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Title Perspective 1 | From Diverse Representation to a Holistic Talent Strategy 

 
Well business planning today is focusing much more on innovation, technology, managing 
disruption and leading to large-scale transformation. And from the work that some of us at 
Mercer have done with the business, I’d just like to share the shift in business mindset or 
thinking and how they work with HR today and how they anticipate the shift in the future. 
Because whether your role is a head of HR, or D&I, or business partner, or C&B specialist, 
we’re looking at D&I HR and this is the term that I’m going to use because D&I specialists 
are all HR people. And every HR person really should be a D&I specialist as well. So how 
prepared are we on this change and what is the shift in the business mindset? So the 
insights I’m going to share will take 12 minutes so it’s going to be a little bit high-level and 
before I start, I need that clicker as well to move to my next slide.  
  
So how does the business work with HR today in three major areas of attracting, 
motivating and retaining their talents? So today, in terms of hiring, business units will work 
with HR and okay, source candidates from traditional channels such as search firms, 
digital channels and so forth. And then maybe, a lot of HR will be involved in screening and 
have some suggestions but then offer those to the business and the business assess, 
make decisions, hire, and then back to HR. Okay “please you know get on with the 
onboarding processes and the paperwork and all that”.   
Now what we see as the shift in the business, how they see HR is to take a lead of a more 
advisory role meaning innovative sourcing is a given. All kinds of – any ways that you can 
think of to source great candidates will be a given, very fundamental, but the business will 
be looking at more of an inclusive partnership in decision-making. So what does that 
mean? Some of them may be including some of their business partners such as marketing 
that they work with very very closely. Or strategic planning department that they work 
very very closely. And needless to say HR, to be involved in that decision making process 
because business now, they understand that a hire is not just for that respective business 
unit, they now understand that a hire is for the organizsons of pushing back, debating, 
asking questions, challenging blind spots and when was the last time we point out, you 
know, “There’s an unconscious bias element when you made that decision. Let me point 
that out and let me explain that to you”. And that is going to be needed a lot in the future.  
 
So in terms of motivation, business now to HR you know “Hey, decide the award structure, 
salaries and long term, short term incentives and so forth”, performance you know, 
“Measurements, need you to do that so then I can make a performance rating for that 
particular individual”. But the shift that now we’re seeing is they would expect and hope 
that HR can play a driving role in terms of performance management or driving, facilitating 
evaluation committees which is happening right now today to include more business 
partners and like we just said in the hiring process, before or today: just the business and 
performance rating: just the business and go “okay, I’ll rate this person this and this”. But 
they are looking to include more, other business partners in this discussion, debate, that 
HR is going to need to drive. Because in a collaborative forum, this is where there’s a 
chance to again push back, debate, point out blind spots and influence and sometimes 
reverse ratings for specific individuals where the business were going “No, I think like this” 
but they don’t know all the other angles that the other business partners who work with 
these individuals, that HR can give them. So it’s a shift in “I decide” to “we decide”.  
 
And then in terms of retention, you know bonus, money and now the business look to “Hey 
you’re in the hiring process now I make all the bonus decisions because it comes from 
my P&L”. But because of the inclusion in decision making from hiring, because other 
business partners, as well as HR, they were involved in that hiring decision and then after 
the employee comes on board they were also involved in the discussion of how is that 
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person doing and what is the performance rating for that person and now, what should you 
reward that person? To a more inclusive role of advising, influence and inputting that 
decision making. Because if we ask some of us in HR today, when was the last time we 
had any influence on a bonus decision or when was the last time you at HR won a debate 
on “No, that performance rating should be X not this one” and the business will say “Okay, 
you convinced me with all these information that you’ve provided me”.   
 
What HR is doing today – a lot of them would be done by technology in terms 
of the processing, the execution. So that leaves a lot of room and time and expectation 
from the business that “Now I need much more and I know you can give me much more 
than just running a process”. So how can we all prepare for that? Well today, we work with 
business and we know the business well in a nutshell but in the future the business will 
include D&I HR in their leadership teams, in their business decision making process and in 
business discussion, they may ask you “What do you think?”, “What do you think we do 
this for our clients?” as if you are part of running the business. Because, that’s going to 
happen.  
 

We know the key players in the business, we know who they are. But the business really 
would like all of us to know “Hey so which are the boutique firms? The millennial startups? 
They’re taking away market share so who are they? Who are the people behind that? 
What kind of people are they hiring and how do they think? How do they approach 
customers?”. And businesses will ask – which is a great thing – “What is your view on 
that?”  
 

Now thanks to technology, a lot of people work away from home. In the future, a lot of 
people will work away from their country. You may have a global business tag who may be 
based in Hong Kong and call him and say “Hey, there’s this Brazil people issue that’s 
keeping me up at night, can I just have a chat with you and let me know what you 
think”. Because today we don’t know Brazil but in the future, we kind of need to know 
because the geographical boundaries will be getting fuzzy and eventually disappear 
because one of the conversations someone mentioned, my father worked in one job in one 
country in his lifetime.  I worked in six jobs, six countries in my lifetime. My son, I think, he’s 
going to work six jobs in six different countries at the same time. We can imagine, there 
could be six AI versions of my son, talking to clients at the same time. And because of that, 
there’s all types of uncertainty, risk – cyber risk, political, environmental and some risks 
that we don’t even know what they are today.  
 

And needless to say, changing regulations – do we have to know every single country’s 
changing regulations? No, but the business world anticipates that you will know the major 
country in the major regions, what are the changing laws, what are the changing 
regulations that is going to impact decision-making. So there’s a lot of work to do, there’s a 
lot of learning for us because if we’re going to be, and all of you will be, included in the 
leadership team in business, there’s also a lot of responsibilities, challenging the status 
quo, and before we can do that, we need to challenge ourselves.  
 

So there’s a lot of opportunity to co-design a future workforce stream-work together with 
the business because of this shift in mindset because from asking HR for operational 
requests to “Hey, what do you think? What do you think of this decision and let me know. 
Okay I agree with you, I don’t agree with you”. To HR just meeting business needs, to 
partnering with the business, actually being a part of running the business.   
 

So how do you do that? And normally we would suggest a wheel, a strategic wheel 
consisting of four steps. Now there are, and there will be, countless of great ideas from 
everyone but what we say is, align them back to the company mission and core values 
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because there’s no right or wrong. And if you ask the business units or business 
managers, what is the company mission and core values, think of how many people 
can actually give you the right answer. The next is define the workforce needs, skill set, 
supply and demand and what’s the gap. So that we can help the business design 
strategies that are practical and precise and then drive the transformation of reestablishing 
transformation governance. And we’re putting this in red because without a business plan, 
none of these stages would really work and you can’t really maximise business 
performance if they don’t have concrete business plans and what we observed from our 
workers – not all businesses have a concrete business plan. And for those businesses who 
have very precise, concrete, well thought-out business plans, we see very few of them 
include the people element in there. If suddenly tomorrow, there’s a downsizing, a global 
crisis and we ask the business “Well in your plan, do you have your list of who are the 
must-keep, nice-to-keep, don’t-keep? Do you have them?” Or there 
are pretty good times when businesses are doing well throughout the year, “Do you have 
that list, the must-pay, nice-to-pay, don’t-pay?” Because you’re not going to get all the 
budget that you need, do you have that in your business plan?  
 

So in summary we have five key success factors – sorry we’re just on zero minutes so I’m 
trying to think what I want to do – think business. Because, as part of the business, you’re 
running the business, take the HR completely away. Probably in the future, maybe there 
will be no HR profession, we don’t know. And think holistic, think of various scenarios that 
will impact the decision and impact the workforce. Think visionary because some of 
the really amazing business leaders that we work with, they don’t plan for today, next year 
or even the next decade. They look at their products and services and they plan for the 
next generation.  So we need to help the business calculate, assess again supply and 
demand and fill in the gap, and last but not least implementation, because without a road 
map and a communication plan educating business, you know we see a lot of strategies 
get all these stakeholders’ approval and then implemented. But without any education, 
communication and at all levels of the business, managers they go “okay, I’ll look at the 
plan, what we’re going to do”, without that implementation and education, it’s not going to 
work too well.  
 

So are we ready to take a more leading, influential role in the future for your organization? 
And the great news is: what is going to happen in the future really depends on what we do 
today. So it’s all up to us. Thank you.  

 

 

 


