that drives such an approach. When building a new
business you clearly have an attraction issue because people don’t know about
what you propose. A simple example is waste activities. Switching from
collecting garbage to making value out of this garbage. This was an HR-driven
initiative. It was totally strategic, not only to propose a competency
framework to attract people who wouldn’t go into this sector, but also to
propose to our customers new competencies and service to challenge new
proposition. So this could be an example which wouldn’t be a crisis, but which
was driven by HR because no one would like to come into this sector of
activities.





Claude Matthieu:  In France, it’s about how to make better benefits of the process,
and how to make it smarter. We invest a lot in HR to make sure managers and
team members are spending time, we give them guidelines to be more clever and
to give them the visibility and vision of job evolution. It’s also a good way
to solve the apparent paradox of how to be accurate in workforce planning. The
idea would be to decentralize the evaluation of a job within the process. So we
strengthen the process by filling it with data from workforce planning, and
making sure the accurate phase of this process is done during interviews.


 


Piotr Bednarczuk: I’ve found two triggers. One was a
strategic shift of the company or business unit that led to additional sourcing
requirements. Suddenly HR had the interest in wanting to know more, so they didn't
react but so that they could prepare the channels. The, some businesses do it
for their own area, but we piloted 2 projects from HR when we do it across the
whole value chain. Taking it across these different initiatives and putting it
into an overall picture for the company. 





Stephen Bevan: In the UK we have a live experiment
looking at strategic workforce planning. In the reduction of the public sector,
it’s forecast between 2010 and 2017 something like 700,000 people or jobs will
disappear. There has been an audit of how well that process has been managed
which illustrates interesting points in HR. The primary reason is to save
money. All government departments who are having to lose jobs have worked very
quickly to reduce as many jobs as quickly as possible. They’ve relied on people
leaving voluntarily. Most of those are older, senior, more skilled people. On
the other hand, they haven’t thought much about the shape of each of those
departments subsequently, and how each department will meet its strategic goals
to deliver public services and formulate policy and so on.


The audit by parliament said that HR had a
positive role because communication about restructuring was done
professionally. However, because the savings took 15 months from the decision
time to the point at which money was realized, any strategic intention to think
about reshaping the workforce in a way appropriate to delivery of services for
5 or 10 years was overruled by the need to generate savings as quickly as
possible. So there has been no workforce planning because of financial
pressure. Problems are stored up for future. My understanding is that the HR
function has had no influence in it. It’s a political and financial move and
most of the benefits of planning strategically will not be realized.





Ursula Biernert: I found a very sophisticated system on
strategic workforce planning. Where every employee could look up his position
and see the path for the future in terms of qualifications needed and jobs. At
a time when Eastern and Western railways were merged, DB had 600,000 employees.
Now it’s 300,000. To turn that around and give people perspectives,
professional development interviews were introduced for every employee and
supervisors given tools to show perspectives. It works very well.





Wendy Cartwright: From the ODA’s perspective, my previous
career had been in more traditional organization. The ODA was unusual in that
we were a client organization. We only employed a few hundred people directly
and everything else was interface with the supply chain. So we had 46,000
people working in the supply chain. HR’s role was less around building internal
competencies, and more around interface with the supply chain, working with
partner organizations and where you could procure. It was led by HR but in
collaboration with the business and finance colleagues, and we did some
workforce planning in 2007 with our strategic partner. It looked at organizational
principles like where we needed to retain governance issues, and what was best
delegated down. Some of our long-term planning, you could see a general
picture. We found that we needed to retain flexibility and lock down decisions
6 months ahead in certain cases because of those interfaces with partners doing
delivery. These were big strategic questions and HR was leading those
conversations. We didn’t get involved in the nuts and bolts of how many
electricians might be trained by a supplier, for example, but the big strategic
decisions, we focused the business on that.





Hervé Dufoix:  I experienced a situation where I detailed the evolution of trades
down to a group of 10 people, for two reason. The first was that, when building
a ship for instance, a lot of trades are involved and each small team of
experts is a key link because these people represent strategic skills. The second
is that, when the company is able to show a link of 5-10 people whose job is
either stable, growing or declining, it has a significant impact to get the
social structure to move. For instance, the impact of the evolution of a team
of hullers in a particular site is stronger as they are only a few than the
impact of the trade in general. At the time, the company’s industrial function
answered to the HR manager, to give you an idea of the importance the HR
function could have in this type of organization. Like with the problems Airbus
faced with the A380, the HR function was the one that got people thinking.









8: TRANSFER SKILLS FROM ONE
GENERATION TO THE OTHER


A CONTRACT BETWEEN THE GENERATIONS


Workers are getting older everywhere even
if Germany is the archetype. This is a singular difference with emerging
countries, especially Africa whose Human Heritage is naturally a major asset. And
ageing is clearly a threat to competitiveness in Europe.





Indeed, innovation is linked with age, as
Walter Jochmann points out, looking over questions raised in businesses to
find, develop and crystallize their know-how.





France is in a better position but, in
addition to increasing retirement age, had to quit the early-retirement drug. Bruno
Mettling describes the end of this French specialty, born in the seventies.





Businesses need to constantly have access
to the talents it requires, and Piotr Bednarczuck shows all the implications of
this necessity.





These questions are dreadful for businesses
but also for unionists, both for their own organization, as exemplified by
Rainer Gröbel, and to define their strategy, as explained by Jean-Paul Bouchet.









THE CHALLENGES OF DEMOGRAPHIC
AGEING AND THE DYNAMICS OF TRANSFERRING AND DEVELOPING SKILLS


Walter Jochmann


Europe will lose its competitiveness to the
Americas and Asia in GDP in the next 20 years. We can’t prevent it. The number
of people living in Europe, productivity will compare to these other players
clearly in number 3 slot. This is an ageing continent. Age correlates with
innovation, with affiliation to technologies, and with the eagerness to grow.
That means that Europe has a lot of challenges to keep space. Some instruments
keep following the leading technologies and maybe foster family-owned
companies. In Germany, 80% of the workforce works for family-owned companies.


The average age of the workforce is 43 in
Germany. In 2020, it will be 46. We now have 25% of people who are under 50
working in companies. In 2020, it will be 50% and the other 50% will be older
than 50. Worldwide, expect regions in Africa, the Middle East and South
America, we will have talent shortage. Maybe China and India are positive, at
least now, but other areas will have a continuous decrease of available talents.
In Germany, we calculate a decrease of 10% to 15% of our workforce in next 10
to 15 years. 


Next, skills worldwide. The mission
critical skills we should focus on is management. Leadership and technical
skills are needed but it differs between countries. China will, thanks to
wonderful universities and technical side, not have the same problems as Russia
or Brazil. Growth in BRIC countries is a matter of management, leadership,
communication skills, working, learning and matrix organizations. 


As for unemployment and employability, in
Europe, we have tremendous differences in the unemployment rates of young
people. They are going up, in Southern Europe, to 40% or 50%, which is a big
poison pill. Even in Sweden it is 25% to 30%. The psychological, economic consequences,
this is billions of money and thousands of personal fates. This morning, it was
said that it was necessary to bring young people into a mission, into an
existing economic context. We will not cover the consequences of unemployed
people several years on the run, looking for jobs. Yesterday, we saw in the
newspapers that, in Madrid, there were 12,000 applicants for a small job as a
museum clerk. These problems are not easy to solve, but this will create a lot
of inequities and long-term problems in Europe. I believe in the dual education
concept to make you ready for the labor market.


In Germany, such education concepts cost
€20,000 to €30,000 for a company. There are certain rules: 7% of workforce
should be apprenticeship roles, the investment in education is shared between
state and companies. In a situation with technological and critical job groups,
we will have shortages. The recruitment of one functional blue-collar workforce
in Germany costs €10,000 to €15,000, so the investment works. Internships for
students to make it easier to enter the labor market. Even in Germany it’s not
easy to enter the labor market, so this is helpful. In Sweden, they try to
forward a leverage model. When you have stuck in populations of workforce
between 40 and 60 years, there may be instruments to help create new positions
and to work with them at the later stages of the career. To create the
opportunity for young people to enter this market is a very difficult topic. If
you have fixed structures with no possibilities for new entries, then the
problems will be set.


We have certain job groups in the medical
care sector, in sales and logistics, where we are running to other countries to
find these job groups, so specific qualification concepts should be developed
for these.


There also is the strategic agenda of HR.
The top topics in German HR strategies are employer branding and recruiting.
This correlates with the optimistic economic situation. The key thing is to
fill top positions with managerial and leadership qualifications. When we
combine the next top areas, talent planning and strategic workforce, 50% of HR
agenda in Germany is resourcing in normal job groups, potential job groups and
mission-critical top positions. We have about 1% to 3% top leadership positions,
and 20% to 25% key positions. The rest is the basic workforce we need. The top
growing topic is health and safety. The topic learning is in the midfield.
Learning is not a dominant topic in German companies, it’s a given one. When we
look at HR factors and company success, qualification is number 5 to number 6.
There is a lot of investment, but it’s not easy to fix directly with corporate
success. So, qualification and learning is a big topic, a high investment
topic, but it’s tough to fix it.


Another point is talent management, which
is more important in Germany than learning strategies. It’s about sourcing,
placement, identifying potential, creating flexible career models, retention
and placement process to top and mission-critical positions. I think we need to
rethink what we are doing. It’s not focused on individual career but dual
career. 30% of the top guys and girls don’t want to work in companies anymore,
they want to work in start-ups and doing their own business. Banking,
accounting, finance firms have lost space and the top brands are now the
automotive firms and some non-profits. So there are changes on the supply side,
it’s motivating to create a certain pressure to enter attractive salary levels.


There are 2 instruments that long-term
planning companies need to be logical and to be strategic. The first is
strategic workforce planning. They need simulation models to correlate growth
and decrease with needed headcount ratios in important job groups. Not for
everyone, but the important areas like asset management and supply chain. We
have to know how a certain economic development will alter our needs. Then, we
have to be attentive to the development of our workforce. We have to know age
ratios, leaving ratios, where our red lights are, where we have to be
preventive in recruiting and learning. It’s always very expensive to react in
the short-term and it’s not possible to teach people in 3 to 6 months. Even
more important is strategic competency planning in business areas. These
competency profiles should be the guide for learning strategies. Then we can
understand our positioning and the gaps. We have to understand not only people
in their competencies but whole industries such as shifts from analogue to
bigger structures. We have a lot of changing industries where we have to
understand whether we can change existing people.


We have enough people but there are
shortages. How can we transfer these 2 negative points? If we don’t understand
how to reduce, or how to fill our strategic positions, then companies will have
to shift their production areas in other regions.


The 6th point is skill transfer
from old to young and vice versa. It’s not an easy topic and I believe it’s
culture. The instruments are all on the table, tandems building,
split-leadership jobs. However, it’s about diversity. When we have messages
that the older workforce are not attentive, that they are too expensive, then
we have a negative defensive effect. If knowledge is my only asset to have a
place in a company, I’ll be restricted. It’s difficult not only for young and
old, but for gender, international mix, and the mix of competencies that will
lead to companies where sharing is normal. A few days ago, I was with Porsche
with production. It’s quite normal to have people above 60, these are
international teams. It’s an open communication but it has been grown for 20
years. If we have tough top managers who communicate age ratios more on the
younger side, we will have fighting and defending and a restrictive older
workforce not open for transfer. Digital equipment and knowledge platforms will
help.


My last point is learning organization. I
think that learning is a very efficient process in the past. We spent billions
and there is no correlation between the amount of training a manager had and
their performance. We have a huge percentage of learning that has no effect. We
propose 3 pillars of learning. There is a training business, but it can be
hugely redesigned with digital management platforms, at least for small pieces.
I don’t believe in behavioral training, and cost-intensive things like project
management. I don’t believe that just having to attend to this worldwide
content helps people to learn. You have to have some transfer from your work
life to your job group. I think training will become a lot cheaper and a lot of
trainers will become unemployed or relearn their jobs and strategies. Content
is no longer the priority of seminar programs, but I think the individual
exchange, the building of communities, will be a real promoter. I believe in
team and peer learning. Companies are constantly underestimating what best
practice exchange can develop. To change the best store managers in McDonalds
from one to the other, to let old management experience how it works or how
procedures can be done in practice, is very effective, with small learning
sessions, maybe one a week, for 20 minutes.


The top manager visits 10 other best
companies with best models, so, reality is the best teacher. I’m always
astonished by big investments in Harvard done for people who don’t have to use
it in their daily work. Every learning insists on the point. You have to have
the chance to transfer.


The last point is self-learning. The
intelligent ones are most efficient when they are monitored by 360 degrees, by
feedback sessions. I think learning is more and more a self-responsible
process, where leaders and HR business partners have to be some kind of
facilitators but not that much in the implementation role. To come to some kind
of closure, I think Europe has a lot of severe challenges. There are poison
pills that will be difficult to overcome. We should share our concepts,
business strategies, alignment strategies. How can we transfer business models
into people management strategies, and what does it mean for recruiting, for
placement talent and for learning? 









AGE MANAGEMENT, THE END OF
UNIQUELY FRENCH PRACTICE


Bruno Mettling


Practices at national level


In the past, and in the heyday of the early
Public Sector retirements initiated in the 70s, age management was taken to the
extreme with restrictive policies intended to facilitate the early retirement
of over 50s and encourage the recruitment of young people. These policies aimed to bring new blood into the age
pyramid and decrease companies' human and financial costs.





Since 2000, the increase in life expectancy
and the massive influx of the baby-boomer generation into pension schemes has
created a long-term demographic imbalance between the working-age population
and retirees. Employment of seniors has become a
crucial concern for public policy since the growth of the retirement-age
population has a significant impact on both national finances and corporate
payroll costs. 





In 2007, France’s employment rate for
people aged 55-64 was the lowest in Europe (38% of the workforce compared with
an average of almost 45% for all 27 European countries - source Eurostat).





To reverse this trend, the French
government is gradually increasing the number of years people are required to
work in order to qualify for their pension and has introduced a series of
incentives designed to facilitate and promote a longer working life through
active age management and better inclusion of seniors in corporate HR policies:



-
slowing down departures of older employees by
reducing incentives to retire early 


-
encouraging companies sign agreements which favor
keeping older employees


-
encouraging seniors to continue working after
age 60 by eliminating age limits and employers' unilateral right to impose
retirement


-
facilitating gradual retirement and offering
employees the opportunity to switch to part-time work while maintaining old age
contributions based on a full rate for the final years of their career


-
secure job prospects for all


-
boosting seniors' employability through training
courses and improved working conditions 


-
helping unemployed seniors return to work by
progressively increasing the statutory age of exemption from actively seeking
work





The "contrat de génération"
(generation contract) introduced in 2013 makes room for people of all ages by
encouraging companies to hire young people on permanent contracts while keeping
senior employees and organizing the transfer of skills and know-how within the
company.


The age policy at France
Telecom


In a telecoms sector experiencing
increasingly rapid change (technology, competition, regulatory etc.),
developing skills is vital if we are to adjust to new market demands while
maintaining expertise in our core business as an operator. This issue holds particular importance for Orange in France
due to its demographic structure – the average age is 48, and over 30,000
retirements are anticipated by 2020.





After an early retirement plan that saw the
departure of over 42,000 people between 1996 and 2006, in 2010 the Group
committed to an innovative, far-sighted employment policy which goes beyond age
management, which all too often focuses on seniors alone.


 


In recent years the Group has signed
several corporate agreements (forward-looking management of jobs and skills,
measures to promote later career stages, helping young people enter the
workforce, etc.) which aim to take on the challenge of the employability of all
its employees at any age, to make career paths more flexible and to organize
inter-generational cooperation and skills transfers. The Group implemented a
part-time for seniors scheme, enabling voluntary senior employees to transition
progressively from their activity to their retirement.





While ageing is often seen as a risk in the
workplace (drop in performance, loss of know-how and memory, destruction of
intangible capital etc.), it is also an opportunity to optimize the Group's organization,
operation and management resources.





Increasing employability at any age
requires continuous training, and in the case of seniors a particularly strong emphasis
on adapting to their current and future roles. 





Development throughout one's working life
is based on a GPEC (job and skills planning) exercise that provides for
quantitative requirements and changes in jobs. One of
these issues is the enhancement of "experience" capital with the
development of positions of expertise, mentorship, and employer brand
ambassadors).





Armed with advantages that are not yet
sufficiently exploited in the corporate world (skills, experience, professional
ethics, availability, etc.), seniors are the best equipped to pass on
knowledge. Within the Group, the Virtuose program formalizes
knowledge so it can be passed on to others within the organization,
particularly new generations of employees.









IG Metall FACED WITH THE CHALLENGE
OF DEMOGRAPHIC AGEING


Rainer Gröbel


First I want to give you an insight into
our union. We are only 120 years old and we have 2,250,000 members; we are the
only big organization with increasing membership in 2 years. We have 100,000
shop stewards, 600,000 of them are members of works councils. This is the law,
a special law in Germany. We oversee and negotiate pay rates and working
conditions for employees, among others, in industries including metal workers,
electric, automobile, aircraft, steel, shipbuilding, woodwork, plastic, textile
and wind energy. We organize blue and white-collar workers, middle management
and board members. This is quite different to other unions. We are well
financed. We are left wing but capitalist and look for the money. Our members
pay nearly €300 a year. It’s a lot. We have a high organizational rate compared
to other unions in Europe.


We have 2,500 staff members, 1,100 are
called political officers. With people and structure, we say, you must think
together. Inside the union all change processes, I’m in charge of. I think good
HR cannot just administer people. He also has to be the leader of change
processes. In the last 10 years, we have had a special early retirement program.
1,000 employees have entered in 10 years. Normally over 6 years, it’s 3 years’
work and 3 years at home. We pay them 85% of net income, and most people want
to do this. We use this to build up a new force. We have started a trainee program,
12 years ago, an assessment center which was new for a union, and we have more
people coming into the union. We made a trainee program which lasts 1 year. We
pay €45,000 a year in this program. It’s a lot. We looked at the automobile
companies and saw what they paid. We wanted a comparable rate. We’ve had 400
people on the program in 10 years.


We are an industrial union. 30% of our
officers are women. Only 18% in the whole industry are women, in metal and
electrical industry. 40% of all our officers have an academic degree, both
locally and at the HQ. From 1,100 officers, 450 are on supervisory boards. 


So, what is going on in Germany?


Walter Jochmann talked about the ageing
process. When you see the ageing development of Germany, the number of working
people in the long-term will decrease. . Employers are having recruitment
difficulties. An important factor is immigrants and working women. Only 42% of women
worked in jobs. This is fewer than France. This is an advantage for the future.
This can stabilize the working population. 


 We are an industrial country. The future
is not only finance and the public sector. On the union side, our future must
be in industrial work. We have the knowledge and can develop this. Though you
need excellent technical training for the long-term, and unions and employers
on the one hand act to open ends, on the other hand they are social partners
and have to collaborate. This is a different system in Germany. Cooperation is
particularly important in training and the apprenticeship program.


The training of high quality professionals
in Germany does not differ from neighbors. The programs are not better than
France or the UK, but there is a critical difference in groups of skilled
workers and technicians. Apprenticeship programs for these required long-term
planning for employees. Training is carried out according to needs projects, 3
to 5 years in the future. You can’t only look to the top of a company. You must
see what is going on at workers’ sites, technical sites, what you lose there
over 10 years. You need time to plan this. This is one of our advantages, that
we do that. The role of the unions is that we have apprenticeship programs conceptualized
by employers, unions and joint committees. Theoretical is done by schools,
practical by companies. So you must enter the state training program. There is
also potential to become a master through study at a technical college, where a
degree may be earned. We also have bargaining agreements in steel and metal
industries, at big plants, to support trainee programs and the process. What we
have to do in future is maintain the quality of vocational training and
strengthen long-term planning for employees by meeting employment needs. We
need to increase activeness of technical occupations in industry and hardware
trades, especially for women, and encourage immigration through government
support.


We need to get people into not just
low-wage jobs!


When I compare the systems, what is special
in Germany? We have co-determination. Union or works council reps are engaged
with strategy, with HR questions, with finance questions.


The discussion starts at the beginning of
the decision, in planning. At the top we discuss it very, very early. So, you
have the opportunity to make it acceptable for the workforce also. I think it’s
a model to find solutions in a relatively short time. You cannot always
discuss. Sometimes you must decide. We try to give an umbrella for the
workforce in changing processes. They mustn’t stand in the rain. I think the
social model in Germany is one of the most productive factors in Germany.


Our problem as a strong union, in a strong
industry, is that in most countries there is not such a model. This is the main
problem, because our industry goes overseas. We have weak American unions.
There are no state unions in China. In Europe, we are growing together, but we
only have strong unions in some countries. . Our task is filling up unions in
Europe and other parts of the world









ARE UNION STAKEHOLDERS CONCERNED? 


Jean-Paul Bouchet


What is union officials’ view of these
issues related to demography and human heritage? My path makes me quite aware
of this question. Professional and union commitment have been intertwined
throughout my 35-year career. I studied computer science and I worked as an
information system manager before becoming deputy general director in the early
stages of a service company specialized in the industrial migration of computer
systems and the development of applied research in new information
technologies.





At the same time, my successive
responsibilities as employee representative, works council secretary, and then
general secretary of the CFDT Cadres since June 2009 have punctuated by
professional and activist path.





At a conference on China and Europe 2 years
ago, the Chinese managers explained their demographic, social and environmental
challenges and looked really interested in the European social model. The
question could be: is this social model a heritage? Can it be transferred to
other countries? Giving value to social matters as a lever of competitiveness
is therefore a key point. Union officials from other continents believe Europe
should set an example for the rest of the world in terms of social and societal
responsibility.





Since the CFDT is also facing problems with
age and demographics, the issue of renewal is vital. Efforts have already been
done in this respect, notably partnerships with the academic world, but we
can’t stop there as this is a permanent struggle, just like having more women
in our structures.





At national level, unions have signed
agreements on young people like the generation contracts, and supported jobs
with a future. Unions are involved in the integration of young people in the
labor market and maintaining seniors at work as well. At the next social
conference, which will notably cover training, we need to look into access to
training and jobs for the future. However, we need to be careful about the
purpose of vocational training and remember that it is a competitiveness lever,
not just a social management tool. Competitiveness via training, via skills,
needs to be taken into consideration. For instance, in the Cesi organization,
2,000 engineers get a degree each year via continuous education. This allows
people who couldn’t, when they were younger, take this test, to do it later in
their career.





The issue of the final beneficiaries of the
debates could deserve a more in-depth discussion. Who is the first beneficiary
of the debate on supplementary retirement? Current retirees? Current employees?
Tomorrow’s retirees? Tomorrow’s employees? This link between the generations is
extremely important but should be debated when negotiations begin. If it turns
out that there are several final beneficiaries, then priorities will have to be
defined and a hierarchy set.





Initiatives have been taken in terms of
cross-generation employment management but not on building the knowledge
patrimony. With my experience in a high-tech company, I was in charge of
developing a team of 80 people working on the transmission of the application
legacy in computing and information systems. This area required skills from the
seniors who mastered the former language and juniors mastering the modern
language. Therefore, cross-referencing skills was vital in that company.





The economic and return-on-investment
argument relied on mastering turnover, which amounted to 1 percent, as opposed
to 12 percent in average in the sector. Training costs, for an employee to be
perfectly qualified, equaled a 4-6-month period.





The 4 functions of human heritage mentioned
by Yves Barou are inseparable and essential for a company, they have a
differentiator value-added. If this differentiator value-added isn’t
maintained, you get businesses that sell man-days with management increased by
costs, whereas true value-added is elsewhere.





To conclude, social dialogue today needs to
better integrate issues of professionality, which means that professional
dialogue needs to be linked with social dialogue. This is why having local
managers is so important.












SECURE TALENT TO HELP THE COMPANY
GROW: THE EXAMPLE OF MERCK KGaA


Piotr Bednarczuk


I didn’t know when I joined Merck that the
company was almost 350 years old. In addition to that, it’s always been under
family ownership. Family Merck, with over 200 participants, still owns 70% of
the company. 30% is on DAX.


 We’re talking about heritage. You can
imagine how much heritage is in such an old company that survived 2 world wars,
that survived twice being stopped opening business in the US. There is a lot of
history. When I joined in 2011 it was a shock for the company to think about
restructuring, but it was a good wakeup call for the company and I’d like to
share some of that experience I had during this time and apply it to what
Walter said.


First, I’ll start with a simple statement.


 In order for us to change, we have to realize
that something ends. To start something new, you have to realize you have an
ending. Merck had to realize that Darmstadt is not the center of the world. It
took some time but we will not solve our problems in Darmstadt. Merck cannot
solve its issues thinking about Germany, even. Even Europe will not be enough.
The issues we have in talent, skillsets and capabilities need to be thought of
globally. This is something you have to realize. It was a wakeup call. How do
we operate in this environment? I’ll give an example. In the pharma business,
it’s still a healthy industry. However, the return on investment on R&D is
getting lower and lower. The basic situation is that you can’t rely only on
your own R&D. You have to be more networked, more open, and look for
openness not only in your own country, but beyond borders. This was one of the
first realizations the company had.


It’s surprising sometimes when you look at
companies. When we analyzed Merck, we saw that 75% of our workforce was already
outside Germany. If we looked at our top management positions 2 years ago, most
were Germans. Maybe in Germany we have the smartest people so there is a good
correlation, but I think it should reflect more the global proportions of
talent. It wasn’t reflected in our proportions. Yes, where your HQ is, the most
people you have. That was 1 realization. Another was that revenues that we make
outside of Europe, in emerging markets, were higher. So basically, Germany or
Europe was less important from the financial standpoint. So we saw we needed to
change. I want to provide 3 points. I’ll link to some.


First, we said we need to make this talent
that we need, not a hobby. If you ask companies if a manager is good at
developing talents or bad, actually it’s a hobby. You don’t get rewarded for
it. It has to be formal, more processed. We are trying to invest market
principles into talent management. Market principles are transparency. Get
transparent globally. When you have that transparency, you’ll find out about
supply and demand, and do it globally. Just 1 example. We restructured HR last
year. Every employee in HR needed to reapply for their jobs, globally, even in
Germany. From the beginning we had the transparency. Also, I’d supplement what
Walter said. We had to replace, 2 years ago, 50% of our positions with external
people. Management and critical positions. That meant that our talent processes
sucked. If you have to replace 50%, it means strategically we did something
wrong. So we need to inject more strategic thinking to make sure we don’t have
such gaps in future. It’s independent of hierarchy and grade and depends on
specific things.


I saw a lot of iPhones and iPads earlier.
100% of liquid crystals in these products are from Merck. This is a knowhow based
business. Not many people have that knowhow. We will pay and develop them as
much as possible to keep that advantage. The chemical business is not so
attractive now, for graduates. We don’t have enough source. So, we need
transparency. Mobility will be an issue, I’m sure. The other is to make it a
more strategic plan. It still won’t be 100%, but you’ll know what risks you’ll
take. So it’s making it not a hobby.


The next is about development, and I call
it that rather than training. I guess most of you know the 70/20/10 model. In
order to get your behavioral change, 70% is on the job, 20% is through
coaching, and 10% is classic training. So we are investing our money exactly
according to this. The 70% on the job means you need to manage it, take risks, and
make assignments. It needs to be linked to competency management that Walter
reflected. Then it’s just coincidence. If you want to plan it, you have to have
the overview of your capability gaps and competencies you need. Another I want
to share with you, because I’m proud of it, is that whilst in a crisis training
tends to cut, at Merck vocational training was ring-fenced from the efficiency program.
Why? Not only political reasons. If we did that, we wouldn’t have the talent we
critically needed for developments. It was good to cut somewhere else. We were
also talking about blue-collar, vocational and apprenticeships. In our company
we also use them internationally. So basically the good talents we have were
transferring to other production plants globally. Not just a 1-country
approach. It’s working well. So, development is the 2nd one.


A family?





The 3rd one is a cultural issue.
A behavior or culture issue. It’s not a simple solution to change the company
so you need to attack a couple of things. In the culture piece we needed to
think about the new employment contract. The biggest statement the CEO made,
which was a shock for the employee base, was that we were a family-owned
company and not a family. They were family-owned and wanted a return on investment,
so there was an employment contract area to go through. The next thing was to
source our talent globally. If you think about Merck, it’s known in Germany so
we get enough there. If I go to another country I might get the ones denied by
my competitors, but the initial ones won’t come to me. A global program does
not fit. If I go to the US and tell them to join a family-owned company, it
won’t be attractive. We need to address the different cultural needs. It
required much more investment to get attraction.


The other thing was about diversity and
inclusion. We made transparent what kind of metrics, and what were changing, in
our country. HR needs a lot more HR analytics and data to come to management.
We are establishing. We saw we have 50% more younger talents we identified. We
identified 30% female talents that were hidden somewhere in the system. So we
had a couple of aspects to invest in that. The demographic piece, to make sure,
we had an average of 40 years because of the voluntary program. We have the
skillset transfer issue we need to invest in. This is what Merck does in a
glimpse. Final thing. A good thing for our team in HR is that no company will
survive without HR because of these challenges.









Debates on the challenges of
demographic ageing


Gian Paolo Naef:Somebody mentioned we have a transfer
of knowledge that become indispensable. But I was particularly impressed by the
fact that senior managers, those in the final stages of their careers, need
also to adapt to the new styles and attitudes. The transfer should not be one
way; it’s a mutual 


The experience of large organizations will
always drive big changes, but I want to remind you also that a large part of
the European economy is driven by mid or small-sized enterprises because they
react much more quickly than big organizations. We need to learn from them.





Stephen Bevan:I don’t think anyone mentioned the
health of the ageing workforce. This is a big issue which we are not
confronting. First, because people are retiring later, our definition of
working age is changing. There is more chronic disease in the workplace than
ever, and that will increase more. So we will have more people of working age
who have at least one long-term or chronic health condition which will affect
productivity and risk social exclusion and poverty. This is going to get much
worse. We know that premature mortality from cancer, coronary heart disease and
chronic obstructive pulmonary disorder will basically deprive the EU economy of
something like 3 million productive working years because of premature deaths.
We know that muscular and skeletal conditions in Europe affect 40 million
workers. It’s about €240 billion of direct costs affecting EU companies as a
result of conditions caused by work. That will increasingly affect older
workers.


If we ignore this issue, we will
fundamentally affect productivity and competitiveness of EU companies, and
unfortunately no one is taking this seriously. We have governments, healthcare
systems, employers, trade unions. All have a role to play in issues that will
affect an ageing workforce. We can do what we like to maximize labor market
participation amongst older workers, we can imaginatively phase retirement or
skill transfer, but unless we deal with declining health amongst older workers,
those policies will be neutralized. So we need to think about health as a
productivity issue.





Jackie Dubery:A thing HR used to work on was
succession planning. What would happen to that generation when you knew they
would retire at a certain age. That planning can’t happen in the same way now.
What do we do with that gap? The ability to step into dead man’s shoes still
doesn’t happen now either. There is a big disconnect between what we used to do
in succession planning and having a career path for youngsters, and not having
that same ability for knowing when people will retire now. I wondered what
other European countries were doing about that.





Steve Jefferys:2 years ago I was given a new contract,
a permanent contract. For the first time in my life there is no date of
retirement on it. When you have older workers like me, who are on contracts
that allow them to continue until the age my parents stopped working, which was
80 and 82, at what point do colleagues say to me, ‘Off you go. You’ve made too
many mistakes!’ There is a genuine issue. It is one that really has to be
integrated in some ways in the general discussion. How do you ensure that all
workers have enriching experiences? Without that, motivation to stay at work
will disappear. The other point is skill transfer. We have constructed
hierarchies where people at the top did not want to share, because it might destabilize
their power and control. We need to rethink that into more sharing, engaging
ways. You can create a corporate heritage, though, which praises collaboration
between young and old, that sees it as benefit. It’s about trying to
understand. The world is changing, but to be ahead of that change it’s
important to be open to collaboration and different hierarchical relationships
we had in the past.





Wendy Cartwright:In the UK my sense is that people are
choosing to work longer because they have to, economically. Then, others could
stop working but they find meaning in work. In terms of the macroeconomic
situation, we now have auto-enrolment in pension schemes coming in in the UK.
It is simply not affordable for the country to rely on final salary pension
schemes, so now, starting with large employers, companies need to auto-enroll
employees into a company scheme, and then employees can opt out. I think it
might drive those economic decisions, but it will take a long time. There is
quite a debate in the UK about the older generation blocking entry into the job
market, but another elephant in the room is around immigration. People are
saying young people cannot get into data-entry because others come from other
countries into the UK. I don’t think that is the cause, but there is a
perception that it is happening. The other argument is to ask what UK youth
will do to get into the job market.





Gian Paolo Naef: Coming to assignment policies, in my mind I had the example that we
should think about migration policies. The last update on youth unemployment in
Southern Europe. 3 out of 10 fresh graduates leave Italy to find a job. In
Spain it is 5. 4 remain unemployed, and 3 can find a job. At the same time, we
have thousands of jobs for skilled workers that remain vacant because they are
not considered as attractive as they should be. We have to attract people from
outside Italy to make these jobs. 





Dirk Schneemann: In coming years, we will think about restructuring contracts in
companies. Over the last years, we’ve learnt that the easiest way to increase
productivity is to reduce headcount. On the one hand, there is the demographic
challenge, and on the other hand, we continue to keep out older workforce in
companies. More and more companies start to lease back colleagues who left the
company with pre-retirement programs. So we will have very different, new
schemes for contract situations for the generation over 55 or 60.





Elisabetta Caldera:When you introduce young people into a
company, they don’t follow hierarchy, they just look for who can be the real
coach and teacher for them. There is a huge risk of generalization, but the
first things I see is that there is no way to really integrate within the roles
of an organization, so an organization would have to review the rules of
engagement.





Claude Matthieu:When we talk about ageing workforce, we
also talk about ageing management. We need to change the way we present the
carrier path to newcomers so that the HR functions with management needs to be
reinvented, or at least to revamp this carrier pitch and the organization it is
linked with. The main issue we may see is how to develop the same career path
with the new generation that we did before. It’s also about making acceptable
proposals to our 50s or 60s managers who are well paid with a lot of
experience. How do we tell them to leave the seat and welcome newcomers? This
is something we need to work precisely on. 









9: MAKE HERITAGE GROW IN A
LEARNING ORGANIZATION


A changing DNA!


A company’s heritage needs to grow.





Starting from the debate on the transfer of
skills from one generation to the next, Cornelia Hulla summarizes a company’s
challenges and mostly the need to create a learning environment. Philippe
Vivien also uses this theme and details the characteristic of this type of
company: openness to new ideas, accepting differences or even recognizing the
time that is necessary for change or supporting leaders.





Actually, a learning organization can shine
around and beyond itself, as Wendy Cartwright shows with the example of the
London Olympics.





In any case, accepting and developing a
shared corporate culture is the key. Dassault, a technological firm with a
strong culture, has set up a corporate conservatory. Yves Litzelmann describes
the origin and the impact of maintaining knowledge about seals and mastering
new aviation systems.





However, technological or market changes
can sometimes – increasingly – force corporate culture to change drastically. Loïc
Hislaire deciphers the railroader culture at the SNCF, and this example is
particularly telling. How can you go from an “all-safety” culture to a service
culture?





Businesses need to reinvent themselves, but
they can only do it if they rely on their DNA – their human heritage!












A LEARNING ORGANIZATION


Cornelia Hulla


The term “Human Heritage”—like the term
“human capital”—refers to the “collective value of the capabilities,
knowledge, skills, life experiences, and motivation of the workforce”.
However, unlike “human capital”, the new term “human heritage” does a better
job of expressing the invaluable, intangible nature of this special kind
of “capital”, which also includes such abstract and intricate workforce
contributions as “providing reality checks on managerial thinking, probing
assumptions and beliefs, clarifying ambiguities, highlighting inconsistencies,
generating alternatives, bringing out new creative options, and developing innovative
approaches.”


Human Heritage is essential to
competitiveness


Not surprisingly, many expert sources posit
that cultivating and retaining human heritage is essential for companies’
competitiveness, and offer empirical studies to demonstrate it. This is of
specific interest when it comes to M&A, innovation or transformational
initiatives, where heritage can play a positive or negative role.


A decline in the number of working-age
people in Europe is expected in the coming years, due to the retirement of the
large group known as the baby-boomer generation (born in the 1950s and 1960s).
Two outcomes for the European workforce will result from these demographic
changes: a) after 2018, a decline in total employment in Europe will occur, b)
Europe will have an aging workforce.


This high number of upcoming retirements
translates into a business-as-usual scenario in which large amounts of human
heritage are lost by companies in the near future. The longer an employee
has been with a company, or in the workforce, the larger is his or her
contribution to a company’s collective human heritage—in other words: as
employees in organizations progress with age, they acquire a set of knowledge
that is customized to the firms’ operations, structure and culture. Europe’s
companies’ unique challenge then is to minimize this loss through the design
and deployment of creative, pro-active and preventative measures and
initiatives in order to create a learning organization.


This challenge is characterized by the dual
nature of knowledge. On the one hand, knowledge can be explicit and
tangible meaning it takes the form of facts and figures and is therefore easily
captured, stored and transferred. It can be articulated, codified and stored in
certain media and transmitted to others. Implicit knowledge, on the
other hand, is difficult to transfer to another person by means of writing it
down or verbalizing it. Such knowledge could be networking skills or applied
learning about certain subjects or capabilities that are based on rather intuitive
skills, which mature and strengthen with time and experience. It would be
difficult to transmit these soft skills with a written manual—and yet, perhaps
creative efforts could do something in the way of further transmitting this
intuitive capability from older generations to younger ones. Because tacit
knowledge transfer often occurs through unstructured, informal and spontaneous
communication and observation, an effective transfer of such knowledge
generally requires personal contact and trust—in other words fluid
relationships between workforce members, as well as a learning culture.


The Learning Organization
Challenge


Workforce Human Heritage is in fact the
collection of all types of human knowledge as they relate to professional
performance—social, relational, intellectual, analytical, personal, emotional,
creative, procedural, etc. —its development and its transfer are
therefore a question for the art and science of knowledge management (defined
as the process of creating, collecting, codifying, retaining, accessing,
transferring and sharing organizational knowledge).


Before human heritage can be captured and
preserved for the future, it must be created, developed, enriched, and
deepened, a goal that will benefit competitiveness in the present term and
increase returns on knowledge management investments (thanks to a larger
original HH asset).


In an article by P.N. Rastogi entitled
“Sustaining Enterprise Competitiveness – Is Human Capital the Answer?” several
insights are presented as to the most fruitful approach for human heritage
development (including a useful metaphor to understand the value human capital
brings to a corporation). Rastogi offers an extensive, detailed list of what he
views to be essential HH-developing management processes. Here are but a few
examples:


-
Motivate people by relentlessly communicating
the company’s vision and values;


-
Expect and enable employees to think like
owners, or managers, in understanding the nature and significance of their
present and potential contributions to organizational growth and goals;


-
Foster the people’s ceaseless development of
skills and capabilities, creativity and innovation, by engaging them both
intellectually and emotionally, and leveraging their creativity;


-
Emphasizes the acceleration of learning to build
new competitive advantages faster than the competition, and the rate of change
in the firm’s industry, or field of business;


-
Engages the employees’ talents, skills,
knowledge, creativity, and capabilities to rewrite the rules of competition
through innovation, and flexible orchestration of the company’s tangible and
intangible resources.


The best way to transfer
skills between generations


Transferring knowledge before it is lost is
becoming an increasingly urgent matter for European companies. Developed human
heritage, unlike information, does not easily survive the passage of time—or
the passage of the workforce that is its vessel. If measures are not made to
retain a seasoned employee’s wealth of company-specific knowledge, this
considerable portion of human heritage will leave the company along with the
retired person.


Workforces with large age-spreads face
specific challenges in knowledge transfer due to age-bias and the differing
values and work habits of different generation-employees—an added challenge to
the task of HH-preservation.


One way to transfer human heritage is to
customize knowledge transfer methods with regards to present needs. Another
strategy calls for being clear as to how each generation prefers to learn
(especially taking into account the different learning preferences of the
generations x, y and z). Because of the differing degrees of comfort and
adeptness with technological tools, knowledge transfer should not rely solely
on technological approaches and solutions (which are best suited to the
transfer of explicit, not tacit, knowledge). Various methods should be used
including formal training, apprenticeships, simulations and games, storytelling
and conferences, blogs and papers. Many companies are already investing in strategic
workforce planning aimed at customizing their approaches.


Another important tool for knowledge
transfer consists in turning employees into teachers. Mentorships are dynamic
and can be designed to transfer the most valuable know-how an older employee
possesses. In fact, learning science studies show that among the variety of
learning activities (listening—to a lecture for example—reading, hands-on
involvement, experimentation, etc.), teaching has the highest learning
rate (around 90% retention). Asking employees to think about their personal
collection of “know-hows” and expertise—developed over the years through
trail-and-error and countless experiences—on the way they work, organize
themselves, conduct research, relate with professional contacts, analyze
problems and design solutions, so on and so forth—both results gratifying for
employees as interest is taken in their unique capabilities, recognizing their
specialized talent, and, more importantly for the company’s knowledge
management goals, shines a light on intuitive knowledge and soft skills and
raises them to a realm in which they can be put into words, expressed,
explained, and transmitted to others. These individual soft skills will in fact
be further perfected through the process as employees are provoked to think
about the way they work—noticing strengths, and therefore, by contrast,
weaknesses. An automatic and spontaneous improvement can thus occur through
this teaching process.


A couple of companies have already tried
out reverse-mentoring, whereby younger employees provide assistance to
older employees in certain areas–usually technology. This helps older workers
refresh and reinforce their skills. This human heritage-transferring strategy,
however, is especially susceptible to an incompatible company culture (which is
why fostering a knowledge-sharing culture is an important element of any
learning organization strategy). What’s more, classic mentoring and
reverse-mentoring are tools that have the added advantage of mitigating challenges
arising from age diversity.


In conclusion, developing, transferring and
retaining human heritage is as complex as it is essential. However, the process
can seek out solutions by dipping into the very human heritage pool it seeks to
preserve—engaging employees of all generations. Europe’s corporations’ present
and future competitiveness will greatly benefit.









THE CONSERVATORY, A MODERN IDEA


Yves Litzelmann


Origin of the company’s
Conservatory


The
plane is the subject of fascination, of dream, but sometimes also of worry,
both for the passengers and for the people who make them. To any aviation
company, quality and security are vital in order to foster and maintain trust
with customers. A major stakeholder in the aviation industry, Dassault Aviation
meets these challenges on a daily basis, designing and making fighter aircrafts
or business planes.


But
let’s go back in time a little, to the early 90s when the company made the
Mirage 2000, then the jewels of its range of fighter aircraft. Like any jet, in
order to fly, it needs to store fuel in all the available areas inside the
aircraft. Obviously, the metallic structure needs to be hermetic as the plane
is evolving in a highly pressurized environment, going from the ground to
extremely high altitudes in just a few minutes, from temperatures found in the
hottest deserts to Himalayan cold in the winder, with its shapes being greatly
deformed. It is impossible for a single drop of fuel to leak in between two
metal pieces. At the time though, the company faced a major quality issue. Some
of the planes, at the end of the manufacturing chain, had leaks from their fuel
tanks. Getting rid of such oozing, in the last manufacturing stages, is tricky,
takes time, is expensive and can upset the production flow. So the best is
really not to have a leak. Nothing is harder than finding the cause of a
unpredictable occurrence with fluids. Thus, a group of experts is set up to
find the actual origin of this phenomenon with many consequences (technical,
safety and economic), which have a great impact on the company.


The
committee analyzes the products used, the designing/manufacturing methods, the
employees involved, the work environment, the resources used, the knowledge and
know-how needed… After a few weeks, the investigation pointed out that one of
the biggest problems was that the employees manufacturing the pieces were
losing touch with tradition. Had we forgotten about the knowledge and know-how
our elders had? Did we fail to keep them and pass them on to the next
generation? The General Management decided to do a large-scale training action,
setting up the Conservatory, with its first training session – “Implementing
mastic seals.” Within a few months, all manufacturing employees had attended
the workshop, i.e. over 2,500 people. As a result, the planes made were quickly
back to previous quality levels.


A
“simple” technical issue led to a major institution, the Conservatory.


Why a Conservatory?


Let’s
get back to the origin of the word. Conservatory comes from “conservatorio,”
an Italian word which, since the early 16th century, was used to
talk about music schools in Naples, Venice and Palermo, with the idea of
maintaining the level and tradition in some form of art. Conservatorio
comes from the Latin verb conservare which means to keep, to maintain. So
the primary goal of a conservatory is to maintain the knowledge and know-how
that come with an art, and to pass them on to the next generations. And the
company does need a conservatory. For now, this approach is anything but revolutionary.


 The company’s conservatory


The
company’s conservatory aims to develop technical training sessions and make
them available to the company’s employees, with the aim of a) maintaining,
sharing and accompanying the evolution of knowledge and know-how; b) providing
answers to regulatory requirements as far as employees’ skills are concerned;
and c) to meet the company’s quality objectives. The Conservatory also strikes
to provide, on a case-by-case basis, training to stakeholders from the extended
company, and to promote a shared aviation culture.


Its
action goes through a series of services such as assistance for special
training needs, designing, planning, organizing and assessing training, and
finally coming up with activities to implement this offer across the company.


As
regards content, training is about knowledge – knowing the planes and their
systems – and know-how – designing methods, manufacturing procedures – of the
company’s own techniques. With these training courses, all workers can enhance
their knowledge and skills. Over the years, depending on the company’s needs,
the range of training offered by the Conservatory has added themes like
mastics, cabling, pipework, binding assembling, metalworking and aluminum
alloy, plating, protecting against corrosion, environmental obligation, plane
systems, adjustment rules, boilerwors, structural calculations, and so on. All
this is available to employees working in design, manufacturing or customer
service employees.


The
Conservatory also trains its members to ‘adult pedagogy,’ to the technical
content they will have to pass on, and to the pedagogical tool.


The
Conservatory is a typical training center. So why is it a modern concept? Maybe
because of its operating and governance principles?


The Conservatory’s operating
and governance principles


When
they set it up, the Conservatory’s founders wanted it to be an integral part of
the company’s operating mode. They wanted the entire staff – from companions to
the general director – to make it their own. And they wanted the content to
stay up to date with new knowledge, technologies and procedures certified by
the company.


These
founding theories naturally gave birth to the following operating and
governance principles”


-
In
the long run, the Conservatory is managed by its steering committee. It is made
up of the general managers, who define it general trend on an annual basis
depending on the company’s strategic needs. The Conservatory is the choice of
the General Management.


-
The
Operational Committee makes the link between local needs and Conservatory
activities. It is made up of representatives from production units and
operational managements in order to meet practical requirements and demands.


-
Training
tools rely on the company’s technical references but they don’t replace them.


-
Experts
certified by the operational management or the management of production units
define and update the technical content of the training sessions.


-
When
the training sessions are designed, the experts are trained to pedagogical engineering.


-
A
team of experts who were not involved in designing the training validates the
content.


-
Training
is provided by people with an operational role, preferably from the management.


-
A
control team manages the Conservatory’s activities and organizes all
stakeholder groups.


-
The
content of training sessions must be able to change quickly, be managed
following a life cycle in order to be controlled, and be easy to present if it
is to be offered via e-learning standards.


The
Conservatory operates around a community of good practices gathering experts,
tutors, and people specializing in training engineering. These communities go
beyond the company’s organization. They foster reflection out of the
operational framework and over a longer period of time. Thus, they allow
hindsight and favor new answers to technical or operational issues. These
communities change over time and depending on the issues dealt with, the people
available, and the knowledge and know-how to maintain, to pass on. They foster
creativity and innovation and they add to Human Heritage.


Training
is always done face to face. Knowledge and know-how are passed from one person
on to another, between generations, through hierarchal levels, regardless of
the organization. The network culture is important in the company and is the
core of the way the Conservatory operates. Thus, social ties are strengthened
around the technical passion in order to make the teams more efficient.


The
Conservatory uses a state-of-the-art information system facilitating operations
on all of the company’s sites (collaboration platform), mastering the content
of training, aiming for an implementation and evolution complying with the
SCORM (Sharable Content Object Reference Model) standard and Learning Object
Metadata (LOM) system. The training sessions rely on several forms of media:
videos, diagrams, animations, digital data for designing or manufacturing,
texts… At any given moment, when needed, a training session’s content can
easily be implemented in order to improve or update a team or an individual’s
knowledge.


The Conservatory and the
company’s Human Heritage


Because
of its methods of knowledge and skill sharing, because of all the networks it
activates while respecting the company’s organization, because of the collective
skills it develops, because of its ability to bring together stakeholders who
are not close geographically, because it provides training in the scope of the
extended company, the Conservatory fosters the organization of Human Heritage.


It
also nurtures it as it is fully integrated and plays a major part in training
policies.


Finally,
it is a key link in the transfer of professional movements between generations,
in fostering mentoring, in commanding learning mechanisms, in grasping
knowledge and experience, and in sharing good practices beyond the company’s
legal borders. It is a wonderful way to pass on our Human Heritage.


The
Conservatory enjoys the latest technical and educational tools, is part of the
organization and adjusted to the company’s evolutions. It is part of the
company’s culture. It is involved in the everyday actions of the people, of the
teams. It belongs with the company’s time, thus representing a modern idea.






HUMAN HERITAGE AND CORPORATE
CULTURE AT THE SNCF


Loïc Hislaire


SNCF aims to think about corporate culture
as a transformation lever thanks to the railroader culture and the ways we can
take action on this culture so that it will serve the company’s transformation,
by renewing teams and recruiting, and by acting on cultural transformation
levers.





In a company created in 1938, but which
already existed within the national rail networks, the culture was built around
the daily obsession with security, which is mirrored in the rigidity of the
traffic folds. According to popular belief, you can’t put a price on security. So
why are we talking about costs? All discussions about costs is detrimental to
security and a safe universe cannot be open to competition, which is also
detrimental to security. You can’t talk about costs or competition but you
refer to nation, citizens, solidarity, national efforts, and all other
financial words like CAC 40 or private company should be avoided.





This security-based culture leads to rather
surprising behaviors. For instance, a new president, recently appointed, wanted
to take a train one day to meet the railroaders and met an inspector who said,
“Today is a good day, there are not a lot of people in the train, so it is
easier for them to work.” The chairman was surprised because, apparently, sales
were not included in the idea of what a true rail service was supposed to be.





Here are the elements you need to define
this culture: eternity (the future can only be planned, everything is
signposted); self-sufficiency (the outside world is a threat, we behave as in a
closed world and independence is very high – innovation, improvisation,
cooperation); and the obsession with getting the trains going, whether or not
there are passengers in them (when it was suggested that trains that were not
on time could be canceled, the railroaders didn’t get it: the idea of taking
care of the passengers’ wellbeing first completely goes against the culture and
is very difficult to accept). Another idea is that leaders are useless because
the railroaders know what they have to do. A survey carried out about the
SNCF’s strengths compared with its rivals showed that the railroaders were the
company’s main strength, much more than the quality of the managers. Leaders
are useful act as relays and make cooperation easier but they shouldn’t take
care of the organization of labor.





Culture changes through team renewal. Each
year, nearly 6,000 people retire and 5,000 are recruited, including 1,000
engineers (20 percent of women, over 30 years old as well). What needs to
change is that the founding myth of getting trains going at all costs needs to
become customer satisfaction. This can seem like a simple change but, in
practice, it is very complicated. So passengers need to be patient.





A team of sociologists looked into the
issue of changing the railroader culture and came up with a program to speed
change up, based on the fact that local managers are the ones that can get
change accepted. To that end, they need the keys of cultural transformation. Three
engines need to be introduced: an identity engine (going from being proud to
belong in a technical universe to being proud of making customers happy), a
meaning engine (daily work needs to have meaning and be in line with the
company’s plans), and an action engine (taking real work into account, entering
the universe of resourcefulness and bring some rigor back). This is a huge
thing to do but it is going quite quickly thanks to local managers.





Now, let us move on to the more analytical
part. SNCF is one of the world leaders in passenger transport, cargo and
logistics. It is present in over 120 countries and its sales amount to €33.8
billion – 25 percent of which come from abroad. At the end of 2012, it had
250,000 employees, of which 33,000 were outside of France (late 2011).





Its tricky, changing environment
(regionalization, opening to competition, railway reform) has led the SNCF to
undertake major changes which, by changing organization and functioning, and
via later improvements to professional skills, have had an impact on the professional
experience and employees’ image.


Human heritage based on the
railroaders’ identity: know-how and safety


From a historical point of view, the SNCF’s
trade environment is characterized by strong industrial and technological
roots, the result of a major commitment from the company towards the trade and
of teamwork as well as diversity and the specificity of trades (150 different
trades). This environment is organized around key values on which employees’
knowledge and special know-how rely, including:





-
security, giving
meaning to each trade, with the responsibilities that come along. Promoting a
“docile and responsive” behavior, rather than anticipation and initiative;


-
technical knowledge, which mostly comes from technicians and production workers;


-
service,
associated with the concept of public service.





Traditionally, legitimacy was acquired
through the trade and in the field, with managerial skills that are recognized
and valued in the long run, based on knowledge, technical authority and
achieving productive results. For this, employees had to imitate, follow a
leader, rather than taking initiatives and being proactive.





Railroaders’ identity goes far beyond the
professional environment, with strong ties to the community (feeling of
belonging in the railway community, living in the same neighborhoods, passing
the calling on in the family).





With the support of regulations (95 percent
of employees and 75 percent of recruitments in the status in 2012 at EPIC, the
SNCF’s parent company), turnover is very low, as people who enter the company
expect to spend their career there. This is starting to change a little, but it
is still present in mindsets.





The feeling of self-sufficiency was even
heightened by the fact that the company kept its monopoly for a long time,
which doesn’t boost open-mindedness towards the outside world and can give rise
to a certain cultural conservatism.


A recruitment policy
introducing diversity, based on our human heritage


The HR policies put in place this last
decade have mainly sought to introduce diversity and a more open attitude in
our corporate culture, with the following objectives: feminising
the workforce, recruiting more experienced staff, recruiting from disadvantaged
neighbourhoods (disadvantaged urban areas, those covered by urban social
cohesion contracts) and recruiting disabled workers.





By definition, changing the culture and
encouraging diversity can only be achieved gradually, even if efforts are being
made through the recruiting policy: 


-
15% of ticket inspectors are women even if the
workforce is already highly feminised, with 1,452 women in 2012, making up 23%
of staff taken on;


-
a requirement for recruits to managerial staff
to have qualifications and experience (average age 26
for executives recruited with statute contract, nearly 38 for the others with
43% of those taken on being graduate engineers); senior managers are mainly
coming from subsidiary companies (private law), and from public or private
companies in technological sectors which have recently seen their markets
opening up in a changing environment;


-
staff largely technical specialists (40%) with
increasing numbers of recruits from commercial backgrounds (20%) or
broader-based professions, in particular from finance (13%).


Maintaining and developing skills






We work hard to implement policies of
innovation and a participatory approach to change in order to transform the
company. Even if these initiatives are beginning to
spread and be put into practice (SNCF won the Participative Innovation Award in
November 2012), they are being boosted and taking shape through collaborative
campaigns led through the forum ‘e-changeons’ (let’s e-xchange) which calls for
practical ideas, serving all the divisions and their customers (over 100,000
ideas put forward since 2000, an average of €20 million of potential savings
each year). 





Our approach is centred on the upgrading of
skills and professions (Trades Academy, streams for specialists, Transformation
programme). This field is changing rapidly and in conjunction with the
development of skills, virtual communities are set up (SNCF for women or
managers’ groups communities, management portal)





The major regeneration in the corporate culture of our workforce has been taking place
alongside changes in the company, driven by the ethics of profitability and
service, since the end of the 1980s, and by new stakeholders from outside,
changing the ethics of organisation and of how the professions are exercised.
The impact of this is experienced as:





-
a questioning of the underlying values of their
trades by employees (continual stepping-up of work
patterns, skilfulness as opposed to concentrating on the fundaments of the
profession, an increasing number of standards within the trades felt to
restrict autonomy), 


-
signs of dynamic potential shown mainly in
employees under the age of 45 or in new recruits rising to the challenges of
change.





The SNCF social model is based on support
for management and the lowering of the centre of gravity. The company has
invested heavily in the culture of objectives and results, in the assessment
process (EIA), as managerial decisions with some collaborative elements are
beginning to emerge. The company also wants to listen more to managers
(weighing up the climate within the company and the effects of changes using
satisfaction surveys, and approach such as
‘let’s-talk-about-ourselves-and-our-jobs’).





All of this is taking place alongside
initiatives for change that necessarily involve the full participation of
employees, through the establishment of a new collective dialogue (the
let’s-talk-about-ourselves-and-our-jobs approach, ‘Tour de France’ strategy, etc.).





SNCF policies encouraging
loyalty mean that staff turnover is very low: 


-
the statute and values of the rail community, ‘a
job with SNCF means a career for life’, 


-
opportunities for a very varied working life,
geographically and professionally 


-
the recent inclusion of digital technology in
our tools and work practices (virtual community, collaborative platform)





Developing human heritage


Vocational training has an important role
to play in the company as a factor of social mobility, providing security in
career paths. The development of human resources is
largely based on a major training policy with training costs amounting to 393 million euros per annum, making up 7% of the total
wage bill at parent-company level.





The proportion for initial training is 39%,
compared to 61% for continued professional development training, which has an
important role as a means of climbing up the social ladder.





Support for careers, the development of
career pathways and improving the professional competence of managerial staff
are still undeniably SNCF assets. As the profession of
manager is becoming increasingly complex, providing support for managers to
drive change is one of the central challenges for training programs.


Transmitting assets to our
workforce 


We recognize the value of professional
experience (on the job) and passing this need to integrate the new company
ethics (profitability, customer services, etc.). With
the lengthening of professional careers, there are facilities for older workers
to invest the second part of their careers in training others. 





Yet in spite of this impetus for change,
attitudes are slow to evolve. Even if changes in the corporate culture are
on-going, strongly based on the idea that customer service and economics are
essential elements, they continue to generate resistance whenever changes in
working practices are at variance with the hitherto recognized fundamentals of
the profession 


-
the development of multiple skills seen as a
loss of respect for basic professional values (safety) or as being in conflict
with the original mandate (e.g. the clash between inspection duties and
customer service) 


-
changing practices seen as a repercussion of the
focus on rationalization and profit measures 


-
for staff, a risk of dehumanizing relations (a
less friendly atmosphere, loss of solidarity between workers), a questioning of
the value of the various professions (e.g. safety) for purely economic reasons





Reorganization (professional specialization,
regionalization, rail reform) creates a fear of compartmentalization, of the
increasing separation of, or rivalry between activities, reinforced by the
profit motive. This is felt to be a potential threat which could damage
relations within the company, make it more difficult for information to
circulate, and make staff less mobile – overall, threaten the integrity of
SNCF. The identity of the railway worker is undergoing major restructuring within
the different groups of workers and value systems.






    [image: Figure14]






How can we use our rich corporate culture
as a driver for the company transformation? What orientations of action are
available?





In terms of the messages coming from
management: reassuring staff and actively mobilizing them to become involved in
the challenges ahead. It is essential to give clear
reassurance, making the major strategic options more
transparent, drawing on the fundamental values that constitute the SNCF
identity. A strong management stance is needed, showing their commitment to the
workforce: they must be in touch with the grass-roots, taking a pragmatic
approach, recognizing efforts already made and providing support in the face of
public opinion. In terms of management and processes:


-
Dealing with problems of communication: operational communication in real time between the different
trades; top-down and bottom-up communication, educating for change;


-
Optimizing management methods, with a system of individual bonuses and operational support from
middle management in the face of growing workplace pressures;


-
Mobilizing staff around projects, to increase their potential to drive things through, with precise
deadlines and concrete operational objectives, at both global and local levels;


-
Making staff more accountableby introducing a culture of
entrepreneurial risk-taking and transmitting an awareness of competition.





To carry through these measures
successfully, SNCF has a crucial asset in its workforce, making the link
between the old and the new corporate ethic. New
focuses for consensus appeared. In the face of the risk
of an identity crisis, it is important to create new focuses for consensus, to
make the link between the “old” and the “new” SNCF and to make the most of the
capital that lies in the skills of the workforce, while at the same time
playing down the necessary changes, yet without obscuring the very real
difficulties involved. These focuses must be based on the underlying values of
the company, which are: 


-
Pride in the
profession and in being part of the company, shared by all;


-
The professional values of public service
in its broadest sense, of technical achievement and of safety, in a spirit of
continuity with the existing system;


-
Human values of respect and solidarity detached in part from the railway worker tradition and adapted to
new forms of management.


-
The methods of motivation must be updated
by moving to a project-based dynamic centered around important issues.


-
Finally, efforts must be made in
communicationso the different professional
groups can understand each other, and in particular management must be
sensitive to the concerns of the grass roots and must recognize efforts being
made.






    [image: Figure15]






Operational management will become a
fully-fledged stakeholder in the process of transforming the company, as the
role of managers becomes increasingly complex (multiple skills) and the work
required of them, providing support, intensifies.





Much remains to be done regarding the
recognition of management tasks specifically linked to seeing through organizational
changes which disrupt the historic, founding model of the company under which
management skills were recognized, and valued on the basis of technical
expertise and authority.











“CREATING A LEARNING LEGACY”


Wendy Cartwright


One of the questions the Conference is
considering is to what extent organizations, industries and countries can
capture and share learning thus promoting the best use of any potential
‘heritage’ of best practice in order to drive sustainable competitive
advantage. This paper explains how one organization - the Olympic Delivery
Authority – tackled the capture and dissemination of its organizational
knowledge.


Background


The Olympic Delivery Authority (ODA) was set
up by the UK Government in April 2006 with the remit of developing and
constructing the new venues and infrastructure required for the London 2012
Olympic and Paralympic Games (the Games). The ODA also had responsibility for
other important activities in relation to Transport and Games-time operations,
such as venues facilities management.  The ODA was set up for this specific
purpose, and was always planned to be a ‘limited-life’ organization; indeed it
has already wound down much of its organizational capability, and will formally
come to an end in 2014.


It has been widely acknowledged externally
that the ODA has delivered a world-class performance, delivering on time and
under budget to a very high standard. In response to the many requests from
professional bodies, industry, academia and Government to share the lessons
from the ODA’s program of work, a ‘learning legacy’ project was established,
and content was captured and published from 2011 to 2013. 


Launching
the findings from this project, the Chairman of the ODA, Sir John Armitt,
commented: “This is the first time a construction project in the UK has sought
to capture the intellectual capital on this scale”, whilst Paul Morrell, Chief
Construction Advisor to the UK’s Government said that the ODA “has provided a
model for success that is transferable to other UK construction projects.”


Scope of ODA’s Work and
Learning Legacy Aims


Learning Legacy’s initial primary aim was to
share the knowledge and lessons learned from the £6bn (GBP) London 2012
construction project to raise the bar within the construction sector and act as
a showcase for UK plc. The construction program involved building multiple
stadia and venues, and a supply chain for the Olympic Park and Athletes’
Village of 46,000 workers. Delivering on time and to budget were the mandatory
targets, but the ODA also focused its supply chain on meeting its ‘priority
theme’ targets, which included setting high standards of achievement in areas
such as health & safety, security, sustainability, employment & skills
and design. 


In terms of the transportation challenges,
the scope of transport operations for the London 2012 Games was the most
demanding the UK’s transport network has ever had to meet and the response of
the UK transport industry was to deliver the best public transport Games
ever. In total some £6.5bn was invested in transport schemes that
supported the Games. Much of this work was already planned by the main
transport operators. In addition the ODA invested an extra £500m in schemes to
support transport to the venues across the UK and leave a legacy and around
another £500m on operations at Games time.Again, the ODA and the UK
transport sector wanted to capture and share the learning from the London 2012
transport program.


Learning Legacy Project


The learning legacy work initially focused
on lessons learnt from the construction project as the major building works
were completed one year ahead of the Games in mid 2011.  Other learning was
captured, for example from transport operations, and added to the body of knowledge
after the Games.


The project had Government and ODA
Board-level sponsorship, and was led within the ODA by one of the Executive
Management Board Directors with a very small team to run the project.  This
team set the overall approach, standards and requirements for publishing
information and liaised with colleagues within the ODA, contractors, industry
partners, government bodies and academia to document these lessons, innovations
and best-practice examples across 10 Learning Legacy themes for the benefit of
future projects. The theme areas were as follows: archaeology, procurement, design and engineering innovation, project and program management, 
equality and inclusion, sustainability, health and safety, systems and technology, masterplanning and town planning, and transport.



The methodology for
capturing this learning was rigorous and structured. The ODA’s project team
worked with various external professional institutions and internally within
the ODA to identify questions and practices of interest outside of the ODA.
This included where the ODA had specific examples of best practice or
innovation as well as overall program lessons. Researchers from professional
institutions and academia were invited to undertake document reviews and
structured interviews to identify capture key learning.


Some of the areas
identified were highly technical and only of interest to specific professions.
These were written up as ‘micro-reports’. Where specific initiatives were seen
as directly translatable to other projects, these were written up as ‘champion
products’.  Where more narrative was required, the learning was written up as
‘case studies’.  For the broader program learning undertaken by external
assessors, these reports were written up as ‘research summaries’. All reports
were peer reviewed within the ODA and if applicable by qualified staff from
within its Delivery Partner/supply chain.  Case studies and champion products
were also reviewed by external assessors to ensure that the learning was
relevant and accurate in terms of, for example, comparisons to external
benchmarks or practice. 


Industry-wide Learning


Much has been learned about program and
project management within the construction sector as a result of the London
2012 program.  In particular, the performance bar has been raised in the
approach to overall program management and in the priority theme areas.


In terms of the learning for the transport
sector, a great deal has been learned about how to plan, build and operate a
transport network able to meet the unprecedented logistical challenge the Games
presented. There are many tangible legacy benefits – from the
infrastructure itself to the enhanced service operations, collaborative
working, volunteering, freight and logistics, new ways of working and
communication to customers.


Working with Government, institutions,
partners and contractors, the ODA held events and lectures, published books and
videos and other materials which continue to be available to share the learning
across a wide range of industries. Most of the dissemination of this knowledge
has been within the UK, but the materials are available to all, and senior
staff from the ODA are often asked to speak at international conferences and
share their knowledge and experiences.  


Furthermore, the London 2012 construction
program has become an important benchmark for current and potential major
infrastructure projects referencing the approach on, for example, governance,
organization design and supply chain management when tendering for projects or
acting as the client organization.












A SUSTAINABLE COMPETITIVE
ADVANTAGE FOR BUSINESSES? 


Philippe Vivien


Almost all the companies operate right now
in a changing and hectic world. Whatever the CEOs and leadership teams intend
to envision to secure their future, competition, innovation, technological
breakthroughs are creating a complex and unpredictable environment that may
screw up the most talented initiatives to build a solid and long term
competitive advantage. No one can imagine or anticipate the major changes that
may occur today or in the coming years. Customer preferences changes may
dramatically impact the marketplace; successful products may be copied, home
made processes too.





In the period of deep crisis that Europe is
facing now, all the companies whatever their size need to be more and more
agile and adaptable. This is not only a matter of labor cost or span of
control. This is a more intangible asset that makes the difference. It’s hard
to describe but so critical to keep on track. This is the way companies
confront the good and bad days. The culture to get it done is key. Learning
organization probably remains the most protective and powerful asset companies
have in hands to reshape themselves.





Nevertheless learning organization is not a
new concept. In many cases it sounds like the «flavor of the
month», a motto expressed by the CEO or the CHRO.  Most of the managers
on the field do not know exactly what this means and how they can cope with. As
the definition is poor, the understanding is low, and implementation remains a
dream or a nightmare.





Defining the best way to learn is
difficult. Is there is single or unique way to do? Does it fit the same in all
regions? Would Generation Y react the same way «senior/baby
boomers» do? What can we do as CHRO to improve the learning capability of
our companies? This question may sound a bit provocative while restructuring
and downsizing in many units and countries. But we do not have choice. If Human
capital is the most specific asset of corporations, it must be nurtured all day
long.





Here are some insights regarding three
major aspects of the Human Capital paradigm.  First, is this question relevant?
Does human capital management contribute to overachievements of “people
oriented firms”?  In a second step, we will try to question ourselves about the
role of the CHROs and their involvement to take care of the basic principles
supporting learning organizations. As a ultimate part, we will see how the
conjunction of generation Y and “baby boomers/aged generations” change the
agenda of HR management and learning organization paradigm.


Do Learning organization and skills transfer
emerge as part of the priorities of CHROs?





From the very beginning I wondered if this
topic could be part of the critical Topics raised by the CHROs? As I tried to
collect some information, I remembered that the Boston Consulting Group has
released an annual survey called “Creating People Advantage” since 2007. 


The results are quite interesting and
demonstrative. Nearly 4,300 executives responded to the survey, representing
more than 100 countries. In 2012, three major topics stood out:


-
Managing Talents


-
Improving leadership management


-
Strategic workforce planning 





In addition to these top three drivers of
HR functions, the change management and cultural transformation come up soon. 


Human capital management is both relevant
and urgent for all whatever the region, the size or the business of companies


Nevertheless, a regional analysis
highlights major differences. 


If talent management tops 1st in
all the regions and most of the countries, the other items deeply vary. The
rating of the different topics in the European countries is erratic  





At the opposite several topics were consistently
ranked lowest. It doesn’t mean that HRO should not pay attention to them. The
most critical is probably “managing an aging workforce” ranked 19th
topic of lowest current importance, with the lowest current capabilities and
lowest future importance. Only German executives consider this topic as part as
the Top five. 





Do we pay strongly enough attention to the
Learning organization’s basic principles?





Let’s immediately suggest an answer: No, we
do not. Not only because it is hard to do from a practical stand point, but
also because in time of crisis the HR teams are dedicated to some urgent and
painful actions. Managing restructuring plans, «performance
initiatives», divestitures is common practice of most of the HR
professionals.



Doing so, some HR managers are losing grip
and feel uncomfortable while managing at the same time, in a complex business
world, both talent and organizational development and, lay offs or
restructuring plans.   



Based upon D Garvin, A Edmonson and F Gino,
(HBR March 2008), learning organizations are composed of three building blocks:
1) a supportive learning environment, 2) concrete learning processes and
practices, and 3) leadership that reinforces learning.





Accompanying the learning environment is
composed of four elements:





-
assessing differences


-
time for reflection


-
mental security


-
openness to new ideas.





As large companies are more and more
managed through global processes, KPI and bottom-up reports, the ongoing
momentum probably goes the wrong way. Diversity management is one the most
powerful policies, HR teams put forward in the last decade to drive the
supportive learning environment that companies need to establish a sustainable
learning organization, but pressure remains high on the top of managers and
employees.





The social European model that includes a
large range of opportunities for developing a high standard for collective
agreements dedicated to work-life balance and respectful employee relations
could be a fundamental advantage. 


B: The second block is totally in the hands
of HR teams. It refers to the role of training and education. Composed of five
bricks:





-
experimentation


-
data gathering


-
analysis


-
education and training 


The role of Training and talent development
Departments is critical. Innovation makes the difference. Individual and
team-based development needs to be considered as an investment to establish the
right pace. In many HR organizations, the place of the training teams would
probably need to be clarified and reinforced. Successful organizations need
strong teams of trainers. Structured processes for apprentices and
intergeneration skills transfers have been systematically implemented. 











Debates on corporate cultures


Yves Barou: The SNCF presentation is a wonderful
case to show that ignoring culture will solve nothing. So the first step is to recognize
there is a problem and to understand it by valuing the collective experience. 





Véronique Rouzaud: On this example of the community of SNCF train drivers, one comment
to illustrate what I said earlier about motivational drivers. This is an
individualistic profession forged within a community of 25,000 people
characterized by a strong sense of belonging. The curriculum is very
regimented: recruitment after taking school-leaving certificate, extensive
initial training over 10 months, ending with an exam. Turnover is low and the
career path is very defined – progression to different types of train and
possibility of becoming one of the managerial staff in the traction division.
Solidarity is strong within the profession, based on the historic saga of the
railways (steam, electrification, the TGV and so on). This community plays a
key role within SNCF. It is responsible for passenger safety and partly ensures
on-time performance. It is closely monitored by the traction managers, senior
managers in charge of continuously checking skills and practices: monthly
assessment, incident management training and psychological coaching (ensuring
the demands of the job are compatible with their personal life). They are also
checked by medical staff in charge of complete medical monitoring (hearing,
eyesight, cardiovascular system) and by the branch chiefs responsible for
rostering, which is the allocation of functions within a team of drivers over
an 8 day period.


The motivational drivers of this community
of SNCF drivers are both cognitive….


-
Representations: the descendants of the railways
pioneers and the continuing narrative.


-
Identifications: Individualistic profession, but
possible to identify with his team (roster), his chief (traction director) or
with his national company. Envied: elite club, credible.


-
Differentiation: feeling of superiority with
regards to other professions (difficult to create the concept of a crew).


-
Anticipation: well defined career outlook (TER,
TGV, Eurostar), contribution to improving safety rules.


-
… and affective:


-
Organizational security: job security, fears to
do with psychological impact of suicides and/or physical problems.


-
Organizational justice: legitimacy of the
traction chief, an evaluation process that is clearly defined and accepted by
everyone, dialogue/consultation systems.


-
Proficiency: independence on the train and
(relatively) within rosters.


-
Self-esteem: pride in his function.


As a consequence, examples of indirect
levers are:


-
Co-involvement in defining safety rules via the
traction managers.


-
Reviews on driver equipment.


-
Strengthening the concept of working as part of
a crew.


-
Organization of rosterings.


Identifying those who possess intangible
capital and actuating their motivational levers – that is how the new Human
Resources Department road map could be defined. In principle, all the functions
performed by HR Department staff can be reconsidered in terms of how much self-
initiative they embody, the responsibility they take on and ambition they have
to develop and pass on the knowledge base of the company.





Claude Matthieu: I concur that Dassault has a superb
management of communities through expertise management. That is top class.





Pierre-Olivier
Monteil: Yesterday,
we talked about the importance of meaning in jobs. I think it has to be added
to the specific profit out of any plan. What is the meaning of it? To connect
it to the question of the firm as a political body. When confronted with big
projects, how to go to the next step, and not be always running around? The
answer is to tell a story about what happened. 





Jérôme Julia: The question is, how to structure human heritage? A lot of stakes
have been mentioned and a lot of technologies are growing to help individuals in
a company express themselves, e.g. corporate communities and social networks. This
community system is virtual and physical at the same time, so it is the
company’s responsibility to ensure balance between low touch and high touch, and
maybe even become these communities’ driver. For instance, Dassault System has
created its own collaboration tool for researchers throughout the globe to
share their knowledge. The company even developed it also in the HR and
financial departments. This tool generates a positive dynamic as all employees
are involved, and proud of it too. Communities are a strength to activate a
company’s intangible resources.









CONCLUSION 


A unifying concept that gives meaning


After this journey through numerous
European companies and their environment, through the social, economic,
philosophical or artistic spheres, the concept of Human Heritage is obviously
essential to understand the dynamics at play, define appropriate action and
avoid misunderstandings that destroy value.





It is a unifying concept that, by
shedding new light over a lot of corporate situations, can help understand –
and therefore master – them better. Born from this collective debate – the
first ‘plural’ validation – it remains an open space to exchange good practices
in the future.





Indeed, this concept can give
meaning, starting with training policies, which everyone knows are important
but are too often imprisoned in the training sphere. It can give meaning to the
way the labor market works, currently unable in Europe, in spite of
unemployment, to meet companies’ needs. And it can give meaning to the HR
function as well which, stuck in short-term management, could lose its
strategic dimension.





The challenge of measuring remains open and
this issue will probably be debated in the coming years. All attempts to open
new paths will be precious, to keep decisions from being made while forgetting
a vital component: the human.





A sign of the times, since 2008 the United
Nations have recommended taking into account, when calculating GDPs, intangible
assets such as R&D expenses. Thus, after Canada and Australia, the American
GDP was reviewed in this light in the summer of 2013. And Europe will do it in
2014.





Now, along with literary and artistic
creation, R&D investments are considered as investments rather than
burdens. When will it be human heritage’s turn?





The bargain is Europe’s competitiveness. Europe
mustn’t fall into the trap of living off its gains and refusing to invest into
the future. Are we so blind that we can’t see the that the investments emerging
countries make into their human heritage are no longer mere, reassuring
catching up but actual innovation?





To bear fruit, human heritage needs to be
cultivated. And the talent parable told in the Bible should tell us to stop
resting on our laurels. Europe and its institutions have a responsibility, and
an opportunity too as the European level makes synergies easier and allows for
ambitious projects.
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European Trade Union Federation: Textiles, Clothing and Leather (ETUF:TCL). In
2002-2005, he was a Delegate to the European Economic and Social Committee’s
Consultative Commission on Industrial Change (CCMI).  In 2009-2011, he was the
General Secretary of the International Textile, Garment and Leather Workers’
Federation (220 affiliates, 110 countries, some 10 million members). Finally,
in May 2011, he was elected ETUC Deputy General Secretary at the Athens
Congress.





STEVE JEFFERYS


Working Lives Research
Institute/London Metropolitan University


After working in the car industry and as a
journalist Steve wrote a PhD and book called Management and Managed: Fifty
years of Crisis at Chrysler. After several years as a visiting professor at
Grenoble University he became Professor of European Employment Studies at
London Metropolitan University in 2000. In the last three years he has
published three jointly edited books: Globalizing Employment Relations,
Globalization and Precarious Forms of Production and Employment, and Changing
Work and Community Identities in European Regions.





WALTER JOCHMANN


Kienbaum


Walter joined Kienbaum in 1983 as an
assistant before becoming a consultant in Recruitment and Personnel
Development. He has been the CEO of Kienbaum since 1998. He represents Kienbaum
in the European consulting network Excellence International in Brussels. He
advises large firms on the strategic restructuring of HR departments, change
management and the evaluation of top management.





JÉRÔME JULIA


Kea&Partners


Jérôme has been working in
management counsel for over 15 years - first at PriceWaterHouseCoopers and now
as the Director of Kea&Partners since 2004. He helps many leaders from
different industries see their projects through. At Kea&Partners, he runs a
skills center on change via corporate roles, especially HR. He is also a member
of the Observatoire de l'Immatériel, a European think-tank on the
immaterial capital of organizations.





YVES LITZELMAN


Dassault Aviation


Yves started working with Dassault Aviation
in 1986 in the Study Office. He then worked as a project manager in customer
support, monitoring program mana- gement and information systems. In 2003, he
was appointed as chair of the Dassault Conservatory in order to upgrade and
boost it. He has been in charge of the Mana- gement of HR Development since
2007.





CLAUDE MATHIEU


Safran


After working for Andersen Consulting in
Paris and Chicago, Claude joined Usinor-Sacilor with different positions
dealing with HR, industrial restructuring and early workforce planning. He
joined the Group in 1994 with the creation/merger of Messier-Dowty, then in
charge of HR development and industrial relations for the French subsidiary. He
became HRD in 1997. In 2001, Claude was appointed as Group VP HR of
Messier-Dowty International. He became VP of HR of Sagem Defense Security in
2007. He is also a Professor at Science-Po Paris.





PAUL MAYER


Tetra Pak


Paul began his career at SNECMA
(aeronautics) holding various Human Resources positions in the Paris and Alsace
Regions. He joined Steelcase Strafor (Office Furniture) in 1992 as Human
Resources Director for France and then as Factory Director for the Wood
Division in Chartres. He then joined Tetra Pak (Packaging Industry) in 1998,
holding successively positions of Human Resources Director in France and
Vice-President Human Resources for the Business Unit Aseptic of Tetra Pak in
Lund (Sweden). In 2005, he was appointed Executive Vice-Presi- dent Human
Resources for the Sidel Group in Paris. He was back to Tetra Pak in 2008, running
Human Resources responsibilities for the Supply Chain worldwide.





BRUNO METTLING


Orange


Bruno began his career at the Bud- get
Department of the Ministry of Finance. He then held a succession of financial
posts at the Ministry of Labor, Social Affairs and Employment in 1988; Deputy
Vice-President at the Ministry of Infrastructure, Housing, Transport and the
Sea from 1988 to 1990; and Deputy Vice-President at the Ministry of Urbanism
from 1990 to 1991. After working at the Finance Inspectorate in 1991, he joined
the Ministry of the Economy and Finance. Bruno was then appointed Financial
Controller and Deputy Vice-President Finance for La Poste Group. In 1999 he
joined Caisse Nationale des Caisses d’Epargne, where he reformed the HR
Department. He was then invited to join the Banque Populaire Group as Executive
Vice President, promoted to Deputy CEO in 2006. In April 2010, he was appointed
Senior Executive Vice-President with special mandate to the CEO, in charge of
Labor, Skills and Orange Campus. On November 1, 2011, he was appointed Group
Deputy CEO.





CHRISTIAN MONJOU


Graduated from University, researcher &
professor at Oxford, previously a laureate of the Besse Foundation, Christian
Monjou is a specialist on Anglo-Saxon civilizations. A chair Professor in
"khâgne" at the Henry IV senior high school in Paris, Christian
is also in charge of "agrégation" courses at the "Ecole
Normale Supérieure". Christian has intervened in numerous
enterprises in the domain of Art (fine arts, theater, opera) to address
managerial issues such as leadership, relations, innovation, the dominance of
positive outlook, the inter-cultural, etc...





PIERRE-OLIVIER MONTEIL


Pierre-Olivier was a translator in
1985-1986, before becoming head of research at the Mutualité Sociale Agricole
de l’Ile-de-France from 1986 to 2001. From September 1989 to June 2001, he was
editor in chief of Autres Temps, a social and political ethics review. In
2001-2009, he was project manager for the head of communications at Groupe
Caisse d’Epargne. Recently, he has been preparing a PhD in poli-tical and legal
science at the School for Advanced Studies in Social Sciences (EHESS).








GIAN PAOLO NAEF


Ceva Logistics


Gian Paolo started his career as HR
assistant in SOIMI (construction company for industrial plants in Oil and Gas)
from 1990 to 1992. From 1993 to 2000 with ABB (Asea Brown Boveri) Group, he
held various roles in HR ABB SAE Sadelmi (General Contractor for EPC projects
in Power Generation and T&D), first as specialist in Organization,
Recruitment and Training then managing HR overseas and finally as Development
Manager and Deputy HR. He spent 8 years with Alstom Group, from 2000 to 2008 as
unit HRD for Power Division then Country HR Director (Italy) and lastly in
France as VP HR Europe Regions for Alstom Trans- port, leading company in
railway and infrastructures. Since September 2008 heads HR for South Europe,
Middle East and Africa in CEVA Logistics.





NICOLE NOTAT


Vigeo


Nicole is the Founder of Vigeo SAS and
serves as its Chairwoman and Director. Ms. Notat served as General Secretary of
the French Democratic Confederation of Labour (CFDT), a largest trade union of
France. Ms. Notat served as the Chairwoman of the Conseil de l'Assurance
Chomage (Unedic) from 1992 to 1994 and also from 1996 to 1998. She has been a
Director of Coface SA since December 2008. She serves as a Director of IEFP
(Institut pour l'Education Financière du Public). She is a teacher by
profession and played an active role in the French and European trade union
movement. In 2005, she was appointed as a Member of the Haute Autorité de Lutte
contre les Discriminations (HALDE).





ALAIN OUMEDDOUR


Thales Université


Alain graduated from the business school
HEC. Alain has an extended experience in training and education. He was a
consultant at Cap Gemini in leadership and change management. He joined Thales
in 2007 as Director of Thales University. He has worldwide responsibilities
overseeing 8 branches.





BERNARD PERRY


Wickland Westcott


Bernard has been recruiting at Board and
senior executive level for twenty years, particularly across specialist manufacturing,
engineering and support services. He is also well known for his work in
aerospace, defence and homeland security. Specifically, he has been closely
involved with Thales over the past ten years and is responsible for a significant
number of key appointments, as well as managing this international client
relationship in countries including the UK, Australia, Canada, the Netherlands
and Germany. Bernard brings a successful track record of working with SMEs,
including private equity portfolio companies, particularly those with an
industrial or manufacturing orientation. Bernard spent his early career in
Brussels, where he worked at the European headquarters of an American
industrial markets consultancy. He is a Chemical Engineering graduate from
Swansea University and a Fellow of the Royal Aeronautical Society.





VERONIQUE ROUZAUD


Areva


In 1984, Véronique joined the
Verreries de Masnières where she worked on the glass workers’ retraining
scheme as Training Organization Manager before handling sales development in
Great Britain (1985). In 1993, the group called on her operational skills and
appointed her Deputy Manager of the Evry production site, with two objectives:
to develop blue-collar careers and to ease the social climate. She joined the
Coca-Cola Company as Human Resources Director for industrial activities, before
beingappointed Human Resources Director for France in 1995. In 2001, she was
appointed HRD for Europe (€8 billion, 13,500 employees) and joined the
London-based senior management. In 2007 she joined Veolia as Chief Human
Resources Officer and advisor to the CEO. She joined Areva at the end of 2012.





PETER SCHLÖGL


OEIBF


Peter is the Managing Director of the
Austrian Institute for Research on Vocational Training. He studied biology and
philosophy. Peter specialises in educational choices and professional advice on
continuous learning.





DIRK SCHNEEMANN


Dirk started his professional growth in the
company in 1995 and during the years held various positions, including HR
Director and Retail Director in both France and Germany. Prior to his
involvement in TOTAL he worked in the Foreign Trade Department of GDR in Paris
from 1987 to 1989 and then joined Bull- Group and Bull AG Deutschland, working
in the sphere of Business Development, HR Development and Training Projects.





JEAN-CHRISTOPHE SCIBERRAS


Solvay


Since January 2009, Jean-Christophe
SCIBERRAS has been Director of Human Resources France and Group Social Relations
at of Solvay (following merger with Rhodia). He graduated from the Institut
d’Etudes Politiques of Paris and has a degree in economic science and a
Master’s Degree in social law. For 5 years, he was a labour inspector in the
Paris suburbs and then a judge at the administrative court of Versailles for
three years. Between 1991 and 1993, he worked as an advisor with the Ministry
of Labour. In 1994, he joined Renault and became Director of Social Relations
Group, Director of HR and legal affairs for Mercosur in Brazil, and finally HR
manager for engineering centres in France. He is the president of the French
association of HR managers.





PHILIPPE VIVIEN


Alixio


Philippe Vivien has a degree in economics
and management and has a post-graduate diploma in Human Resources Management.
In 1985, he began his career as assistant for labour issues at FRAMATOME. In
1992, he was appointed Human Resources Manager for the industrial equipment
department. In 1996, he became head of FRAMATOME's Human Resources Department,
before becoming Vice President, Human Resources at FCI and a member of the
Executive Committee in 1999. In 2002, he was appointed Vice President for Human
Resources and Communication at FCI.As of January 2004, Philippe Vivien is
Senior Executive Vice President, Human Resources for the group. In October
2005, he is appointed member of the group's Executive Committee. He joined
Alixio in January 2013 and became its effective CEO.





LIONEL ZINSOU


PAI Partners


Lionel started his professional career as a
lecturer and professor in Economics at Paris University and was a member of the
department of Industry's Ministerial office and of the Prime Minister's office.
In 1986, Lionel joined Danone where he held various positions including Group
Corporate Development Director, Managing Director of HP and Lea & Perrins
and was a member of the Group Executive Committee. In 1997, Lionel joined the
Rothschild Bank as General Partner; he was the Head of the Consumer Products
Group, the Head of Middle East and Africa and a member of the Global Investment
Bank Committee. He was appointed Chairman and CEO of PAI in 2009.

















[1] Gortz goes even further, affirming that core immaterial capital is
found outside of the company and outside of working hours: “Immaterial work
does not primarily rests upon the knowledge of its contractors. It mostly lies
in expressive, cooperative abilities that cannot be taught, liveliness in
implementing knowledge, which is part of the daily culture. This is one of the
biggest differences there is between workers in manufactures or Talyorized
industries and those in Fordist systems. The first only become operational
after being stripped of their knowledge, practical skills and habits nourished
by the everyday culture, subject to a fragmented division of labor. (…) The
point was for the employee to do as regularly as a robot, without asking
questions, what the machine was indicating, imposing the speed and pace of the
acts to be performed. On the contrary, post-fordist workers have to be involved
in the production process, with all the cultural baggage they have acquired
through games, team sports, fights, arguments, music shows, theater, and so on.
All these out-of-work activities have nourished their liveliness, their ability
to improvise, to cooperate. Post-fordist companies use their vernacular
knowledge.”  A. Gortz, “L’immatériel”, Chapter 1, Galilée, 2003. [Back to text]







[2] On the contrary, there is the modern figure of the self-employed
consultant whose individual human capital alone is the company’s human
heritage. However, if s/he wants to take his/her activity to the next level,
s/he will need the collective.  [Back to text]









[3] The initial word to designate the heritage one gets from one’s
parents and passes on to one’s children, with the meaning of individual good. [Back to text]







[4]  Initially, the word used to talk about what we inherit from our
parents and pass on to our children means ‘individual good.’ Taking a definition repeatedly used,
“the notion of heritage, understood as a collective good, can be defined as all
cultural wealth – material and immaterial alike – belonging to a community,
inherited from the past or witnesses to the modern world. Heritage is natural
and a cultural good. It is considered as the key to the identity and durability
of a given community and as the result of its talent. In this respect, it is
recognized as worthy of saving and emphasized in order to be shared by all and
passed on to future generations.  [Back to text]








[5]Baculard, H. & Julia J. (2011): Les immatériels actifs ,
le nouveau modèle de croissance, Paris: Le Cherche Midi [Back to text]








[6] Porter, M. (1980) : Competitive Strategy: Techniques for Analyzing
Industries and Competitors , New York : Free Press [Back to text]








[7] SAS ranked #1 as the "Best Global Company to Work for" in
2012
(http://money.cnn.com/gallery/news/companies/2012/11/14/best-companies-global.fortune/index.html) [Back to text]








[8] See Schein, E (2010) : Organizational culture and leadership,
4th ed, San Francisco: Jossey-Bass [Back to text]







[9] Becker, G.S. (1964) : Human Capital, 3rd ed,
Chicago : University of Chicago Press [Back to text]








[10] Ployhart,R. & Moliterno, T. (2012): "Emergence of the
human capital resource: a multilevel model", Academy of Management
Review, vol, 36, 1, 127-150 [Back to text]







[11] Ployhart,R. & Moliterno, T. (2012), op.cit, p.134 [Back to text]







[12] Campbell, B. Coff, R. & Kryscynski D. (2012) : "Rethinking
sustained competitive advantage from human capital", Academy of
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