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Visit CEB Total Rewards to learn more about how to address pay equity.

a Role-to-role pay gap is defined as discrepancies in pay resulting from personal characteristics (e.g., gender, race/ethnicity, age, nationality, religion).
b Among employees who perceive a pay gap.

Leading organizations address employee perceptions directly through communication via the following:

Enterprise-wide 
Communications
Explain what is 
being done  
and why.

External 
Communication
Publicize the  
work, and share  
success  
stories.

Manager Discussions
Talk with affected employees 
about the purpose of equity 
adjustments.

Did You Know:

employees perceive a pay gap regardless 
of whether you actually have one.

31 IN 7.4%,
The true average role-to-role 
pay gap is

15%but average employee 
perception of the gap is

Many organizations take a compliance-centered approach to make sure they don’t have a pay equity issue.

THE 
RESULT? employees,b on average, think their organization is 

making a credible effort to close pay gaps.

1 7INOnly18%
of organizations actively 

communicate to employees 
about their pay equity strategy.

Only

Employees who believe their organization is committed to pay fairness are:

AND
20%

more likely to put in extra 
effort to get a job done,

24%
less likely to actively 
look for a new job.

Pay Equity Is Top of Mind for Employees

decrease in intent to stay.

Perception of a pay gap can have significant talent repercussions.

This decrease is worse than
experiencing a pay freeze and is equivalent to 
an employee believing he or she could earn

50%
30% more doing the same job at 

another company.

It leads to a 

16%

a

https://www.cebglobal.com/human-resources/total-rewards.html
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Anne Morrow Lindbergh
Author and Pilot

Good communication 
is just as stimulating 
as black coffee,  
and just as hard  
to sleep after.
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CEO Conversations
By Matt Brooks and Brian Kropp

As the number of strategic issues that heads of HR are 
expected to be involved in proliferates, we continue to see a 
shift where CHROs become not just business leaders with a 
talent edge, but true confidantes. That means anticipating a 
variety of strategic issues. As we saw in last quarter's issue on 
digitalization, CHROs in today's business environment must 
be able to deftly straddle the implications of major strategic 
issues for talent, and for the organization as a whole. For all the 
knowledge and preparation that this requires, it often comes 
down to a single moment: discussing the issue with your CEO.

More and more, CEOs are looking to HR to jump in on 
strategic issues. Our CEO 20 Pulse survey, which asks CHROs 
and CEOs about their strategic priorities, shows that CEOs 
expect heads of HR to take an active role in initiatives that deal 
with evolving customer expectations and behaviors, changing 
political or regulatory landscapes, and digital disruption. 
These expectations reflect the CEO's assumption that the 
CHRO should be able to engage on business issues that go 
well beyond talent management. CHROs who can answer key 
questions on those topics from the CEO, or board members, 
without being caught flat-footed will really shine.

That is not to say that talent management is taking a back 
seat. Just as CHROs discuss broader strategic issues with the 
CEO, they must also be prepared to address the talent impli-

cations of those trends. We expect 
such questions to come up even 

more frequently. Our Investor 
Talent Monitor, a report that 
tracks the discussion of 
talent issues on earnings 
calls, recently showed a 13 
percentage point increase 
since 2010 in talent issue 
discussions among the 
world's 1,600 largest com-
panies. Increasing investor 

“It often comes down 
to a single moment: 
discussing the issue 
with your CEO.”

focus on issues such as culture, recruiting, and compensa-
tion strategy makes it essential to organizational performance 
that the CHRO supports the CEO in properly positioning the 
organization on talent topics.

We have included several articles this issue to try to help 
prepare heads of HR for some of the crucial conversations 
they may need to have with their CEOs. Our featured article (p. 
10) is an executive summary of our forthcoming whitepaper 
on three essential CEO conversations—not on how to tackle a 
particular strategic issue, but rather how to broach the topic of 
decision making at the organization. We are also including an 
excerpt from our executive guidance (p. 16) which discusses 
how heads of HR can use a strong corporate narrative to 
support the enterprise.

Finally, we have a particularly interesting Voice of the CHRO 
interview. Marcia Morales-Jaffe, the retiring Chief People 
Officer for PayPal, tells us about her highly progressive work 
on culture and brings in two of her colleagues to talk about 
the best way to handle a CHRO transition.

Heads of HR may face very different challenges from 
organization to organization, but they all know the experience 
of seeing their CEO’s name appear on the phone. By arming 
you with the right information, we want to make sure you pick 
up that phone with confidence.



Our take on  
what others  
are writing  
about talent

In the  
News
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This was demonstrated by the world’s third-largest investment 
management firm earlier this year. State Street Global 
Advisors captured a great deal of public attention when, for 
International Women’s Day, it installed a statue of a young 
girl staring down the famous bull of Wall Street in Lower 
Manhattan. State Street wanted to highlight the lack of gender 
diversity on corporate 
boards and the gender 
pay gap in the financial 
services sector. And 
the firm isn’t limiting 
its advocacy of gender 
equality to PR stunts. As 
the Wall Street Journal2 
reported, it intends to 
use its leverage as a 
major investor to push for 
greater gender diversity, 
particularly in leadership, at large companies:

The money manager, which is a unit of State Street 
Corporation, says it will vote against board members 
charged with nominating new directors if they don’t soon 
make strides at adding women. Firms won’t have an exact 
quota to be in compliance with State Street’s mandate, but 
must prove they attempted to improve a lack of diversity. 
A firm that doesn’t add women, for example, would have 
to prove to State Street [that] it attempted to cast a wider 
net and set diversity goals.

State Street’s Gender Equality Push Reflects 
Investors’ Growing Focus on Talent 
By Danielle Douglas

There is a growing trend in the investment world of 
institutional investors taking a stronger interest in talent issues, 
and of CEOs proactively addressing talent in earnings calls. 
In fact, in our new Investor Talent Monitor, we found that 
in 2016, 13% more of the largest US equity companies talked 
about talent on these calls than in 2010. And when CEOs aren’t 
raising the subject, investment analysts are. A full 85% of the 
investors we surveyed1 indicated that talent information was 
critical when deciding when to buy and sell stocks.

“A firm that doesn’t 
add women, for 
example, would 
have to prove to 
State Street [that] 
it attempted to cast 
a wider net and set 
diversity goals.”

Conversations About Talent in Earnings  
Calls Are Increasing
Percentage of Companies Discussing Talent  
in Earnings Calls per Year

Source: CEB analysis; AlphaSense (accessed January 2017), https://research.
alpha-sense.com.
Note: Searches were limited to the use of the terms in a talent management 
context and included synonyms and synonymous phrases of the terms. Search 
parameters were limited to earnings calls released from 1 January 2010 to 31 
December 2016 from publicly listed companies in the S&P Global 1200 and 
S&P MidCap 400 indices as of 31 December 2016.

2010 2013 2016

48%

61%

1  CEB 2017 Investor  
Talent Monitor.

2  Joann Lublin and Sarah 
Krouse, "State Street 
to Start Voting Against 
Companies That Don't 
Have Women Directors," 
The Wall Street Journal, 7 
March 2017, https://www.
wsj.com/articles/state-
street-says-it-will-start-
voting-against-companies-
that-dont-have-women-
directors-1488862863



7
© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.

In his new book, Jacob Morgan advises 
organizations to shift from “creating 
places they assume people need to be 
to creating organizations where people 
truly want to be.” 

Morgan spends most of his book,  
The Employee Experience Advantage, 
overviewing and building the busi-
ness case for his new employee 

experience framework. He calls for organizations to 
invest in three employee experience environments—
physical, technological, and cultural—so employees have 
“the workspaces they want, the tools they need, and  
a culture they can celebrate.”

His most compelling section discusses how the common 
framework for the employee life cycle is too HR-focused, 
centering on talent processes rather than the moments that 
truly matter to employees. As the lines between life and work 
continue to blur, Morgan finds that organizations who focus 
on moments are better able to personalize and differentiate 
their employee experience—they recognize employees as 
whole individuals, not just people who are there to do a job. 

The book falls a little short in addressing the very real barriers 
many organizations will face when trying to implement his 
suggestions—challenges like resistance to change and the 
stronghold of legacy cultural behaviors. Still, for HR leaders 
looking to invest in the employee experience, this book will 
surely equip them with great data, stories, and starting points. 

Advocates of gender equality in corporate leadership tell the 
Washington Post3 they’re encouraged by State Street’s move.  
For example, Brande Stellings, Senior Vice President 
of Advisory Services at Catalyst, the nonprofit research 
firm, comments:

I feel like every other month a new study comes out that 
makes the case for gender diversity in corporate leadership. 
But clearly the business case is not providing the motivation. 
To see important players like State Street say we’re going 
to be looking at this, and we’re going to be holding you 
accountable—I think that’s a significant development.

As a massive investor, State Street’s size and influence mean 
that its decision to make gender diversity in leadership an 
investment priority will affect many organizations. It pushes 
executives to revisit how they talk with public markets about 
the state of talent—and particularly diversity and inclusion— 
at their companies. 

It is also indicative, however, of a distinct and important trend 
within the investor community of venture capitalists and 
institutional investors taking strong stands on these issues 
and using their clout to push for change at the companies in 
which they invest.

For HR leaders, it is no longer necessary or sufficient  
to provide the CEO with information that makes the business 
case for talent to investors–they are already asking. Instead, 
the mandate now is to stay ahead of investors and ensure the 
CEO is equipped to discuss pertinent talent issues. 

Book Review: The Employee 
Experience Advantage
By Caitlin Dutkiewicz

3  Jena McGregor, "Why This 
Giant Money Manager Put 
a Statue of a Defiant Girl 
in Front of Wall Street's 
Famous 'Charging Bull,'" 
The Washington Post, 7 
March 2017, https://www.
washingtonpost.com/
news/on-leadership/
wp/2017/03/07/a-wall-
street-advertising-
stunt-spotlights-a-push-
to-get-more-women-
on-boards/?utm_
term=.689b0ba087d4. 
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There’s been a quiet 
transformation in 

earnings calls—the 
number of CEOs talking 

talent with investors, 
and connecting it to firm 
(financial) performance, 

has risen from 

48% 
in 2010 to

61% 
in 2016.1

By Nina Moreno and Matt Dudek

Helping Your 
CEO Craft 

a Talent 
Narrative for 

Investors

© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.
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This trend toward talking talent with investors makes sense 
for two reasons: CEOs value talent more, as do shareholders. 

For the past several years, the number of CEOs worried about 
finding the right talent has grown to 76%.2 In fact, because 
of the importance of assuring customers and investors they 
have the right people, six in ten CEOs now publicize how 
their organizations manage talent as part of an overall public 
relations strategy.3 

Investors appear to welcome this type of information. More 
than 80% of them say qualitative information is critical to 
their buy/sell decisions and to evaluating a firm’s forward-
looking guidance. Properly presented insights on a firm’s 
talent management strategy can help to paint a more holistic 
picture of how it creates value.4 Therefore, today’s CEOs need 
to be able to craft talent narratives that provide investors with 
insight into the underlying human capital factors that drive 
firm performance and mitigate risk. And to be perceived as 
credible, these narratives must avoid people platitudes and 
instead delve substantively into people planning.

Conclusion
Don’t let your CEO get caught off guard during the next quarter’s earnings calls when talent, and its impact on the bottom line, 
becomes prominent in the discussion. Help CEOs realize the potential of talent narratives, in both scripted and unscripted 
remarks, to substantiate firm valuations and increase investment. Leading CHROs will prepare CEOs to lean on talent, in 
addition to financial information, to robustly answer investor inquiries and enhance their brand’s value. 

For more insights on, and examples of, talent discussions in earnings calls, download the Investor Talent Monitor Report  
from the CEB Corporate Leadership Council™ member website.

Although CEOs, CFOs, and heads of investor relations can 
weave talent discussions into scripted remarks at earnings 
calls, what investors find most valuable is the unscripted 
qualitative information derived from Q&As.5 This is where 
both the greatest opportunities and risks lie—and CHROs 
can help CEOs successfully navigate these unscripted 
conversations. Heads of HR must work closely with CEOs 
to draft and fine-tune a thoughtful and clear talent narrative 
that investors will immediately grasp and remember. But how 
can CHROs do that?

There are multiple ways to prep CEOs for these unscripted 
moments. They can be as simple as CHROs reviewing prepared 
remarks with the CEO or the head of investor relations to 
identify where to go deeper during Q&A. Or they can be more 
intense, including having CHROs coach CEOs on tough talent-
related questions. We’ve even heard from one CHRO who 
prepared a briefing book on talent issues that he brought to 
the CEO’s earnings call practice sessions. Regardless of how 
CHROs and CEOs partner, there are a few common Q&A 
situations for which they should always prepare a thoughtful 
talent response.

9

Based on our research of more than 40,000 earnings calls, below are three common scenarios we’ve identified where 
CEOs and CHROs can create powerful opportunities to reference talent in answering tough investor questions. When 
CEOs are in the hot seat, the most successful ones will have been prepared by their CHROs to interweave a talent 
narrative that strengthens their responses.

How CEOs Invoke Talent Management During Investor Q&As

When Explaining Why Financial 
Underperformance Won’t Last 

There will be quarters when an organization’s 
performance stagnates or dips, which is alarming for 
investors. CEOs can answer concerned investors by 
linking how talent initiatives, such as a culture shift 
or revamped performance incentives, are designed 
to deliver revenue and profit growth. CEOs will have 
greater success by explaining a clear line of sight 
between talent management efforts and future  
firm performance. 

1 When Clarifying the Organization’s Strategic Roadmap

Investors will be naturally vocal in their curiosity as to how an organization is 
tracking against certain KPIs and established milestones in the strategic plan. 
Organizations often struggle to get the implementation piece right, and they 
struggle even more with articulating what went wrong. When tackling investor 
questions, CEOs should address the critical challenges to the business model 
and clearly articulate the desired course, then explain how talent is helping 
the organization to correct that course—both how talent strategies have 
contributed to previous success, and why the firm’s ongoing talent plans should 
reassure investors.

2

When Defending Resource Allocation Decisions

Justifying decisions to allocate resources—especially in support of talent—can be one of the most difficult tasks a CEO has during Q&As. 
The logic may not be immediately apparent, especially if the short-term numbers fail to support the narrative. It’s critical that CEOs address 
investor concerns before describing the actions that are being taken, and then build investor context by emphasizing how specific talent 
decisions are reducing any short- and long-term risks to future performance.

3

1  CEB 2017 CEO  
20 Pulse Survey.

2  http://www.pwc.com/
gx/en/ceo-survey/2017/
pwc-ceo-20th-survey-
report-2017.pdf

3   CEB 2017 CEO  
20 Pulse Survey.

4  CEB 2017 Investor Talent 
Monitor.

5  Daniel J. Edelman 
Company, "It's Not Only 
The Numbers: How 
Institutional Investors 
Use Non-Quantitative 
Information," April 2015, 
http://www.edelman.com/
assets/uploads/2015/06/
Edelman-FinComm_ 
Value-of-Non-Quantitative- 
Information.pdf

https://www.cebglobal.com/member/corporate-leadership-council/research/report/17/investor-talent-monitor.html?referrerTitle=Home%20-%20Member&referrerContentType=indexpage&referrerURL=http%3A%2F%2Fwww.cebglobal.com%2Fmember%2Fcorporate-leadership-council%2Fhome.html&referrerComponentName=Banner
https://www.pwc.pl/pl/pdf/20-years-inside-the-mind-of-the-ceo-in-cee-report.pdf
https://www.pwc.pl/pl/pdf/20-years-inside-the-mind-of-the-ceo-in-cee-report.pdf
https://www.pwc.pl/pl/pdf/20-years-inside-the-mind-of-the-ceo-in-cee-report.pdf
https://www.pwc.pl/pl/pdf/20-years-inside-the-mind-of-the-ceo-in-cee-report.pdf
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3 Change 
Conversations 
CEOs Need  
to Have with 
Their  
Head  
of HR

By Bethany Horstmann and Peter Vail

Change is the new normal in 
today’s work environment, yet it 
still keeps most CEOs up at night. 
If your organization is not currently 
in the midst of a major enterprise-
wide change initiative, chances are 
it’s about to embark on one. 

© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.
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of change initiatives 
are successful.

However, only

1/3

of organizations have 
undergone a major 

enterprise-wide change 
in the past three years.

99%

11
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As a result, organizations struggle to successfully adjust their 
strategies and respond quickly to ever-changing markets. The 
average organization, for instance, takes 10% longer than just 
a few years ago to complete an IT project and 50% longer to 
hire a new employee. 

As CEOs exhort their businesses to move faster, the reality is 
that most businesses suffer from self-induced drag due to a 
slow corporate clock speed. On average, one-third of working 
time in any given function is misdirected toward the wrong 

Figure 1: Time Wasted Due to Slow  
Execution, by Function

n = average of 567 staff per corporate function.
Source: CEB 2017 Functional Activity Speed Test.

IT

R&D

Marketing B2B

Finance

Legal

Sales

HR

Marketing B2C

Audit

Procurement

Risk

36%

35%

35%

32%

32%

32%

31%

31%

31%

29%

28%

Organizations are getting 
larger—the smallest 
company in the Fortune 
500 today has revenue 
five times greater than 
the smallest company in 
1990—and more complex. 

activities, or “wasted,” because the organization’s change 
strategy is not relevant to an employee’s day-to-day work.

Technology is often hailed by CEOs as a key mechanism for 
improving corporate clock speed. But the biggest cause of 
organizational drag isn’t a lack of technological sophistication; 
it’s talent. It’s not that CEOs have the wrong people in role; 
rather, that they are improperly equipping their people to 
move quickly through change. How organizations equip 
their people (or not) to use technology, make changes to their 
everyday workflows, or enable them to act differently—not just 
give them permission to think differently—is key to cutting 
organizational drag. Thus, the CHRO is the CEO’s number 
one partner in accelerating corporate clock speed. 

Working together, the CEO and CHRO can break the chronic 
and seemingly intractable challenges that cause so many 
changes to fail as soon as they move from paper to people.

Here are three key conversations CEOs and CHROs need 
to have if they are to reduce organizational drag and pave 
the way to successful change. Our research has found that 
organizations that effectively manage these aspects double 
the chances of their change initiative’s success.
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When organizations’ decision making is too centralized, it is 
often too far removed from those in the workforce who will 
be most affected by the change. This results in decisions that 
are not relevant, misuse employee time, and slow the response 
to change. Despite conventional wisdom, keeping decision 
making solely within a small group of leaders can create 
drag, as employees do not understand how to translate their 
leaders’ directives, and leaders do not realize their decisions 
cause friction for employees. 

Instead, organizations should adopt an open-source deci-
sion-making model, where employees co-create change 
strategy. Open-source decision making is not about achieving 
consensus but about inviting diverse and relevant perspec-
tives into the change decision-making process early and often. 
By delegating appropriate decisions as close as possible to 
where their effect is felt, CEOs can create a closed feedback 
loop, which allows faster change by minimizing drag. 

Soliciting employee perspectives on change strategy may 
seem counterintuitive, but ensuring that plans are relevant 
and understood from the start will accelerate change, as 
organizations are much more likely to get decisions right the 
first time.

Conversation
Apply an Open- 
Source Decision- 
Making Model to  
Delegate for Speed

1
“Organizations should 
adopt open-source 
decision making, where 
employees co-create 
change strategy.”

• Selectively including the most relevant employees in 
shaping change decisions based on employee profile  
(e.g., expertise, relationship to customer), and 

• Proactively communicating so employees understand  
why they are, or are not, involved in decision making,  
based on the constraints of the change (e.g., time,  
legality, relevance).

Start

• Restricting decision making to a small group of leaders, and

• Solidifying change strategy, and only soliciting employee 
feedback afterwards.

Stop

What decisions need to be open sourced, and who are we 
currently excluding from those change decisions? Why? 

Key Question for the CEO to Ask the Head of HR

To learn more 
about these three 

conversations, read 
our white paper for 
CEOs on the talent 

implications of 
change management.

© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.
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To create a workforce that can adapt quickly to change, leaders 
need to empower employees to work through the ambiguities 
of change, rather than escalating issues and waiting for 
someone else to handle the problem or—worse yet—doing 
nothing. Instead of relying on traditional leader-
led storytelling to prescribe employee actions, 
CEOs need to realize they don’t control the 
change narrative. They can better engage with 
their employees by listening to, not just talking 
at, them—and ensuring their leadership team 
does the same.

Engaging in honest conversations with employ-
ees about change helps assuage their fears 
and gives them a sense of control. Ultimately, 
these types of conversations build employee 
capability, which is a better predictor of change success than 
building employee commitment to a change. Ensuring that 
employees understand and feel they own the change—instead 
of persuading them to like it—helps employees face new or 
uncomfortable situations, allowing the organization to move 
more quickly.

Over half of employees and managers say their leaders do not 
outline clear success metrics for a change. Moreover, half of 
all leaders don’t even feel they know whether a recent change 
has succeeded. 

Organizations tend to try to create 
accountability for change by laying out 
a very detailed path for implementation 
and holding senior leaders accountable for 
executing this plan. Instead, organizations 
should set a high-level aspirational vision, 
with goals for adopting the change that 
are pragmatic and attainable. This will 
ensure that leaders and employees adapt 
their behaviors consistent with the needs 
of the change. 

Establish an employee incentive structure that reinforces 
flexibility and speed, rather than rewarding employees for 
blindly following change rules that may not benefit their day-
to-day work. Though some organizations attempt to create 
broad, standardized objectives related to the change, these 
quickly become irrelevant to employees. Instead, organizations 
should give them the tools to apply change objectives to their 
individual roles, so they truly understand their roles and what 
they are accountable for. 

Conversation
Drive Change  
Ownership by Enabling 
Employees to Tell  
Their Own Stories 

2
Conversation

Improve Speed of 
Execution by Building 
Individual Employee 
Accountability 

3

“Organizations should set 
a high-level aspirational 
vision, with goals for 
adopting the changes 
that are pragmatic and 
attainable.”

• Providing employees and managers with the tools to 
customize and set their own individual change  
objectives, and 

• Setting interim adoption goals that allow accountability 
to adapt based on individual business unit needs. 

Start
• Building employee capability by facilitating open dialogue 

about what the change will mean for them, and

• Guiding managers on how to translate change objectives  
to employees.

Start

• Creating broad, standardized employee objectives related 
to the change, and 

• Measuring progress solely based on final outcomes.

Stop
• Building employee commitment to change by 

communicating its positives to employees, and

• Using CEO and leadership-led town halls and focus groups 
as the primary means to communicate the change.

Stop

What role should executive leaders play in enabling 
employees to tell their own stories?

Key Question for the CEO to Ask the Head of HR

What new information or support should we provide 
employees to help them create their own plan for change?

Key Question for the CEO to Ask the Head of HR

15
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Today’s organizations change 
rapidly—with mergers and 
acquisitions, leadership 
transitions, and evolving 
competitive pressures. 

By Katy Connealy Weber

It’s unsurprising that companies today are not only complex 
but messy, making it difficult for employees to describe 
them to outside stakeholders—many of whom rely on HR 
for information.

To address this messiness, executives worldwide (85% 
according to a recent survey) are creating compelling, 
consistent corporate narratives to distinguish their companies 
from their competitors and guide the efforts of their people. 
Heads of HR play a critical role on the executive teams that 
form these corporate narratives. As the connection point 
between those teams and the broader workforce, heads of HR:

• Share employee input to inform corporate 
narratives, and

• Ensure narratives are relevant and usable for all 
employees, not just those with formal responsibility  
for communicating about the company. 

The Current Problem with Corporate Narratives

The corporate narrative may (and should) be used by 
all employees who have the opportunity to discuss 
company identity and direction in the course of their work  
(e.g., frontline managers and customer-facing staff ). However, 
narratives aren’t used as widely as most executive teams would 
like, often because the senior leadership teams who create the 
narratives don’t understand how they are used in front-line 
employees’ daily work. 

Heads of HR who want to include the employee perspective 
in their corporate narratives should do three things to ensure 
their narratives are broadly usable:

1. Keep the narrative simple.

2. Ensure the narrative is flexible enough to be used in 
multiple situations.

3. Maximize the narrative’s “fit” with users.

Ways to 
Help Any 

Employee 
Tell Your 

Company 
Story

Know the Jargon: Corporate Narrative 

A short summary that links what the company is, 
what it stands for, and where it’s going; drawing 
from elements such as the company’s brand, values, 
mission, strategic pillars, and business priorities
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1. Keep the  
Narrative Simple

Keeping your narrative simple is a balancing act: you need to 
include enough information to meet users’ diverse needs, but 
you should also avoid loading the narrative with detail that is 
hard to digest and remember. 

Here’s how to simplify effectively without trimming too much:

Make Sure You Have the Three Pillars  
of a Successful Narrative

These are:

• The company’s identity, to help users clearly articulate 
the organization’s essential character (e.g., the mission, 
purpose, brand, and values),

• The company’s direction, to help users convey a 
positive future and provide directional guidance  
(e.g., the vision, strategic priorities, and 
business goals), and

• Clear relationships between the two (how they 
fit together), even if they are not written out. By 
demonstrating the interplay between identity and 
direction, the narrative helps users to better understand 
and explain the company’s choices.

Limit the Concepts You Include

The best narratives don’t contain all of the examples listed 
above, but selectively include one or two concepts each to 
capture the organization’s identity and direction. 

Avoid Unnecessary Detail

To keep the narrative from growing too complex, ask yourself 
what is the minimum you can include to still clearly articulate 
the organization’s identity, direction, and the relationships 
between the two.

“Keeping your 
narrative simple is 

a balancing act.”
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2. Ensure the Narrative  
Is Flexible Enough to Use 
Across Multiple Situations 

Although the narrative should be based on the framework 
above, its messaging should be adaptable to all employees 
and many situations. Consider the users outside the executive 
team and make the case that the narrative should be adaptable 
for their purposes. To make your narrative flexible:

Make Sure Your Narrative Is Easily Applied to  
Its Three Primary Use Cases:

“Consider the 
narrative users 

outside the 
executive team, and 
make the case that 

the narrative should 
be adaptable for 
their purposes.”

Provide Tools and Rules for Your Narrative:

• Create guidelines and communication tools to help 
users tailor it for their particular use;

• Include clear guidelines on how it can (and cannot) be 
tailored; and

• Support the creation of communication tools that will 
help users tailor the narrative. 

To create a narrative useful for assimilation: 

• Include concepts that convey inclusiveness and 
relatability; and

• Avoid language that might confuse people who  
are new to the company.

3. Assimilation—30% of users employ the  
narrative to educate new stakeholders  
(e.g., newly hired employees, newly  
acquired employees after a merger)  
about the organization. 

 To create a narrative useful for persuasion:

• Include concepts and information that differentiate the 
company from competitors; and

• Avoid overcomplicated or nuanced concepts.

2. Persuasion—33% of users employ the  
narrative to persuade stakeholders  
(e.g., sales prospects, job candidates) to  
make a decision in favor of the organization. 

To create a narrative useful for alignment:

• Include information specific enough to help guide 
audience behavior (e.g., the key behaviors, values, or 
business priorities that should guide employees’ actions 
and decisions or inform performance objectives); and

• Avoid a narrative that is overly positive or aspirational, 
as these will provoke employee skepticism.

1. Alignment—42% of users employ the  
narrative to connect employee activities  
to the organizational strategy and values. 

© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.

18     



19
© 2017 Gartner, Inc. and/or its affiliates. All rights reserved.

Moving Forward with  
Your Corporate Narrative

Data analysis shows that people who feel the narrative reflects 
their beliefs, values, and needs (personal fit) are 48% more 
likely to use it. People who feel the narrative reflects their 
workflow, job constraints, audiences, and tasks ( job fit) are 
39% more likely to use it.

To achieve personal and job fit, users’ perspectives must be 
incorporated into the narrative creation process. Even if some 
users aren't involved in creating the narrative, heads of HR 
should ensure their perspectives are accounted for by:

• Incorporating user beliefs, values, and perspectives into 
the narrative creation process, 

• Considering the practical implications of what users are 
trying to accomplish, and 

• Making sure it is sequenced and has a clear 
beginning and end. Remember, the narrative is your 
company's story.

Considering users’ needs and constraints will help senior 
executives break from their own mind-sets. The result? A 
narrative that fits users personally and professionally—a 
narrative that people want to use. 

Today’s complex organizations can feel confusing to 
stakeholders. Corporate leaders can allay this confusion 
by controlling how the organization conveys its identity 
and direction through the corporate narrative. As the 
main connection between the workforce and the executive 
teams who design corporate narratives, heads of HR should 
ensure their organizations design narratives with the user 
in mind. The most effective narratives—those most likely to 
be used—are simple, can flex across different situations, and 
demonstrate a strong fit with users. 

For more on Unleashing the Power of a Corporate Narrative, 
read our Executive Guidance for Q1 2017.

“The most effective narratives—those 
most likely to be used—are simple, can 
flex across different situations, and 
demonstrate a strong fit with users.” 

In the course of creating their own corporate narrative, Owens Corning executives learned 
about and balanced various employee perspectives by applying the following three principles:

Owens Corning Narrative Development Process

Case in Point

Employee Voice—The Communications function held focus groups for likely 
corporate narrative users. Focus group participants shared how they used the 
corporate narrative and the barriers that sometimes prevented them from using it.

Collective Learning—When the executive team came together to set the corporate 
narrative, the CEO facilitated a discussion of the most resonant and useful ideas 
from the pre-reading, and the leadership team worked together to weave them 
into a corporate narrative that worked for the broader user population.

Broad Exposure—Following the focus group sessions, Communications personnel 
compiled the feedback—which contained a diverse set of perspectives—into pre-
reading to educate leaders about how the narrative is being used.

3. Maximize the  
Narrative’s “Fit”  
with Users

https://www.cebglobal.com/member/corporate-leadership-council/research/general/17/unleashing-the-power-of-a-corporate-narrative.html
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Change is everywhere, but most organizations are 
unsuccessful at managing it. Our Organizational
Change Survey will help you quickly adopt an 
Open Source change approach and build a truly 
change-capable workforce.

Open Source Change:
An approach that uses the entire workforce 
to plan and implement change

Learn More
cebglobal.com/workforcesurveys 
+1-866-754-1854 
survey-solutions@cebglobal.com 

Are You Building 
a Change-Capable 
Workforce?

https://www.cebglobal.com/talent-management/workforce-surveys-analytics.html
mailto:survey-solutions%40cebglobal.com%20?subject=
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By Blakeley Hartfelder 7 Talent 
Analytics 
Innovations 
That Shape  
the Future  
of HR

Heads of HR agree on the positive 
effect talent analytics can have 
on business priorities, especially 
given the many new technological 
and methodological innovations. 
However, there are far more 
innovations than any team will ever 
effectively be able to make use of.

of CEOs cite building 
data and talent 

analytics capabilities in 
HR as a top challenge 

to meeting their digital 
priorities for talent.

More than

40%
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To help you navigate the changing talent analytics landscape 
and determine where to make future investments, we collected 
data from over 110 talent analytics and HR leaders globally. 
The results from our survey provide an objective map of how 
innovations and technology changes in talent analytics are 
being adopted, their impact, and which innovations will be 
important in the future. 

Here, we’ll focus on seven innovations that are likely to shape 
the future of talent analytics success. These innovations are 
not yet fully embedded in most HR organizations, but they 
are highly effective in organizations using them today, and 
HR leaders expect them to be high-priority investments in 
the next two years. 

About the Innovation: The most commonly used of our top 
talent analytics innovations, data visualization is increasingly 
becoming a “must have” for HR organizations. Whether 

1. Data Visualization

Talent Analytics Innovations Bullseye

n = 116.
Source: CEB 2017 Talent Analytics Innovations Survey.
Note: To determine the relative adoption level, current impact, and future investment outlook of each attribute on the talent analytics innovations bullseye,  
we used a weighted scoring method. Items are scored relative to one another in each section. 

Impact: 66% report high impact

Future Investment: 51% plan high investment 

Adoption Level: Used by 48% of talent  
analytics teams
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Future outlook is based 
on the projected level of 
investment in the next 

two years. 

Future Investment
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Current Impact

Current level of impact is 
based on the level of value 

delivered by the talent 
analytics process.

High Medium Low 

Adoption Level

Degree of adoption is 
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and nature of deployment 
across organizations.

Experimenting

Adopting

Embedded

These seven innovations are 
likely to shape the future of 

talent analytics success.

Data 
Visualization Data 

Visualization 
Software

https://www.cebglobal.com/member/corporate-leadership-council/research/report/17/the-talent-analytics-innovations-bullseye.html
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What CHROs Should Think About: Data visualization 
enables the democratization of data, but how far  
should you go?

Since data visualization makes it easy to present often complex 
data to a whole host of non-data-savvy individuals, it enables 
HR organizations to democratize talent data—extracting it 
from behind-the-scenes HR systems and making it available 
to HR and line users. By doing so, CHROs can significantly 
reduce the workload burden on their analytics and reporting 
experts, and make it even easier (and quicker) for leaders and 
managers to make informed talent and business decisions. 
All good news.

However, just because you have the technology and the need 
to democratize data doesn’t mean you should. Data privacy 
and security are increasing concerns for your employees 
and your organization, so CHROs must balance the benefits 
and challenges of data democratization to make informed 
decisions about how much data should be shared, and 
with whom. This will be a great opportunity to create and 
leverage cross-functional relationships with CIOs or chief 
data officers (CDOs). Set up discussions with these partners 
to start determining which talent data, and how much,  
to democratize.

About the Innovation: Workforce planning is the process that 
everyone wants to get right, but very few organizations have 
actually found a good—let alone the best—way to approach it. 
Workforce planning analytics helps organizations understand 
and visualize the gap between current and future talent 
needs, and enables easy scenario planning to understand the 
implications of workforce plans. 

3. Predictive Analytics

About the Innovation: In other domains, predictive analytics 
is what powers a marketer’s ability to target ads to customers 
who are likely to buy, or how lenders calculate a personal 
credit score to predict your ability to pay back a loan. In the 
HR world, predictive analytics offers a unique opportunity to 
identify future talent trends so your organization can make 
better decisions, such as who to hire or who to retain.

2. Workforce Planning 
Analytics

What CHROs Should Think About: Workforce planning 
analytics can accelerate a shift to strategic workforce 
planning, but getting buy-in is still a critical first step. 

Workforce planning analytics can enable a shift from staff 
planning to strategic workforce planning by bringing together 
data from multiple sources and enabling iterative, integrated 
analysis of workforce needs and capability. It makes it easier 

What CHROs Should Think About: Predictive analytics 
promises more informed decisions at the individual level, 
but predictive doesn’t mean prescriptive. 

When thinking about the power of predictive analytics, the 
biggest opportunity comes from being able to support HR 
and business leaders in making individual, repeatable talent 
decisions. What HR organization wouldn’t love to not only 
track attrition, but to accurately predict (and therefore 
target) which employees are likely to leave before they give 
notice? Start your own predictive analytics journey by clearly 
identifying a talent question your HR team or managers 
frequently ask. 

Unfortunately, even with the correct talent question identified, 
the insights provided by predictive models and tools drive 
little business impact. Part of the challenge is expectations; 
“predictive” sounds like it’s going to tell you what decision 

for you to visualize and understand the implications talent 
decisions will have on future talent and business outcomes, 
and easier to do more complex comparisons of different 
scenarios. In short, workforce planning analytics creates more 
rigor in workforce planning, demystifying what tends to be a 
very conceptual topic.

Unfortunately, although workforce planning analytics can 
benefit the business, our research shows that talent analytics 
teams often struggle to drive business decisions through 
workforce planning. The challenge may largely stem from 
business ownership—workforce planning analytics may make 
the process easier and more comprehensive, but this doesn’t 
mean that business leaders will understand the importance of 
acting on the workforce planning data, or do so. It’s why, even 
before investing in analytics, CHROs should start the process 
of getting buy-in for workforce planning. As Angelica Cantlon, 
CHRO at IFF, told us, “The first step is to ask a series of 
questions of the business leaders who have key initiatives, but 
haven’t really thought through the human capital questions 
these plans require.”

Impact: 70% report high impact

Future Investment: 63% plan high investment

Adoption Level: Used by 38% of talent  
analytics teams 

Impact: 56% report high impact

Future Investment: 54% plan high investment

Adoption Level: Used by 27% of talent  
analytics teams 

Data A
nalysis Tools

accessed as stand-alone software or as a feature of larger HR 
systems, data visualization simplifies data and presents it in 
a way that users can easily understand.

https://www.cebglobal.com/member/corporate-leadership-council/research/report/16/talent-analytics-quarterly-q4-2016/how-to-work-with-a-chief-data-officer.html
https://www.cebglobal.com/member/corporate-leadership-council/research/report/16/chro-quarterly-q3-2016/voice-of-the-chro.html
https://www.cebglobal.com/member/corporate-leadership-council/research/report/16/chro-quarterly-q3-2016/voice-of-the-chro.html
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to make or how to think about a problem. But although 
analytics can certainly point leaders in the right direction, 
the data itself must be interpreted and acted on by leaders 
themselves. Before experimenting with predictive analytics, 
HR teams should think about how they will use the results. 
Who will they share the information with? What steps will 
HR and other leaders need to make? These relationships will 
matter more than you think.

About the Innovation: When you begin to think of words as 
data, new analytical possibilities emerge across all the major 
HR domains. Text analytics software helps organizations 
methodically analyze text (e.g., résumés, e-mails, reports), to 
do things like monitor employees’ engagement levels passively 
via their language, and assess how well a team is working 
together via their exchanges during a meeting.

About the Innovation: Closely related to predictive analytics, 
machine learning uses the computational power of machines 
to process big data and previous calculations to speed up and 
improve future predictions and decisions. By automatically 
“learning” over time, the innovation removes the need for 
humans to update or rebuild predictive models based on new 
information. 

About the Innovation: Today, data-based recruiting has 
progressed to using machine learning and predictive analytics 
in the form of best-fit candidate analytics. These services 
vary, but they all use data of some kind (from assessments, 
or résumés, or even video interviews), to help organizations 
quickly identify which candidates will likely perform  
best once hired.

4. Text Analytics

6. Best-Fit  
Candidate Analytics 

What CHROs Should Think About: Text analytics enables 
exploration of traditionally hard-to-quantify topics, but 
don’t start too big. 

Words underpin nearly everything that we do, which makes 
them a great passive source of data for HR organizations. Think 
about topics like culture or engagement that are difficult to 
understand from typical HR data, or which require extensive 
employee surveying to analyze. Now think about how much 
easier it would be if you could analyze the words employees 
use every day, via email or social media, to do analysis. The 
opportunities abound, so start your text analytics journey 
by selecting a topic (like culture) that is of high interest to 
stakeholders but currently hard to quantify.

Just be careful not to start too big. Text analytics can eventually 
power big ideas, such as identifying future leaders from the 
content and style of their communications. However, these 
kinds of topics are a difficult starting point for teams delving 
into text analytics for the first time because they require 
multiple text processing and analytical techniques. A good rule 
of thumb for CHROs and their teams is to scope initial text 
mining projects so that each has no more than two required 
steps or methods your team has never encountered before. 
This is especially true if the team is learning the software and 
methods at the same time.

What CHROs Should Think About: Machine learning 
could be your key to a better employee experience, but 
you might not want to build solutions in-house.

The experiences employees have as customers shape their 
expectations. Compare an employee's experience of finding 
a movie to watch on Netflix with his or her experience 
of choosing a training course. Netflix recommendations 
are personalized, always improving, and accurate; most 
interactions with HR systems and processes are not even 
close. Like in the Netflix example, machine learning can be 
used to make it even easier for employees to find what they 
need and get personalized, just-in-time advice or direction 
from HR—creating a much improved employee experience. 

The biggest roadblock organizations face when attempting 
to use machine learning to develop their own employee 
solutions is capability. Not only is technical talent scarce, but 
often it is very hard to attract them to a historically “data- and 
technology-poor” function like HR. CHROs should explore 
how they can leverage talent in other areas of the organization, 
and potentially embed their machine learning priorities in an 
organizational technology roadmap. The other option is to 
look for external machine learning solutions aligned to your 
top talent management priorities. 

Impact: 45% report high impact

Future Investment: 29% plan high investment

Adoption Level: Used by 22% of talent  
analytics teams 

Impact: 47% report high impact

Future Investment: 42% plan high investment

Adoption Level: Used by 20% of talent  
analytics teams 

5. Machine  
Learning

https://www.cebglobal.com/talentdaily/using-predictive-analytics-to-drive-retention/
https://www.cebglobal.com/member/corporate-leadership-council/research/report/17/talent-analytics-quarterly-q1-2017/beginners-guide-to-text-analytics-for-hr.html
https://www.cebglobal.com/member/corporate-leadership-council/research/report/16/talent-analytics-quarterly-q3-2016/using-talent-analytics-to-hire-hyper-specialized-talent.html
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As we have looked at the latest talent analytics innovations and 
their implications for CHROs, one insight is especially clear. 
Even in a world of more data and sophisticated technology, 
people and relationships are still fundamental to turning data 
and analytics outputs into insights and actions that drive talent 
and business outcomes. In fact, our latest talent analytics 
research confirms the fact that relationships, even more so 
than technology or structure, truly drive talent analytics 
effectiveness. 

So, in a world of technological innovations, the biggest 
innovation to come might be in how you shape the capabilities 
and connections across your HR function.

Conclusion

What CHROs Should Think About: Data discovery 
services can supplement team capability, but don’t let 
technical capability outstrip human capability. 

For those HR teams (i.e., most) who lack systems engineering 
or machine learning capabilities, data discovery services can be 
an efficient way to acquire these kinds of capabilities without 
adding head count or searching for hard-to-find talent. In 
other words, the technology can supplement capabilities of 
new or growing talent analytics teams, enabling them to make 
the business case for more advanced talent analytics.

These systems are smart and can quickly analyze and visualize 
information for you, but that doesn’t negate the importance 
of having a team that is capable of verifying, interpreting, and 
making decisions based on data. What’s more, for HR teams, 
the users of data are often not your analytics experts but 
HRBPs and other HR professionals who use it to make day-to-
day decisions. CHROs must think about not only how to utilize 
new technologies and innovations, but more importantly 
how to upskill their entire teams to take advantage of the 
technology they invest in.

What CHROs Should Think About: Best-fit candidate 
analytics can speed up recruiting; just remember that 
machines can be biased too.

Best-fit candidate analytics replicates what recruiters and 
hiring managers try to do when they look at a candidate’s 
background, except that the algorithms draw on far more 
information for an informed decision, can compute results 
quickly and within a specific degree of statistical confidence, 
and are not limited in the number of features they can consider 
at any given time. All of this tends to make the analytical 
process produce far more robust decisions.

Another perceived advantage of using best-fit candidate 
analytics is a reduction in (unconscious) bias that hiring 
managers or recruiters might bring to hiring decisions. 
However, if you employ an automated selection approach that 
closely replicates human decision making, you are potentially 
just perpetuating existing human bias. For example, if an 
applicant’s postal code correlates with candidates who fail to 
receive a job offer, your finding might seem objective. However, 
if the postal code is predictive because it primarily comprises 
low-income households that are predominantly minorities, 
you are replicating a prior process that unintentionally 
discriminates against minorities. To overcome bias, CHROs 
should establish the right human oversight—teams should 
be assigned to back-test best-fit candidate analytics results.

Impact: 58% report high impact

Future Investment: 24% plan high investment

Adoption Level: Used by 17% of talent  
analytics teams 

About the Innovation: We have more talent data than ever 
before, and increasingly that data is unstructured. Data 
discovery services guide data exploration, so that teams can 
quickly identify trends and insights from large datasets pulled 
from multiple systems in multiple formats.

7. Data Discovery  
Service

Impact: 50% report high impact

Future Investment: 44% plan high investment

Adoption Level: Used by 12% of talent  
analytics teams 

“Even in a world 
of more data and 
sophisticated 
technology, people 
and relationships 
are still fundamental 
to turning data and 
analytics outputs into 
insights and actions 
that drive talent and 
business outcomes.”

https://www.cebglobal.com/member/corporate-leadership-council/events/hrbp-masterclass-series/hrbp-masterclass-series-talent-analytics-101.html
https://www.cebglobal.com/member/corporate-leadership-council/blog/16/how-to-use-machine-learning-to-eliminate-human-biases.html
https://www.cebglobal.com/member/corporate-leadership-council/blog/16/how-to-use-machine-learning-to-eliminate-human-biases.html
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Every quarter we interview 
chief HR executives to gain 
their perspectives on issues 

facing their HR function. This 
quarter, we spoke with PayPal’s 

transitioning HR leadership team 
about their culture journey and 
productization approach to HR. 

By Matt Dudek and Emilie Uhrhammer 
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About PayPal

PayPal Holdings, Inc., is a leading technology platform company that 
enables digital and mobile payments on behalf of consumers and merchants 
worldwide. Marcia Morales-Jaffe served as Chief People Officer, overseeing 
PayPal’s culture journey post-split from eBay, and is succeeded by Doniel 
Sutton, SVP, Head of Human Resources, Business, and Peggy Abkemeier 
Alford, SVP, Head of Human Resources, People Operations.

Thank you for speaking with us. Can you briefly 
describe how you started PayPal’s cultural 
transformation after the split from eBay?

MARCIA: It was the perfect time for our new CEO, Dan 
Schulman, to put forth his vision for the company, articulate 
our mission, and declare our values. Not many companies 
have that big transformational moment, and it was a unique 
opportunity for us to really be thoughtful and declare who 
we want to be. 

I discussed with Dan how he wanted that process to occur 
and he wanted it internal—without the help of any consulting 
firm. A lot of times that’s the answer—bringing in a great 
consulting firm and having a bunch of workshops—but he 
really wanted something much more personalized. So when 
we had our first off-site retreat together as a management 
team three months after the split, we hosted a brainstorming 
fireside chat. Beforehand, I did an initial draft of the mission, 
vision, and values just by listening to the things Dan was 
saying—his focus on the underserved, how can you really use 
technology to be transformational in the world. I also took 
every example that I could get my hands on of the mission 
and vision of different companies. We had tech companies 
like Apple and Google, and examples outside of business, 
such as the United Nations. Our ask to the leadership team 
was to look at these examples and discuss what resonates, as 
a starting point to develop our own. 

We had two rules during the process. One was the mission 
and vision must fit on one page. And two, when you cover 

the logo and read it, there’s only one 
company in the world that will have 
a mission and vision like this one. 
And that’s how we came to the final 
version. It doesn’t say a word about 
shareholder value, or being the 
leader in our space, or any of those 
goals that you typically see spelled 
out. Ours simply says it is time to 
reimagine money and this is how we 
want to do it. So when you read that 
as an employee, as a customer, as a 
merchant, what we want to achieve 
together is inspiring. To support our vision and bring it to 
life, we also selected four cultural values that we wanted to 
guide what we do and how we work together: collaboration, 
innovation, wellness and inclusion. 

In a recent meeting you shared an intriguing practice 
that flips the concept of “Culture Champions”  
on its head. Can you describe what it is about? 

MARCIA: Once we had our mission, vision, and values on 
paper as part of the senior leadership team exercise, we didn’t 
want to assume that it would be immediately understood and 
accepted. We realized early on that we needed to determine 
what the culture is like today to understand what we needed 
to leave behind, what we wanted to keep, and what we 
wanted to create. We also wanted to make sure we had input 
into the process and that everyone felt part of shaping the 

“We realized early on that 
we needed to determine 
what the culture is like 
today to understand 
what we needed to leave 
behind, what we wanted 
to keep, and what we 
wanted to create.”

Doniel Sutton, SVP, Head of Human Resources, Business 

Marcia Morales-Jaffe, former Chief People Officer 

Amanda Schwartz, Director, People Portfolio and Program Management 

Peggy Abkemeier Alford, SVP, Head of Human Resources, People Operations 
was unable to participate in this interview due to maternity leave. 
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values as opposed to them being “handed down”. The head 
of culture and inclusion at the time spearheaded the effort 
in identifying culture champions and really rallying that 
movement. And the mandate always was to listen first and 
document what the current state is. 

AMANDA: When I as a participant got a chance to see it 
for the first time it was very eye-opening because I think 
the culture champions were extremely unfiltered. They 
were empowered to show the good, the bad, and the ugly. 
And it was a revealing and sobering moment because you’re 
reflecting on what the culture looked like across all our 
locations. 

What results have you seen since conducting  
this exercise?

MARCIA: We documented everybody’s commitment to how 
we work together and I think one of the most tangible results 
was the reflection on how we uphold Wellness as one of our 
core values. When we declared that value and how it spoke 
about not just health and fitness but really this emotional 
balance, I saw a lot of reflection and takeaways from leaders 
that would say, wow, maybe I haven’t thought enough about 

how to create balance in my team, and maybe I should if this 
is one of our values. And I think today the conversations 
are very infused with our values. We have whole initiatives 
around wellness that are very well received globally. That 
reflection and those actions just started coming out of that 
leadership meeting. 

What is the one thing you did that really made 
culture champions trust they could share honest 
insights about the culture?

DONIEL: There was a lot of leader involvement to make 
sure the right people were selected. We first asked the 
business leaders to think of those individuals who can speak 
openly and would feel comfortable engaging fully. We relied 
on them to identify and nominate the right individuals who 
could contribute in a very holistic way. 

MARCIA: Our culture champions also were given the 
platform and tools they needed to carry our desired culture 
back to their teams. After we rolled this out at the leadership 
meeting they went back to their locations and teams and 
were invited to town halls. They were given toolkits on how 
to conduct a workshop and have a discussion on the culture. 

PayPal’s Culture Champion Journey
PayPal has taken a radically different approach to the concept of “Culture Champions” to get better intelligence  
on the current state of culture and more effectively inform leaders. Here are a few key steps to their success: 

PayPal solicited culture champion 
nominations from leaders across the 
business, seeking a diverse range of 
outspoken employees who could work 
independently and hold their own. 
They chose 55 Champions with diverse 
tenure (6 months to 13 years) and roles 
(executive assistant to country VP). 
Leaders' participation in the nomination 
process set expectations up front to 
expect bold feedback from members  
of their own team.

When on assignment to document 
the current culture, champions aim 
to assess “who we are today?” by 
listening and observing in their area 
of the organization. They do their 
own work, ranging from quick iPhone 
videos to questionnaires they develop 
themselves.

During the start-of-year leadership 
team meeting, the culture champions 
came together in a separate room 
to organize their findings. On the 
second day all 160 leaders went “on 
tour” to experience what the culture 
really was. This provided the space for 
leaders' perceptions when there was 
misalignment.

2. Ask Champions  
to Listen and  

Assess

1. Ask Leaders to  
Nominate Culture  

Champions Who Will 
Challenge Them

“We wanted them to be 
advocates—proactive people 
who would put in the effort. 
And that’s what we got… 
They all put their hand up 
to be journalists and to help 
shape the culture going 
forward.” 

“If this is our mission, 
vision, and our culture 
of values that we’re 
aiming to have—how 
close to it or far from it 
are we?”

“Through that effort, 160 leaders 
reflected in different ways of 
what the gap was between the 
current and desired culture, and 
internalized what they needed 
to do to make the change and 
to accelerate the shift. So, 55 
culture champions created 160 
new culture champions that day.”

3. Offer Leaders an 
Opportunity to Interact  

with, Not Just  
Consume, Results
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Let's go with our best 
attempt and let's solve 
it thereafter iteratively. 
With this new approach 
we validated feedback 
that the business 
valued that forward 
motion more than 
getting it exactly right 
on the first pass, so it 
was a good trade-off. 

They took on that role as ambassadors. We intentionally 
and deliberately did not describe the values down to the last 
detail. We spoke about our desire to have each location and 
team customize this “last mile,” as long as they respected 
the principles of the four values. It was really important 
for people to feel ownership and know that they could 
contribute to shaping, as opposed to just adopting, these 
values as their own. 

Given PayPal’s large and globally dispersed 
workforce, how did you ensure these culture 
changes were felt across the enterprise?

MARCIA: So scaling is a bit more challenging than 
igniting, right? There are important partnerships that 
need to happen: communications, branding and marketing, 
and technology. You can leverage all of that to make sure 
the message is relevant, continuous, and present. We’ve 
been thoughtful about how we provide the tools for this 
conversation. For example there’s a portal through which 
champions can recruit more champions. We’ve got to keep 
these champions engaged, keep those fires burning, and 
reach our ultimate objective of having all 18,000 employees 
be culture champions for our values to be lived every day. 

Changing gears, you have started to think of HR 
more like a digital startup through your People 
Function Productization approach. How do you 
structure work in HR to enable a more iterative, 
experimental approach? 

MARCIA: We follow the three principles of product 
engineering. The first principle is to follow the voice of the 
customer. A lot of times the People Function problem solves 
within itself, and rolls out products and solutions that are 
what the function thinks are best. We shifted that to: instead 
listen a lot more to the voice of our employees as customers 
and get different points of view on what the product should 
look like. 

The second principle is to take an iterative approach. This 
is very different from the established HR mind-set where 
you measure many times and you cut once. One area where 
PayPal is being iterative is in performance management. 
There was a lot of feedback from the business saying that 
the annual performance review cycle wasn't the best answer 
for the business, and how they would like to change it. It 
wasn't fully solved from a design point of view, but there was 
enough to tell us that it was time for a change. So bringing in 
the iterative approach, the decision we made was: we think 
we have 80-90% of what we think the business wants, so 
let's go with it. Let’s launch and it may not be perfect, we 
may discover a few things along the way—and we did—but 
let's not think of it as one launch of one product that fills 
every need. Let's go with our best attempt and let's solve it 
thereafter iteratively. With this new approach we validated 
feedback that the business valued that forward motion more 
than getting it exactly right on the first pass, so it was a  
good trade-off. 
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Looking to the next 
evolution of this, we’ve 
invited our head of 
global design into “our 
space” because in the 
same vein as designing 
for the customer and 
thinking about the 
end user, we have to 
figure out what that 
should look like from 
an actual experience 
perspective and how 
people use our tools.

And then the third principle is to focus on a very good 
launch—and that part we're still working on to make sure 
the execution of our ideas is coordinated, timely, error-free, 
no bugs, no defects. 

AMANDA: We’re still in progress on how to operate as a 
function, to stay true to executing on those principles Marcia 
just outlined. So for instance under voice of the customer, 
we've talked a lot about how we need to first do a very good 
job of identifying who our customer is. We work with a 
number of different stakeholders and ideally drive value 
with our leadership team, but we also delight our employees 
and make life easy for our people managers. That's really 
difficult to do. So thinking through the specific needs of each 
of our customer groups, and getting skilled at prioritizing 
those needs in a way that allows us to make a measurable 
impact, is a muscle we're building. 

What advice do you have to identify who and what 
to prioritize? What traps to avoid?

AMANDA: At the end of the day, whose life are you going 
to make better with this work and how will you measure 
this impact? 

When considering the “dos and dont's,” one trap in HR 
is designing fully for internal stakeholders and forgetting 
customers. It's like a company designing products for their 
sales people or for the shop owners, but not for the actual 
people that are purchasing stuff in the stores. You need to 
design a product for the customer, to make it easy for a sales 
person to sell the product, and you need to make it such 
that the shop owner wants to put it on the shelf. And if you 
can complete that loop then you understand the difference 
between stakeholders and customers.

For instance, we've had some work where we've gone really 
deep into the needs of our senior leaders: what was going on 
in their day-to-day worlds, and how can we make them more 
satisfied, inspired, and effective in their roles? We conducted 
in-depth interviews and charted a journey line where we 
asked, end to end, what it’s like to be a senior leader at 
PayPal? Out of that experience came a number of different 
spots on the map where we could clearly do better for these 
customers. We said there is a need here that we're finding to 
connect this group. And if we were just to address that need, 
what would it do for us? 

MARCIA: We invited every vice president and many 
directors to see a graphical depiction of the senior leadership 
journey. We were not prescriptive of the answers—we put 
some ideas there to follow principles, such as "make it very 
easy to communicate to many people as often as we'd like" 
and if they believed in that principle, they would say ok, we 
need to improve the way we communicate, which here is 
predominately through email. You could argue this approach 
ultimately led us to adopt tools such as Slack. 

So there are many examples of putting the principle there 
and letting the user—the person who is experiencing it—say 
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“It’s that iterative idea 
where you don’t have to 
put the full solution on 
the table if you engage 
the business and the 
customer in finding the 
solution—that guides the 
next iteration of  
our product.”

you know I really live that, and 
if you could do that one thing or 
those two things, my life would be 
easier. And that's what we want 
to achieve actually, right? It’s that 
iterative idea where you don’t have 
to put the full solution on the table 
if you engage the business and the 
customer in finding the solution—
that guides the next iteration of 
our product. 

There's also a choice that we've 
made in the People Function to see 
every interaction as an opportunity to deliver an experience 
that is memorable. And what that means is even if an 
employee is reaching out to get an explanation of what a 
benefit is, we can aim for that experience to be seamless and 
efficient. All of our products can be delivered in a way that 
speaks to the employee experience and we are using that to 
inspire our thinking about how to deliver—thinking of the 
needs of each one of those customers and how they’re going 
to experience the interaction with our team. 

DONIEL: Looking to the next evolution of this, we’ve 
invited our head of global design into “our space” because 
in the same vein as designing for the customer and thinking 
about the end user, we have to figure out what that should 
look like from an actual experience perspective and how 
people use our tools. Which means we need to invite their 
input on how we create the product, how it looks and feels, 
and how intuitive it is for someone to navigate on their 
phone, desktop, or live. It's thinking about how to design for 
our customers. 

With Marcia’s transition, PayPal is moving to a 
co-CHRO model. Congratulations Doniel on your 
promotion and to your co-CHRO, Peggy Abkemeier 
Alford, who is currently on maternity leave. How 
are you approaching your partnership together?

DONIEL: Thank you. I’ve known Peggy since I joined the 
company over 5 years ago. She and I worked in partnership, 
her as CFO and me as an HRBP through a number of different 
businesses in PayPal. So we already have a foundation 
of working history, trust and mutual respect in terms of 
individual background, skills, and experiences. We're very 
familiar with each other’s communication styles, we have 
had very difficult conversations about the business that 
we've jointly supported, and we've worked through complex 
situations. So I feel like we've crossed a number of early 
transition opportunities that many folks who are sort of 
“two in a box” take some time to learn and navigate through. 
It's definitely allowed us to move quickly in some respects.  
It's a great opportunity for us both and she's equally as 
excited as I am. 

I’d like to add that I have a tremen-
dous gratitude, appreciation, and 
thankfulness for Marcia's leader-
ship. I think the foundation she has 
helped establish since becoming an 
independent company almost two 
years ago is remarkable. We have 
embarked upon a lot of change and 
it's all for the good. She’s passing that 
baton to Peggy and me, and we're 
thrilled to follow in her footsteps and 
continue in this journey of making 
PayPal great. 

Our research reveals there are nine “defining 
moments” for a CHRO during their first year of 
transition. Marcia, based on your career experience, 
what would you say are the most important of 
these moments, where you have an opportunity to 
make a disproportionate impact as a new C-suite 
executive?

MARCIA: Accelerating your listening tour and building 
trust with your HR leadership team, and generating 
credibility and momentum with quick wins. We had this bias 
toward getting things done early on. I remember when we 
joined Dan gave me a list and said over the course of the next 
18 months, I’d like you to make progress on these 14 things. 
And at my first performance review one year in, we had done 
all except one. So we got out of the gates pretty quickly with 
a desire to break the mold and speed things up. We got two 
satisfying pieces of feedback—one was you've busted the 
myth that it takes a long time to get things done at PayPal; 
and the second was you focused more on the people than 
on the process. We could not have achieved these things 
without a great team on board. The trust in your leadership 
team, connecting the HR staff to your vision and strategy, 
that moves mountains if you get that from the beginning.
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Engaging 
the 

Workforce 
Through 

D&I 
Strategy

With many organizations struggling to source a more diverse 
leadership team, it’s no surprise that heads of HR are facing 
pressure from their boards to deliver on this objective. Of 
those heads of HR who have a diversity and inclusion (D&I) 
annual objective, two out of three are focused on increasing 
the diversity of their leadership pipeline. Yet although 
a more diverse leadership pipeline is a very important 
outcome, a successful D&I strategy must also extend to the 
broader workforce.

An effective enterprise-wide D&I strategy has become 
increasingly important, with employees more focused on 
D&I than ever before. Compared to last year, employees are 
17% more likely to indicate that a commitment to D&I is an 
important aspect of their prospective employer’s employee 
value proposition (EVP). However, only one in three 
employees are currently satisfied with their organization’s 
D&I strategy. This disconnect has direct implications for 
employee engagement.

CHROs Focus on the 
Succession Implications  
of D&I Strategy 

Organizations with a strong commitment to D&I show 
16% higher overall employee engagement than those with  
a weak commitment. 

D&I Increases Employee 
Engagement

Employee Engagement by Organizational 
Commitment to D&I
Percentage of Respondents

n = 8,557 employees.
Source: CEB 2017 Q1 Global Labor Talent Market Survey.

By Peter Vail
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Employee resource groups (ERGs), or groups of individuals 
with shared characteristics or life experiences (e.g., veterans), 
who work together for a common goal and support diversity 
within the organization, are a key way to improve employee 
engagement. Organizational support for ERGs is also a 
highly efficient way to drive a cross-enterprise focus on the 
importance of D&I.

ERGs enjoy high levels of voluntary commitment from 
the employees that participate in them. Half of employees 
participating in ERGs spend more than eight hours per month 
working for them, and 17% spend more than 15 hours. 

Employees That Consider Their Organizations 
Committed to D&I Efforts

n = 4,566 ERG participants.
Source: CEB 2015 Q1 Global Labor Market Survey.

n = 4,566 ERG participants.
Source: CEB 2015 Q1 Global Labor Market Survey.

Overall engagement comprises two factors:

1. Discretionary Effort—High discretionary effort is 
employees’ willingness to go above and beyond their 
day-to-day responsibilities to meet customer needs 
and help colleagues. Organizations with successful 
D&I initiatives have 14% more employees, on average, 
showing high discretionary effort. 

2. Intent to Stay—Employees with high intent to stay 
are not actively looking for employment outside their 
current organization. Organizations with successful 
D&I initiatives have, on average, 18% more employees 
with high intent to stay at their current organization. 

The increased engagement that results from successful D&I 
efforts extends throughout the workforce, not just within a 
specific subset of employees or at a particular level in the 
organization. Trust is likely to be key; research1 has shown 
that organizations with successful D&I efforts enjoy higher 
levels of employee trust throughout the organization.

Because ERGs are a key touchpoint where employees 
interact with D&I structures, investments in ERGs can have 
a strong impact on workforce engagement. While only 38% 
of organizations offer ERGs, these organizations are seeing 
a clear impact on their overall D&I efforts—employees 
working for organizations that use ERGs are 63% more likely 
to consider their organization committed to D&I efforts 
compared with organizations that do not use ERGs. Using 
these groups demonstrates an organizational commitment 
to D&I that is more than just talk or branding. It shows that 
the organization is willing to devote budget and company 
time to advancing D&I efforts. Furthermore, it enables 
employees to build relationships with people in other parts 
of the organization who may have similar backgrounds or 
share similar challenges, allowing employees to expand their 
networks and learn from their peers.

At the same time, unsupported ERGs can be precarious. 79% 
of ERG leaders struggle to find enough time to devote to ERG 
responsibilities, which can make these groups less effective. 
This jeopardizes both D&I efforts and the positive employee 
engagement that comes with strong D&I initiatives. Although 
ERG leadership is a volunteer position, organizations should 
recognize the demands that it places on those employees. 
For example, many organizations formally account for ERG 
activity by including it in performance objectives.

While organizations commonly recognize the value of D&I 
initiatives, this research further demonstrates the extent of 
that value, and the importance of giving employees credit for 
their ERG efforts. To take full advantage, heads of HR should 
maximize the broader workforce’s involvement in ERGs. This 
will help employees build effective networks and a sense of 
community, facilitate their development and advancement, 
and ultimately increase their enthusiasm for diversity and 
inclusion—to the benefit of the whole organization. 

For more information on how to strengthen your organization’s 
D&I strategy, check out recommendations on the CEB 
Diversity & Inclusion Leadership Council website.

Organizations  
That Offer ERGs

Organizations That 
Do Not Offer ERGs

1.63x

1x

Use Employee Resource 
Groups (ERGs) to Drive 
Employee Engagement

Percentage of Organizations  
That Offer ERGs

Offer ERGs

Do Not 
Offer ERGs

62%

38%

Employees working for organizations that use ERGs 
are 63% more likely to consider their organization 
committed to D&I efforts.
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Downey, et al. 
"The Role of 
Diversity Practices 
and Inclusion in 
Promoting Trust 
and Employee 
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Journal of Applied 
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45.1 (2015): 35-44.
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Organizational culture is top of mind for 
both heads of HR and CEOs—with nearly 
500 different companies talking about 
culture on recent earnings calls and 75% of 
organizations undertaking a cultural change 
initiative over the past three years. 

We recently had an opportunity to speak with author Shane Hughes about 
a force within organizations that can be particularly harmful to culture if 
not managed effectively—ego. 

Shane joined us on the CEB Talent Angle Podcast to talk about his book 
Ego-Free Leadership: Ending the Unconscious Habits That Hijack Your 
Business. In the interview, Hughes spoke about how the ego is formed 
and how it affects the way people work, misconceptions about leaders 
and ego, and how we, as HR leaders, can understand how these factors 
contribute to either a positive or negative culture. 

A Conversation with Shayne Hughes 

Managing 
Ego to 
Improve 
Culture 

https://www.cebglobal.com/member/corporate-leadership-council-hr/research/general/17/investor-talent-monitor.html
https://www.cebglobal.com/member/corporate-leadership-council/research/report/17/the-future-of-hr-results-from-ceb-s-annual-chro-survey.html?referrerTitle=Search&referrerContentType=systempage&referrerURL=http%3A%2F%2Fwww.cebglobal.com%2Fmember%2Fcorporate-leadership-council%2Fsearch.html&referrerComponentName=Search%20Results&searchString=future%20of%20HR&screenContentId=200784260
https://www.cebglobal.com/member/corporate-leadership-council-hr/research/general/ceb-talent-angle.html
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Egos Are Mostly 
Learned

The first step in under-
standing how ego affects 

culture is to examine 
how ego is created in the 
first place. Hughes starts 
by identifying individu-

al behaviors and tracing 
them back to the underly-

ing ego that controls them. 
Defining ego as “a constant 
preoccupation with one’s 

own self-worth,” he likens it 
to the voice on your shoulder 

that tells you how to react to 
the actions of those around you. 

What your ego tells you will 
have an effect on your behavior.

Most of us have worked with 
difficult colleagues, but have we 
acknowledged that some of these 

negative behaviors they exhibit 
are learned, and therefore con-
trollable? Our behaviors, Hughes 

describes, break down to about 
5% personality and 95% learned. 

This means that some reactions 
we may have assumed are innate 
can actually be controlled by the 
individual. The difficult colleague 

you are working with, for example, 
may be exhibiting learned behaviors  

as a reaction to stress or a perceived 
threat, rather than having an inherently 

difficult personality. 

According to Hughes, these behaviors 
can be categorized as either part of the 

offensive or defensive ego. The defensive 
ego is all about avoidance—how to dodge 

vulnerability, while the offensive ego is 
“the part of us that wants to be number one, 
wants to be acknowledged, wants to shine, 

wants to be right, and knows it has the right 
solution.” The defensive ego is about avoiding 

risks, while the offensive ego has the will to 
win and be the best. 

How to Recognize Ego: Desired and 
Dreaded Images

Identifying desired and dreaded images is a tech-
nique Hughes recommends as the first doorway 

into recognizing ego, “because it has to 
do with one way in which we’re preoc-
cupied with our self-worth—through 
how we think other people are judging 
us.” This technique involves visual-
izing your most desired or dreaded 
version of yourself, and realizing how 
that images affects your behavior.

Desired images, or how you want to 
be acknowledged as smart, intelligent, 
funny, or competent, can be mapped 
back to the offensive ego. Dreaded 
images—how you don’t want to 
be seen—can be linked back to the 
defensive ego. By identifying what 
these two images are in any situation, 
you can begin to understand what is 
driving some of your behavior, and how 
your changed behavior distorts the 
goals that drove you in the first place. 
The reason you originally embarked 
on a project or activity, for example, 
is clouded with images of desire (how 
do you want to come across?), and 
dread (how do I avoid looking like a 
fool in this situation?). The problem 
comes when these images become 
so consuming that you can no longer 
identify your original goal. 

Be at the Source, Not the Mercy
To return to this original goal, you must 
find your way back to what Hughes 
calls “the source.” If you are “at the 
source,” you “feel calm, connected, 
safe, and engaged with other people 
you are working with” because you 
have not let images of desire or dread 
change the way you behave.

If you are “at the mercy,” on the other 
hand, Hughes says you are “at the 
effect of something you’re afraid of.” 
Something is happening to you, and 
you are not the acting force. It results 
in an emotional state, one where you 
feel stressed, in danger, and reactive.

Those who are often at the mercy are in 
a state of victimhood—they do not take 
ownership of their situation. Hughes 
finds his work with executives relevant 
here, many of whom said they spent 

CEB Talent Angle with Scott Engler is a podcast that explores the bleeding edge of talent 
management, featuring thought leaders from inside and outside the corporate world. Listen 

on iTunes or at cebglobal.com.

https://itunes.apple.com/us/podcast/ceb-talent-angle-with-scott-engler/id1066056346?mt=2
https://www.cebglobal.com/human-resources/englers-angle.html
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“Ideally, we would 
create a culture where 

every employee 
feels that they are 

at the source—able 
to function at full 
capacity and not 

worry about how their 
image is changing the 

way they work.”

98% of their time in a “stressed, agitated, driven, frustrated, 
disconnected, overwhelmed state.” Spending time in this 
mind-set, Hughes elaborates, makes them feel as though 
they are at the mercy of factors outside their control.

Start with Your Leaders
Ideally, we would create 
a culture where every 
employee feels that they 
are at the source—able to 
function at full capacity and 
not worry about how their 
image is changing the way 
they work. So where do 
we start in organizations? 
Hughes directs us to start 
with the leaders. 

We start with leaders 
because as Hughes describes, 
most of the gut reactions 
many of us have toward 
leaders with strong egos 
are actually detrimental to 

our culture. While we imagine leaders “who push results 
and create change” are going to be the most successful for 
our organizations, this behavior actually creates internal 
competition resulting in silos, lack of safety, “and ultimately 
[a system that] creates people that are playing to protect 
themselves first and achieve the mission second.”

If, however, a leader can acknowledge some of these fears 
and “bring [them] into the light of day, that leader becomes 
the starting point of something very creative and generative, 
which invites other people to follow into that very generative 
field of dialogue and creativity.”

Shift Employee Mind-Set to Focus on a Higher Goal
HR can also aide employees with techniques to overcome 
their own egos. Hughes describes three goals to help 
bring long-term clarity into the present moment, and to 
help employees recenter themselves around the original, 
higher level goal they started with “in a tangible way that 
overpowers or supplants these very short-term anxieties 
that one has around their worth.” He defines the goals as 
Contribution, Connect, and Learning.

1. Contribution: This is about “actually caring about the 
people that are out there and the issues they’re grappling 
with.” It is understanding that “I am here because I am 
hoping that I can share something that’s going to allow them 
to do their work in a more positive way to influence their 
cultures effectively.”

2. Connect: With connection, you create an opening for 
people to step through where you are going to more deeply 
connect with who they are, what their needs are, and what 
matters to them.”

3. Learning: When you go into a project, you often have 
a success/fail paradigm, with no space for learning. 
Maintaining the purpose of your vision allows you to 
appreciate the learning opportunities in a situation, instead 
of only considering yourself a winner or a loser.

Help Employees Recognize Their Pinches
Another way to stay on top of your goals is to recognize the 

“pinch”—or physiological sensation— that occurs in your 
body when your ego is triggered. Hughes gives examples: 
maybe your “heart starts beating a little faster, your stomach 
turns over and feels like it drops, or you get a little hot under 
your neck.” It can also be more of a behavior—such as talking 
faster or more loudly. This pinch, much like a physical pinch 
when someone touches your arm, is a signal that your ego 
has been triggered. If we can help individuals throughout the 
organization learn what some of their own pinches might be, 
then we can help leaders and employees start to recognize 
what about a situation (desired or dreaded images), caused 
your ego to spark in the first place. 

Why Ego Matters for Culture
In an environment where organizations have gone through 
an average of three enterprise changes in the last five years, 
it is paramount for employees at all levels to be working 
at full capacity. But during this time, where we need all 
hands on deck, “if our ego is triggered, we have least access 
to this capacity.” Hughes’ advice is to be more open about 
vulnerabilities and failures. 

And so counterintuitively when people are more open 
about their weaknesses and they’re able to discuss their 
failures, be more open to ideas that aren’t theirs, engage 
in something that they don’t understand, and get help 
where they’re struggling, they actually perform better 
over time. And over time, they actually develop more 
enterprise-wide smart solutions because they’re pulling 
in all the pieces of the puzzle, as opposed to arguing over 
who’s got the wrong pieces.

In fact, it’s the organizational culture, which most individuals 
usually see as something external to them, that is actually a 

“fluid, dynamic process from individual, to organization, and 
back.” It is behavior that starts with every individual and 
circulates throughout the organization.

Conclusion
An oversized ego can do more harm than good for the entire 
organization. Recognizing ego—in leaders and others in 
an organization—is a small shift. It’s about lifting up to the 
vision or mission statement, and realizing why you started 
doing what you are doing in the first place. As HR leaders, 
small efforts to help leaders manage ego and cascade that to 
their teams can have a big impact.

https://www.cebglobal.com/member/corporate-leadership-council/research/study/16/open-source-change.html?referrerTitle=Search&referrerContentType=systempage&referrerURL=http%3A%2F%2Fwww.cebglobal.com%2Fmember%2Fcorporate-leadership-council%2Fsearch.html&referrerComponentName=Search%20Results&searchString=three%20enterprise%20changes%20in%20last%20five%20years&screenContentId=200784260
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Before Your Competitors Do

The CEB TalentNeuron™ platform uses big data analytics 
from over 1,000 sources globally to assess your talent 
in new and established markets. Pick your city, and 
in seconds get real-time supply and demand trends—
insight you can’t get anywhere else.

Visit cebglobal.com/talent-neuron.
For more information, contact us at +1-866-913-6447  
or TalentAnalyticsSupport@cebglobal.com.

Find Talent in  
Unexpected Places

http://cebglobal.com/talent-neuron
mailto:TalentAnalyticsSupport%40cebglobal.com?subject=
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EUROPE
Brussels
London
Paris

Atlanta
Chicago
Dallas
New York
Washington, DC

NORTH AMERICA

AUSTRALIA &  
NEW ZEALAND

ASIA

Brisbane
Canberra
Melbourne
Perth
Sydney
Wellington

Hong Kong
Singapore

Where will you join 
your peers in 2017?

Maximizing the Impact from 
Talent Analytics Investments

Workshop
8 August, Sydney
10 August, Melbourne
10 October, Brussels

ReimagineHR Summit 2017

6–7 September, London
18–20 October, Washington, DC

The CHRO Agenda

Annual Executive Retreat
7 November, New York
14 November, Chicago

The Cultural Evolution

Executive Briefings
24 August, Chicago
20 September, Atlanta
27 September, New York
2 November, Melbourne
9 November, Paris
30 November, Dallas

Annual Executive Retreat
21 September, Hong Kong
28 September, Singapore
9 November, Sydney
21 November, London

Staff Briefings
2 November, New York
9 November, Atlanta
14 November, London
16 November, Chicago

The End of Agility?

Executive Briefings
8 August, Brisbane
9 August, Canberra
10 August, Sydney
15 August, Perth
16 August, Wellington

Staff Briefing
29 August, Sydney

2017 CEB Corporate Leadership Council™ Meeting Dates
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2017 CEB Corporate Leadership Council™ Meeting Descriptions

The End of Agility?: Designing a HIPO Strategy 
That Moves at the Speed of the Business

August

As leadership requirements evolve faster and 
in more unpredictable ways, organizations are 
betting on agility to improve the impact of their 
HIPO strategies. However, efforts to increase the 
supply of agile people are not paying off. Learn 
how leading organizations are creating more 
agile HIPO strategies that can move at the pace 
of the business to align ability, aspiration, and 
engagement with evolving their needs. 

Attendees will learn to expand ownership of needs 
identification and assessment beyond HR, actively 
manage HIPOs' aspirations over time, and take 
ownership of HIPOs' career management.

Maximizing the Impact from Talent Analytics 
Investments: A Workshop on Allocating Resources 
and Building Team Capabilities

August and October

How do you maximize your investments in your 
talent analytic capabilities? What are other 
organizations—and analytics leaders—doing that 
you can learn from? And what can they learn from 
you? CEB Corporate Leadership Council™ will 
be hosting a limited number of Talent Analytics 
Workshops designed for organizations’ heads of 
talent analytics to come together to learn how 
to improve the maturity of and impact from their 
organizations’ analytic capabilities.

ReimagineHR Summit 2017

September and October

Join other global heads of HR and members 
of their direct leadership team to learn how to 
identify the most disruptive forces affecting HR and 
position your teams for success.

ReimagineHR brings together HR leadership 
teams and expose them to multiple critical 
insights and solutions that drive change. This is a 
multi-day event that includes panel discussions, 
presentations, formal networking, and breakout 
sessions tailored to your specific challenges.

Only 31% of HR leaders believe their organization 
has the culture it needs to drive future 
performance. Complex organizational structures, 
rapidly evolving competitive environments, and 
disruptive trends such as the “gig economy,” global 
dispersion of teams, and remote working leave 
many CHROs unsure of their organization’s current 
culture, uncertain whether updates are needed, 
and unable to sufficiently embed culture to drive 
desired employee behaviors.

Join us to learn how leading organizations are 
creating an aligned culture faster and more cost-
effectively by aligning key processes in employees’ 
workflow (in addition to or before) aligning 
influential people in employees’ networks.

The Cultural Evolution: Creating a Culture  
That Performs

August–November

The CHRO Agenda: Insights and Solutions  
for the Top Challenges That CHROs Are  
Facing Today

November

In these sessions we will be providing insights, 
strategies, and solutions for the top three 
challenges facing CHROs in a fast-paced and 
dynamic format. We will discuss Creating a Culture 
That Performs, Building the Analytics Capabilities 
of the HR Function, and The Impact of Digitization.

Join us to learn how CHROs are tackling the big-
gest challenges they face today including culture, 
analytics, and digitalization.

Hong Kong
Singapore

How to Attend: 
Contact your account  
manager, or e-mail  
meetings@cebglobal.com.

mailto:meetings%40cebglobal.com?subject=


CEB Corporate Leadership Council™

cebglobal.com/member/corporate-leadership-council 

+1-571-303-3000 (North America) 

+44-(0)20-7632-6000 (Europe, Middle East, and Africa) 

+61-(0)2-9321-7500 (Asia–Pacific)

The CHRO Insight Series

CHRO Quarterly  
Magazine

Business insights and implications 
for heads of HR on leading their 
organization and HR function, 
featuring personal stories  
from leading HR executives

Global Talent Monitor
Quarterly workforce insights at a 
global and country level on what 
attracts, engages, and retains 
employees based on data from 
18,000+ employees in 20+ countries

 
CHRO Video Series

Personal insights from leading  
heads of HR on the most important 
relationships and activities CHROs 
must manage
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