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It’s no secret that due to rising costs many companies are 

eliminating their post-retirement healthcare benefits. Contact us 

today to learn more about how we can help your retirees gain the 

crucial health and dental coverage they need, so they can enjoy 

the same type of security they enjoyed while working – all at no 
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millions of Canadians retiring in the next few years, it may be one 

of the smartest decisions you’ll ever make. 

And one more thing. When you call during regular business hours, 

a real human being will pick up the phone. We care enough about 

the healthcare insurance needs of your company and employees 

to answer each call personally. By helping your retirees make the 

right healthcare choice, you’ll gain the peace of mind of knowing that 

after all they’ve done for you, you’ve done the right thing for them. 

And, your bottom line.

Like you, we think that retirees deserve to have  
health benefits, even when no longer working.

We Understand.”“

Toll-free at 1- 800-667-0429 or 416-601-0429 in Toronto
Visit us at 4benefits.ca or email us at general@4benefits.ca

THE EXCLUSIVE PARTNER FOR GREEN SHIELD CANADA’S 
PRISM® HEALTH AND DENTAL PROGRAMS
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Charles Darwin said, “It’s not the strongest of the 

species that survives nor the most intelligent 

but the one most responsive to change.” Never 

before has a quote so exemplified today’s busi-

ness climate.

Organizations capable of change are the ones surviving in 

today’s economy. There is little room for error. The same is 

true for HR professionals. Good luck getting a director- or 

executive-level position without having been 

involved in leading your company though some 

sort of change, whether it’s an acquisition, mer-

ger, change in benefi ts or a restructuring.

Even business schools are now devoting con-

siderable resources educating professionals 

about the subject. York University, Queen’s 

University’s Industrial Relations Centre and the 

Rotman School of Management all offer pro-

grams of varying length and depth on leading 

strategic change. But a successful leader not 

only knows the models of change management 

but can also put those theories into action. To 

that end we tapped Tracy Lapointe of Nelnet Canada, who 

has lead more than a dozen change initiatives in her career, 

to write our feature, on page 22; likewise talent consultant 

Alison Davis lends her expertise on communicating change in 

HR 101, on page 32.

At HR Professional we’re also keeping pace with change by 

increasing our profi le and content offerings online. Be sure 

to check out our newly launched website at www.HRProMag.
com, become a Facebook fan and help us reach our 2,000 fan 

goal, or follow us on Twitter (fi nd out how on page 14) and 

you’ll get access to extra articles, links to white papers and 

studies and late-breaking news that you won’t fi nd in the 

print edition.

Best,

Meredith Birchall-Spencer

Editor

mbirchall@naylor.com 
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When it comes to employee rewards, while the thought does count,
the thought alone won’t help you make a tasty panini.

With over 400 Sears stores across Canada, easy access to online and 
catalogue shopping, endless travel options, and more merchandise and 

service choices, there’s something for everyone® at Sears.

1 866 297 5306
www.searsincentives.ca

incentives@sears.ca

WITH OVER 35,000 PRODUCTS, YOU CAN REWARD THEM WITH WHAT THEY REALLY WANT.
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LYNN TAYLOR
Workplace expert Lynn Taylor takes up the con-

cept of managing up and shows us the career 

benefi ts of using a positive and collaborative 

attitude toward everyone you deal with in the 

Personal Development column, on page 31.

MICHAEL COLLINS
Michael Collins, regional manager for Shred-it 

Canada in the Greater Toronto Area, lends his 

expertise in information security to the Strategy 

column this issue by outlining how to protect 

your employees from identity theft, on page 30.

TRACY LAPOINTE
Enough talk about change management, now 

is the time for action, says feature writer Tracy 

Lapointe, the executive director of organiza-

tional development and people services at Nelnet, 

an education services company, on page 22.

ALISON DAVIS
How CEOs communicate change is critical to 

the success of the change initiative. Alison 

Davis, CEO of Davis & Company, talent engage-

ment consultants, shows us seven tips for com-

municating change in HR 101, on page 32.
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targeted candidate hiring plan customized to meet your 

business’ recruiting needs. Our tools like Career Ad 

Network and Audience Sponsorships can place your brand 

and job opportunities in front of your most desirable job 

seekers – wherever they are on the Web. With more  

efficient ways to deliver you better candidates and  

faster results than ever before, there’s never been  

a better time to be a Monster.ca customer.

FIND YOUR PERFECT CANDIDATE AT
www.monster.ca
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ipm Institute of Professional Management
2210-1081 Ambleside Drive,  Ottawa, Ontario,  K2B8C8 Tel: (613) 721-5957   Fax: (613) 721-5850   Toll Free: 1-888-441-0000

Sessions include: Today's Critical Issues in Employment Law, The 
Impact of Change on Workforce Productivity and Engagement, 
Recruiting Smarter and More Creatively and Mastering Effective 
Feedback.  Register for IPM’s Spring Conference in Toronto by 
March 30, 2010 and pay only $179 per person for all 4 sessions, 
handout materials, meals and refreshments.  Register 3 
participants at the same time and 4th attends FREE!

Toronto Spring Conference: May 12, 2010

Details at  www.workplace.ca/hrpatoronto.html

NOTE: Special registration fee 
of $179 only valid for registra-
tions received by Mar 30, 2010. 
Visit our website for more info: $179 

HRPA Members! Special offer valid 
until March 30, 2010 ...

Wednesday
 May 12, 2010   
Radisson Hotel      

Toronto East,
55 Hallcrown Place,

9:00a.m. to 4:30p.m.
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‘‘Disengagement 
presenteeism is perhaps 
the most insidious.’’

THE TRINITY OF PRESENTEEISM

For years employers have been deal-

ing with the management of absen-

teeism in the workplace, but now 

presenteeism or employee disengage-

ment is becoming just as prevalent.

A study by WorkWell (the research unit for eco-

nomic and management sciences at North-West 

University in South Africa) reports that presen-

teeism can be broken down into three categories: 

impaired, overcommitment and disengagement.

Impaired presenteeism occurs when employees 

go to work in ill health and are then distracted 

by their ailments—fl u is one of them and can, 

of course, lead to further loss of productivity 

and absenteeism because others may become ill. 

Protocols need to be established and adhered to 

for the health and safety of all employees.

The overcommitment variety can come into play 

when employees who work many long hours on a 

consistent basis end up stressed and exhausted, 

both of which can decrease productivity and the 

quality of work produced. Supporting work/life 

balance and fl exibility of working arrangements 

enhance and support stability in a balanced work 

commitment.

Disengagement presenteeism is perhaps the 

most insidious and manifests itself when employ-

ees simply are not motivated to work to their full 

capacity. The lack of motivation and negative 

behaviour of the disengaged employee can be 

disruptive to the workplace. Work may or may 

not get done; there may be increased errors and 

increased costs and other workers may begin 

to feel dissatisfi ed. It is like a slowly spreading 

infection in an organization.

In each of the three types, the employee’s body 

is at work, but their mind is not. And it is not a 

small problem. A 2004 

study published by the 

Harvard Business Review 

looked at one company 

and found that 63 per 

cent of the cost of lost pro-

ductivity was due to pre-

senteeism; other studies 

have shown that a lack of 

engagement on the part 

of employees leads to high 

turnover rates, which also 

reduce productivity.

What can employers do?
While employees have a responsibility to fi nd 

fulfi llment and satisfaction in their jobs, manage-

ment also has a role to play in building the condi-

tions to make that happen.

From the beginning of the employment rela-

tionship, employees need to feel a sense of inclu-

sion and understand their importance as a 

member of the team. When employees understand 

their role and responsibility in the organization, 

it makes a difference to overall success and the 

achievement of corporate goals and objectives. 

In his book, Energizing Organizations, Michael 

Koscec states, “Creating a culture of employee 

empowerment is vital to increasing service qual-

ity and reducing employee turnover. One of the 

benefi ts of empowerment is that employees are 

motivated to do better, more meaningful work 

because management trusts them to make good 

decisions.”

Ongoing effective communication and dialogue 

with employees instills and supports employees 

to achieve at an optimal level. Collaborating with 

employees, ensuring they are aware of what is 

going on in the organization, involving them in 

planning and listening to their opinions makes 

a difference. As long as employees believe their 

presence makes a difference, they will be motiv-

ated to contribute.

Antoinette Blunt is chair of HRPA’s board of 

directors.

L E A D E R S H I P 
M AT T E R S  B Y  A N T O I N E T T E  B L U N T
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U P F R O N T
FORECAST  |  WELLNESS  |  ENGAGEMENT

Canadian workers are among the most engaged, according to a global study of more than 

28,000 employees in 15 industrialized countries.

Percentage of Engaged Employees

The engagement profi le of Canadian employees is strikingly above the global average, said 

Dr. Henryk Krajewski, VP and national practice leader for Right Management, the career 

transition and organizational consulting fi rm that conducted the study. “The fi nding is more 

signifi cant given the particular aspects of engagement we measure related to organization 

advocacy and commitment.”

High employee engagement was also found in India, New Zealand and the U.S. while the 

least committed employees were in Japan and Korea.

Source: Right Management

ROBERT HALF INTER-
NATIONAL IDENTIFIED 
10 POSITIONS IN 
CANADA THAT WILL SEE 
INCREASE IN DEMAND 
AND/OR COMPENSATION 
IN 2010:
ACCOUNTING 
AND FINANCE:
 • SENIOR FINANCIAL  
ANALYST
• CREDIT MANAGER
• SENIOR ACCOUNTANT
• ACCOUNTING CLERK
INFORMATION 
TECHNOLOGY:
• NETWORK ENGINEER
• BUSINESS SYSTEMS 
ANALYST
• SYSTEMS ENGINEER
ADMINISTRATIVE:
• CUSTOMER SERVICE 
REPRESENTATIVE
• EXECUTIVE ASSISTANT
• DATA ENTRY SPECIALIST
Source: Robert Half International

C-SUITE BURNOUTC-SUITE BURNOUT

Committed Canadians

Absenteeism alone costs Canadian business more 
than $15 billion per year, and the pressure couldn’t 
be greater than on those in the upper echelons of 
the organization who are overworked, under stress 
and need to be on top of their game. To help execu-
tives on the verge of major burnout, Spa Eastman 
(pictured above), located in the picturesque Eastern 
Townships of Quebec, and Medisys Health Group, a 
preventative health provider, have created a retreat 
program with the executive in mind.

Spa Eastman’s program starts with a compre-
hensive health assessment and medical checkup 
(including electrocardiogram and abdominal 

ultrasound) before arriving at the spa. From the test 
results, an action plan is developed in consultation 
with a health coach, doctor, nutritionist and kinesi-
ologist. When the unhealthy executive arrives at 
the spa, they are completely immersed in the well-
ness program, which includes medical, fi tness and 
diet supervision, plus seminars, fi tness activities 
and consultation designed to provide the tools to 
change the damaging behaviours. The retreat lasts 
anywhere from fi ve to seven days and prices range 
from $3,780 to $5,140.

For more information, visit 
www.spa-eastman.com.

GROWTHGROWTH
OPPORTU-OPPORTU-
NITIESNITIES

Measure Global Canada

Overall engagement 34% 41%

Job engagement 41% 48%

Organization engagement 43% 49%
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DISPARITY

BILL 168 CHANGES

The results of Dejardins’ 2009 Rethink 

Retirement survey have some big implica-

tions for employers.

Organizations should consider revamping 

their workforce management plans to accom-

modate the disparity Desjardins found 

between workers’ retirement expectations 

and reality. The survey found three in 10 

respondents between ages 53 and 62 are 

more than fi ve years away from retirement 

and only 23 per cent hope to stop work-

ing completely. But of the 47 per cent who 

planned to phase to retirement, only 20 per 

cent actually did so and 72 per cent stopped 

working altogether.

Here’s another factor to consider: while 

retirement-age workers are healthier than 

their predecessors, according to Statistics 

Canada, four in 10 Canadians over the age 

of 65—1.7 million people—suffer from a dis-

ability that reduces what types of activities 

they can engage in and/or the quality of that 

contribution.

Karina Dusablon, director, education centre 

and global management at Desjardins, says 

this isn’t good news for employers. “Older 

workers are generally better paid then their 

younger counterparts, so employers are fully 

justifi ed in expecting their employees to come 

to work in full possession of their faculties 

and because they want to be there, not out of 

fi nancial necessity,” she says.

The implication of this data is that HR 

needs to plan for every eventuality—boomers 

who plan to retire, those who unexpectedly 

have to retire and those who decide to stay in 

the workplace.

Source: Dejardins Financial Security

 Bill 168, the act to amend the occupational health and safety 
act with respect to violence and harassment in the workplace, 
passed its fi nal reading and Royal Ascent in December and will 
come into force in June.

The fi nal version of the bill passed with only a few substan-
tive changes to the original version, which was introduced in 
April 2009. The most signifi cant change being the inclusion of 
a new expanded defi nition of “workplace violence.” Prior to 
its third and fi nal reading, the defi nition applied to actual and 
attempted physical violence, but now it includes “statements 
or behaviours” workers can reasonably interpret as threats of 
physical force causing injury.

According to Ben Ratelband, partner at McCarthy Tétrault 
LLP’s labour and employment law group, the obligations of 
employers under Bill 168 are signifi cant. Employers must devise 
workplace violence and harassment policies, develop programs 
to implement these policies and engage in assessments to 
measure the risks of workplace violence under Bill 168.

WORKPLACE SOLUTION EX-
PERTS WORLDATWORK HAVE 
DEVELOPED A FREE ONLINE 
TOOL TO HELP COMPANIES 
STRUGGLING WITH WAYS TO 
REDUCE LABOUR COSTS. 
   WORLDATWORK’S 
ALLIANCE FOR WORK-LIFE 
PROGRESS DEVELOPED THE 
FLEXIBLE RIGHTSIZING COST/
BENEFIT ANALYSIS TOOL, AN 
EASY-TO-USE ONLINE PDF, 
TO SERVE AS A CHECKLIST 
FOR HR PROFESSIONALS TO 
COMPARE THE DIRECT AND 
INDIRECT COST OF FLEXIBLE 
RIGHTSIZING COMPARED TO 
LETTING PEOPLE GO AND 
THEN REHIRING SOME OF 
THEM LATER. BUT THE TOOL 
OFFERS MORE THAN JUST 
THE CALCULATIONS; IT ALSO 
PROVIDES TIPS FOR MAKING 
A BUSINESS CASE WITH 
MANAGEMENT ON REDUCING 
LABOUR COSTS WHILE 
OPTIMIZING MORALE AND 
PRODUCTIVITY.

“FLEXIBLE RIGHTSIZING 
ADDS TO A COMPANY’S 
AGILITY AND INCREASES 
WORKFORCE ENGAGEMENT 
BY INVOLVING KEY STAKE-
HOLDERS IN THE PROCESS,” 
SAID KATHIE LINGLE, WLCP, 
EXECUTIVE DIRECTOR OF 
ALLIANCE FOR WORK-LIFE 
PROGRESS. “IT IS A SET OF 
WORKPLACE PRACTICES 
THAT CAN MEAN THE DIF-
FERENCE BETWEEN SUCCESS 
AND FAILURE FOR YOUR 
COMPANY IN THE LONG RUN.”

TO DOWNLOAD THE TOOL, 
GO TO WWW.AWLP.ORG/
PUB/FLEXTOOL.PDF.

BET W E E N WOR K E R 
EX PE CTAT IONS  A N D R EA L I T Y

FLEXIBLE FLEXIBLE 
RIGHTSIZING RIGHTSIZING 
VS. LAYOFFSVS. LAYOFFS

Transitioning toward retirement: plans vs. reality

47%

20%

34%

6%

23%

72%

11% 6%

Reduced hours More days off and 
Vacations

Stop working Continue working

Workers expectations Retirees’ actual experience 
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FEEDBACK IN 3GFEEDBACK IN 3G

HR PROFESSIONAL’S FA CE-
BOOK PAGE IS THE SOURCE 
FOR THE LATEST INFORMA-
TION AND OFF-THE-WIRE 
NEWS AS WELL AS WHITE-
PAPERS AND SURVEYS 
THAT DON’T MAKE IT INTO 
THE MAGAZINE
    JOIN THE CONVERSATION 
ABOUT HUMAN RESOURCES 
MANAGEMENT AND SHARE 
HR BEST PRACTICES WITH 
THE PEOPLE WHO KNOW 
BEST—YOUR PEERS. ALSO, 
FIND SNEAK PREVIEWS OF 
ARTICLES FROM HR PROFES-
SIONAL  MAGAZINE AND SHARE 
YOUR THOUGHTS ON STORY 
IDEAS WITH THE MAGAZINE’S 
EDITORIAL STAFF. 

   IT’S EASY TO BECOME A 
FAN OF CANADA’S LARGEST 
HR MAGAZINE. SIMPLY LOG 
INTO YOUR ACCOUNT AT 
 WWW.FACEBOOK.

COM, OR CREATE ONE US-
ING THE EASY PROMPTS ON 
THE FACEBOOK WEBSITE, 
SEARCH FOR HR PROFES-
SIONAL, CLICK ON THE HR 
PROFESSIONAL COVER ICON 
AND HIT THE “BECOME A 
FAN” LINK.

YOU CAN ALSO FOL-
LOW US ON TWITTER AT 

WWW.TWITTER.

COM/HRPROMAG.

No one knows better than an HR professional, if you 
are lacking a boss or co-worker skilled at delivering 
effective feedback, you could spend your career 
warming the bench.

Using web 2.0 and social technologies, a new 
website, Coworkers.com, was created to enable 
workers to take better control of their career 
development by giving them the tools to construct a 
personal dashboard to analyze and gain feedback on 
their performance.

“The depth of feedback can be quick and top-line 
or in-depth depending on the project,” says founder 
Jonathan Clay. For example, using tools like Get 
Feedback, you can get a quick assessment of your 
presentation or a comprehensive take on your at-
work image anonymously from your co-workers—
the people who know you best. Other features 
include tools for giving feedback to colleagues, 
and feedback data analysis and performance 
measurement.

Not just for career  
development, busi-
ness with virtual 
teams or multiple 
offi ces can utilize 
the tools to share 
opinions and monitor 
workgroup projects 
and deliverables 
without having to pay 
hefty enterprise soft-
ware fees or main-
tenance costs.

Basic member-
ships are free, or users can upgrade to a pro-
fessional membership for about $40 to access 
advanced analytics and workgroup sharing function-
ality. For companies looking to use the tools with 
increased security and custom URLs, enterprise 
memberships start at $2 per user.

Outback Steakhouse in 

the U.S. has agreed to 

pay US$19 million to set-

tle a lawsuit fi led by the 

U.S. Equal Employment 

Opportunity Commission 

(EEOC) in Denver in 

2006.

The suit alleged that 

the restaurant had dis-

criminated against female 

employees by not promoting them to upper 

management positions and denying them the 

kitchen-management experience required for 

the company’s top management jobs.

In the consent decree signed by U.S. dis-

trict court judge Christine Arguello, the res-

taurant chain is required to:

•  Start an online application system for 

employees

•  Hire an HR executive

•  Hire an outside consultant for two years to 

analyze the application systems to ensure 

women are getting equal promotion 

opportunities

•  Report to the EEOC every six months for 

four years to ensure compliance with the 

consent decree

Company representatives’ stress that it 

does not tolerate discrimination of any kind 

and the settlement is not a fi nding of fault 

on the part of Outback Steakhouse, sim-

ply it was preferable to the cost of further 

litigation.

Source: Denver Business Journal

Outback Steakhouse Pays 
$19M to Settle Lawsuit

HR PROFESSIONAL’S 
 FACEBOOK PAGE
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‘‘Employee policies are 
also a way for workplaces to 
protect themselves legally.’’

For many businesses, particularly 

small businesses, employee policy 

manuals are seen as a waste of time 

and money, but the reality is, policy 

manuals are an essential manage-

ment tool regardless of the size of the business.

By setting out the employer’s rules and expecta-

tions, policy manuals can help a business run 

more effi ciently, reduce distractions and allow 

employees to focus their energies on the perform-

ance of their jobs. Employee policies are also a 

way for workplaces to protect themselves legally. 

If the policy has been clearly communicated and 

consistently applied, it can be found to form part 

of the contractual terms that govern the employ-

ment relationship. As such, the employer can 

then rely on the terms of the policy to take disci-

plinary action or even terminate employees who 

contravene the policy.

Policy manual specifics
The following is a brief outline of the kinds of 

rules and regulations that are most useful for an 

employer to have in place:

1.Employee’s terms of employment
Set out rules and procedures relating 

to working hours, vacation, benefi ts, 

bonuses, overtime, performance evaluations, sick 

time and leaves of absence. A policy manual is a 

simple and effective tool for communicating this 

kind of information to employees so manage-

ment can spend less time dealing with questions 

about these matters. Inclusion of this information 

will also promote consistency and fairness in the 

treatment of employees.

2.Standards of behaviour
An effective policy should clearly set out 

the employer’s expectations, establish 

the standard of behaviour required of employees 

and spell out the consequences in the event an 

employee fails to meet this standard. You should 

deal with issues such as performance manage-

ment, excessive absenteeism and tardiness, 

employee theft and other misconduct. The policy 

should include a corrective action plan setting 

out the various steps to be taken when employ-

ees engage in unacceptable behaviour.

3.Sexual and workplace harassment
Regardless of your organization’s 

size, employers have substantial obli-

gations to provide employees with a working 

environment free from sexual and other work-

place harassment. Given that all employers are 

subject to various duties under employment 

standards, human rights and occupational 

health and safety legislation, it is important 

to set out what conduct is considered to be 

appropriate in order to achieve and maintain a 

positive work environment.

4.Email and Internet 
communication
Ensure employees 

understand that computers 

used to perform their jobs are 

the employer’s property and 

they should have no expectation 

of privacy when emailing or 

accessing the Internet at work. This will allow 

you to monitor an employee’s computer usage to 

ensure they are not surfi ng the web on company 

time or accessing inappropriate or offensive 

websites. The policy should also include explicit 

rules against downloading and emailing porno-

graphic or other offensive material.

Remember, employment policies are not effect-

ive if they are not followed. To successively 

achieve the goals associated with implementing 

a policy manual, it must also be consistently 

applied. If a policy exists, but it has not been 

applied, the employer’s investment of time and 

money is wasted. Moreover, in addition to wasted 

resources, an employer’s failure to follow its own 

policy may be held against them in cour t.     

Carita Pereira is a partner of Israel Foulon LLP, an employment and labour law firm in 

Toronto.

POLICY MANUALS: ESSENTIAL TOOLS OF 
THE EMPLOYMENT RELATIONSHIP

L E G A L  B Y  C A R I TA  P E R E I R A



1 6   M a r c h / A p r i l  2 0 1 0  H R  P R O F E S S I O N A L

Ethics and compliance training is 

critical but it’s often dreaded by 

employees because it deals with 

important and complex topics 

in a dry, overly serious—if not 

ponderous—manner. Sure, the stakes are high 

and the primary goal is to impact behaviour by 

sensitizing employees to a range of ethics and 

compliance issues. But ethics training often 

feels rote—like memorizing rules—and rarely 

engages employees deeply or connects to their 

daily reality and experiences.

What if ethics training actually was fun, inter-

active and stimulating?

To reinvent your ethics training, you need to 

engage people in a shared, meaningful experi-

ence. The training and development division of 

world-renowned improvisational comedy theatre 

The Second City, employs the following princi-

ples to reinvent business ethics training for their 

clients.

Engage the audience
The Second City has been successful because it 

creates shows using content people really con-

nect with. Live performances feature ongoing, 

engaging dialogue with the audience—not run-

on monologues.

Design your ethics program by fi rst engaging 

your audience in the creation and delivery of the 

training. Approach the training as a dialogue 

with your employees vs information that is being 

pushed out at them. Simple additions to your 

program, such as using appropriate humour 

to get people’s attention and fostering open 

discussion, can get employees to behave more 

like stakeholders and active participants in the 

behaviour you seek to create.

Openly address issues
People connect to the truth, even if it’s messy. 

Make sure you are representing the issues 

you’re discussing truthfully. Regardless of 

whether you’re using video, web or instructor-

facilitated live programs, refl ect the reality of 

your employees’ experience instead of depicting 

an ideal situation that doesn’t really exist.

The Second City is known for addressing 

some complex, and often controversial, issues 

by using satire. The performers don’t approach 

their scenes by trying to decide what is going to 

be funniest; but instead, what is the truth at the 

heart of a situation.

Create an open environment
The more your employees are able to talk with 

each other and their leaders about ethics and 

compliance issues, the more 

it becomes real to them. 

Additionally, your employees 

will need to feel supported 

when they take a risk to 

make the right choice or 

report a co-workers’ ques-

tionable behaviour—even 

when feeling pressure to do 

otherwise. 

Trust and support are 

critical at The Second City 

because the foundation of 

improv work is to respect and 

support each others’ ideas, even if you don’t like 

them. That’s what makes an improv scene on 

stage move forward—the improvisers know it’s 

safe to take risks.

Ultimately, ethics training at any company is 

up against the daunting challenge of delivering 

messages that connect with employees and impact 

their behaviour. Serious issues are often best han-

dled when the training is inspirational, engages 

people in the subject matter and makes them 

invested in understanding what’s at stake.

Sarah Finch is director of learning at Second City Communications, the learning and train-

ing division of The Second City and innovator of unique ethics and compliance training.

‘‘People connect to the truth, 
even if it’s messy. Make sure 
you are representing the issues 
you’re discussing openly and 
truthfully.’’

BRINGING ETHICS TRAINING TO LIFE

T R A I N I N G  B Y  S A R A H  F I N C H

460489_TheUltimate.indd   1 12/20/09   3:58:43 AM



RECRUITING >> HIRING >> BENEFITS >> PAYROLL >> REPORTING >> COMPENSATION >> RETIREMENT

Choose the true end-to-end solution for strategic HR, payroll, 

and talent management: UltiPro from Ultimate Software. 

UltiPro delivers a comprehensive suite of powerful business  

tools for human resources, recruiting, onboarding, performance 

management, salary planning, bene ts, payroll, analytics, 

and more. All built around a human capital management portal 

that provides self-service convenience to people at every level 

of the organization.
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OD Foundations
Kingston, March 8-11, 2010

Labour Relations Foundations 
Kingston, March 21-26, 2010 

Change Management
Kingston, March 23-26, 2010

Organizational Learning
Kingston, March 30-April 1, 2010 

Negotiation Skills
Kingston, April 11-16, 2010

Organizational Design 
Toronto, April 21-23, 2010

Next-Generation HR
This Spring, let Queen’s University IRC professional
development programs help you champion change,
resolve disputes, and develop your talent.

Advanced HR
Toronto, April 27-29, 2010

NEW
PROGRAM

Dispute Resolution Skills 
Kingston, May 2-7, 2010

Essentials of Organizational Strategy 
Kingston, May 10-12, 2010

Change Management  
Toronto, May 18-21, 2010

Labour Arbitration Skills 
Kingston, May 30-June 3, 2010

Organizational Design
Kingston, June 1-3, 2010

Change Management Conference 
Toronto, April 22, 2010 (in partnership with HRPA)

For more information visit irc.queensu.ca 
or call toll-free 1-888-858-7838

455811_Queens.indd   1 11/13/09   9:43:58 AM

Payroll is responsible for the compliance and for understanding the 185 pieces of legislation surrounding the $730 billion in wages and 

benefi ts paid annually by Canada’s 1.5 million employers, plus the $230 billion in statutory remittances to the federal and provincial 

governments, and over $80 billion in health and retirement benefi ts.

The PCP certifi cation is the foundation of your career in payroll.

The CPM certifi cation builds on the PCP compliance knowledge

by developing your payroll management skills.

www.payroll.ca (under Certifi cation)
1-800-387-4693 ext. 272
certifi cation@payroll.ca

PAYROLL COMPLIANCE PRACTITIONER (PCP)

CERTIFIED PAYROLL MANAGER (CPM)

448783_TheCanadian.indd   1 9/30/09   10:37:47 AM
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Historically, the challenge to hire 

the best person has been more of 

an art than a science, and with 

the inherent criticality can be 

wrought with stress. Making the 

best decision can be easier and concrete with 

some simple analytical tools adapted from pro-

cess engineering.

In the rebuilding of Marshall University’s foot-

ball team, as an example, coach Jack Lengyel 

recruited a kicker from the soccer team, who 

later secured the game-winning point. Required 

talents, such as kicking, clearly separated from 

trainable skills and knowledge, such as the rules 

of football, provide a new clarity, accelerating bet-

ter recruiting and selection decisions. The talent 

of kicking weighs heavier in the decision than 

experience in the game of football.

Determine the purpose
A valuable, groundbreaking decision requires 

clarity for the job function. What are the major 

requirements for successful performance in the 

role? Do you need someone who can kick a foot-

ball or do you need someone who can kick? In a 

call-centre environment, successful performance 

of an agent includes providing accurate, help-

ful and speedy responses to customer inquiries, 

as opposed to simply answering the phone and 

answering questions.

Capture how future performance will be evalu-

ated with whatever criteria are currently known. 

Cultural elements and team dynamics may also 

come into consideration. An environment where 

decisions are made after passionate debate will 

require different skills than one where decisions 

are the result of detached analysis.

Filter traits, talents and trainables
Determine what inherent strengths and motiva-

tions are required for success in the role. For 

example, the manager’s only insight into a 

call-centre agent’s performance is auditing and 

complaints, which is expensive and unreliable. 

Without certain inherent traits, an agent could 

send the customer away or provide the customer 

with an incorrect answer.

Contrarily, being available to answer the phone 

requires timeliness in adhering to scheduled 

break and shift times. This accuracy can be eas-

ily measured and managed, rendering timeli-

ness a trivial trait. Increased awareness of the 

criticality and management of schedule adher-

ence can be accomplished through appropriate 

training.

Not everything can be learned. Despite exten-

sive and repetitive training to handle irate cus-

tomers, no change in performance seemed to 

result. Some call-centre agents just seemed to 

have a knack for knowing exactly what to say. 

This is where talent is required. When emotion 

runs high, training is forgotten and rendered 

ineffective.

Take behavioural-based interviewing to the 

next level. Beyond assessing gut reactions, 

applicable transferable experience and general 

positive attitude, interviewers can be armed with 

questions to root out specifi c traits as demon-

strated through experiences.

Gap identification
Scoring every candidate against each item on 

the list allows for a simple calculation to reveal 

the best-matched candidate. When the fi nal can-

didate is chosen, the areas for development are 

already determined, thereby facilitating immedi-

ate coaching and focused evaluation.

In the call centre, attrition was reduced by 50 

per cent. Furthermore, as systems and require-

ments change, the checklist was modifi ed. This 

process can signifi cantly contribute to increases 

in service performance and can be leveraged by 

everyone.

Alana Cates specializes in accessing the power of fact-based decisions through 

Accelerated Profit Solutions.

DECIPHERING BETWEEN INHERENT 
VS TRAINABLE SKILLS

TA L E N T 
M A NA G E M E N T  B Y  A L A N A  C AT E S
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Having met all the requirements as set out by the HRPA Board of Directors, and under the authority of the 
Human Resources Professionals Association of Ontario Act, 1990, the following* individuals were granted 
the Certifi ed Human Resources Professional (CHRP) designation from January 1 to December 31, 2009

THE HRPA BOARD OF DIRECTORS CONGRATULATES ALL NEW CHRPs.

*Only recipients who provided permission as of January 1, 2010 to HRPA are listed

Shirley Abi-Ad
Eduardo Aguiar
Meeta Ahuja
Gianna Aimola
Diane Aires
Linda Aitken
Michelle Alan
Masha Ali
José Alonso
Raymond Alvarez
Hermano Alves
Sharon Andersen
Analise Anderson
Erin Anderson
Joseph Anderson
Kathleen Anderson
Mallory Anderson
Sarah Jane Anderson
Ashley Andrews
Heather Angel
Darcy Angus
Sarah Annett
Pheona Arnott
Asel Artemenko
Jessica Ash
Farzana Ataellahi
Magdalena Augustyniak
Kelly Auld
Anna Au-Yeung
Linda Babos
Cheresa Bacchus
Bridget Bacik
Sadia Baig
Kendra Baillie
Lindsay Baker
Steve Ball
Namrata Balsara
Karen Balsom
Mandir Bamrah
Sanja Bandula
Agnes Aleksandra Barbeau
Rodney Barber
Michael Bareilhe
Kimberley Barkley
Mary Barry
Jill Bartley
Sean Bartman
Janice Basili
Marcy Bastien
Michelle Beattie
Rene Beaubien
Claire Beaumont
Stephan Beckerman
Catherine Belcastro
Mary Belec
Rosemarie Bendix
Deb Benham
Amy Benoit
Penny Benson
Beatrix Berdan
Allison Bergin
Aziza Bhalloo
Mandeep Bhamber
Nina Bhatt
Monica Bhattal
Mandeep Bhullar
Tina Biason
Christina Birmingham
Ian Birney
Roxanne Blackburn
Veronica Yajaira Blandon
Greg Blysniuk
Shazila Bolden
Roktim Sikha Boro
Lea Bottoni
Stephen Bound
Shawna Bourke
Zita Boutcher
Dan Bradshaw
Rachel  Bradshaw
Sara Bragg
Kristy Braniff
Katie Breckbill
Charlene Brennan
Dubravka Bright
Manon Brisebois
Lisa Brohman
Duncan Broom
Audrey Bross
Lindsay Brouse

Allison Brown
Catherine Brown
Kirsty Brown
Paul Bryan
Leena Bukhari
Hazel Bullock-Norrie
Veronica Burger
Jason Burnett
Julie Burns
F. Darryl Burton
Kristen Butcher
Deborah Cafaro
Fiona Cairns
Jaye Calder
Carla Calderon Perez
Lee Calver-Guy
Dora Cameron
Elizabeth Campbell
Eryn Campbell
Heather Campbell
Julie Campbell
Katie Campbell
Bridget Campkin
Debra Cant
Sonia Canumay
Julie Caputo
Lisa-Marie Cardadeiro
Louisa Cardillo
Gavin Carothers
Catia Carreira
Marie Carriere
Maria Caruso
Rose Casasanta
Lisa Casino
Angela Catalanotto
Bruno Cervini
Lindsay Cesarini
Stefanie Cesaritti
Bipanpreet Chadha
Sandy Chadwick
Dany Chalha
Maria Chan
Sin-Yee Chan
Colleen Chance
Fiona Chang
Benjamin Chapman
Farrah Charania (nee Karim)
Andrea Chaters
Hao Chau
Padma Chegondi
Cathy Cheng
Charlene Cheng
Heather Cheng
Jo Jo Cheung
Erin Lee Chimborazo
Sandra Chin
Anita Chiu
Diana Chiu
Fion Cho
Deirdre Chong
Regina Chow
Joyce Chung
Catherine Claridge
Dora Clark
Summer-Lee Clark
Kim Clarke
Cara Clements
Laurie Coburn
Caterina Colangeli
Jason Colley
Anna-Maria Collier
Mary Colomvakos
Angela Coombs
Constance Cooper
Daniel Copeland
Carol Corey
Emily Cornies
Melissa Coroneos
Adriana Correale
Lise Corriveau
Robert Cory
Danielle Cote
Janice Coulter
Stephanie Crann
Elizabeth Crawford
Laird Crooks
Kara Crosgrey
Kathy Crosier
Lori Croskill
Sherri Crump

Neil Culp
Linsay Cunningham-Flood
Cheryl Cyopeck
Dominique Dallaire
Daniel Daly
Zahra Damji
Heema Dave
Pamela Davis
Obehioye Dawodu
Greg Dawson
Nilesh Daya
Laura De Filippis
Ann Marie De Luca
Christina De Melo
Tony DeAgazio
Shannon DeLenardo
Stewart Demers
Corrine Denbok
Joshua Denomey
Erin DeRosario
Ushma Desai
Rosanna DeVellis
Bethanie Devers
Andrea Devooght
Rajinder Dhillon
Rajwant Dhillon
Jatin Dholakia
Patricia Di Bona
Erin Dick
Cristina Dicoiu
Loulwa Didier
Adam DiFranco
Jennifer DiGaetano
Deanne Dillon
Stephanie Dimitroff
Zrinka DiVincenzo
My Thuan Doan
Michelle Doble
Kelly-Ann Doherty
Sylvia Donoghue
Breean Doom
Lyndsey Douds
Nicolette Dove
Deirdre Dowd
Martha Downes
Natalie Doyon-Patton
Victoria Druta
Andrea du Manoir
Marie Duncan
Sarah Durbano
Caroline East
Sarah Edmonds
Erin Edwards
Ruwan Egodage

Tracy Ellig
Gwen Elling
Jennifer Elliott
Kimberly Ellis
Andrea Emile-Dodge
Stella Enchev
Ryan England
Stephanie Enright
Anna Evans
Carolyn  Fairlie
Sandra Falcone
Amanda Farquharson
Elizabeth Farshchi
Serenela Felea
Carol Ferguson
Jay Ferguson
Michelle Ferguson-Bales
Annette Fernandes
Brenda Fernandes
Candace Ferriss
Karen Feuerstake
Rosana Filipe
Michael Filonienko
Alice Finoro
Marika Fis
Tabitha Fischer
Alison FitzGerald
Sarah Fitzgerald
Lori-Lee Flanagan
Sylwia Folfas
Tammy Fong
Diana Ford
Tara Ford
Denise Fordham
Anne Fullarton

Joanne Furlani
Marisa Fusco
Jo-Ann Galvez
Mary-Anne Gardner
Donna Garner
Susan Gattrell
Alicia Geier
Denny George
La-Verne Georgiadis
Cindy Gervais
Lucy Giampaolo
Daniel Gignac
Jaime Gillan
Kelly Gillis
Teresa Gillis
Sharon Glenn
Genevieve Gocool
Riley Gohm
Luana Gois
Manuela Gonzalez
Tanya Gopaul
Lisa Gordon
Christina Gordon
Ian Goshko
A.J. Gould
Anna Graham
Barbara Graham
Lisa Graham
Rachel Graham
Jennifer Grant
Kristina Greco
Rina Greco
Barbara Greene
Daljit Grewal
Harjovan Grewal
Mery Grubisic
Lisa Guglietti
Karen Gurevich
Ina Gutium
Danijela Gveric
Amir Habashy
Iqbal Habibulla
Lisa Hache
Teresa Hale Ebbers
Sarah Hall
Katherine Ham
Patricia Ham
Shelley Haney
Lori-Ann Haraldsen
Lisa Harding
Dawn Harper
Lesley Harrington
Stacey Harris
Jessica C. Harrison
Jessica W. Harrison
Sarah Harron
Caron Hartogsveld
Jacqueline Harvey
Peggy Harvey-van Dyke
Leslie Havers
Jennifer Hawkins Puel
Jennifer Hawley
Suzanne Healey
Jeff Hebert
Amie Hedges
Stephanie Hedley
Amanda Henderson
Lori Hennessey
Connie Hergert
Melissa Higson
Janet Hilts
Josephine Ho
Sophia Ho
Janice Hobelman
Vicki Hoffman
Nancy Hogan
Will Holdridge
Jill Holley
Dean Hollinger
Sarah Holmes
Brenda Honig
Parminder Hothi
Sarah Hotson
Sara Houghton
Amanda Hudson
Brittany Hudson
Katie Hudson
Danielle Huggett
Manroop Hundal
Nicole Hunt

Katherine Huss
Ellen Hutchings
Stacy Hylton
Laura Iantorno
Miranda Ingribelli
Shelly Irvine
Mary Isaak
Sharon Isree
Anna Ivashkavich
Winicjusz Janczura
Daria Jaszczynski
Melissa Jelly
Amanda Jennison
Shiten Jethva
Leanne Jewitt
Leanne Joffre
Sharon Johnson-Lopez
Carrah Johnston
Tania Johnston
Karyl Jones-Whittey
Francisco Juarez
Gowthumy Kalhan
Ramona Kaminskas
Daniel Kang
Manpreet Kang
Maria Kapsamer
Panagiota (Peggy) Karitsiotis
Jennifer Karlinsky
Ashley Karpowicz
Lathipa Kathiravel
Natasha Kathuria
Kelly Kavanagh
Steven Kavanagh
Brooke Kemp
Andrea Kenchington
Tina Kent
Kaitlin Kerr
Bilal Khan
Lisa Khan
William Kho
Ketayoun Kianizad
Amanda Kidd
Gemma Killick
Daniel Kim
Liudmila Kim
Colleen Kinden
Gina King
Kathy King
Lyndsay King
Bruce Kinney
Maria Kioulos Hatzopoulos
Lisa Kirby
Megan Kirkpatrick
Jacki Kitson
Stephanie Klug
Susan Knight
Julie Knowles
Poonam Kohli
Bea Kolman
Jasmyn Kozlowsky
Norman Kramer
Catherine Kuharski
Daniela Kwiatkowski
Sarah Kydd
Nathalie Labrie
Rachel Lacina
Amanda Lakey
Shivani Lakhanpal
Chantelle Lalonde
Bonnie Landers
Julie Langlois
Heather Lannigan
Amanda Lapadat
Lucie Laperriere
Michel Laporte
Victoria Larouche
Karen Larsen
Dannielle Latino
Nancy Lau
Carolyn Lawrence
Carrie Leach
Emma Leaver
Michelle  LeBlanc-McDonald
Rosanne Lee
Susan Lee
Victoria Lee
Julie Lenardon
Carmella Leroux
Lisa Leslie
Katherine Leung

Michelle Elderfield
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“No doubt, today’s CHRPs are tomorrow’s HR leaders.”
Claude Balthazard, CHRP, Registrar - HRPA

Human Resources Professionals Association
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TO BE AN EFFECTIVE 
LEADER today, you must 

have sharp change-man-

agement skills that you can put 

into action at a moment’s notice. 

While theoretical information 

is readily available, it’s not easy 

to find practical guidance that 

actually improves the senior lead-

er’s ability to successfully lead 

change for their organization. 

Here are some proven and specific 

actions a leader needs to take to 

truly become a change practitioner 

who not only understands change 

theory, but also can put that theory 

into action.

THE SCOPE
Human resources and organiza-

tional development (OD) are not 

usually tasked with piloting the 

technical aspects of a strategic 

change, but are expected to lead 

all elements that have a human 

component. Even if your organiza-

tion does not acknowledge there is 

a human element associated with 

the strategic initiative, there will 

be an expectation that “people 

issues” will not be a barrier to the 

plan’s success. The idea that any 

major organizational change can 

be carried out effectively without 

actively managing the human ele-

ment is absurd, but HR and OD 

professionals often need to pro-

actively make a case for getting 

involved to preempt the most com-

mon causes for strategic initiative 

failure. More than 50 per cent of 

strategic change initiatives fail due 

to people-related issues, including 

lack of clarity and trust, as well as 

neglect of the cultural alignment 

necessary for success.

HUMAN 
COMPLEXITY
Whether you are leading through 

a divestiture, acquisition, central-

ization, process re-engineering, 

restructuring or the international 

expansion of a business, the 

human element of the change is 

one of the most challenging.

Humans are complex, diverse 

and driven by many things includ-

ing personal needs and emotions 

and many people will often have 

different perspectives of the same 

event. For example, if an individual 

believes they will lose their job as a 

result of the change and they don’t 

have any other sources of income, 

they are more likely to resist it. On 

the other hand, if people experien-

cing the same change event have 

many immediate fi nancial options 

available to them, they will likely be 

much less resistant to the change 

you are trying to make. Now, if 

finances and security were all 

that drove an individual, your role 

would be simple; however, the real-

ity is that these are only a couple 

of factors that infl uence a negative 

reaction to change.

DRIVING DRIVING 
CHANGE:CHANGE:

A practical approach in strategic initiatives
By Tracy Lapointe, GPHR

■ The most senior leader explains the 

change at a meeting and allows individuals 

to ask questions and get answers without 

fear of repercussion.

■ Allow employees to physically interact 

with objects that demonstrate the change; 

e.g., if new desks and chairs are going to 

be installed, allow employees to try a few 

sample chairs.

■ Give a demo of any new computer or 

technical systems in development. Invite 

discussion and factor in time to address 

questions and feedback.

HELP EMPLOYEES EXPERIENCE THE CHANGE:
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The individual could simply not 

like the change, think it doesn’t 

make sense, believed they should 

have been consulted or don’t trust 

the person who is trying to lead 

them through the change. The 

large number of elements that 

you need to evaluate can seem 

overwhelming.

STEP 1: GET THE 
BIG PICTURE
It is important to start any stra-

tegic change initiative by under-

standing exactly what is changing 

and helping others understand. 

After you’ve asked the who, what, 

where, when, why and how ques-

tions, you can evaluate the avail-

able information to help you fully 

understand the rationale for the 

change and defi ne what success 

looks like.

For large strategic initiatives, 

go through the same inquiry pro-

cess for each phase to ensure clar-

ity. These change milestones are 

critical, as they group the large 

change into manageable pieces 

(e.g., first we will move all the 

employees to the new building, 

then we will introduce the new 

security system, then we will train 

associates on the new products, 

etc.). It is important to understand 

that the further a milestone is in 

the future, the less information 

will be available. That’s OK; simply 

capture the available information 

and begin planning.

STEP 2: IDENTIFY 
THE CHANGE 
STAKEHOLDER 
GROUPS
For each of the milestones, you 

need to identify all the change 

stakeholders. For example, if your 

change includes a restructuring, 

retooling the business and offer-

ing a new product line, your stake-

holder groups will at least include 

the following:

■ Affected employees: All individ-

uals whose job responsibilities 

will change.

■ Managers of affected employees: 

Those who will lead the affected 

employees through the change 

while also ensuring the success-

ful day-to-day operation of their 

respective departments.

■ Executives of the changing div-

ision: These leaders bear the 

most responsibility for the suc-

cess of the change. They need 

to be able to paint the vision 

of the future, explain why the 

change is the right thing to do 

and lead the division to success-

fully implement the change. As 

a change practitioner, one of the 

most challenging parts of your 

job will be making sure that 

these individuals are visible and 

engaged throughout the change 

so they can generate support 

from the entire organization.

■  Support functions:  Human 

resources consultants, trainers 

and employee-relations teams 

have to be prepared and avail-

able to assist management and 

employees through the entire 

process.

■ Organizational management: 

The managers in the organiza-

tion who are not directly affected 

by the change need to under-

stand what and why the change 

is happening.

STEP 3: 
BRAINSTORM 
REACTIONS TO 
CHANGE
Now that you’ve done the ground-

work, you can brainstorm the reac-

tions each stakeholder group will 

have to each change milestone as 

well as the overall change. Ideally, 

the members of each stakeholder 

group should get together for this 

brainstorming session; however, 

timelines often do not permit that 

level of involvement and/or the 

 1. Aftershock: Helping People 
Through Corporate Change by 
Harry Woodward

 2. Beyond Certainty: The Changing 
Worlds of Organizations by 
Charles Handy

 3. The Dance of Change: The 
Challenges of Sustaining 
Momentum in Learning 
Organizations by Peter M. Senge 
and Art Kleiner

 4. Epic Change: How to Lead Change 
in the Global Age by Timothy R. 
Clark

 5. The Essentials of Managing 
Change and Transition by 
Harvard Business School, SHRM 
and Harvard Business Press

 6.  Leading Change: Why 
Transformation Efforts Fail by 
John P. Kotter

 7. Making Sense of Change 
Management: A Complete 
Guide to the Models, Tools and 
Techniques of Organizational 
Change by Esther Cameron and 
Mike Green

 8.  The Six Secrets of Change: What 
the Best Leaders Do to Help 
Their Organizations Survive and 
Thrive by Michael Fullan

 9. Strategic Organizational Change: 
A Practitioners Guide for 
Managers and Consultants by 
Michael Beitler

 10. The Unshackled Organization: 
Facing the Challenge of 
Unpredictability by Jeffrey 
Goldstein

  —MBS

CHANGE MANAGEMENT 
RESOURCES
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change is confi dential and can-

not be communicated until the 

offi cial announcement date. If this 

is the case, hold a meeting with 

individuals who know the stake-

holder groups—e.g., HR profes-

sionals who will directly support 

the affected employees through the 

change—explain the change, out-

line the stakeholder groups you’ve 

identifi ed and ask for feedback.

Then break it down by each mile-

stone and discuss the possible reac-

tions each stakeholder group will 

have when each phase is imple-

mented. It is essential to discuss 

both positive and negative reac-

tions. The stakeholders will have 

many questions, including:

■  Why is the change taking place?

■  How will I be impacted?

■  Why was I chosen versus some-

one else?

■  What is the timeline?

■  What support is available to me?

■  What is the positive outcome of 

this change?

Once you answer all the ques-

tions related to the fi rst milestone, 

take a break to allow the team to 

mentally prepare for addressing 

the next step—developing an action 

plan related to the fi rst milestone. 
If you continue brainstorming 

beyond the fi rst milestone without 

putting action plans in place, you 

run the risk of your team becom-

ing overwhelmed.

STEP 4: PLAN 
ACTION STEPS 
FOR CHANGE 
COMMUNICATION 
FLOW
Communication plays a vital role 

in successful change management. 

Talk about what can be done to 

address each stakeholder group’s 

needs and help them move beyond 

their fi rst reaction. The activities 

can include written communica-

tions, meetings, activities and 

opportunities for stakeholders to 

get involved with the change as 

it happens. HR needs to ensure 

each stakeholder group receives 

the information they need, have 

time to digest it and experience the 

change (see sidebar on the bottom 

of page 22) before it happens.

You will identify many different 

types of actions in this step. Make 

sure you address the needs of each 

stakeholder group in a way that 

allows them to understand and 

move through the psychological 

aspects of the change and effect-

ively move forward.

The majority of change manage-

ment models, including William 

Bridges’ Transition Model, Kurt 

Lewin’s Three Stages of Changes 

 C O V E R  S T O R Y
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and John Fisher’s Stages of 

Personal Transition, emphasize 

the importance of helping people 

move through the various stages 

of change. Once you do this, you 

will be able to explain to others—

with professional data to back you 

up—that every individual’s change 

response is natural. The role of 

the change leader is to help people 

move through their reaction to the 

new reality.

STEP 5: 
IMPLEMENT 
CHANGE AND 
COMMUNICATIONS 
PLANS
Now you are ready to put specifi c 

plans and dates together to cre-

ate your overall change and com-

munication plan. Team members 

must understand the plan, have 

a method to document updates 

and decisions and manage the 

overall project against the plan. 

The formality and detail needed 

in the plan depends on the size, 

processes and formality of your 

organization.

As you review the flow of the 

tasks and communications time-

lines, remember that the manager 

legitimizes change for the individ-

uals who report to them and this 

cascades through the organization 

from CEO to VP and so on. If you 

do not provide enough time for the 

manager to understand and pre-

pare for the change, you create 

an immediate barrier to effective 

rollout.

STEP 6: REVIEW 
AND REVISE
Manage the plan that you have cre-

ated and encourage continued feed-

back at each milestone. Holding 

post-mortem sessions focusing on 

what went well and what could 

be improved upon can generate 

suggestions that will help you to 

immediately improve your change 

strategies going forward.

It does not matter what change 

model or theory you use. The 

critical aspect of successful 

change management is going 

through a process to understand 

what the change is and how it will 

impact individuals putting a plan 

in place. This will enable all stake-

holder groups to move through 

the change efficiently and allow 

your organization to achieve its 

desired results .     

Tracy Lapointe , GPHR, is the executive director of organiza-

t ional development and people services at Nelnet , as well as 

Nelnet Career Services, home of ResumeEdge. Nelnet is an 

educational services company with of f ices in the United S tates 

and Canada.
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wizards appointed to your team the minute you get in touch. And because their mission far exceeds  
reciting facts, figures and names, they become your Québec City contact helping you cook up your  
best-ever program. Call today and start gathering awesome momentum for your next meeting.

M
at

hi
eu

 P
la

nt
e

A Québec City Tourism advertisement.

462741_OTQ.indd   1 1/25/10   7:01:51 PM



C O V E R  S T O R Y

2 6   M a r c h / A p r i l  2 0 1 0  H R  P R O F E S S I O N A L

SIX  SIGMA—THE N AME 
SOUNDS like a college frat, 

complete with keg parties 

and hazing rituals.

In fact, it’s a problem-solving 

and error-reduction methodol-

ogy developed by Motorola in the 

late 1980s and is now practiced 

by global giants such as Ford, 

Honeywell, Bank of America, 

Merrill Lynch and Caterpillar.

“Six Sigma is one of a progres-

sion of process improvement pro-

grams, including Total Quality 

Management,  ISO 9000 and 

others. Six Sigma involves system-

atically documenting, improving 

(using measures and statistical 

techniques) and conforming to 

improved processes and proced-

ures—for example, processes 

for manufacturing, new product 

development, purchasing and cus-

tomer service,” says Mary Benner, 

University of Pennsylvania’s 

Wharton School management pro-

fessor and Six Sigma expert.

By its narrowest defi nition, Six 

Sigma refers to achieving a failure 

rate no higher than 3.4 per million, 

or an accuracy rate of 99.99966 

per cent. “Six Sigma is a system-

atic way of identifying issues that 

are important to the customer and 

making process improvements in 

order to address those problems,” 

explains Alistair Muir of Calgary’s 

Muir & Associates, a Six Sigma 

consultancy.

Six Sigma shines in improving 

both efficiency and quality, says 

Benner, who says by focusing on 

understanding and improving 

operating processes, organizations 

can eliminate wasted steps, stream-

line operations and reduce costs.

“Some organizations achieve 

dramatic effi ciencies very quickly 

with Six Sigma,” she says. “Some 

procedures and processes have 

developed over time in haphazard 

ways, are full of redundant steps 

and create problems with the qual-

ity or timeliness of products or ser-

vices. Six Sigma provides a way to 

fi nd improvements and implement 

them, including ways of gath-

ering data to measure improve-

ments, analyze information and 

solve problems to implement the 

improvements. Once processes are 

improved, people in the organiza-

tion are required to follow these 

standardized processes to ensure 

that everything is as effi cient as it 

can be.”

SELLING SIX SIGMA
Whether Six Sigma succeeds or 

fails in an organization depends 

on how it’s introduced, says Muir. 

Despite the program’s positive rec-

ord in manufacturing, it’s often 

met with skepticism from people in 

sales, marketing, HR and fi nance 

who question Six Sigma’s relevance 

to their roles.

“‘Why am I here?’ they ask. And 

I tell them: ‘You’re right, you’re 

not making cellphones—you’re 

recruiting. You get all these appli-

cants, you bring them in for inter-

views, you hire some and after a 

year you fi nd some aren’t a good 

fi t with your organization. That’s 

a defect rate. Same goes for sales 

and marketing—how many con-

tract proposals are perfect? How 

many invoices are processed that 

are error-free?” says Muir.

SIX SIGMA HR
Once the exclusive domain of the 

plant floor, many organizations 

have integrated Six Sigma into all 

parts of their operations, including 

human resources.

“HR trains future leaders of 

an organization,” says Muir. 

“You’re putting in place people to 

form productive teams, work on 

something together and produce 

results. That’s one function of HR 

and Six Sigma—staffing all that 

stuff, keeping track of the training 

 F E A T U R E

THE SKINNY 
ON SIX SIGMASIX SIGMA

Motorola’s famous problem-solving methodology has made 
the leap from the plant f loor to the of f ice

By Elizabeth Kelly
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and identifying candidates and 

reporting structure.”

At WorkSafeBC, Six Sigma has 

been used effectively to review the 

recruitment process, says Louise 

Cook, WorkSafeBC’s director of 

operational excellence.

“The methodology has many 

potential applications for HR,” says 

Cook. “In HR, we don’t always look 

at our work as a process and are 

prone to tweaking process to the 

needs of a customer without con-

sidering the ramifi cations to the 

process of that action. Analyzing 

data before making decisions 

relating to the people side of our 

business can only improve the ser-

vice we offer. The rigour of the 

defi ne phase of Six Sigma helps us 

in HR, as we have not always been 

the best at establishing what is in 

scope, out of scope and what the 

benefi ts of a project will be.

“We have seen the power of 

involving front-line staff on 

projects and the energy and 

enthusiasm they bring to 

being involved in improv-

ing the work they do. Six 

Sigma has provided 

us with a structured 

approach to tap into 

their creativity.”

Marie Gadula, 

M a p l e  L e a f 

Food’s director 

of Six Sigma 

s p e c i a l 

projects, 

uses Six Sigma in the acquisition 

of new companies.

“From an HR perspective, we’re 

going through an acquisition and 

we discover we need to improve, if 

not create, a well-defi ned mobility 

plan, process and guidelines to 

drive ease of mobility for channel-

ing people around our different 

operations,” says Gadula. “If you 

don’t have processes in place to 

move people or you’ve acquired 

companies that do it another way, 

you use Six Sigma tools to drive 

process improvement to create one 

universal process. Then you’ve 

got a transparent, documented, 

consistent policy for governing 

transfers.”

PITFALLS
There is a downside to Six 

Sigma, according to Dr. Benner. 

Organizations that stick to stan-

dard processes—such as Six 

Sigma—run the risk of being 

less innovative in new areas and 

less able to respond to external 

change.

The focus on statistical measure-

ment and evidence of continuous 

improvement creates an empha-

sis on activities that can be eas-

ily measured. “And it’s easier to 

measure improvement in current 

activities—selling today’s products 

to today’s customers—than it is to 

measure new activities, like poten-

tial sales in technologies that  don’t 

yet exist, products that have not 

yet been developed, for customers 

you don’t yet know,” says Benner.

Another reason for this damp-

ening effect is people. Those who 

are highly focused on Six Sigma 

improvement aren’t necessarily 

innovative, creative people. A Six 

Sigma approach requires people to 

conform to the process. This allows 

less discretion and creativity even 

in how people do their jobs.

Since innovation is critical in a 

rapidly changing world, a lack of 

it will have dire consequences for 

performance and even survival, 

says Benner.

Maple Leaf’s Gadula disagrees. 

“Six Sigma is fact-based. It’s not 

intuitive,” says Gadula. “It’s about 

being fact-based and doing it right 

the fi rst time to avoid mistakes. It 

does not take away from any cre-

ative aspect. Black belts may be the 

project leader. They adhere to the 

methodology, but they are not driv-

ing the results of that project. The 

people on the team are bringing 

the creative aspect.”

Muir is even blunter: “When I 

was in research and development 

I would have loved a clear set of 

metrics from upper management—

some guidelines on what we were to 

accomplish and produce.” He takes 

issue with the idea true innovation 

happens by accident. “The idea that 

improving a process that exists is 

stifl ing innovation is nonsense.”

For a six sigma glossary, log on to www.HRProMag.com.

‘‘The rigour of the define phase
    of Six Sigma helps us in HR, as we have 
not always been the best at establishing
     what is in scope, out of scope and what 
       the benefits of a project will be.’’
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“When supervisors value staff members, and 

can maintain productive relationships and com-

municate effectively, employees feel more capable 

and are better able to solve their performance 

problems. The training teaches leaders to listen 

as well as talk, and helps them engage their staff 

in the process of improving their performance,” 

says Castro. As a result, staff are more likely to 

work harder to do a better job and to remain in 

their job even when facing challenges at home or 

at work.

Implementation and rollout
The program began in 2008 with the formation 

of an executive committee to mentor and manage 

the process. A cross-functional team (CFT) was 

developed to carry the methodology of coaching 

supervision throughout the workplace. The CFT 

includes employees from various departments, 

representing a diverse 

cross section including 

delegates, nurses and man-

agement personnel. The 

CFT’s responsibility is to 

“help us identify specifi c 

practices in the organiza-

tion that might be contrary 

to the coaching approach,” 

says Clari Gilbert, executive 

vice-president and chief operating offi cer at Beth 

Abraham.

In addition, a group of employees has been 

taught how to teach coaching. These people were 

selected by their department heads and the execu-

tive committee to go through a nine-day course 

on all facets of coaching supervision including 

the strategies of coaching, how to teach it, model 

it and most of all, how to embrace and live it.

“Teamwork is important to an organization,” 

says CFT member and certifi ed nursing assistant 

Nola Johnson. “Good team players combine their 

individual talents and skills for a common purpose. 

Together, individual strengths and weaknesses are 

balanced and the whole team is strengthened.”

Connie Tejeda is vice-president of marketing and public af fairs at Beth Abraham Family of 

Health Services in New York.

‘‘Good team players combine 
their individual talents and 
skills for a common purpose.’’

Coaching supervision is an innova-

tive new program, implemented by 

the Beth Abraham Health Services 

and Schnurmacher Center for 

Rehabilitation and Nursing in New 

York, to build trust and improve job satisfaction 

and patient care.

Coaching supervision centres on building rela-

tionships with workers, constructively presenting 

and addressing problems and helping employees 

develop problem-solving skills. Using this method, 

the organization hopes to create better supervisors 

who can foster motivated and effective work teams, 

leading to better job satisfaction and improved 

quality of care. “The key to coaching supervision,” 

says Celeste Smith, Beth Abraham Health Services 

director of human resources, “is to better super-

vise and mentor staff members, so that problems 

are addressed constructively.”

Coaching focuses on four key skills that 

managers should practise: active listening, self-

awareness, self-management and presenting the 

problem. In the case of an employee who is always 

late, for example, the trained coaching supervisor 

should speak privately with the employee about 

the issue and listen respectfully to what they 

have to say. The coach must be aware of his/her 

own reactions, resist jumping in and encourage 

the employee to recognize the problem and work 

on a solution themselves.

“Maybe the employee is having an issue with 

child care and can’t drop off her child as early as 

she needs to,” says Steve Castro, food and nutri-

tion director at Beth Abraham Health Services, 

and a participant in the training. “Perhaps the 

problem can be resolved by adjusting the shift to 

start a half-hour later.”

DEVELOPING A COACHING 
SUPERVISION PROGRAM

H U M A N  C A P I T A L  B Y  C O N N I E  T E J E D A
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‘‘36 per cent of 
security breaches 
reported in 2009 
originated within 
companies.’’

The mechanics of identity theft and 

fraud are often associated with exter-

nal sources but approximately 36 per 

cent of security breaches reported 

in 2009 originated within compan-

ies, according to a study conducted by Telus 

and the University of Toronto’s Rotman School 

of Management. The same study shows that 

unauthorized access to information by employees 

is up by 112 per cent and is the fastest-growing 

breach category.

While every organization is unique, typical 

risks include a lack of strategic security planning 

and comprehensive policies, particularly regulat-

ing insider access to sensitive information, as well 

as policy implementation issues. This creates an 

environment where confi dential employee infor-

mation may be easily mishandled, either through 

negligence or wrong-doing. This mishandled 

information is an easy target for identity theft 

fraudsters who may operate both inside and out-

side of your organization.

Security risks 

faced by HR pro-

fessionals also 

include dupli-

cate documents 

stored in differ-

ent locations on 

the network, and 

unattended loose 

print documents. 

Unrestricted or 

easily obtain-

able access to 

employee records, both in electronic and paper 

form, is another major concern. Finally, a lack of 

consistency between HR and other departments 

when it comes to enforcing information security 

policies and procedures creates uncertainty and 

confusion that multiplies security risks.

Securing information
Following these guidelines will enable HR profes-

sionals to protect the security of employee infor-

mation and eliminate the potential for identity 

theft and fraud.

First, conduct a security audit by asking your-

self the following questions:

•  Are there formal policies in place governing the 

issues of information security in your organiza-

tion and in your department?

•  Is access to employee records restricted to HR pro-

fessionals and other key personnel?

•  Is this access strictly differentiated, based on the 

specifi c business needs of specifi c categories of 

personnel?

•  Do restricted and differentiated access policies 

apply to both paper-based and electronic employee 

fi les?

•  Do you monitor your offi ce for printed employee-

related documents?

•  Is paper waste in your department fully destroyed 

on a regular basis?

To build your security policy, use the following 

six steps:

 1)  List all potential risks that may threaten the 

security of your employee records.

2)  Examine both paper-based and electronic-

information sources; analyze every stage of your 

workfl ow and information cycle from data gen-

eration and storage to data transfer from location 

to location and document destruction.

3)  Create comprehensive information-security poli-

cies ensuring your department is fully compli-

ant with companywide policies and procedures, 

as well as national identity theft and privacy 

legislation.

4)  Restrict access to employee records, based on 

specifi c business needs of specifi c categories of 

personnel. If your organization operates inter-

nationally and has centralized information 

management systems, consider establishing 

country-specifi c levels of access.

5)  Build an organizational culture that values and 

respects the integrity of employee and other 

sensitive information.

6)  Train your staff in secure document manage-

ment and destruction; implement a shred-all 

policy, making sure all paper documents are 

securely destroyed on a regular basis.      

Michael Collins is the regional manager at Shred-it Canada in the Greater 

Toronto Area.

PROTECTING EMPLOYEES FROM 
IDENTITY THEFT AND FRAUD

S T R A T E G Y  B Y  M I C H A E L  C O L L I N S
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One of the most popular concepts of 

recent years is “managing up”—

role modelling a positive and col-

laborative attitude to a boss. But I 

think this is a practice that should 

be expanded to everyone with whom you inter-

act for optimal career success. “Managing 360” 

gives you greater control over all your work 

relationships.

No matter where you sit on the organizational 

chart, the way you interface with other workers, 

and how they respond, lies in your ability to raise 

your level of sensitivity to the core drivers of 

others, be they bosses or direct reports.

On a macro level, leading a team of people who 

operate in an upbeat way, with a “what’s in it for 

us” vs “what’s in it for me” mentality, will help 

your company thrive.

It takes work
As with any relationship, it’s a choice to maintain 

solid relationships and resolve confl icts before 

all communications are cut off. It can be exas-

perating; the offi ce can often seem like a posh 

playground with sandbox politics—which is why 

managing 360 is such a coveted skill. In a down 

economy, it contributes to building morale, pro-

ductivity and profi ts.

What HR professionals can do
You can be the catalyst to encourage a safe-for-suc-

cess workplace—one in which employees at all lev-

els can be assertive to correct bad behaviour, just as 

they can praise positive actions. A safe-for-success 

offi ce allows mistakes and risk, which are neces-

sary ingredients for innovation and growth.

On the fl ip side are “terrible offi ce tyrants” or 

“TOTs”—bad or childish bosses and co-workers 

who resemble toddlers in their terrible twos. Both 

have trouble modulating their power, especially 

when under stress.

Bullying, stubborn and demanding behaviour 

are all telltale signs of a TOT. Managing 360 with 

TOTs is a challenge, but when there’s something 

in it for the other person, you will usually effect 

change.

Create a win-win workplace: Three steps
1)   Do a needs assessment. Identify your boss’s 

strengths and weaknesses, and then see where 

you can help. Understanding your boss’s needs 

is one of the keys to managing up, just as it is 

in managing down. Set realistic expectations 

regarding what you want from your boss. Then 

FORGET MANAGING UP, TRY MANAGING 360

P E R S O NA L 
D E V E L O P M E N T  B Y  LY N N  TAY L O R

fi nd ways to meet those needs—

yours and the boss’s—without com-

promising your integrity.

2)  Think like upper management. 
Broaden your vision and align 

your objectives with your man-

ager’s. Just like you need your 

team to help you do the job the 

right way, your boss needs you to 

help her run a successful organiza-

tion. This shared goal of corporate 

success and shared workload can help develop 

mutual trust and build a positive relationship.

3)  Get to know your boss’s managing style. Is it 

authoritarian, paternalistic, democratic, laissez-

faire or something in between? Learn why it 

works with your current corporate culture. 

Become adept at predicting how he or she will 

handle various situations.

Managing 360 means getting the full perspec-

tive of your workplace. HR professionals have the 

unique opportunity of being a catalyst for greater 

peace in the offi ce—and that translates rather 

quickly into handsome profi ts.

Lynn Taylor is a nationally recognized workplace expert and author of the newly released 

book , Tame Your Terrible Office Tyrant (TOT): How to Manage Childish Boss Behavior and 

Thrive in Your Job (John Wiley & Sons).

‘‘It’s a choice to maintain 
solid relationships and 
resolve conflicts before all 
communications are cut off.’’



Chances are your organization is 

 undergoing change. Even if you 

aren’t currently experiencing a 

layoff, reorganization, merger, 

acquisition, outsourcing or big shift 

in benefits—you probably will be in the near future.

Now, raise your hand if a senior leader has 

delegated communicating the change to you. 

Many leaders don’t realize the critical role they 

play in supporting change. Your change efforts 

are more likely to be successful if leaders—from 

the CEO to VPs—are actively involved. Based on 

lessons learned working with a global pharma-

ceutical company, a North American telecom-

munications company and a leading fi nancial 

institution, here are the seven most effective ways 

to communicate change.

1. Clarify communication roles and 
expectations
Your CEO probably understands his role, 

but the leaders who report to him—and the VPs 

on the next level—may not see themselves as key 

change communicators. Set those expectations. At 

a telecommunications company, the CEO brought 

VPs together to provide an overview of an upcom-

ing organizational change, and to emphasize how 

important it was that they meet with employees in 

their areas. VPs were then provided with a leader 

guide that further articulated their role, and gave 

them essential tools to fulfi ll that role, including 

key messages and frequently asked questions.

2. Ensure that leaders truly 
understand the change
Often VPs and unit leaders know 

what’s changing in their own area, but don’t get 

the full extent of the organization-wide implica-

tions. Make sure leaders have an opportunity to 

learn what’s changing, where and when; this is 

best done through a face-to-face session with sen-

ior management.

3. Give leaders a chance to 
internalize the change
Leaders are people, too, so they feel 

the same anxiety and uncertainty employees do. 

When a pharmaceutical company was under-

going reorganization, HR organized a half-day 

COMMUNICATING CHANGE INITIATIVES
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DOS AND DON’TS OF CHANGE COMMUNICATION
Don’t: Do:

Think only about the information you need to 

share.

Tie in “what does this mean to me?” Use specifi c 

examples of what employees need to do differently 

to help the company succeed.

Deliver a message once, then expect everyone 

to “get it.”

Repeat, repeat, repeat. By the time leaders 

are ready to introduce a change, they’ve been 

working with the issue for months. But employees 

are hearing it for the fi rst time, so they need 

reinforcement.

Get irritated when hearing a question you’ve 

answered many times before.

Act patient, even if you don’t feel that way. 
How well leaders answer questions can mean the 

difference between encouraging employees to 

speak freely and shutting people down. 

Do all the talking. Be a good listener. Letting people give voice to 

their anxieties has been proven by researchers to 

release tension.

Become defensive when someone asks a 

tough question.

Answer diffi cult questions. If leaders don’t know 

all the details, it’s OK to say, “I don’t know,” but 

make sure to tell employees you’ll give them the 

rest of the information as soon as possible.

For tips on coaching leaders to communicate more effectively, visit www.HRProMag.com

session for the company’s Top 100 leaders. After 

the CEO gave a presentation on the change, the 

audience broke out into groups of 15 to brain-

storm questions they thought employees would 

have. A member of the senior team then answered 

key questions. By going through this exercise, 

participants were given a way to express their 

questions and concerns by channeling employees.

4. Use this opportunity to teach 
leaders how people experience 
change

After a fi nancial institution announced it was 

merging with another bank, the bank’s VPs and 

directors stopped communicating with their 

employees because key decisions had not yet been 

fi nalized and the leaders didn’t know what they 

should be communicating.

HR responded by organizing a two-hour work-

shop to help them understand why employees 

needed contact, even if defi nitive information 

wasn’t available. As a result, 95 per cent of lead-

ers agreed that the session gave them what they 

needed to facilitate dialogue, address anxiety and 

gain buy-in for the merger.

5. Provide leaders with easy-to-use 
communication tools
During times of change, leaders have 

less time than ever. So they need a toolkit that 

contains key messages and facts, a PowerPoint 

deck and answers to FAQs.

6. Help leaders answer questions
Just as important, give leaders help 

with questions they won’t be able to 

answer. In some cases, the answer is not yet 

known; in others, it can’t be shared. Regardless, 

HR should coach leaders on sample responses 

to all questions, including what to say about 

rumours or when someone expresses anxiety.

7. Use clear language
Don’t use clichés or slogans—employees 

can spot “corporate speak.”

Leading change is never easy, but by equipping 

leaders with the help they need, they—and the 

organization—will be set up for success.

Alison Davis is CEO of Davis & Company, a firm that helps its clients—which include 

Johnson & Johnson, MasterCard, PepsiCo—reach, engage and motivate employees.



3 4   M a r c h / A p r i l  2 0 1 0    H R  P R O F E S S I O N A L

457891_University.indd   1 12/2/09   10:34:27 AM

454568_BackCheck.indd   1 11/6/09   11:55:43 AM



w w w . H R P r o M a g . c o m   M a r c h / A p r i l  2 0 1 0   3 5

Economist Sylvia Ann Hewlett is 

founder of the Centre for Work-Life 

Policy and the author of several 

books including Top Talent: Keeping 

Performance up When Business is 

Down. Using research from the centre’s Hidden 

Brain Drain Task Force, Hewlett challenges con-

ventional thinking about sustaining high per-

formance and how employers treat top talent in 

trying times—be it economy-wide recessions or 

organization-specific periods of change. The idea 

that people can be relied on to contribute simply 

because they are grateful to have a job is 100 per 

cent wrong, according to Hewlett.

HRP: When you talk about top talent are you 

largely discussing the C-suite?

SH: No. When we did our virtual strategy sessions 

we asked companies to identify what they consid-

ered their high-potential, high-echelon workforce 

at both the junior and senior levels.

HRP: Why was it so important to address the 

issue of managing top talent? Shouldn’t we focus 

on correcting those who aren’t performing?

SH: When we went into these companies in the 

spring of 2008, performance was plummeting right 

across the board because of the impact of the global 

recession on loyalty, trust and engagement. In 

other words, these are not usual times. If your sec-

tor has been battered, then you might be profoundly 

distracted in new ways. You can’t assume that just 

because the labour market is tight, it’s easy for 

employees to operate on all six cylinders. It’s not 

easy to actually focus on the job when you have a 

depleted team and a fractured business model.

HRP: You’ve just mentioned trust and loyalty, so 

how can managers rekindle commitment?

SH: If you are a CEO in the fi nancial or the phar-

maceutical sector, for instance, you might be in 

the position of needing to reinvent the way for-

ward. Involving your top talent in recrafting the 

HR PROFESSIONAL TALKS TO ECONOMIST SYLVIA 
ANN HEWLETT ABOUT HOW TO RE-ENGAGE TOP 
TALENT AND EMERGE STRONGER THAN EVER 
FROM A PERIOD OF INTENSE CHANGE

I N T E R V I E W  B Y  M E R E D I T H  B I R C H A L L- S P E N C E R

IN A NUTSHELL 
First job: Associate, Economist Intelligence Unit

Childhood ambition: Musician

Mentor: Joan Robinson (economist)

Next move: Write my memoirs

Ideal retirement destination: Shelter Island, Long Island, NY

Last iPod download: Nicolo Paganinni

Favourite author: Alison Weir—I’m fascinated by Tudor history

Source of current inspiration: My children

Best piece of advice I received: Like what you have

‘‘Communicating 
whatever you know 
on a regular basis 
is critical.’’
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every fi ve minutes updating you 

on the fact that he hasn’t heard 

anything and assuring you he 

will touch base again in fi ve min-

utes. You feel immediately much 

better because someone is paying 

you the respect of understanding 

your need to be in the communi-

cation loop.

So communications is part of 

it but so is involving your top 

talent in the forward planning 

of the business strategy, which 

will enable them to fi gure out 

how they can contribute to reen-

ergizing the organization. As 

an example, Jeff Bewkes at Time 

Warner hosted a series of lunches 

with high-potential talent at vari-

ous levels in the organization, 

called “skip-level lunches.” He 

does these in order to brainstorm 

where the company is going with 

a wide group of executives in a 

somewhat intimate setting. This 

is a time of great change in many 

industries and there’s a lot of 

mission of your organization is 

part of the challenge and that 

involves two things: One is the 

deliberate involvement of people 

in the new strategy; and the 

second is the communication 

framework that allows folks to 

feel in the loop. 

 When we looked at the com-

munications side of the problem, 

we found silence and mystery 

are hugely damaging because 

they allow rumours to fl ourish. 

Communicating whatever you 

know on a regular basis is criti-

cal. It is better to be transparent 

and honest. Even communicating 

ambiguous news is much better 

than communicating nothing.

I love the analogy a senior 

person from Google used. He 

likened it to sitting in a plane on 

a runway and the pilot is not tell-

ing you anything. When there 

is just silence, you get much 

more anxious and unhappy than 

if he’s getting on the intercom 

bottom-line pressure to fi nd new 

ways of working. Bewkes was 

not only listening to his top tal-

ent on how the organization can 

renegotiate its mission, but also 

creating buy-in and engagement 

by widening the pool of people 

that he is involving in the strate-

gic planning.

HRP: Is that one of the strate-

gies management can employ to 

sustain the performance of top 

talent in the face of dwindling 

compensation?

SH: Creation of non-monetary 

rewards is at that heart of the 

book Top Talent. A big thing 

here is fl exibility at work. We 

are living in a very time-starved 

world and the work/life balanc-

ing act was never as visible 

as it was during 2009. One of 

my favourite examples is what 

KPMG did in England. It offered 

its 13,000 professional employ-

ees a choice: they could take a 

I N T E R V I E W
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20 per cent pay cut and either 

work a four day week or take 

a mini-sabbatical, or they could 

stay they same. Most people 

took advantage of the fl exibility. 

What the company achieved was 

a three-way win—they reduced 

their payroll charges by 15 per 

cent without having redundan-

cies, they got a huge lift in terms 

of engagement because employees 

felt empowered by having this 

choice and, fi nally, they stand 

a chance of improving their 

retention of female executives—

because that kind of fl exibility 

can make or break a woman’s 

ability to stick with her career.

HPR: We’ve talked about KPMG 

and the strategies it employs to 

engage its people, but KPMG is a 

huge company; so are there other 

examples employers of all sizes 

could employ?

SH: Pepsi created a program 

called Power Pairs, which facili-

tates a reciprocal mentoring 

arrangement between a senior 

person with a young high-poten-

tial. This goes beyond simple 

mentoring, which quite a few 

companies have, to a more stra-

tegic sponsoring situation. We 

fi nd there is a notch point often 

in your early to mid-30s, where 

you either get stalled out or you 

make it to the next level and hav-

ing a mentor cleverly involved 

in your career progression at 

that point can make a huge 

difference.

Another good example is Ernst 

and Young’s program called 

Career Watch. It’s a small com-

mittee of senior people who look 

at the assignments given to a 

high-potential person working 

on a fl exible schedule. One of the 

problems with fl exible schedules 

is that you can get stigmatized 

as being on the career track for 

losers. This is why your best 

performers usually avoid them 

but then you risk losing those 

great people because it turns out 

they can’t handle 50-60 infl exible 

hours of work a week. At Ernst 

and Young they realized that 

those on fl exible schedules may 

not be getting the high-profi le 

work they needed to progress. 

It really wasn’t about how hard 

a person tried or how effec-

tively they worked or how good 

their last performance review 

had been; but it really looked at 

the nature of the assignments 

because you can’t shine if you 

are always being given the dog 

cases, right? Career Watch made 

sure that the top-rated people on 

fl exible schedules also got the 

top-rated clients. It was magical 

in its ability to keep women in 

fl exible work schedules on track 

and getting promoted but it’s also 

very good for men in the same 

position and it allowed fl exibility 

to be mainstreamed.

WorkPerks® is a registered trademark of Venngo Inc.

www.venngo.com/perkUp

See why many of Canada’s top employers are 
using a low-cost, fully outsourced, WorkPerks® 
program to enhance their overall benefi ts 
package, increase satisfaction and provide 
more value to their employees.

workperks
It’s not about rewards … it’s about helping all 
of your staff save money — every day!
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of discounts from over 500 national and local 
businesses, on items for home, work and play.
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The Napkin, the Melon 
& the Monkey:
How to Be Happy and 
Successful at Work and in 
Life by Simply Changing 
Your Mind
Hay House, 2010

By Barbara Burke

With its parable for-

mat and quirky title, 

this book might get 

overlooked by many 

HR professionals, 

but that would be a 

shame. In its 140 

pages are some 

practically applied, 

powerful messa-

ges. Organizations 

with customer 

service depart-

ments or a centralized 

service model will get a lot from 

the lessons in this short read.

Workplace training expert 

Barbara Burke tells the story 

of Olivia, a stressed-out cus-

tomer service representative at 

a fi ctional hydro electric 

company, who is afraid 

she is going to get fi red 

for repeatedly losing her 

temper with customers.

Looking for help, she 

turns to calm and col-

lected Isabel who guides 

her through 22 simple but 

powerful lessons to gain 

control over stress. These 

include the revelation that 

the biggest problem you have 

is thinking that you will 

never have problems, the less 

attached to the outcome you are 

the more powerful you feel, and 

when confronted with someone 

you think is attacking you—be 

it a client or co-worker—take 

yourself out of the equation and 

realize it’s not personal, they 

are upset about the situation.

Burke offers solutions on how 

to achieve this Zen-perspective 

including meditation techniques 

for the offi ce, how talking less 

is the key to problem-solving, 

and learning to have a SODA—

stop, observe, decide and act—

when an emotionally charged 

situation comes your way. 

Working through these lessons, 

Olivia is able to fi nd calm in a 

hectic environment. Moreover, 

she boosts both her and her 

department’s performance, gets 

promoted and improves her rela-

tionships with her family.

The Unforced Error:
Why Some Managers Get 
Promoted While Others Get 
Eliminated
Portfolio, 2009

By Jeffrey A. Krames

Jeffrey Krames 

has written 

several books 

about notable 

business lead-

ers including 

Peter Drucker, 

Inside 

Drucker’s 

Brain, and 

Jack Welch, 

The Welch 

Way and 

Jack Welch. 

Having also spent his career 

as a book editor, Krames new 

tome is a safe investment of 

your reading budget.

Using the concept of the 

unforced error in tennis, 
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Krames draws parallels between 

the game of tennis and the world 

of business. An unforced error 

is a mistake by a player “com-

mitted without a cause” and it is 

usually the player with the least 

amount of unforced errors—not 

the most talent—that wins the 

game.

Krames illustrates 12 types of 

unforced errors in tennis and 

draws the business equivalent, 

using examples from both worlds 

to explain how these happen, why 

they are damaging and how to 

avoid them. For example, always 

playing with a singles mindset is 

about partnership and working on 

your backhand is about focusing 

on strengths not weakness to win 

the game.

After each lesson there is an an 

aptly titled “aces” section offering 

managers tips they can use to 

improve both their game and that 

of their teams.

As the book’s tagline reveals, 

this is written specifi cally for 

managers, because it is man-

agers whose careers fall prey to 

the most unforced errors. Why? 

Krames argues that there is less 

transparency in the middling 

ranks and managers are rarely 

given the real reason why they are 

passed over for promotion or let 

go. No one knows better than HR 

that organizations don’t want to 

be sued and it’s easier to remove 

perceived liabilities than it is to 

correct them.

The Unforced Error is an 

enlightening manual on how you 

can avoid making major career 

gaffes, move up the corporate 

leadership ladder and get the 

most out of your team. Game, set, 

match.

O F F  T H E  S H E L F
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The No.1 reason why employees leave 

companies is because they’re hav-

ing difficulty with their boss. It’s 

also a fact that senior executives and 

VPs have the greatest impact on the 

largest number of 

employees because 

their behaviour sets 

the tone for the 

entire organization.

If the top execu-

tive is extremely 

critical, constantly 

attacking and fi nd-

ing fault with mem-

bers of their team, 

those second-tier 

managers are likely 

to be equally harsh 

toward their direct 

reports. Or, a leader 

who fails to defend 

and protect staff 

members will breed 

 managers and employees who attack and sabo-

tage one another because they know that no one 

will intervene.

You can’t go about fi xing this problem if you 

don’t know it exists in the fi rst place. To deter-

mine if you have a toxic executive in your organ-

ization, keep watch for employees complaining to 

HR about any of the following behaviours:

Chronic criticism: A leader focuses on what’s 

wrong with everything their employees do.

Unconscious discrimination: Unintentionally 

expressing bias towards employees of a certain 

gender, ethnic group, age or sexual orientation.

Insistence on being right: The boss is unable to 

consider or tolerate alternative or opposing points 

of view.

Artful dodging: Afraid of tarnishing a perfect 

image, this leader gets other people to do all of 

his or her dirty work.

Persecution: The key decision-maker targets and 

torments specifi c employees, forcing them to seek 

employment elsewhere.

How do you help employees manage these 

kinds of situations?

1)  Detect. Employees often express the prob-

lems they’re having by acting out: obsessing, 

stonewalling, avoiding, confronting or retali-

ating. If a normally stellar employee starts to 

behave poorly, he or she may be signaling a 

need for help.

Once you meet with a disgruntled employee, 

you can identify the exact behaviours that are 

causing them angst. Is a chief executive send-

ing mixed messages? Your willingness to help 

the employee identify what the boss is doing will 

bring immediate relief.

2)  Detach. First, gain some emotional distance 

from the toxic boss/employee relationship. 

Encourage your troubled employee to take 

concrete actions that will take back their 

power, restore their energy, repair their 

emotional state and rebuild self-confi dence. 

This might include reinstating a regular 

exercise routine, creating greater work/life 

balance and participating in a professional 

networking group to develop stronger pro-

fessional ties.

3)  Depersonalize. Help the employee take the 

executive’s toxic behaviour less personally. 

Depersonalizing assumes that whatever the 

boss is doing—yelling, arguing, discrimin-

ating, avoiding—they did it long before this 

employee came into the picture.

Also help them identify the fears that a diffi -

cult boss may be triggering in an unsuspecting 

employee. Fear of being criticized, for example, 

will aggravate this situation.

4)  Deal. This is a plan you and the staff mem-

ber devise to manage the diffi cult boss while 

continuing to move the employee’s career 

forward.

Dealing with toxic executives is challenging 

in any company. With HR’s support, however, a 

willing staff member can learn to take charge of 

their experience at work no matter how the boss 

behaves.

Katherine Crowley and Kathi Elster are the authors of Working for You Isn’t Working for 

Me: The Ultimate Guide to Managing Your Boss.
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