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Welcome to Buck Consultants Welcome to Buck Consultants 
2006 2006 WebcastWebcast Educational SeriesEducational Series

• Buck Consultant’s webcast series features insights and 
updates on important compensation and business topics

• Today’s session is the 6th of our series

• The webcast will be recorded and archived for the next six 
months at the original webcast link: 
http://www.videonewswire.com/event.asp?id=32159

• Please save the date for our next webcast: 

July 26th at 1:00PM EDT

What Is Good Governance at the Board, Executive, an d 

Compensation Committee Level?

[ best practices in treating your employees as cust omers]
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Today’s Session

• Best Practices in Workforce Management: Maximize 
Engagement by Treating Employees Like Customers
– The employment relationship is undergoing dramatic change:  

Globalization, Outsourcing, Technology, and Population Ageing are 
driving organizations to adopt new business models; 
and finding and engaging the right employees is becoming more and 
more complex. These changes will affect where, when, and how people 
work — whether they are executives, professionals or support personnel.  

– During this web cast, we’ll address these changes and explore how 
organizations can strengthen employee commitment by refocusing the 
relationship and treating employees like customers.

– We’ll also discuss basic changing employee expectations and how to 
meet them to build a powerful, performance-oriented workforce.

• Email questions to yolanda.vanegas@buckconsultants.com

[ best practices in treating your employees as cust omers]
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Today’s Agenda

• Major trends driving change in business and staffing

• The Shifting Employment Relationship: An employee is an 
important customer

– The implications for employers

• Communications

• Rewards

• The role of Human Resources

[ best practices in treating your employees as cust omers]



6

Why Is This Issue Important?

• If you are participating in today's talent firefight or remember the war 
for talent of the late 20th century and the first two years of the 21st

century, get ready!  You have seen nothing yet!

• Today’s and tomorrow’s employment environment is changing, 
driven by such things as changing:

– Demographics and population configurations

– The nature of work – manufacturing yields to the service economy

– Globalization 

– Technology

– Outsourcing

– Worker values and expectations

[ major trends driving change ]
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The Basic Challenge

• The need for talent is intensifying
– Growing and changing global economy with accelerating competition

– Ageing out of Baby Boomers and slowing population growth trends

• The kinds of talent needed change as knowledge replaces skill 
as a “must have”

• The nature, mix and sources of talent is changing
– More diversity

– Changing values and priorities

• Organizations need to attract, enable and motivate more and 
different kinds of people
– Maintain current workers longer

– Change the mix

– Meet the needs of different kinds of workers

[ major trends driving change ]
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The Employer’s Choice

• Are we facing a “Hobson’s Choice”  dilemma?  

Employers have a free choice to:

– Do something now, or

– Face the consequence later

• Act today to position yourself in the employment market or wait 
until the market catches up with…

[ major trends driving change ]
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Take Action Now

• The arguments against:
– The market is in constant flux

– We do not have the resources

– What is the payback

– Too difficult to get consensus

– Why prepare for something that may never happen?

• The arguments for:
– Having a ready supply of talent capable of meeting evolving business needs

– Building a culture of results with people who want to work for you

– A Workforce that is engaged and feels a sense of ownership in your business

– Sponsoring an environment where your challenge is selecting from a great group 
of candidates, rather than finding an adequate candidate for the job

– The right people are getting harder to find and secure

[ major trends driving change ]
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Three Key Areas of Change

• The Organization/The Nature of Business

• The Workforce

• The Nature of Work

[ major trends driving change ]
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Organization

• Rapid evolution of organizations

– New business models

• Outsourcing and co-sourcing

• Globalization

– Basis of value creation

• Transformation through labor

• Transformation through knowledge

– Performance expectations

• Owners

• Leaders

• Members

[ major trends driving change ]



12

How?

• The new “deal” must include:

– More flexibility in working conditions

– More variety in rewards

– A fundamental change in the nature of the employment 
relationship:

• Treat employees like valued customers, and

• Engage them as partners in your enterprise

[ major trends driving change ]



13

Workforce

• Rapid change in employee’s expectations and values
– I have

• A “brand”

• “Priorities”

– When I work, it is
• No longer about being anonymous 

– My loyalty is to
• Me and my values

• My family

• My personal “groups”

• My work team

• My business unit

• And maybe, my employer…

[ major trends driving change ]



14

Work

• Two basic categories of work

– Manual: where physical labor is paramount

– Intellectual: where skill-based knowledge is paramount
• The process of work is changing

– Where the “raw materials” are homogeneous, and

– The transformation process is repetitive
• Automation takes place, be it manual or intellectual

• The location of work is
– Most manual labor is generally centralized for cost reasons

– Intellectual work can be decentralized, sometimes at a lower cost
• Flexible locations and schedules

[ major trends driving change ]
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And Helping Drive the Issues

• Demand for talent will increase

– Nationally

– Globally

• To meet the demand

– People with longer work careers

– Different people in the workforce

• Emphasis on

– Technology

– Core capabilities

Flexibility is key!

[ major trends driving change ]
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This Puts Pressure On Employers

• Employers must better define and distinguish themselves
– As great places to spend time

• We are worth your time (learning and career-building opportunities)

– Where you can find like-minded friends
• It is not about just putting in hours

– Where supervision is about support
• We share accountability

– We expect high performance (pride)
• And we find ways to help you perform better

– We look for success
• We find ways to share that success (rewards)

– We respect you as an individual with needs
• We are a family friendly workplace

• Diversity is welcomed

• We help you grow professionally…

[ the shifting employment relationship ]
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Keep In Mind That, As An Employer…

• We have values and expectations:

– We are ethical

• We do it “right”

– We have people who invest in us

• You, too, are making an investment

– We have a friendly workplace

• We will not tolerate improper behavior

[ the shifting employment relationship ]
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So, If You Think About It

• Much of treating an employee like a customer is creating a 
new balance

– The employee is not just a tool

[ the shifting employment relationship ]
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Employers Should

• Recognize that the relationship between the employer and the 
employee is changing

• And think through how you will respond by treating an 
employee like a customer

[ the shifting employment relationship ]
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What Is A Customer?

• Traditional definition: “Someone who purchases a product or 
service.”
– By implication, the “customer” derives some value from the product or 

service

• Our definition of the “employee customer:” 
– Someone who is willing to spend his or her time and efforts to help an 

organization create value in a product or a service.  
• This product or service is sold, and a portion of the revenue derived from its 

sale is used to compensate the employee.

• What does this mean for employees?
– They have a choice in where they work

– They bring value to an organization

– They help the organization create value for its customers and 
shareholders

– They expect to derive appropriate value for their contribution

[ the shifting employment relationship ]
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Realignment

Alignment means shifting

From To

Conform 
employees with 
the organization

Align the 
organization to its 

changing workforce

[ the shifting employment relationship ]
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The Employment Relationship Looks Different

• The “boss” is a leader who

– Provides guidance and support

– Develops the agenda

• The customer receives value

– Through a value based reward program

– That is “mass customized”

[ the shifting employment relationship ]
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HR Must Determine

• Whom you need

• Where you’ll find them

• What they want

…then

• Enable

• Inspire

• Reward them 

[ implications for employers: the role of HR ]
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Employers Should Begin to Rethink the Relationship 
With the Employee as a Customer

• An individual, not a group, who
– Creates long-term value

– Has varying needs that change over time

– Requires life-long learning

• The work environment must accommodate different 
people/needs:
– Family situations demand flexibility

– PT/short-term/phased retirement

– Cultural differences

– Disabilities 

• The workforce will demand 
– Hiring the “best”

– Meritocracy not hierarchy

• The structure
– Teams

– Organized by results not function

[ implications for employers ]
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How Do You Connect With Employee Customers?

• Change the definition of communication
– From “push” to “pull”

– Must be two-way 

• Utilize marketing principles:
– Know your customers; they will be a varied mix

– What do they want, now and later?
• Design products and services to their needs and preferences

– Engender loyalty through engagement 
• Promote and market the value of employment

– Seek and respond to input

– Give something back
• Rewards and recognition

– Continually monitor and adjust strategy 
• People come and go; those who stay, change

[ implications for employers ]
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Engagement Drives Performance 
And Maybe Even Loyalty

“Terms of Engagement” vary by the individual

• Economic Security
– Rewards

– Wealth building opportunities

• Professional
– Growth, learning and career development

– Recognition

• Social
– Coworkers and Managers

• Identity
– Family situation

– Opportunity to contribute

– Pride of affiliation

– Respect: people want to be taken into consideration

[ implications for employers ]
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Foundational Communication Elements

• Target Market Research: establishing baselines

• Key Messages: the “Value Proposition”

• Employment Branding

• Targeting

• Monitoring and Measurement

[ implications for employers: communications ]
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Foundational Communication Elements

[ implications for employers: communications ]
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Premier – A Case Study

Jena Abernathy

Senior Vice President 

An alliance of not-for-profit hospitals and healthcare systems, 
Premier helps healthcare organizations achieve high levels of 
clinical quality and financial performance. Through Premier, 
our members share knowledge and needs to create powerful 
solutions to everyday challenges.

[ premier case study ]



30

��
�

�

�
��� � ��

���
�

�
��

��� ���
�����

���
�

� ��
����

��� � ��

�
�

�

�

�

�
���

� �
��

�

�
���� � ��

�
� �

�
��

�
�

�� �
�

� � �
���

�
� ��

�
�� �� � �

�
� �

� ��
�� �

��
���

���
�

�
�

�
�

���
�

�
�

�� �
�

�
�

�

����

�
�

��

�
�

�
�

��� �

�

�� �� ��
��

��� � � ������
���

�

�

�

���� ��
� ���

�

������

�

���
�

�
��

� �

�
�

�

�

��

�

�

�

�

�

��

�

�

�

�
�

� � �
���

�

�

�

��
�

�

��
�
���� ��

�� ��� ������ � ��� ���� ��
��

�� � �
��

���
�

�� ��� �� ��� �� �
�� � ��� ��� � ��

�
� �

���

����

�

�� � �
�

�

���

�
�

�

�
�

�
����

�

��

�

��
�

�
�

� ��
�

�

� �

�
�

�

���

��

���

�

�

�

��

�
�

���

�
�

�

�

���

�
����

�
�

���
�

��� � �

�
��

�
�

�

� �� �
�

�� �� �
�

�
�

��
�

�
�

�
�

�� � �
� �

�
�

�� � �� ���

�

�
�� �� ���

�
�

�

�
�

��
�

�� � �
�

�
�

�

�

�
� � �

�

�

� �

�
���

�
�

�
� �

� �
��

�
�� �

� �
� �����

� � ���
�

�

�

�

�

��

�

�

�
�� ����

�

�

�

��

�

�����
�

� � ���� ��
�

�

�

�

�

�

� ���� �
�

��
�

��� �

����

���

�

�
�

��
�

��
�

�
�

�

�

�

�
��

�� � �
�

� ��� ��
�

���� �
��� � �

�
� �

�
�

��
�

���

��

�

� ��
�

�� �����

�

����� � ��
��

�

�

��

�

�
�

�
�

���

�
� ���

�

�

�

��� ���� ���

�

�� ��� ������

�

��

�

��

�
��� ����� � �

�

�

�

�

�
����

�
�

� ��

��
�

�
�� �

�
��

�
��

�
�

�
�

�
������

�
�

�
��

� �� ��
�

���

��

�
�

���
�

��
�

�� ��� �
�

�

�
��

�
�

� �
� �

�

�
�

�� ���

�
�

��

�

���

���
�

�

��

�����

���

�
�

�

�� ��
� �

�

�
� �

��

�� ��

�

�

�

�

�

�

�

�
�

�
� �

��
�

�
�

��
�

� �
� � ��

�
�

�� �
�

��� ���� � �

�

�

��
�

� �

� � ��
�

�

��� ���
�

�

�

� �� ��

�
�

�
�� �

� �

� ������� � �
��� ���� ��

�

�
�

�

�

�

����

�

��

��

��
�

� �

�
�

��

�
���
��

��

�

��� �
���

�� �
�

�
�

�
��

� ��
�

��� �
�

���� � ��� �� ��� �� ��� � �� ��� ���� �� �� � �� �� � �
�

� �� ��� �
��� ��� �

�
� �� ��

���� �� ���� ������ ��� �� � �� ��
�

� � �� ��� �� ��
�

� ����
�

� ��� � �

�

���
���

�� ��� � � �
�

�� ���
�

�� � � �� � �
�

��
�

� ��� �� �
�

�� �� � ��
�

�
��

���
�

�

�
� �

�
�

��� � �
���

�

�
�

�
��

�

�� �� �

�
�

�
��

�� ���

�
�

��

�

��
�

��
�

� �
���� �

� ��� ���
��

�
�

�
���

�
� ��

�
�

���

�

� ��

�
� ���

�

� �
�

�
� ��

�
�

�
�

��

�
��

�
��� �

�
�

�
��

� � �

�
�

� ��
��

�
����

� �� �
�

�
���

���
�

�
�

� �

�
���

�
��

�
�

��

� �
�

� ��

�

�

�

�
�

� � �

� �

��
�

� ��� �
�

�� � �

�����

�
���� � ���
��

��
�� �

�

�
�

���
�

���� ��� �

�
��

�� ��
��

�
�

�
�

� � �
�

��

���
�

�

� �

�

�
���

� �
�

�
���

�
��

�
�

�� �
� �

� ���

������

�

��

�
��

����
��

��

�

�����

�

��
�

��������
�

�
�����

�
�

�����
�

�

�
�

�������

�

�
�

�� �

�
�

�
���

�� �
���

���

�
�

��� ����

� �
���

� �

�
�

��

�

�
�

���

�
�

� �
����

�
��

�
�

�
���

�
�� �

� �

��

��
���

�
��

� �� �
� �����

�
���

� � � ��
�

�������������
�

���
���

�
� ���

�

��
�

�
�

��� �

�
�

�
� �

�

�
�

�

�
�

� �� ��

��

� � � ����� ����
�

��

�

�
�

���

�

�

�
�

��� �

� ����
�

�

� �

�
�

�

�����

��

����

�

�

�

�
�

���
�

�

���
��

���

�

�
��

��
� �� � ��

�

�� �

��

�

�

� � �� �
�

� ��

��

�

��

�
��� ���

�
� �

�
�

�
�

� ��� ���
�

�

��

�

� �
�

�

�
�

�

� �� �

�

�

�

�

�

�� ��

�
�

� �

� �

�

�
�

�

�

�

�

� � �

�

��

�
�

�

�

�

���

�
��� � ��

� �

� ��

�

�� � �

���

�

�

�

�

����

�

�

�
�

�

�

�
��

�
�

�

��

�

�

�

� � �

�
�

�

�
��

��� �

�

� � �
� ��

�

��
� ���

�

�����
�

�
�� �
���� �

�

�
�

�

�

� �

�

�

�

�� �
�

�� �

�
�

� � ���

�

�

�

�

��
�

��� ����
�

�

� �

The Performance Improvement Alliance

• Owned by more than 200 not-for-profit hospitals and health systems

• Nearly 1,500 hospitals working together to improve quality and 
financial performance

– Clinical and operational benchmarking 

– Supply chain

– Insurance

Owners

Affiliates

Our envisioned future:
“Premier’s owners will be 
the leading healthcare 
systems in their markets, 
and, with them, Premier will 
be a major influence in 
reshaping healthcare.”

Our envisioned future:
“Premier’s owners will be 
the leading healthcare 
systems in their markets, 
and, with them, Premier will 
be a major influence in 
reshaping healthcare.”

[ premier case study ]
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How Premier Maximizes Employee Engagement

• Values-based culture:
– Integrity of the individual and the enterprise 

– A passion for performance and a bias for action, creating real value for all 
stakeholders, and leading the pace 

– Innovation: seeking breakthrough opportunities, taking risks, and initiating 
meaningful change 

– Focus on people: showing concern and respect for all with whom we work, 
building collaborative relationships with the community, our customers, co-
workers, and business associates 

[ premier case study ]
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How Premier Maximizes Employee Engagement –
Continued 

• Annual Values conference
– All employees invited to attend

– Designed and led by a cross-functional group of employees called the Values 
Team

– Reinforces our core values

– Knowledge sharing and networking

– Informal interaction with senior leaders and invited owners

– Identify company wide improvement opportunities

– Social responsibility activity:   in 2005, nearly 500 Premier employees participated 
in 29 projects in the community and contributed 1900 hours of volunteer time.

• Values awards
– Presented during the Values conference to employee-nominated individuals and 

teams who exemplify Premier’s values through their daily behaviors and 
accomplishments

– Individual award recipients receive $7,500 (after taxes), framed certificate, 
Waterman pen, picture with CEO and right to indicate “Premier Award Winner” on 
business cards.

[ premier case study ]
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How Premier Maximizes Employee Engagement –
Continued

• Employee satisfaction surveys
– “Workforce Engage” surveys administered on a biennial basis to the entire 

organization

– “Pulse surveys” administered quarterly to 25% of the organization

– Managers incentivized on survey scores

• Social Responsibility
– Employees encouraged to volunteer

– Time off for both individual and team-based volunteer activities

– Premier matches employee monetary contributions to selected organizations

[ premier case study ]
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How Premier Maximizes Employee Engagement –
Continued

• Work/life balance initiative supported through:
– Flexible work schedules

– In-home work arrangements

– Advanced education opportunities during work hours

– 3 floating holidays per year

– Nursing mother rooms

– Free on-site Yoga classes

– On-site massage therapy

– On-site gyms

• Live Well, Be Premier Program
– Focuses on providing employees with current information, educational and 

physical fitness programs, and a variety of wellness events helping ensure that 
Premier employees remain healthy and satisfied, both at home and at work. 

– Led by a cross-functional group of Premier employees

[ premier case study ]
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Human Resources Programs Take on a New Character

• Rewards
– Mass customization

• Cash compensation and benefits
– Let me pick and choose

» Value is defined by the employee, not the employer

• Communications
– I need to know what I want to know

• Employees determine what they need to know
– Broadcast versus narrow cast versus select cast

» Clear, concise, and actionable

• Training
– What I need to do my job

• What I need to improve myself
– Facilitated by my employer

» Using internal and external venues

[ implications for employers ]
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Rethinking HR

• As the shift takes place, HR is less about
– Processes

– Administration

– Transactions

• And more about value creation
– Motivation

– Leadership development

– Staff planning and development

– Building performance capacity

– Increasing the talent supply

– Enhancing value creation processes

– Ensuring safety and security

Human Resources Creates and Manages the Employment “Term 
Sheet”

[ implications for employers ]
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The Six Principles

• Build an embracing culture
– Engage people around your values and the value exchange

• Rethink the balance
– Fear not your employees, fear not having employees

• Find new ways to create value for those who create value for 
you
– Structure, process, technology and location are key

• Shift from command, control and communicate to
– Communication, development, and success

• People are not a cost
– People are the value creators

• Manage your risks
– Create a clean, safe work environment

[ implications for employers ]
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Thank You !

Questions?Questions?

email now to:

yolanda.vanegas@buckconsultants.com

Thomas P. Flannery, PhD.

thomas.flannery@buckconsultants.com

617.275.8030

Jena Abernathy

Premier

Mary A. H. Horowitz

mary.horowitz@buckconsultants.com

212.330.1341

[ thank you ]


