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Metrus Institute HR Research and Cases Metrus Institute HR Research and Cases 

• We have learned a lot about creating                
HR value... 

– Executive interviews for Reinventing                          
Talent Management (2009)g ( )

– SHRM Hawaii People Equity Study

HR B h ki S d f– HR Benchmarking Study of over                                
1000 firms (Quality Progress, 2007)

Human Capital Study in over 2000 organizations (ASQ– Human Capital Study in over 2000 organizations (ASQ, 
2005)

– Many more (see www metrus com)
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Many more (see www.metrus.com)….

http://www.metrus.com/index.html


Four ActsFour Acts

1. Trends

2. The Value Proposition2. The Value Proposition

3. Three Powerful Factors

4. Talent Implications 
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Act OneAct One

Trends
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The Times They Are AThe Times They Are A--ChanginChangin’’

• Competition is fierce—Value is King!
• Agility; constant change; just in timeAgility; constant change; just in time
• Talent is great differentiator

– Managing talent will be a premier skillg g p

• More with Less
• Technology change

– You will become outdated faster

• Good talent has choice
• Lots of people competing for few slots

– Few people “competing” for many slots
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– Making average people great!



Act TwoAct Two

The
Value PropositionValue Proposition
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What’s Your…

© 2009 Metrus Group, Inc.



Value Equals…Value Equals…

Quality of Relationship/Servicey p
Cost of Relationship
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ServiceService--value Chain Extends Internallyvalue Chain Extends Internally
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Connecting What HR Does to the
Value Proposition
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Implications for HRImplications for HR

• Perceived Value is making or                                     
breaking every organization

• Need to have a clear people strategy
What makes you different from your– What makes you different from your                        
competitors?  

– What are the A jobs?
– Why do you deserve to get and keep the best talent?
– How will you optimize your talent?  

• Enabled with good strategic metrics
– How will you know if you are optimizing your talent?
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– How will you know if HR is effective?



Act ThreeAct Three

Three
Powerful FactorsPowerful Factors
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People Equity People Equity is Key Driver of is Key Driver of 
Shareholder EquityShareholder Equity

Shareholder
Equity

q yq y

q y

Customer Equity 

ProductivityTurnover
People Equity

• Alignment
C biliti

People

• Capabilities
• EngagementInternal Svc. Quality

People
Drivers

People
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Investments, Initiatives

http://www.metrus.com/criticalissues/people-equity.html


The People Equity ModelThe People Equity Model

People EquityPeople Equity

EngagementAlignment Capabilities

Advocacy

S ti fi Motivation/

Brand

Goals/Values T l t

Information

Satisfiers Motivation/
Commitment

Goals/Values
Policies Customer Talent Resources
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Metrus Institute Metrus Institute ResearchResearch
Companies with high ACECompanies with high ACE

Averaged half the turnover of low 
ACE iACE companies

Were 3x more likely to be quality 
leaders in their industryleaders in their industry

Were 2x more likely to be financial 
leaders in their industryleaders in their industry

Averaged 40 percentage points 
higher on Internal Customer Servicehigher on Internal Customer Service 
ratings

Sources: 
Kostman & Schiemann, People Equity: The Hidden Driver, Quality 
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, p q y , y
Progress, 2005
Seibert & Lingle, Internal Customer Service: Has it Improved, 
Quality Progress, 2007

http://www.metrus.com/institute/metrusinstitute.html


Does People Equity Affect Internal Service?Does People Equity Affect Internal Service?

40% difference in most functions40% difference in most functions
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Measures that Matter:  People Equity ScoresMeasures that Matter:  People Equity Scores
in Hospitals:  Life or Death?in Hospitals:  Life or Death?pp
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Measures that Matter:  People Equity ScoresMeasures that Matter:  People Equity Scores

A C E
48 52 61

EAST

A C E
WEST

A C E

CENTRAL

A C EA C E
49 53 53

A C E
61 84 76

A C E
44 27 51

A C E
56 52 63

A C E
29 56 53

A C E
43 28 76

A C E
54 26 54

A C E
66 84 83

A C E

49 61 69

A C E
37 51 45

A C E
34 25 40

A C E
58 87 80
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A - Alignment  C - Capabilities  E - Engagement
Red = Trouble  Yellow = OK  Green = Strength



Which Profiles Do You Manage?Which Profiles Do You Manage?

Alignment Capabilities Engagement Profile
   Superior Performance

Cheerleader
      

Under Equipped
    

Strategic Disconnect     

Cheerleader

Under Achiever
    

Indifferent
     

Talent Waste
     

Performance Laggard
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Measures that Matter:  People Equity ScoresMeasures that Matter:  People Equity Scores

A C EA C E
48 52 6148 52 61
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A - Alignment  C - Capabilities  E - Engagement
Red = Trouble  Yellow = OK  Green = Strength



People Equity Detail: Total OrganizationPeople Equity Detail: Total Organization

Engagement
61

Alignment 
48

Capabilities
52 6148 52

Supervision
60

Innovation
45

Unique Strategy 
Elements

Structure
69

HR Systems
48

Technology
65Elements

61
65

• Rewards and
Recognition - 35

• Talent Selection &
D l t 59Development - 59

• Performance 
Management - 38      
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People Equity Detail: Total OrganizationPeople Equity Detail: Total Organization

HR Systems
48

Rewards Performance
ManagementTalent

• Hiring Effectiveness –
71

35

• Pay for 
performance – 41

Management
3859

• Linkage to 
business goals—

• Talent Development -
59

performance 41

• Recognition for 
customer service -

business goals
26

• Clear performance 
l 44

• Skill Utilization - 5121 goals – 44

• Coaching - 55
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• Accountability - 35



Growing ValueGrowing Value——How Can You Increase How Can You Increase 
AlignmentAlignment??

• Clear Direction

• Clear Unit/Personal Goals

• Measures that Connect

• Performance Feedback & Coaching

• Accountability—Rewards
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Growing ValueGrowing Value——How Do You Grow How Do You Grow 
CapabilitiesCapabilities??

• Person-role fit

• Customer focused

• Teamwork

• Resources/tools

• “Right” Information
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Growing ValueGrowing Value——How Do You Increase How Do You Increase 
EngagementEngagement??
• Supervisor:

– Communication style
– Fairness
– Respect

• Values fit (e.g, diversity, work-life 
balance, ethics)

• Growth

• RecognitionRecognition

• Respected & Motivating Leadership
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ACE Facts You Can Take to the BankACE Facts You Can Take to the Bank

• Need all 3!  Engagement alone is not enough

• ACE drives business results:  financial, 
quality, customer, retention, value

• Can be measured

• Lots of variance

Ei ht fil i diff t ti• Eight profiles require different actions

• HR rated higher in high ACE organizations
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• HR rated higher in high ACE organizations



A Few ACE ImplicationsA Few ACE Implications

• HR in key position to influence ACE
• Similar HR processes DO NOT guarantee sameSimilar HR processes DO NOT guarantee same 

ACE scores

• Stop “one size fits all” programs• Stop one-size-fits-all  programs
• Can’t manage ACE if it isn’t measured throughout 

t l t lif ltalent lifecycle
– Predictor, reflector and strategic indicator

• Usually best to attack weakest area of ACE
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Act FourAct Four

T l tTalent 
Management g
Implications
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Managing the Talent LifecycleManaging the Talent Lifecycle

T i i

Optimizing

S iTraining Succession

On-Boarding Retaining

Acquiring Recovering
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Employer Branding



Rethinking Performance ManagementRethinking Performance Management

• Facts:
Performance Appraisals often cause more damage 

h lthan value
• Basic conflict of A and E!
• Too complex, rigidp , g
• Not helping development
• Pay rarely differentiates

• Potential Actions:
– Make it part of daily life

B ild i fl– Build in flex
– Helping employees “get an A”

Link rewards to employee/team deliverables Value!
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– Link rewards to employee/team deliverables—Value!



Developing LeadersDeveloping Leaders

• Facts:
– Performance: “What” strong; “How” weakPerformance: What  strong; How  weak
– Skills: Technical strong; people weak

• Lots of variance on A, C, & E

– Over or under-developing
• Talent decays, or leaves

• Potential actions:• Potential actions:
– Don’t forecast; develop JIT
– Better people measures– Better people measures
– Deploy talent in <10 months
– Teach ACE holistically
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OnOn--boarding Talent boarding Talent 

• Facts:
– Acculturation as a goal is often missedAcculturation as a goal is often missed
– First impressions count!
– Most weak on evaluating training impact

• Potential Actions:
– Acculturation starts BEFORE hireAcculturation starts BEFORE hire
– Manage early impressions
– Measure transfer of training to job
-- Track ACE early on . . .

© 2009 Metrus Group, Inc.



Typical High People Equity Profiles Typical High People Equity Profiles 

100High
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50Med
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0
3 mo 6 mo 1 yr 2 yr 3 yr

Low
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Alignment Capabilities Engagement



Typical Low People Equity Profiles Typical Low People Equity Profiles 
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Alignment Capabilities Engagement



A Call To Action ChecklistA Call To Action Checklist——
Adopt a New MindsetAdopt a New Mindsetpp

Business Acumen?  Do I understand the unique business 
Value Proposition & Strategy?

Do we have a strong People Strategy?

Do we have a high People Equity (Alignment, Capabilities,Do we have a high People Equity (Alignment, Capabilities, 
Engagement)?

Have we re-thought talent management in new context?g g

Are we measuring the right strategic things? (e.g.,ACE and 
its Drivers—not just Engagement or Satisfaction)?

What’s My Personal Value Proposition?
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Creating Personal ValueCreating Personal Value

What will make customersWhat will make customers 
ask for       you?
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DREAM THE DREAM!DREAM THE DREAM!
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Sources for Additional InformationSources for Additional Information
• Reinventing Talent Management: How to Maximize Performance...

– Schiemann, John Wiley & Sons, 2009

• SHRM Foundation Effective Practice Guidelines• SHRM Foundation Effective Practice Guidelines

• Bullseye:  Hitting Your Strategic Targets…
– Schiemann & Lingle, Free Press, 1999

• Strategic Surveys:  Linking People to Business Strategy
– Schiemann & Morgan, Getting Action from Organizational Surveys,      

Jossey-Bass, 2006

• The HR Value Proposition
– Ulrich and Brockbank, Harvard Business School Press, 2005

• People Equity: The New Paradigm for Measuring and Managing• People Equity: The New Paradigm for Measuring and Managing 
Human Capital
– Schiemann, HR Planning, April 2006, Volume 29.1

• Talent: Making People Your Competitive Advantage
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• Talent:  Making People Your Competitive Advantage
– Lawler, John Wiley & Sons, 2008

http://www.reinventingtalentmanagement.com/
http://www.metrus.com/institute/publications.html
http://www.metrus.com/products/emp-surv.html
http://www.metrus.com/institute/peopleequityresearch.html


Thank You!Thank You!
Dr. William Schiemann

Metrus GroupMetrus Group
wschiemann@metrus.com

908 231 1900
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908-231-1900
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