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About Human Resource Leadership Forum (HRLF Atlanta)

The Human Resource Leadership Forum (HRLF Atlanta) is a nonprofit
professional association and network of human resource executives and
senior level professionals. The association consists of more than 200
members in the Atlanta area.

Our Mission
Provide programs and roundtables that enrich the professional development of
our members.

Provide networking opportunities that foster the sharing of innovative concepts
and exceptional practices.
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HRLF would like to thank our program sponsor..
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UNITEDHEALTH GROUP
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serving more than four out of five U.S.
approximately 6.4 million people more than 4 million people served hospitals and tens of thousands of
served physicians

Prescription Medication Delivery

& Clinical Management

“d OPTUMRX

more than 67 million people served; more
than 1 billion adjusted retail, mail and
specialty drug prescriptions processed
annually



'M UnitedHealthcare

UnitedHealth Group by the numbers.

Trusted by
. Claim accuracy of Call accuracy of
139 million 99.9% 99.4%
people
Network access to
UNITEDHEALTH GROUP #1
over 704,000 On FORTUNE's 2018 World's
Most Admired Companies list
physicians (in our sector)

Serving individuals in
50 states and
130+ countries

Network access to

6,100

hospitals

Trusted by
162

companies on the FORTUNE 500

Investing nearly $3.3 billion

annually in technology and
innovation

Workforce includes 86,000+

clinical professionals focused on
helping people live healthier lives

More than 285,000 employees
committed to the enterprise with
their entrepreneurial spirit and
commitment to quality



November 13, 2018

Turning Strategy into Reality: Unleashing your HR
Organization for Bridging the Strategy- Execution Gap
Ari Katanick, PMP, PMI-ACP, Vice President, Project
Management Office, SAP

Small Cap HR Roundtable @ Savills Studley
Wednesday, October 17, 2018

Compensation
Facilitated Discussion

Sr. HR Roundtable @ Novelis
Thursday, October 25, 2018
Board Expectations...changing needs and expectations

A Facilitated Mini-Panel

Talent Management Roundtable @ UPS

Friday, October S5, 2018
Driving Results: Performance Management and Analytics

Facilitated Discussion

@ Fisher & Pnillips, LLP
Tuesday, October 9, 2018
Case Study Sharing: How are you adding value to your

clients?




HRCI

As part of the HR Certification Institute’s support for continuing education
programs for human resource professionals, we have joined with HRLF to
remind certified memibers of the self-reporting option available to them for
recertification credits based on the criteria outlined in the Recertification
Handbook . For those sessions that meet the stated program requirements,
members can self-report using the online recertification applicationl

COMMIT TO A HIGHER STANDARD |




Reminder to join us on:
HRLF App (Take a minute to download now)
Social Media

Join our private groups on Facebook & Twitter
(@hrifatlanta)

Use the handout provided at your seat for more
information.




Table Introductions
Name, Company, & Role

What are the organization design questions that your line leaders are
raising’
How confident are you that your HR team can guide a leadership team

through a robust org design process”?

What are the biggest gaps - tools and frameworks, experience and
confidence, HR engagement model, line leader knowledge, other?

Discuss at your table.




Amy Kates
Moncging Partner

Kates Kesler Orgonizqtion Consulting




HRLF Atlanta
N K Ka tes Kes I er Building Internal Organization Design

Organization Consulting Capability

September 11, 2018




Our topics for this morning...

v Trends in organization design
v’ Core frameworks
v Improving organization decision making

v Building internal capability

Kates Kesler 16






Organization life is getting more complex and faster

O More dimensions to the organization (function, product, category, market,
channel)

U

More complex strategies requiring sophistication of linkage and
separation of organizational elements

Pressure for faster decision making and cycle times
Power shifted to the customer in B2B and B2C

Need to connect middle managers globally for work

U 0O O O

New competitors — local is more important, scale is not always an
advantage anymore

U

Mergers, acquisitions, spins, and internal start-ups

U

Interest in configurability — agile, small teams, networks

Kates Kesler 18



Agility — the hot word in organization design

Local, Small and Separate Global, Scaled and Integrated
* Locally responsive to differences VS * Fewer, bigger bets
* Focus by customer, region, etc. ’ ¢ Center-led where it makes sense
* Vertical approach to business units * Share resourcing and services
e Clear accountability for P&Ls e Global reach as source of value

Good Adapt to market Adapt to new enterprise priorities

News variations Enterprise speed, portfolio shifts
Business unit speed Harmonized, consolidated
Decentralized,
‘vertical’
Duplicate resources Bureaucratic

Bad P&L complexity Distance from customer

News High cost, lower RoA Less accountability

Agility comes in different forms — Our work is to help our clients put
speed in the right place.

Kates Kesler

Characteristics of
both:

v" Sense the
external
environment

v’ Strong networks

v" Continuous
innovation

v Fluidity of talent
and knowledge

v Purposeful
organization
alignment

The Three A’s of
Organizational Agility, i4cp
Report, 2018
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More and more... front/back models connected through horizontal teams

BACK MIDDLE FRONT

Bring best technology & Bring voice of customer

new solutions

Set differentiated strategies o
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The “back” is pushing innovation and The “middle” provides business leadership The “front” is organized to reflect
is managing for efficiency, and is organized by category, brand or market segments, regional
commonality, scale, and leverage product differences, and key accounts
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Enabling Functions (HR, Finance, IT, Legal, Communications, etc.)
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The lenses we can bring to our work

How do I influence the ecosystem, the
competitors, the regulatory
environment?

How do I build an architecture of
Organization teams and connect them
together effectively and
efficiently?

How do I help people work well
together in teams?

How do I bring out the best in the
individual (assessing, coaching,
teaching, inspiring)?



The Star Model answers the questions people ask of their leaders

“How are we going to win and grow? What is my contribution?”

Adapted from Jay Galbraith
“What are the priorities? Where should | focus my energy?”

“What are your expectations

¢ by behavior?” “What is the culture here? What are the values and norms?”
of by behavior?

. “What teams will | sit
“What skills and experience do

I need to bring?“ Strategy “What do we on?”
need to be “What is the power

“How will you help me good at structure?
develop and grow?” doing ’
Capabilities } together? “Who has the final say
— on decisions and trade-
offs when there are
. ?H
People conflicts?
F_) Structure
Practices /
“How do we measure '7 “Who do | need to build
success...at the business, relationships with? Who do |
team, and individual need to collaborate with?”
level?”
Metrics/ What are the management

“How do balance the need Rewards Process and bUSineZS prOCZS;t’ES I
for short and long term need to understand?

results?” “
What are our ways of

Kates Kesler work?” 23



The five milestones ensure a logical, efficient, and inclusive process

Talent &
Leadership

Business Case Strategic

Integration Transition

& Discovery Grouping

Project
Phase

4 1. We are clear on the 2. We have made a basic | 3. We have tied the 4. We have staffed the 5. We are prepared to
g problem to solve structure choice that pieces together - critical roles to carry measure, learn, and
- supports the strategy designed the points of out the work and adjust

g linkage across build talent for the

S boundaries future

Map the
Strategic

Building Blocks
of Organization

Design in Lateral

Connections Set the

Implementation
Plan

Staffing the Right
People

Set the Matrix
Up for Success

Choosing the
Best Grouping

Assess Org Gaps
& Strengths

Set Design
Criteria

Designing the
Leadership Team

Navigate the
Transition

Design the Right
Layers

Clarify Decision
Rights

24






Decisions come in different forms — focus on the high-value tension areas

Types Examples Risk
1. Operational choices, Sales targets, functional priorities, Qver'
routine areas with a business performance management complicate, slow
| down without
clear owner value

Product development, go-to-market

Consensus
2. High-value tension models, customer management, instead of
areas, with a 51% demand forecast and inventory levels, structured
designated golden vote ~ @dvertising and promotion, matrixed collaboration
talent
3. Mega-choices, strategic  Business portfolio, capital allocation, Underinvest in
bets for the enterprise, ~ Major enterprise investments, major the debate
top executive team M&A transactions

The bigger pay-off when each is done right? Visibility, ownership, faster execution.

Kates Kesler 26



The key to faster, better decisions

Less consensus

More structured collaboration

For every significant decision there is a responsible captain of the ship who makes a
judgment call after digesting others’ views. We avoid committees making decisions

because that would slow us down, and diffuse responsibility and accountability. We

“farm for dissent.” Dissent is not natural or easy, so we make a concerted effort to

stimulate it. Many times, groups will meet about topics and debate them, but then

afterwards someone needs to make a decision and become that “captain.”

jobs.netflix.com/culture/#introduction

27



Create clear decision accountability

= Focus on the critical few high

risk/high value decision areas

Don’t try to figure out the answer;
design the conversation

When the players cannot agree —
one holds the golden vote for a
given issue (49/51%)

49% 51%

The golden vote

One role is always held accountable for the
quality of the decision. That role brings the
right perspectives and data into the decision
process and facilitates collaboration to make a

good decision.

Think of the relationship as a joint venture.
Work together as equals, but if there is
disagreement, then one partner has the 51%

stake.

Agreement and alignment is the goal. If this
can’t be reached, the accountable role has the

“golden vote,” to be used sparingly.

28



Design the conversation

Example: Global use of a standard analytics tool

Scenario:

Should we standardize the use of this

CRM tool globally?

If we get it wrong:
Impacts decision making regarding customer
relationship management

Partners in the
Decision

CMO, Head of Integrated Digital, Digital Commerce, Regional Managers

Likely Sources of
Conflict

(What can we
anticipate?)

Markets are already familiar and comfortable with tools in use
Cost
Ease of use

Availability in a market (language)

Conversations
(Issues to be

Reasons to not use standard
Business outcome that’s the context for the tool

Objective of each tool

N

Discussed) How uniform is “standard”
Cost/benefit of standardization
Golden Vote
Head of Integrated Digital
(If We Can’t Agree) g g







Five-prong approach

d

Kates Kesler

Don’t reinvent... use a common set of frameworks, terms,
and tools

Learn and practice... workshops, case studies, toolkit,
coaching, communities of practice, reflection

Insist on a clear engagement model across the HR team...
and with your internal partners

Create demand... educate your line managers

Act like a consulting firm... diagnostics, proposals, contracts,
teams, shared repository of deliverables



Kates Kesler

BRIDGING Leading
ORCANIZATION Organization
DESIGIN Design

HOW TO MAKE ORGANIZATION DESIGN DECISIONS
TO DRIVE THE RESULTS YOU WANT

S0 GREGORY KESLER
AMY KATES

WAYS
ACTIVATE
OPERATING =
MODEL
* 1o 33 umc;\wu ™

LinkedIn Learning

WITH Lynda.com’ CONTENT

LinkedIn Organization Design
Videos
(17 videos, 55 min)

Kates Kesler

e
s

DESI ‘mck

ORGANIZ

DESIGNING YOUR
ORGANIZATION

www.KatesKesler.com
(articles, blogs, videos)







PLEASE COMPLETE OUR ELECTRONIC PROGRAM EVALUATION VIA
THE LINK SUPPLIED IN THE EMAIL YOU WILL RECEIVE LATER TODAY.

THANK YOU.




