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Welcome - from EAPM President Lucas van Wees

Lucas van Wees, EAPM President

The new Board, elected in October
2017 in Paris, took up its function

on 1st January, and | am delighted

to further modernize the EAPM
Agenda together with Dana,
Katherina, Raffaele, Max and Bob
and supported by Barbara as our
international manager — all extremely
committed EAPM colleagues. My aim
is to finalize, as soon as possible, the
discussions on internal processes
and continue to shift the focus onto
external activities that are visible to
our members.

The Board met in Cyprus at the end
of January and agreed a range of
ambitious objectives and projects.
One is that we would like to make
an effort for EAPM going digital.
Last month, Barbara sent you

all an invitation to join the virtual
collaboration platform ‘Slack’. |
would like to encourage all of you to
use this platform as your standard
exchange tool within the EAPM and
post your queries and discussion
points there instead of sending
‘traditional’ emails to Barbara.

This refers in particular - but not
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exclusively - to the subcommittee
leads who are invited to use ‘Slack’
to work together with the committee
members on their projects.

The Board has approved a range

of budget requests from the four
subcommittee leads to help move
forward various highly interesting
projects. Wilson and the scientific
subcommittee have made good
progress with the international HR
survey piloted by the UK, Romania
and Greece, and have already
finalized the survey items. Indeed,
they have showcased extremely well,
how cross border collaboration can
work- with a lot of virtual collaboration
via email and WebEx, enriched by
one physical meeting to ensure that
everything is fully settled for the key
stages of the project.

Other interesting projects that have
been approved for 2018 are the
international HR Day, to celebrate
our HR profession. A number of
countries have shown interest

in supporting such a day. Our
international committee has been
asked to deliver a concept which has
the potential to be rolled out through
Europe. Our event committee will
work with our Slovenian colleagues
on the conceptualization and design
of the next EAPM Congress with the
objective to make it more “European”
and to increase the international
participation. This should benefit

the next EAPM Congress which

will take place in mid-April 2018 in
Ljubljana, Slovenia. Our membership
committee will work on delivering
virtual meetings, subject to our digital
strategy and tooling, with topics
which are of interest to our members.

The progress on these projects
will be on the agenda of our next
Board meeting in Vilnius in July

where we will also prepare our
delegates meeting in mid-September
in Lucerne. From now on, we've
decided to design our Delegates
Assembly in such a way that it will
be possible for our subcommittees

to physically meet at least once a
year and continue their work on the
projects. In Lucerne, the Delegates
Assembly will also vote which
country will take over the Secretariat
General in the years to come and
also the Swiss nominee who will take
over, as treasurer, from Max Becker
from January 2019 onwards. The
election process for these positions
was recently launched and are in
accordance with our new approved
Statutes.

In June, the Board of the WFPMA
will meet in Chicago, in conjunction
with the World HR Congress. At this
Congress around 16,000 participants
are expected. There will be a

change of the Presidency, as Leyla
Nascimento from Brazil will take over
from Peter Wilson from Australia.
We’ve been asked to nominate the
Secretary General and our Board has
proposed Bob Morton who has been
happily accepted by the WFPMA
Board. Bob will pursue this role, next
to his position as Vice President of
the EAPM.

With your President as Member of
the World Board, and Bob in his new
role, we're well positioned to raise
and strengthen our European voice.
In Chicago also the next host country
for the World Congress in June 2020
will be announced. In our upcoming
World Board meeting we will discuss
a number of initiatives such as a
potential strategic partnership with
UFHRD (the University Forum for
Human Resource Development)
and the creation of a Learning

and Development Group to focus




on this key area of activity in the
development and training of the
future workforce.

There are also a number of other
items which could be of interest to
you. Poland has shown an interest
in becoming the 32nd Member

of the EAPM. Max has reported

to the Board on a recent visit to

our Polish colleagues and we

will further discuss their potential
membership in our upcoming Board
meeting in Vilnius. Our Macedonian
Association is eager to take part in
a European study on ‘innovative
work-live balance strategies’ which
will be endorsed with a letter from
the EAPM President on behalf of the
EAPM. Recently a French magazine
interviewed Lucas on “well-being at
work”. Once published we will put

it on our EAPM website for further
reference.

Let me conclude with the following
words as spoken at my acceptance
speech during our 28th EAPM
Congress on October 27th in Paris.

Like our member associations, the
EAPM is devoted to the growth,
relevance and impact of the HR
profession in Europe. The current
and future challenges in Europe and
its member states require a modern
approach to People Management.
The EAPM and its associations,
representing 250.000 HR profes-
sionals around our continent, is well
placed to voice, inspire and lift our
profession to address challenges

as the changing nature of work, the
workplace and our current and future
workforce. As we all work and live on
the same continent, we all share the
same history and future. Humanistic
traditions, democracy and the basics
behind our institutions were founded

in Europe. Quality of life, sustainable
development, equality and a sense of
community are all European features.
As such, we are still a beacon of
hope for humanity. The very nature
of the HR profession on our continent
is rooted in this European tradition.
Rightfully so, the motto of the EAPM
Congress in Paris was “European
HR, new Landscapes”. As Europeans
and HR professionals, we have the
moral obligation to be optimistic.

Let's embrace the challenges ahead
and make Europe a better place, for
ourselves, our children and the world.
Therefore, | wish you all the best and
lots of inspiration and energy with the
endeavours in your country and at
your workplace in raising the bar of
our profession.

Lucas van Wees
President of the EAPM

EAPM Board meeting in Cyprus (January 2018)
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HR Analytics

The theme of focus in this issue

of the EAPM Newsletter is HR
Analytics. In one sense Analytics

is simple and straightforward; it as
about information and data. Nothing
new here — those responsible for
people management have been
working with data on employees for
ever. What is less straightforward is
the new capabilities that technology
provides to harness and utilise large
quantities of such data.

Today, Analytics is a discipline which
mathematics engineering, computer
science, decision making and
(mainly) quantitative methods to
source, organise, analyse and make
sense of increasing quantities of
data. And it here that when we come
to focus upon HR and Analytics |
think we have rhetoric-reality gap.

Increasingly the hype is that Analytics
is the ‘must have’ capability for the
HR profession. A key element in the
rhetoric is that Analytics will provide
the pathway to developing and
strengthening the strategic influence
of the HR function. However, even

if we accept that HR Analytics

looks promising (and this in itself
warrants some critical consideration)
the reality is that the profession is
struggling to come to terms with
what it means and how they need to
respond. The research evidence —
some of which is highlighted in this
issue - suggests that in terms the
capabilities needed HR has a steep
learning curve ahead. Empirical
examples of HR Analytics in practice
- detailed case study material which
explores what sort of data, how
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collected, how analysed, how made
use of to make predictive decisions)
- are few and far between. This
issue of EAPM News is no exception
here. And perhaps we should not be
surprised by this given the question
of the competencies which are
required to make effective use of
Analytics, rather than just producing
nicer looking bar and pie charts.

One interesting development

(see the reviews of the articles by
King and Angrave et al - 20-21) are
those organisations who have sought
collaboration with academic insti-
tutions to help address the challenge
that HR Analytics presents. This

is potentially of enormous value —
enabling HR professionals develop a
relationship with Analytics that is not
a slavish following of a managerialist
agenda and set of formulae, but one
that can embrace, critically, issues of
purpose, values and ethics. Does this
extend | wonder to the curriculum for
professional HR education? What is
happening here? | remember doing
statistics as part of my Dip PM 40
years ago but has this been replaced
by HR Analytics? And if so, research
evidence on its impact and transfer
to the workplace is much needed.

Rick Holden, EAPM
newsletter editor

There is a certain serendipity in the
timing of the issue coinciding as it
does with all the media attention
being devoted to Facebook and
Cambridge Analytica. Not being a
Facebook user | struggle somewhat
to follow the precise relationships
between Facebook, Cambridge
Analytica and the election of Donald
Trump and the Brexit referendum.
But nonetheless it brings home to
me two things. First the power of ‘big
data’ and, secondly, the inextricable
link to a huge bundle of ethical and
data protection issues.

It is serendipitous because the
attention being given to how personal
data was used by this Analytics firm
may help provide the awakening
within the HR profession of both

its strengths and its dangers. And
perhaps also there is a silver lining
to the fact that HR is really only

at the starting gate as regards
Analytics. It may mean that as HR
data and analytics does indeed
begin to penetrate the thinking of

HR professionals more broadly we
can ensure that its application in the
workplace is implemented in a way
that champions personal integrity,
openness, transparency and fairness
and is utilised as a force for good
rather than control and manipulation.

Dr Rick Holden,
Liverpool Business School
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Untapping the Potential of Analytics in HR

by Mari Laukkanen, Sonja Ruohonen, Antti Sankola, Terhi Makela, Accenture, Finland

If you think about HR data and
analytics, what comes to your
mind? Maybe your first thought is
headcount, the time to hire, amount
of sick leave taken, average salaries
or other descriptive HR reporting
outputs. However, HR analytics is
much more than that. The key in
HR analytics is the aim to provide
meaningful and business relevant
insight from the human capital.

Figure 1, below, illustrates some of
the HR areas where analytics can

be applied. We at Accenture believe
that if HR analytics moves towards
predictive and prescriptive forms of
analytics, there is a big untapped
potential for business and HR leaders
to leverage in decision making and
building future growth.

Workforce
- —— Saenres TR
planning

o

Globally, one of the biggest
opportunity areas to use predictive
and/or prescriptive HR analytics is
the Future Workforce. According to
an Accenture Strategic Workforce
Planning Study 61% of executives
say they are not well prepared to
change the workforce skill and

job mix to transition into a digital
business. This is partly because
strategic workforce planning today
is rather static, sporadic and
spreadsheet intensive — if it happens
at all. Furthermore, whilst many
organizations state they believe in
the importance of People Analytics
few feel skilled in it.

In cross-industry interviews
conducted during 2017 to a group
of HR leaders in the Nordics, we
discovered that there are three

main challenges in adopting
advanced analytics into the daily HR
management toolkit. These “mental”

blocks were very similar in every HR
leader’s statement:

* Block no 1: “We don’t see any
direct added value from analyzing
people data, and thus we cannot
justify the amount of work needed
when we need to explain this to our
leadership board.”

Our response: Doing nothing will
surely cost more in the long run as
top talent will be drawn to compa-
nies that have a better understan-
ding of their people. Begin with
small goals but aim high to get buy-
in from the leadership. Changing
the mindset of the organization and
the leadership will be a journey
where he who dares to take action
wins.

Block no 2: “We don’t know what

to do? What have other companies
done, could we discuss with someone
who has already done this?”

Culture & Change

W

As-Is headcount

Recruitment cost

RDastsipiren status and lead-time
What contributes Where the most
Explanatory ¢ and skill successful profiles
gaps are
What the future Which scoring
Predictive resource gaps will method predicts
be for critical roles best the quality of
hire
Pre- What optimal What the ideal ratio
descriptive staffing mix is is for candidates vs.

demand

Copyright © 2018 Accenture. All rights reserved.
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Total reward
spend trend

What employee
pay components
exist

How the perceived
value of rewards
can be maximized

What the benefit of
changing reward
model is

Engagement level

in teams / units /
regions

Engagement
changes between
years

What the drivers of
high engagement
are

How the engagement
impacts on employee
productivity
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What are the key
culture elements

Annual attrition

trend
now

Reasons for the
change starting
point

Strongest
indicators of
employees leaving

Which employees
are most likely to
leave in a year

What is the change
journey like for a
team

How we can
positively build the
desired culture

How to proactively
address attrition
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Our response: Make the HR ana-

lytics about a concrete business case/

area that will be a natural starting
point for the company and benefit

There are great examples available
from global tech companies like
Google who have built strong HR
analytics capability leveraging

approach, Transformation GPS (See
also Figure 2) is based on over 20
years of research and a benchmark
database of more than one million

external data sources. There is
already proof (see Ed Note below)
around the world that smart usage
of employee data for the good of
the company has a major effect
on people’s engagement, on their
effectiveness as well as having
the capability to improve business
conditions or the bottom line.

the business. These could include
e.g. how to retain the top talent in
the company for longer, being able
to predict which recruits will produce
the best performance or what actions
will increase productivity. Don‘t forget
that knowing what does not work or
disproving a perceived connection/
conclusion can also be a meaningful
analytics outcome. Think of the
money you would or could have used
supporting actions that do not show
to have real benefits.

individual change journeys. It has been
used successfully over the years

to ensure fact-based approach on
leading transformations successfully
across cultures, industries and
change types.

All'in all, trials and implementations
of advanced HR data analytics to
produce meaningful insights for
business are still quite rare. Here’s
what we propose to get started:

Especially in the context of constant,
fast pace and even disruptive
changes organizations face today,

a strong change analytics approach
helps leaders to take the right
actions when leading change and the
performance of their workforce.
Accenture’s organizational analytics

* Block no 3: Low HR tool maturity.
HR leaders feel they do not know
very well what data they really
have. Even if that is known, the
data is fragmented or dispersed in
different systems, and HR leaders
do not feel equipped to start doing
more advanced analytics.

Our response: Analytics does not
necessarily need to be complex.
There are several lightweight tools
that allow you to start with a trial
run. Begin with simple and quick
first analysis, and see what are the
infrastructure development needs
that results indicate, if any. You
don’t need to have the latest tool-
set coverage for the whole of IT.
All you need in the beginning is a
knowledgeable data scientist, any
analytics tool and access to valid
data.

accenture Transformation GPS

Business
as Usual
but Not
Yeu Great

Sleepy in

- Battling
Success

Building It Out

Momentum

Struggling under
‘ressure
Flatkining Just Get On
with It
Burning
Platform Rocky
Ground

Washed Up

Downrnward

Spiral

® OnTrack ® Off Track

High Performance ® Unsustainable
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1. Find a case that supports busi-
ness and top leadership priorities

2. Understand what kind of data you
have available

3. Include Data scientist(s) to your
team to design the model

4. Leverage suitable new digital
analytics tools

5. Build skills to interact and trans-
late the outcomes with business
management

The next step is to build HR analytics
capabilities, including not only
people with analytics but also with
interpretative and change leadership
skills. Have courage to leverage
liquid and cross-organizational
resourcing models to build a strong
analytics culture in HR. Equally
important becomes the data

quality and veracity as Accenture
Technology Vision 2018 highlights
(see, for example, Figure 3). After all,
even the best analytics systems and
teams are only as good as the data
they crunch.
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Data
Veracity

82%

of executives responding to our Tech

Vision survey report their

organizations are increasingly using
data to drive critical and automated
decision-making, at unprecedented

scale.

79%

of executives agree that
organizations are basing their most
critical systems and strategies on
data, yet many have not invested in
the capabilities to verify the truth
within it.

Ed Note:

The authors refer readers to the following sources regarding the business
benefits of HR analytics and the view that HR can create actual positive

financial business outcomes

* http://epub.lib.aalto.fi/fi/ethesis/id/14242
 Fitz-enz, J., Mattox, J. (2014) “Predictive Analytics for Human Resources”,

Wiley, NJ USA, pp.172

* Paauwe J., Guest D.E., Wright PM. (2013) “HRM & Performance,

Achievements and Challenges.”
Wiley, West Sussex, UK. pp.250

* Miranda,S. (2005) "Creating the indispensable HR function’,
Strategic HR Review, Vol. 4 Iss. 3 pp. 32-35
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Towards HR Insight Management

by Georg Lange, Thomas Faust and Sibylle Schempf

In this article the authors describe
why Big Data is of great importance
for HR, what can be achieved using
Artificial Intelligence (Al) in HR
Analytics and Reporting, and what it
takes to develop this area into an HR
Insights Management function.

Large investments over recent years
in creating Big Data infrastructure
have allowed companies to improve
their effectiveness. With all the new
possibilities this has created C-suite
leaders, though, remain dissatisfied
with the operational insights gained
from Human Resources (HR)
reporting and analytics or the yield

in strategically valuable information.
The knowledge about the advantages
of Big Data application — at this stage
well established in manufacturing,
sales and research and design

— has not yet reached the field of
HR. HR Reporting and Analytics

still concentrate mainly on using
small data. As a consequence,
reports generated and displayed in
dashboards are often based on
consolidated information that at
times can be out of date, and

at worst inaccurate, by the
time it reaches the users.
In fact, organizations at
this stage are happy
when, at minimum, the
FTE and headcount
information or

sickness rates are &
accurate, and
when there is
not too much
a difference
between
the

Whatis hagpening?

Figure 1
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Why does 2 happen?

systems used by Human Resources
and Finance.

To address the situation, more
investment and extensive redesign
of processes are required. There is
the need for, on the one hand, the
development of the HR reporting
and analytics sector into a HR
Insights Management function

and on the other the consolidated
visualization of all employee-related
information and the optimization
and implementation of perfectly
manageable HR processes. From
an investment perspective the costs
are low in comparison to the value
created though perseverance and
commitment do need to be high.

The core of HR Insights Management
should be the creation of significant
career, people management, and
development opportunities, which
reflect the growth or contraction,
changing scope, range and

the competitive strengths of an

Georg Lange

Sibylle Schempf

Thomas Faust

organization. To decision makers
the insights are expected to provide
transparency through

« analyses for reflections on busi-
ness’ decisions and compliance
checks on past transactions,

« establishing the foundation for
operational workforce planning
including total cost of operations
calculations, and

* improving risk management as
the performance of simulations of
future business scenarios uses
strategic workforce planning as-
sumptions and measures.

An HR Insights Management
designed to achieve these objectives
looks to maximize the value of data
and deliver the messages critical to
organization’s success. To build and
operate an HR Insights Management
function, or to transform an existing
reporting and analytics capability,
takes several steps which reflect
distinct levels of maturity in dealing
with, managing and using data
(Figure 1).

Development of predictive models, scenario planning. Risk analysis and mig-
ration, integration with strategic planning. Al algorithms and approaches used.

Advanced Analytics

Level 1: Operational Reporting

Strategical modelling and rooot cause analysis to solve business
problems. Proactively identify issues and recommend actionable
solutions. AL more used for data extraction.

Proactive, operational reporting for benchmarking and
decision making. Multi-dimensional analysis and dash-
boards. Al more for data management — sometimes
used for automated report development.

Operational reporting of efficiency and com-
pliance measures. Focus on data accuracy,
consistency and timelines. Al used for data
management or handling — if at all.

r&
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From small data to smart data by
grouping employees (using RPA)

To get from Level 1 - operational
reporting - to the next level (Level 2,
Figure 1) where diagnostically driven
reporting helps to identify drivers

of an employee’s behaviors and
development, small data needs to
become smart data. That means that
information needs to be collected,
analyzed and interpreted in a consoli-
dated manner. The following is an
example to demonstrate this. A male
employee, less than 29 years old,
who married and relocated recently,
asks for a rebate coupon to buy

a new car. ltis very likely that he

will ask for a paternity leave within

a short amount of time. For the
organization, for the employee as
well as his superior, this insight would
provide lots of opportunities to design
a set of actions to create a win-

win situation, increasing employee
satisfaction and reducing potential
risks for management.

Turning small data into smart data
entails the monitoring of information
on an employee collected and
updated on an ongoing basis in
order to identify possible correlations.
According to specified criteria the
new data generated enables the
relevant employees to be added to
the group built around the specifi-
cations. In the above example the
newly married employee would
become part of the group, e.g. “Highly
likely to be temporarily unavailable
for 3 —6 months”. In a large sales
organization, or a department with
cross-functional teams, a paternity
leave could be covered easily.
However, it may have a huge impact
on a Research & Design department.
Experience shows that the definition
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of frameworks and criteria for corre-
lations and groups need quality-
time, especially when the objective
is to aggregate information to yield
meaningful insights for business
leaders. A Fuzzy-Logic approach,
which can be easily integrated using
Python or R, would be of great
benefit here.

Turning small data into smart data
may not require a system switch or
an increase of data points at this point.
A data point can be the name, e.g.
or another street. However, many
organizations have distributed their
data in several systems or have
outsourced certain HR activities.
While it may seem beneficial to
consolidate all systems in one, this
is rarely an option as the number

of clients using Workday and

SAP PO/PI concurrently convin-
cingly demonstrate. A possible
solution would be Robotic Process
Automation (RPA). For a reasonable
financial investment (and which
reduced significantly during last
year) it enables data crawling across
all systems. It also prevents an
organization “to trust” assumptions,
which according to the authors”
experience has led to costly
rectifications.

The information collected would
not only feed one of the popular
HR analytics tools, but would also
be used as a basis for an already
mentioned Python or R application,
which can also support the
digitalization of workflows of older
HR systems.

Delivering advanced analytics

The next step is to deliver advanced
analytics (Level 3, Figure 1), that

is derived from data generated
through diagnostically driven
analytics. This can be applied in
problem anticipation and solving as
it assists in, for example, predicting
sickness rates caused by certain
circumstances, or simulating
circumstances which could have
an adverse impact on production
or service delivery. The latest
methodological advances enable the
usage of real and sourced as well
as generated data, which aren’t big
data but reflect a decent increase
in the number of data points. One
possible scenario would be airlines
combining sickness information,
obtained from their flying personnel
through traditional and standard
procedures, with information on
cabin environment data collected
during development trials of a new
aircraft type. Insights derived from
advanced analytics will always lead
to a better working environment
and a significant cost reduction — in
the given example by reducing the
head count of the team per aircraft
deployed. In this case HR Insights
Management could find out which
aircraft type would allow further
reduction of head count per aircraft
and generate impact on business
results. Business leaders can
integrate this additional information
when making their decisions about
selecting a new aircraft type.

Automation of advanced analytics
should be avoided as present smart
data meets different types and sets
of new and extrinsic information,

and needs to be rehashed in a
meaningful way to create insights

for the organization and its leaders.
Business partners and data scientists
are needed who truly understand

the environment, the culture, and the
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requirements of an organization as
well as the right tools and systems.
This step should not be missed,
however, because the learnings
derived enable the next level 4.

Deploying Artificial Intelligence in
Advanced Analytics

Soon, however, the sheer amount

of extrinsic data becomes too large
to be handled alone by deploying
Artificial Intelligence (Al) based tools
and systems. An Al system can

be trained to analyze an unlimited
amount of information to derive
insights or even reach decisions
through its analyses. It further
reduces the risks associated with
human based advanced analytics
approach by eliminating bias and the
substandard results from reduction
in attention and observation. This
allows an organization to gain data
from various additional resources,
e.g. social media (Level 4, Figure

1). In the example, above, an Al
based system could know that the
father has looked for classes to
change diapers — an immediate
indication for a possible paternity
leave. If the father subsequently asks
for child benefits the system could
independently and quickly approve
them because his fatherhood is seen
as true.

A scenario derived from the airline
example applies data from social
media where cabin crew members

of a different airline praised the
working conditions on a particular
airplane. Identifying what cabin crew
members of the other airline consider
valuable benefits in terms of health
or sickness would yield valuable
information going forward.
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Some readers may be alarmed about
the amount of data an employer

will have on his employees. In fact,
there have been discussions already
between a large car-manufacturer
and its workers’ council, which
questioned the practice of collecting
data from the geo-location data
generated by company cars allowing
the organization to monitor the
movements of employees’ with a
company car.

For most of “us” Smartphones and
other constantly connected devices
have become an integral part of
everyday life and it is common
knowledge that every action

with such a device gets tracked,
analyzed and used for advanced
analytics using artificial intelligence.
Eventually, the workers’ council
yielded as the benefits generated
through having a company car
outweighed the concerns about
being tracked by their employer! HR
will have a crucial role in managing
new opportunities so the company
as a system and the employee as
individuals can benefit from the
positive changes.

Operational
Reporting
What happened?

Advanced Reporting
What is happening?

Advanced analytics

Benefits of HR Insights
Management

Another area to benefit from major
improvements is Organizational
Health Management as we consider
a scenario in which the employee

of an organization agrees to share
some of the health-related data from
her smartwatch.

This information could prove to

be vital to future operational and
strategic workforce planning and

is remains yet to be explored.
Employees in return would receive
valuable information about work and
career development, derive benefits
from individual health information
and trust that propositions are based
on unbiased facts. In the next years
working conditions will change
dramatically.

An Al based system like the one
described will help as the working
world is coping with the changes to
come (Figure 2).

Why has it happened? Why is it happening?

Predictive analytics
What will happen? How can we make it
happen? What should we do?

Figure 2

Decision support

Decision automation

Page 10



Towards HR Insight Management

n HR Swiss

Al based predictive analytics will
increase the effectiveness of HR
as it lives and breathes with big
data from appropriate internal and
external sources. It is not far from
what the so-called Internet Giants
have been doing for some time now.
To demonstrate the authors provide
the following example for what they
consider to be a perfect recruiting
story:

A position needs to be created and
filled because Al-based predictive
analytics made the recommendation
in response to the analysis of recent
business development data. The
Al-based RPA-system identifies three
perfectly matching candidates, one
internal and two externals. Business
leaders together with business
partners agree on the business and
the hiring strategies.

Active Sourcing was able to attract all
3 for an interview. The data, their
verification including reference- and
background checks are performed
using the Al-based RPA-system

and the questionnaires for all inter-
viewees are prepared by the same
system. Together with an intensive
Al-led monitoring during the recruiting
process, one candidate is clearly
identified as “the one”. The salary
plus benefits are calculated using
the Al-based RPA-system as well

in accordance with organizational
policies and meeting the candidate’s
expectations. The whole process
from the idea and the requisition
request to the actual hiring would
have taken at most two weeks.

EAPM Newsletter April 2018

The examples and Figure 2 show
the impact an Al based Insights
Management can have. Its scope

is large enough to provide an
automated decision-making tool

for most HR related topics which
include recruiting, trainings, individual
career moves, or staffing. It helps to
establish a sound information base
and reduce the cost of resources in
charge of performing administrative
and decision-making tasks. To
ensure company and industry wide
acceptance of Al-driven applications
in HR it is important that HR Insight
Management address the needs of
all stakeholders inside and outside
the organization.

Ed Note

This article is based on the extensive
experience the authors possess in
the field, and the scientifically based
studies Georg Lange performed with
the University of Applied Sciences

in Ztirich, Switzerland. These will be
published in greater detail in the book
“Digitalisierung des HR” released in
April 2018. The authors are happy

to exchange their knowledge with
readers and can be reached by mail:
k.georg.lange@me.com.

About the authors

Georg Lange, MBA, MAS HR, is a

seasoned global HR Executive who
pioneered Digitalization, Blockchain,
Artificial Intelligence, and Predictive
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Rethinking Co-operation with Network Analytics
by Gyorgy Sagi, Bondweaver Network Analysis Ltd

“We cannot manage what we cannot
measure.” Peter F. Drucker

This article identifies four ways to
increase organizational efficiency
with network analysis. It draws on
an analytical tool / software called
Bondweaver Network Analysis

The constant urge to adapt motivates
- not surprisingly - organizations to
reorganize and continuously rebuild
themselves. Organizations of the
future restructure their hierarchy
system into a network of teams.

There are two structures (Figure 1)
operating simultaneously in every
organization:

1. artificial
2. organic

The planned and created structures
are artificial. It includes the
organization hierarchy, supply chains,
project teams. These are designed
officially by its leaders and owners.
Natural structures are created the
members of a community (e.g.,
employers and employees). Many
factors have an impact on forming
natural structures, of course.

Just a few to mention: artificial
structure, organizational culture
(power distance, individualism vs.
collectivism), conformism, the ratio of
genders and generations, etc.

These two networks create the reality
together. So, the future challenge

is to synchronize these networks
according to the digital age.
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Figure 1: Artificial vs Organic structures
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Organizational Network Analysis
(ONA) can visualize genetic
structures, creating the opportunity
for synchronization.

“l know many methods, but | consider
network analysis is the best of all
because it shows the reality.”

Gergd Lencsés,

General Manager, GE Power's
Manufacturing Site, Hungary

ONA analyzes connections between
employees within an organization.
These relationships could appear
between individuals, groups, units
or departments, in any combination.
ONA focuses on interpersonal
relations instead of primary personal
attributes (qualification, talent, position
in the hierarchy, etc.), creating
another dimension to understand the
operation of an organization. It has a
much more substantial significance
than we would think in the first place.

“The efficiency of communities
depends on the participants’
interactional network as much or
more than it depends on everything
else, such as combined knowledge
with experiences, with 1Q, with skills,
etc.” Alex Pentland, MIT.

If there is still any doubt, just think
about graphite and diamond. They
have the same component (atom C).
The only difference is the structure of
atoms, which gives entirely different
traits for each material (graphite is
soft and good electrical conductor,
while diamond is hard and bad
electrical conductor).
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Figure 2

Four ways to synchronize
structures

1. How does the natural structure
aid the artificial structure?

The illustration in Figure 2 is a
communication network between
sales and customer services (yellow
— sales, purple — customer services).
From the customer service side,
there is only one connection. As a
result, salespeople had almost no
information of customer complaints.

In another similar company, a supply
chain was analyzed with a similar
method. A couple of years ago |

was investigating the customer
service's work of an organization with
my colleagues. The management
ordered the analysis after a specific
news article. A customer had turned
to the media after getting fed up with
not receiving an answer for 30 days.
In a network showing organizational
workflow, there was a 3-step
distance between customer service
employees and people receiving
customer complaints. We also found
out that the average reaction time

BONDWEAVER

valued connections

was 5 and a half days per step (3
steps in + 3 steps out) It means that
a customer complaint was answered
by the company in 33 days. The
analysis showed precisely where the
communication jams were, and also
where and what to change.

2. There should be harmony
between formal and informal
power holders.

The Bondweaver Analytical tool
shows which employees are consi-
dered as experts, who are inner
consultants, whose opinion creates
awareness, who are mentors and
who are active in development
(talent).The first thing to do is to
check the 0-1 rule, which means
leaders should have a key role and
should connect to more key people
as well. Furthermore, the dispersion
of key people within the organization
becomes visible. To achieve a more
efficient management board, the
influencers of influencers should be
the members of the management
board.
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3. Does the existing structure
correspond to the organization‘s
function?

Different tasks (like executing well-
known tasks, constant problem
solving or innovations) require
different structures.

To establish the perfect structure for
the function, we must know what's
there. ONA can also help in less
complicated cases, like starting

a new project. With BondWeaver
Systems we can quickly check how
the chosen workers connect to each
other. It aids us what to do to begin
the project successfully.

4, Revealing inhibitory effects on
personal effectiveness.

In research started many years ago,
The Gallup Organization searched
for the answer to a simple question:
“What do the most talented workers
expect from their workplaces?” (First,
Break All the Rules, 1999). They
identified 12 factors, including:

 does he/she have a friend (based
on Gallup research) ?

* has he/she received recognition in
the last seven-day ?

BondWeaver Systems reveals those
workers who don‘t have any friends
within the organization and those
who don‘t receive recognition.

We can also see those who are
overwhelmed or underloaded with
their relations. Moreover, we get
information about such factors

that first reduce commitment and
performance, and later lead to
leaving the organization. A bad
relationship with your leader is one,
for example. This analysis does

not just reveal a bad employee-
lead