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JOB ANALYSIS

Introduc on

Job analysis is the process through which the component parts

of a job are identified. Now, this is a very simple sentence to

summarize a huge area. Your reaction might be something like

“oh ok, so likewhatmakes up ameal?” Technically you are right.

A job is like a meal.

“A job is like a meal”
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HUMAN RESOURCES: KEEPING IT SIMPLE AND STUPID

Ameal can have multiple of component. Soup, main, side, carb,

protein, etc.

Imagine you are having a nice dinner at Gordon Ramsay’s

restaurant. I’ve never been there, and could only imagine, but

hey, aman can dream. Now, youwalk in and the host, or hostess

greets you. Get your name, check your reservation and walk

you to your seat. Once seated, the maître d’hôtel greets you

at your seat, and begins explaining to you what’s on the menu

tonight. Good chance you don’t understand a squid he said,

but awkwardly you said “sure” and “let’s give that a try”. The

maître d’hôtel applauded you for the gooddecision. You thought

that was the end - until the winemenu is whipped out and the

maître d’hôtel brings in the sommelier. The sommelier started

to explain how each and every red or white wine complemented

the dishes you ordered. You sat there, dumbfounded and agreed

to “redmeat red wine” suggestions. Sommelier then brought

you a 1995 Cabernet Sauvignon and poured it to you.
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JOB ANALYSIS

Then you had some bread, had your steak and you tried the

wine together with the steak. Admittedly there isn’t much of a

difference if you were to pair it with white wine. Maybe you

are with a companion, and both of you had really romantic

time and you can feel the sparks in the air, and the (usually)

dim lighting and smooth jazz playing in the background is

helping. Then pudding was served, after that,Crème Brûlée,

which makes you wonder why there are two desserts. Overall

you had a nice experience, you paid, uploaded to Instagram on

the 5 different types of forks you saw on the table, and left with

your companion.

If you resonate with the story above, then well done! You have

had the opportunity to fine dine and enjoy the most out of it.

To be totally honest, that is exactly how my first fine dining

experience turns out to be. Granted it’s somewhat overpriced,

but I did enjoy the most out of it. Also the burger I later bought

beside the street as I am quite a massive person and would need

a massive amount of food. Some of you though, after reading

through my experience, would say something like “this boy

doesn’t have a clue what he is talking about!” You are right. So

instead, let me try to tell it from the perspective of those who

disagree with my experience above.

Now this isn’t your usual vanilla fine dining with Gordon

Ramsay that everyone keeps telling you. A true connoisseur

like you would probably avoid that. Instead, you seek for

something more thrilling, something more exciting. Let’s go

to an imaginary ridiculous Four-Michelin Starred restaurant

called Isaac’s. You, along with your companion, stopped right

in front of Isaac’s, and passed the key to concierge, and you
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marched towards the host, or hostess. Then, after giving your

name and confirming your reservation that youmade half a year

ago because Isaac’s business is buzzing, youwalked in with flair.

Upon reaching your seat, the servers pulled out the chair for the

both of you. You sit and the menu is placed right in front of you,

while they light up the unscented candle.

You looked at the menu, carefully not to lift it from the table.

Maître d’hôtel then introduces the specials of the day, in which

he describes in great depth about each dish. You had something

heavy for lunch, so you are seeking for a light experience; your

companion placed an order of salmon, and asked the chef to go

light on the cream sauce for the appetizer, while for themain,

an aged beef top sirloin with red wine reduction, and a side

of tangy carrot and herby cucumber salad. You went for the

soup of the day appetizer, wildmushroom and herb soup, paired

with half boiled egg and soldiers, albeit a very breakfast kind

of menu but that’s what made Isaac’s special. For main, you

went for the Kobe Lobster, which is just normal lobster, but is

fed with Kobe Beef. Served with super light cream and butter

sauce. For dessert, both of you went for Classic French Vanilla

Soufflé. Because that is Isaac’s signature dessert.

Sommelier comes along, and recommends Amarone for your

companion, and for you Sauvignon Blanc. While your com-

panion is ok to proceed with it, you are feeling somewhat

adventurous, and do not want the normal experience. Instead,

you asked for a high floral Riesling. The Sommelier, applauded

your choice. Then the server brought along the respective

glasses for both of you, and the sommelier poured the wine.

You and your companion raise the glass but never clink, because

4



JOB ANALYSIS

deep down inside you know it’s rude to do so.

With the napkin sitting on your lap, the dishes are now being

served. First up it’s the bread. The server, with a specialized

bread tong, placed one piece of bread on your plate. You proceed

to butter it, but never once lift the bread away from the plate.

Then, you cut a small piece with the bread knife and proceed to

deliver it to your mouth. You enjoyed the sweet bread paired

with butter, and the same goes to your companion. However,

you disliked the edges of the bread so you discard it on the top

left of your plate but never too near to the rim of the plate. “It’s

simple etiquette”, is probably what you are thinking of.

I will stop writing the fine dining experience there, as it is

sufficient to prove my point, and I am not going to promote

Isaac’s too much - in fear that there is literally a fine dining

restaurant called Isaac’s and I am already giving them toomuch

credit. However, based on the few paragraphs alone, it should

be clear that the way I described both experiences, albeit fine

dining, they are presented in two totally different manners.

Fromthefirst experience, it is clear that it’s an amateur enjoying

anewexperience,whereas for the second, it is a connoisseur that

seeks perfection and elegance in the experience. They are vastly

different, although both are called fine dining. Let’s look at the

breakdown of how they are different. In the first fine dining

experience, you are enjoying the experience, unbound by the

ridiculous etiquettes and rules revolving fine dining. Your mind

is free to draw its own picture, and whatever you do and taste is

a whole new world. The second story however, is someone who

has honed the skill of fine dining, and knows very well what to
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expect and what are the outcomes from that experience. In fact,

you would know what will contribute to a better experience and

change the normal process, i.e. wine pairing with lobster to suit

the expectation better.

It took me two paragraphs to describe the whole fine din-

ing experience from an amateur perspective, whereas for an

experienced, four paragraphs just to bring the story up to

appetizers. Note that in most fine dining restaurants they serve

pre-appetizers too, but I have skipped those to make the story

shorter. The difference of the length can be attributed to the

detailed description of the second story, in terms of etiquette,

expectation and outcome. Make no mistake both of them are

fine dining. By definition they are the same, but it is the small

things that makes the story more alive.

“By definition they are the same, but it is the small things

that makes the story more alive.”

Phone plans are by definition, plans. But what they are made up of,

are the key factors in influencing your details.
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Now imagine that job analysis is fine dining. You have the ama-

teur experience of job analysis, and the connoisseur experience

of job analysis. A good job analysis, factors inmultiple factors to

come up with the best job description, and how the role holder

connects with the rest of the organization and translate that

into a business context, or more layman term, profit and loss.

Detailed Discourse on Job Analysis

From an HR standpoint,a good job analysis serves as the foun-

dation for almost all HR related activities. A job analysis lays out

the task of which an employee performs, conditions in which

they are performed, and the competencies needed to perform

said tasks. Without all this information, one could not write

a job description, select employees, evaluate performance or

conduct training. To put things into perspective, imagine if you

need to train someone in wine serving and recommendation

but you have not a clue about wine. That’s how important job

analysis is.

Job Descrip ons

By the end of a job analysis, the primary product produced

would be the job description - a summary of tasks and job

requirements. Job analysis pretty much determines how job

description looks like, sounds like and feels like. Job description,

in other words, is a written narrative that describes tasks,

accountabilities, responsibilities and roles of a position, and

7



HUMAN RESOURCES: KEEPING IT SIMPLE AND STUPID

what are the knowledge, skills and abilities needed for it.

Learning and Development

When you have mapped out the knowledge, skills and abilities,

it is easy to identify the gap between expected and actual output.

Based on that, training specialists will be able to come up with

the level of training that needs to be imparted to employees. It

also helps in deciding the training content, tools and equipment

to be used to conduct training andmethods of training.

Performance Appraisal

Another good use of job analysis would be to construct a per-

formance appraisal on. As evaluation of employees must be job

related, this provides the perfect opportunity to do so. Often

in my practice, I’ve seen employees are being evaluated by

categories like “dependability” and “taking the initiatives”.

So what defines dependability? Should Karen from accounting

depend on Muthu in logistics to make sure Abdullah’s mom

had her breakfast? When a job analysis is created, it provides a

framework for managers to evaluate their employees on, and

not on vague categories as such.
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Recruitment and Selec on

It is difficult to imagine how an employee can be selected, with-

out first having a clear understanding of the tasks performed

and the competencies, skills, knowledge and abilities needed.

By identifying such requirements, it’s easy to devise a plan to

recruit and select the suitable candidates.

Types of Job Analysis

We’ve looked into how job analysis and how they relate to each

individual function when it comes to human capital manage-

ment. Now, I believe that when it comes to dining, we have a

different take regardless if you are dining fine or dining home,

and one thing for sure is: no one seems to be able to standardize

the number of courses in a meal. In most cultures, people are

happy with just a standard 3 course meal - appetizer, main,

dessert. Now, some people in the world feel like there is a need

to pump up to a 12 course meal. I am not kidding - you have to

wonder how long it takes to enjoy a 12 course meal. From hors

d’oeuvres, amuse-bouche, and so on down tomignardise. Mind

you I have to Google it just to be sure of the spelling.

We are lucky, however, that job analysis does not have that

much variation. We don’t have to choose between a 3 course

meal, 4, 5… all the way to 12. Instead, we look at what we

are trying to achieve with our job analysis. In general, there

are 3 types of job analysis that has been widely accepted by

IO psychologists as well as HR practitioners alike in the world,
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namely job requirements, competency-based as well as reward-

based approach. We’ll have a quick zoom into these, but opting

out reward-based approach as I think it is costly to conduct,

messy and time consuming, and concurrently it is not universal

- each and every industry has a different set of rewards and

the way to establish this job analysis can never be properly

established.

Job Requirement Job Analysis

Themost common use, at least in my practice, is usually the job

requirements job analysis. This job analysis seeks to identify

anddescribe a large body of tasks, knowledge, skills and abilities

as well as job context for a particular job. In terms of fine dining,

thiswould be, perhaps, the equivalency of a 12 coursemeal; Each

and every detailed task is properly defined, and as well as the

respective personal dimension to carry out said task.

The output from a job requirements job analysis, as mentioned,

is a large body of information that we could use to assist us

during recruitment. When a HR says recruitment, it’s not just

the process of calling candidates in and letting somemanager

interview. No, it is muchmore complex than that. Here, when I

mention recruitment, it involves communicating job require-

ments to candidates, developing selection plans, identifying

appropriate assessment methods to identify applicant’s skills,

knowledge and abilities, and even complying with rules and

legal requirements.
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When you are doing a Job Requirement Job Analysis, you need to

properly define the KSAO and if there are any safety/legal

repercussion when it is not met.

To carry out this job analysis, we first begin with a few simple

questions, or rather, task statements to ensure that we sound

professional so that the manager requesting this knows that we

are not joking around. Task statements are written descriptions

of major tasks an employee performs in a job. If one could not

come upwith these descriptions, perhaps there is no need to get

a person in that role after all. Now, the task statements:

(1) What does the employee do?

To write these, begin with a specific action verb. To be more

precise, this action verb should not be vague; it should have

only one meaning. Verbs like “to support” is way too vague and

relates toomuch to a third object/person, and should be avoided.

On top of that, this should only be a major task, not for trivial
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activities.

(2) To whom, or what the employee does?

Tasks in this world are usually not mutually exclusive, which

is why this exists. Whatever the employee does, will have to

relate to a system in place, or the person before or after the

workflow, which is why verbs like “to support” is bad; you have

to specifically know how the support works out, and what kind

of system is in place for the support.

(3) What is produced?

In this dimension, the output of the employee should be

specified, indicating the expected output.

(4) What materials, equipment, tools and procedures are used?

Each and every task statement should comprise these4dimen-

sions. Usually, a job will have around 15 to 20 task statements.

If there are too many task statements, it might be an indication

that the job will be too narrowly defined, which leaves no space

for the ever evolving job function in this world.

Once task statements have been created, the next step is to

identify the task dimension and fitting each and every task

statement into these task dimensions. Each dimension should

be named accordingly. These dimensions are important as they

form the performance dimension, in which the employees who

hold these roles are accountable for. Ideally, around 4 of these

dimensions would be more than sufficient.

Next, would be to determine the KSAO (Knowledge, Skills,

Abilities and Other Characteristics). Each and every individual
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letter in KSAO is just as important as an ingredient in a Gordon

Ramsay’s dish. If you missed one of it, you might as well not

do this activity at all. Hell, if Gordon Ramsay is here, he would

ask you “Where is the lamb sauce!?” Now, here’s a very brief

definition of KSAO:

(1) Knowledge - A formal organized body of information that

consists of facts and procedures. In more layman terms, it’s

something that you would learn from textbooks or articles.

(2) Skills - This involves the abilities related to the verbal,

manual andmental processing of data and information. In other

words, skills refers to your ability to apply information learned

to a context. Skills are usually observable competence to carry

out tasks.

(3) Ability - Ability differs from skill in the sense that, an ability

is an underlying, enduring trait that is useful to learn and

perform tasks. Ability lays the foundation for a person to acquire

skills to perform tasks.

(4) Other characteristics - This is the catch-all phrase to pretty

much cover everything that does not fit the categories of KSA.

Although pretty much everything else that was orphaned from

the three main categories, they can be very important. For

example, one could have all the KSA of a pilot, but never did

have a pilot license. You wouldn’t want a non-licensed pilot

to fly your plane right? So, licenses, certificates, registrations,

usually come to these.
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Each and every individual letter in KSAO is just as

important as an ingredient in a Gordon Ramsay’s dish.

And if you mess it up you will get the yell. Photo not actual Gordon

because copyright.

Once the KSAO has been ironed out with the relevant stakehold-

ers, then you can come up with a staffingmatrix or description

that could be used to communicate with recruits and recruiters,

as well as developing the staffing plan.

If we were to look into job requirements job analysis, the

whole technique catalogues very well-defined job roles, specific

characteristics and observable needs that would span across

organizations. These days, with the increasing change of

technology and automation, it’s a fight for survival (at least

14
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in jobs that scientists could not automate just yet, or the ones

the government wouldn’t let). With that increasing change,

competency-based job analysis would take the helm in roles

that would undergo changes constantly.

Competency-based Job Analysis

“What are you talking about? Isn’t KSAO that I’ve just read

througha competency? What competency are you talking about”

is exactly my thoughts when I first came across this roughly

six years ago when I started my journey in I/O psychology.

Competencies are the foundation inwhichKSAO lies on, the kind

that answers “how” of performing job tasks, and by drawing

on andmobilizing psychosocial resources (including skills and

attitudes) to context application. For example, members of

a work team each hold specific jobs but may be subject to

job competency requirements, such as teamwork orientation

and adaptability. Think of it this way, competencies not only

contribute to work performance but success of organization

as a whole. They are applicable to, and required for all jobs as

opposed to specific KSAO to specific jobs.

If you are in a start-up, you might find yourselves in the

increasing need to develop and deploy competency models

instead of job requirements job analysis. Competency model

is extremely useful to connote job requirements in ways that

extend beyond the specific job itself. In most start ups, it has

been reported that one personmay work onmultiple roles, or a

broad spectrum of job specifications. This goes without saying

that, inmost start ups, yourmain aimof your job analysis should

15
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focus onmaking things easier for the job to adapt to a changing

organizational context.

Being able to work in a team is the foundation for all organization,

big or small.

The logic, of using a competency-based job analysis, should

make sense for a lot of people. From an HR perspective, there

are 3 key strategic reasons on why competencymodels should

be deployed, and how to create the buy-in from relevant stake-

holders.

1. Create awareness and understanding of the need for the

ever-changing nature of business.

2. Enhance the skill levels in the workforce (95% of the

managers would be very interested in this!)

3. Improve teamwork and coordination.
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The process of carrying out a competency-based job analysis

is quite the opposite of job requirements job analysis. With

job requirements job analysis, it began with looking at specific

tasks and it zooms out from the bottom up to form jobs and

categories to fit in the larger picture of an organization. For

competency-based job analysis, it begins with first consider-

ation of organizational objectives and goals, and determines

how each individual job functions corresponds to these goals.

Organizational context too, should be taken into consideration

as a top downapproach of competencymodellingmakes it easier

to address how different functions complement each other to

produce goods and services.

Before determining competency requirements, top manage-

ment, with the guidance of HR, should first establish the orga-

nizational goals, and thenmove along to determine the general

competencies. The general competencies are important to align

with all job levels so that their usage will align with the orga-

nization’s mission and goals. However, having a competency

definition alone is insufficient. All general competencies should

have specific behavioural definitions.

The said definition, should focus on the following:

1. Knowing the major tasks for which the competences are

established.

2. Careful definition of the competencies, as wrong definition

of competency would render a function obsolete.

3. Subject matter experts should be able to provide input to

all the jobs or roles inwhich the competencies should apply

to.
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RECRUITMENTAND SELECTION

My first HR job is a recruitment consultant job, where we

headhunt people to sell them off to another company for a big

amount of money. If you were to ask me, it’s the professional

version of telemarketing, and surprisingly everyone just went

ahead with it and not curse at the seller. Professional version

of telemarketing seems to bemore humane and being treated

nicely though, as maybe half of them are happy to receive your

call, whereas the rest of them, just simply request that you don’t

call them, but you knowdeep down inside that youwill call them

and sell them something regardless.

Being a recruitment consultant, especially as a first timer in

anywhere near HR dimension is a scary one. First you have to

cold call companies and lie your way through to the person, one

way or another. Then your performance is measured on a daily

basis, and you have to be able to sell the job and client to your

candidate, while simultaneously selling your candidate to your

client. But that is just what recruitment is all about.

18
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Then I moved on to an inhouse HR position, which I am then

exposed to in the selection process, and boy am I not ready

for such a complicated process. But hey, everybody gotta start

somewhere and this is pretty muchmy experience in a nutshell.

I learnt everything by doing it on the job (which is surprisingly

the most effective trainingmethod out there). So here, it’s all

about my perspective on how recruitment and selection is done.

Introduc on

When you are single, you care a lot about your look, how you

dress, what hairstyle you are whipping out with excessive hair

products that might have contributed to ozone layer thinning

as you used those spray products since you don’t know better.

To further impress your future potential mates, you subscribed

to a gymmembership, and workout five times a week. You care

about what you eat, and you are wary of the calories that you

put in. All these, is so that you look good and give the best of

first impression when youmeet someone, or hopefully, the one.

Now, think of the similar process for an employer, but in the

context of attracting talent, to find someone OR the one. It is

exactly as it is. This iswhat recruitment is all about. Recruitment

is the process of attracting talent to an organization. Recruiters

are basically just trying to sell the job to the one out there, easy

as you think recruiter’s job, they constantly pitch jobs to passive

candidates, or evencandidateswhominitially expressed interest

and applied, they need to work twice as hard to retain that

interest and hoping that they would be able to grow that. After

all, there are somany jobs out there, and if the recruiter can’t
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sell the job, then the recruiter is deemed as failed to perform the

job.

Recruiter must be able to sell the job and organization to allow

candidates to feel like “this must be the place for me”.

Circling back to the dating story, so you are looking hot as hell,

with body properly shaped like primetimeHollywood actors and

actresses (NOT Chris Hemsworth in Avengers End Game), hair

better looking than Vin Diesel in all his installment of Fast and

Furious, and instead of the one, now you have too many “ones”

out there and you need to find the perfect one for you. You dated

and dated,many expressed interest but you could not commit to

one. Some say you are a player, but you know deep down inside

before a long term commitment you need to find the one and

the only. If you have watched the series How I Met Your Mother,

the selection is very important; you wouldn’t want to commit to

20
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a relationship for the wrong reasons. You want it to be special,

a bond that you will share and tell your future kids about.

Selection process is just that. You want to get “the one” for the

job. It involves a series of processes to do so, interview, work

samples, personality tests and whatnot. Everything is designed

to get the right one into the job, and that is the only focus. It

can be a very painful and long process for some, especially with

niche jobs which only a few know about; or, it can be a very

simple process in which you are just impressed with the general

impression presented by the candidate during the interview.

Selection process is just that. You want to get “the one”

for the job.

If I were to be real honest, I don’t think selection process is any

different with dating. You just need to keep finding.

21



HUMAN RESOURCES: KEEPING IT SIMPLE AND STUPID

Recruitment

It goes without saying that most of you who have worked in

two or more organizations might have noticed that there are

significantly different ways to recruitment. Some rely on HR to

control all the processes; some hiring manager calls candidates

to schedule an appointment for a meet up. Overall, it depends

on what the organization practice is. What’s important is

that everyone follows a recruitment guide developed by the

organization that details information about the process that

should be followed to attract applicants to a job. As recruitment

processes are often costly (the time invested, the money poured

into job posting and branding, and the managers getting pulled

out from their job to be a part of recruitment), all steps are better

followed to ensure good alignment with organization policy and

regulations.

Another thing to consider when you are doing recruitment, is

what kindof candidates are you trying to reach? Is it for a volume

based position, or a targeted recruiting? You have to be able

to identify this as your approach towards recruitment would

be significantly different. If you are recruiting for a volume

based application, it’s best to advertise position with a message

appealing to a wide array of job seekers in rich media outlets

so that the message will reach the largest possible audience.

That way you can have a large number of applicants and you can

leverage on that to fill in a number of vacant positions. If you are

doing a targeted recruitment, in which you have identified that

there are only a handful of people in the market that know this,
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you should focus on advertising that could reach these people,

rather than a “catch-all” method.

I won’t bother so much with the recruitment sources, as they

are well established within themind of everyone by now - job

portals, recruitment firms, referrals, etc. Instead, I would want

you to know that there are different types ofmessages to be sent

across for different candidates that you are recruiting for.

First type of message is something that I do on a daily basis. It

is the realistic recruitment message. This type of message is

aimed and geared towards showing the organization and job as

they really are, rather than “sugar-coating” it for candidates

only to find out later that the reality is often disappointing (Yes

I quoted Thanos). This way, the job applicants will self-select

into or out of the organization. This is especially crucial if you

want to increase the commitment of the joiner as they know

very well in day one what they are about to walk into.

23
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Be truthful about the work. If they need to work out of office hours,

just say that. They will appreciate it even if sometimes it’s not in

your best interest.

Second type of message, whichmost multinational companies

use these days, are employment brandmessage. They picture

themselves as the champion of various projects, people initia-

tives and whatnot to compete amongst other competitors either

to retain talent, or to attract direct competitor’s talent. Start-up

24



RECRUITMENTAND SELECTION

uses these too. They position themselves in a strategic message

that conveys what applicant wants to hear, to attract desired

applicants to the organization.

The choice of message depends on the types of market. If you

are in a tight market, in which talents are scarce, it might be in

your best interest to deploy brandedmessage as that will help

to retain talent. If you have nothing to lose in a loosemarket, go

ahead and send out a realistic job preview. That would ensure

that you get the candidates you deserve rather than candidates

you need.

You get the candidates you deserve rather than

candidates you need.

I’m not going to pretend I came up with that last sentence. It’s a

reference from Dark Knight and deep down you know it’s true. It’s

all about sending a message.
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Applicant Reac on

While most companies are very concerned about getting in

the candidates, most of them forgot that applicants too, have

feelings. Their feelings when they got involved in your recruit-

ment process is called applicant reactions. Applicants, they

react towards lots of things. Your recruitment message, your

recruiter, your process, your company culture that they detected

when you are interviewing them, and even after you interview

them.

A lot of recruiters I know are often drowned in a sea of re-

cruitment requisition. Frommanaging candidates to managing

hiring managers, they have to make sure no weird demands

are being put on (yes some demands are indeed weird. I once

had a hiring manager that requested me to sit in an Excel

assessment in which I just stare blankly at someone doing

Excel badly. Come on its vlookup, how hard is it). On the

other hand, some candidates like to ask weird questions at

wildly inappropriate times. Somost recruiters, being constantly

sandwiched in between, gets very strict (or maybe cranky) and

started to pressure candidates and hiring managers alike. From

an applicant reaction perspective, that is nothing but bad. So,

recruiters ought to treat applicants with more warmth and then

maybe, recruiters like us won’t get such a bad rep after all!
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Transi on to Selec on

After identifying and attracting a job seeker, the recruiter next

need to prepare the person for the selection process. Applicant

should be briefed on howmany rounds of interview should there

be before initializing the process. I’ve once told a candidate that

the whole process will be a 4 stage interview, which he replied

“holy guacamole, I’m gonna run out of holidays!”. He got the

job after 4 weeks of selection process.

Selec on

To recall, you have dated many many people, and now you

wanted to choose a mate and commit to the said mate probably

for the rest of your life. That is just how important this step

is. Maybe in organizational context you won’t commit to the

person forever, but still, selection is selection. Youmust have

a well defined criteria if you were to look for a soul mate. So,

herewith a 3-step method that you can use.

Selection phase is where most of the bottleneck in the whole process

comes from.
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Step 1: Ini al Assessment Method

Initial assessment method focuses on “general impression”

rather than associatedKSAO. Thatmeans, you canhave a kickass

skills but never made it through the first round of assessment

simply because you are very bad at writing resume, which in

turn, meant you are bad at communicating. Organization thrive

on communication, and if you fail to communicate, you are

inviting failure into your project. In initial assessment method,

recruiter must look into various factors within a small period of

time: resume, education, skills, knowledge, certifications, and

so on. Imagine if a job opening has 300 applications, and times

that with 10 openings. So, a recruitermust be able to distinguish

a qualified resume within a small window period, which is why

CV workshop is such a good business.

Then, after reviewing through all the paperwork, the recruiter

will conduct an initial interview with a candidate to assess if

what is written reflects what is spoken. There could be various

methods in initial interview: video interview, a phone interview,

or even self-assessment. It must be kept in mind that each

method deployed incurs cost, so each method must be carefully

selected to ensure you get the return of investment accordingly.

The most important question to answer here, is that does

the candidate possesses the most basic competency or KSAO

identified in your job analysis. Mistakes oftenmade by recruiter

are they look out for preferred criteria and not required criteria.

Some of them also spends too vast of a time in these initial inter-

views, whichmade the process rather long. Initial assessment

should be brief.
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Step 2: Substan ve Assessment Method

So you have cleared a few candidates through the initial assess-

ment; they are good, well spoken, their resume looks good, and

they definitely possesses the basic KSAO for the job. Now, it’s

time to get serious. Substantive assessment methods are for

more precise distinctions between those who qualified. Usually,

the hiring manager will be a part of this to co-assess the

candidate, and they could vary from:

a. Cognitive ability test

b. Personality Test

c. Work Samples

d. Psychomotor test

e. Performance test

f. Situational Judgement test

g. Structured interview

Needless to say that eachandeveryoneof these, if chosenpoorly,

will cost dearly towards applicant reaction. For example, if

you are hiring a metal milling expert, perhaps a situational

judgement test would not be a very good predictor of job

performance, and by the end of the day you have a candidate

that thinks you are a weirdo for doing that.
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Milling work revolves around turning metal into shape you desire

in order to fit into some machinery and stuff. In this case, you

would go with work samples to test the applicant skill.

In my practice, it seems like most of the companies are happy

to just have a structured, or semi structured interview for this

phase. Most of the questions asked, are rather open ended in

nature and thus allowingmore intellectual interaction to take

place, as opposed to just having a rigid question and answer

session. While the interviewer may have prepared a list of 20

questions to ask, depending on the outcome of discussion of

prior question, the interviewer may then opt to skip certain

questions altogether. Another great thing about semi structured

interview, is that it allows interviews tobe specifically tailored to

candidate’s experience, allowing themtoexpress their creativity

and experience in full.
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There are, however, some potential drawbacks with semi struc-

tured interview. First and foremost, is that semi-structured

interviews are usually longer than other interview techniques.

One hour seems to be the standard around this, with some

may even extend up to one and a half hours. Purely looking at

cost perspective, this is one costly session, and times that with

several candidates and well, let’s say it’s better if you were to

guide the manager properly in conducting the interview. What I

noticed too, is that sometime semi-structured interviews can be

biased. Because you skipped some questions based on answers

provided in prior questions, it leaves room for other candidates

to answer these questions better and create biases between

candidates.

To prepare for a semi-structured interview, I have a simple 4

step method to do so.

Step one, is to consult the job requirement matrix in order to

develop the selection plan. Each and every KSAO that you have

identified in job analysis should be accounted for.

Step two, is to develop the structured interview plan. This step

needs to be worked together with the relevant stakeholders.

To begin with, construct questions for each KSAO. Based on

the questions the team then need to decide on the benchmark

responses as well as rating scale, as in what construed to

acceptable responses and whatnot.

Step three, is to train the interviewers. Different interviewers

have different approach towards interview, somemaymaintain

a smile all the time during the interview, some may look at
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candidates as if the candidate ate the last Mars bar in the

mini fridge and the interviewer is cranky as hell. There are

also questions that the interviewer would need to know if

it is appropriate to ask, for example, race or gender biased

question, if inappropriate should be avoided. Interviewers

should also ensure that the overall candidates journey remain

as standardized as possible. If otherwise, somemay have it easy

and somemay find themselves in a situation in which they are

unable to perform.

Final step, is to evaluate if the processmakes sense post-hoc any

interview. This is vital as due to the complexity of the interview

process, we have to identify the weak link in the process and

improvise it so that the process could be further refined.

A good interview process should easily identify the relevant

KSAO that you are seeking, and if you were to pair it up with

another one of the substantive assessment methods (choose a

suitable one), I’d dare say that you will be nailing the selection

process nicely.

A good interview process should easily identify the rel-

evant KSAO that you are seeking

32



RECRUITMENTAND SELECTION

By the end of an interview, you will want to be able to identify all

the relevant KSAO you need.

Step 3: Discre onary and Con ngent Assessment

Method

Discretionary assessment method are perhaps the most heavily

biasedprocesswithin thiswholenicely structured selectionplan,

but I would also say it’s a necessary evil. This method is used

to separate those whomade it to the final list and who doesn’t.

To put it simply, it’s factors that are other than KSAO may be

assessed. People-culture fit for example, the hiring manager

usually drop candidates if he/she feels like the candidate could

not fit in the team culture, and whatnot. A candidate too, will

be progressed to final list if the company practices affirmative

action hiring and the candidate fits in the criteria. Overall, this

phase looks at the company’s philosophy in hiring, and things

like demographics suddenly makes sense.
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Contingent assessment method on the other hand, is one

method that is not usually deployed and heavily depends on

external factors, such as legal mandates as well as job nature.

For example, if you are hiring someone to be away from base

station for a prolonged period of time, during which onemay be

deployed to Antarctica where medical supplies are limited, you

would want to do a health screening just in case if someone is

medically unfit to travel to places like that. Extreme cold usually

brings the worst out of us. One time I was in Chicago and it

was freezing and windy, I ended up getting a massive migraine

after eating Giordano’s deep-dish pizza for one night. Ended up

hugging the radiator for the night and woke up feeling better.

There are also various legal requirements that may involve drug

testing (for those who operate heavymachinery), background

checks, criminal record checks and so on. Again, not all compa-

nies need to do this, and this can only be deployed based on the

specific requirements out of KSAO when it comes to a job.

Making the Hire

So after deploying all the 4 methods, you are left with perhaps 3

finalists. All of themwith selected merits that you deemwill be

able to contribute greatly to your organization. So, how do we

select the best one? Having them doing rock paper scissors will

be great, or do we toss them into a ring, let them brawl and hire

the last man standing? Honestly speaking the last one sounds a

little too cool not to do so but youmight end up in jail for doing

that.
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The final choice can be made with 3 choices, depending on your

needs. First choice, is that you rank the candidates based on

ranking. You have the results from discretionary assessments,

and how each strength compensates their weaknesses. How

their KSAO weightage is, and based on that you rank them

accordingly. The person with the highest ranking is most

desirable, and if the person does not accept the offer, go to the

next person. The relative worth for each finalist is indicated and

sort-of back-up of finalists is created.

If you need to hire more than a person, then a grouping method

could be used. Not everyone has a rank assigned, and you hire

based on two groups: hire and not hire. Deep down inside

however, you know you want the best candidate and so you

intrinsically assign some form of ranking, but that is ok, as long

as they are in the to-hire group. Otherwise, the candidate should

not be pursued further. Now,what if you are trapped in between?

You are hiring for two, but there are three finalists and they are

equally good? Then the best way to proceed, believe it or not, is

to do random selection. With random sampling, each finalist

has an equal chance of being selected, and themajor advantages

of this approach is the speed and fairness. Howmany times does

a good candidate find another offer because the hiring manager

mulls overwho tohire for too long? Andbecause it’s random, the

hiringmanager cannot be accused of favoritism. It’s a perfect

win-win situation, with one exception: how do you convey this

message to your candidate not chosen? “Oh sorry you did not

win the lottery this time, better luck next time?” So, you should

only use this as a final resort.
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With random sampling, each finalist has an equal

chance of being selected, and the major advantages of

this approach is the speed and fairness.

When you can’t decide, or the hiring manager can’t decide, best to

just leave it to chances. Toss a coin, invest in a randomizer wheel, or

something. Don’t leave candidate hanging, don’t go starting

another interview round and waste resources.
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PERFORMANCE APPRAISALS

Most of us have been there. We studied and studied and

studied, the book from front to back, back to front and front

to back again. Practically memorized the whole book. You

bought 2 more workbooks and completed them. You feel pretty

good considering you nail all the questions in the workbook

accordingly. Then it came. The exam that will pretty much

determine your future. You sat in, the paper said “BIOLOGY”

and you said “OK, I got this.” The exam began. First question:

Ali and Abu bought 20 watermelons, your brother ate 5 of the

bananas and Netflix announced a new series: Tar Wars, the

Battle of Black Viscous Liquid. Calculate the mass of the sun. (if

you can solve this please let me know)

You flunked the exam. To make things worse, your mother

seems to not care at all about what was asked in the question

paper, but rather just the result! You tried to justify that the

paper you took was somewhat too complicated for a student like

you, but she just doesn’t care! (Typical asian parents huh?)
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Okay maybe that is somewhat too ridiculous but the point is

that, if you are sitting for an examination and were expecting

a biology paper, it wouldn’t be fair for the biology paper to ask

you to deploy the ideal gas equation to calculate the number of

hair you have. That is absurd. And when you hire employees to

do a certain job, you would want to judge them based on a set of

prescribed expectations, rather than random expectation that

pops into your mind when you are filling in the performance

appraisal form provided by the HR.

You would want to judge them based on a set of

prescribed expectations, rather than random

expectation

Just like you expect to reach certain places when you travel,

employees need to know what their end goal is.
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Reasons for Performance Apraisal

The first step in performance appraisal is to determine the

reasons your organization wants to evaluate employee’s per-

formance. This determination is important because various

performance appraisal techniques are function specific, which

means one may be suitable for a purpose but not another. To

my surprise, whenever I consult on certain organizations with

regards to this, they were just doing it because it’s a norm and

most of the time performance appraisals are used as an excuse

to fire a person.

Although it is generally accepted that performance appraisal

should be used to improve performance, most organizations are

facing difficulty in achieving that as they do not have a specific

goal in mind when executing that. With that in mind, there are

several goals that organizations should use as a guideline before

carrying out a performance appraisal, and they may include

providing employee training and feedback, determining salary

increment, promotion decisions and termination decisions.

Providing Employee Training and Feedback

In my practice, this is by far, and seems like always will be

the most important use of performance evaluation. Although

employee training should be an ongoing process, the timed

appraisal review serves as an excellent time to meet and discuss

with employees on their strength and downfall. More impor-

tantly, it is also the time spent to figure out how to overcome

the weaknesses presented.
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Determining Salary Increases

A job’s worth is determined bymany factors, whichmay include

responsibility, education, performance during an interview,

a person’s reputation and so on. However, the difference in

compensation between two individuals within the same job is a

function of both tenure and job performance. It is unfair to pay

a poor performer the same as excellent performing ones. Thus,

one important reason for evaluating employee performance is to

provide a fair ground to evaluate an employee’s salary increase.

As you will probably read later, appraisal has a subjective

approach and numeric approach. Youmight want to go with a

numeric approach rather than a narrative subjective approach.

Salary is usually the primary consideration in performance

appraisals. Most of the time, it is to adjust for inflation even if the

performance is just within average range.
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Making Promo on Decisions

When you are thinking of a promotion, you might have a few

employees on your mind as potential candidates. While it might

sound like a logical commonsense topromote thebest employee,

that might in turn shoot you in the foot. Best employee on one

level is a bad predictor for the next. Long ago, a psychologist

named Peter coined this as Peter’s Principle (duhh Peter please).

ThePeter principle states that a personwho is competent at their

jobwill earn promotion to amore senior positionwhich requires

different skills. If the promoted person lacks the skills required

for their new role, then they will be incompetent at their new

level, and so they will not be promoted again. But if they are

competent at their new role, then they will be promoted again,

and theywill continue tobepromoteduntil theyeventually reach

a level at which they are incompetent.

Making Termina on Decisions

Whenall else fails, when you tried training, coaching, retraining,

counseling, and anything else you can think of to increase

performance or reduce disciplinary problems of an employee,

perhaps the employee is not suitable for this position. One way

to know for sure, is to conduct an appraisal to fully understand

if the employee should be terminated or otherwise. There are

also some legal grounds surrounding such issues so this has to

be done with extreme caution.
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Determining WhoWill Evaluate Performance

Traditionally, employee performance has always been evaluated

by supervisors. But if you were to think really carefully, who has

the time to constantly observe his employee? When you have

more than a few employees, does that mean your job is to fully

observe them? How about the supervisor’s job? So, a supervisor

could only observe so much, and make judgement based on

the result and perhaps not the process itself. Consequently, to

obtain a better andmore accurate view, employers are adopting

more and more of a group evaluation rather than a single

view. The mainstream word for such group evaluation would

be 360-degree feedback. Sources of relevant information about

performance includes supervisors, peers, subordinates, self-

appraisals and sometimes, even customers!

Whom to choose tends to depend on the resources available. If

you are operating a small teamand everyone is stretched towork

almost constantly, you might want to keep it short and go with

result-based, result driven appraisal. So, the supervisor would

be sufficient. If the teamhas extra bandwidth, a littlemore input

would make things better!

Selec ng Best Appraisal Methods
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The best method to appraisal isn’t necessary to examine every

details you could find. Rather, just to select one best method and go

with it.

After determiningwhowill be doing the said appraisal, thennext

is to select the best appraisalmethod. While there aremillions of

different appraisal methods that exist out there, in essence they

could be reduced to a few, namely management by objective,

critical incident method, behaviourally anchored rating scale,

360-feedback loop and forced choice.

(1) Management by Objective

When you can’t judge a person behaviourally as youmanage a

large team and everyone is stretched to fulfil their accountabili-

ties, this is the one to go for. Management by objective is when

a supervisor identifies the desired objectives to be achieved and

gives each individual a major area of responsibility in terms of

results expected from him/her and uses these measures as a

guide to access the contribution of each individual employee.

Themain advantage of this approach is that it is very less time

consuming and cost saving considering you are looking only at
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the end result and nothingmore. However, onemajor drawback

is that it lacks the interaction and engagement that could be

used to streamline processes and maximises strength which

could lead to a better performance talk.

(2) Critical Incident Method

This is more or less how most startups evaluate people. In

this approach, the supervisor, or rather, employer evaluates

employees based on “critical incident” or remarkable events.

Basically, these events can be really great stuff or really bad

stuff.

Whoever that is carrying out this should maintain a record log

of these critical incidents. These critical incidents are extremely

useful toprovidemeaningful insights that canbeused to identify

strength andmaximise growth.

(3) Behaviourally Anchored Rating Scales (BARS)

BARS, as the name suggests employs scales to rate perfor-

mance. It is an appraisal method that aims to combine the

benefits of narratives, critical incidents, and quantified ratings

by anchoring a quantified scale with specific narrative examples

of good, moderate, and poor performance. Many HR (me

inclusive) argue that this is one of the most effective methods

among all appraisal methods, as it guarantees precise results.

One down side of this is that it is more expensive and bandwidth

consuming. Employee’s behaviour and performance are both

evaluated. The output is usually anchored as good, average or

poor.
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(4) 360 Degree Feedback

This is arguably the most time consuming method as there

are multiple raters involved in performance evaluation. It is

not just your supervisor, but your peers, direct reports or even

customers evaluate you. As it is time consuming, it presents to

be a weak link in most of the performance appraisal methods,

however, because of the extensive media richness, it allows

the individual to understand his/her own personality from

an outsider’s perspective. As for the team, it allows better

communication which arguably could be the key factor that

will drive teamwork in the future. Last but not the least, is that

when customers are involved, it allows the customer service

experience to improve as customer’s experience is arguably the

utmost importance in any business.

(5) Forced Choice Method

When you are managing a big team, you tend to think that

all your teammembers are doing good. This bias is especially

true when the relationship among the teammembers is good.

However, it is the law of nature that there are some that are

lagging behind while some excels (the law of big numbers) and

it is highly unlikely that youwill get all very good teammembers.

Even if you do think that you do have such a team, good chance

that is just the bias convincing you.

In this approach, rater has to make a forced choice between

available characteristics about the employees, usually in a form

of survey. Different categories of performances are set and

all employees are placed under these categories for evaluation.

The list derived from the categories contains only positive

or negative sets of choices to choose from. This leads the
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supervisor to be in a situation inwhichhe/she is forced to choose

only the negative or only the positive traits to attribute to the

performance of an employee. Thus the supervisor, himself

doesn’t know which is the best answer among the choices

available.

I personally liked this approach, as it is considered to be a

less biased way of appraising employees (as opposed to critical

incident method which can be affected by recency effect).This is

a difficult job and sometimes the supervisor is forced to make a

decision which if not entirely, but closely relates to the behavior

of his/her employee.

Train Raters

Although training supervisors to evaluate performance is es-

sential and sound logical, most organizations I’ve consulted

and worked with rarely do so. When raters are not trained, it is

easy for them to deviate from the original appraisal dimension,

resulting in error. To prevent this, we have a very specific

training that should be implemented: frame-of-reference

training (FORT). FORT involves discussing the dimensions for

each scale used, and then raters are asked to evaluate a sample

of employee performance and discuss results. Depending on

the depth of scales, training can be real quick or it will take

sometime to materialize.
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Just like working out, you need to train your raters to use the tools

properly. Otherwise, the tool will backfire and everyone don’t get

what they need.

Evaluate Performance

Once all is set to go and the time to appraise employees. Super-

visor should first obtain and review the objective data relevant

to the employee’s behaviour. For example, a call center sales

supervisor might review the number of sales a call center agent

made, time on call, call attempts as well as how long the agent

is idle without a call. This data provides a solid basis on how to

evaluate an employee. During this phase, the most important

thing to take note though, is that the supervisor needs to avoid

errors during appraisal.

(1) Central tendency

Clustering everyone in the middle performance categories to

avoid extremes of good or bad performance; it’s easy, but it’s

wrong. This isn’t fair to employees who are really making an
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effort, and it can be demoralizing.

(2) Favoritism

Overlooking the flaws of favored or “nice” employees, espe-

cially those whom everyone likes.

(3) Grouping

Excusingbelow-standardperformancebecause it iswidespread;

“Everyone does it.”

(4) The halo effect

Letting one positive work factor you like affect your overall

assessment of performance.

(5) Holding a grudge

A dangerous luxury that may result in your ending up in court.

Never try to make employees pay for past behavior.

(6) The horns effect

The opposite of the halo effect—letting one negative work

factor or behavior you dislike color your opinion of other factors.

(7) Bias

Allowing your bias to influence the rating. Bias can come

from attitudes and opinions about race, national origin, sex,

religion, age, veterans’ status, disability, hair color, weight,

height, intelligence, etc.

(8) Recency

Rating only recent performance, good or bad. Data should be

representative of the entire review period. If you’re not keeping

48



PERFORMANCE APPRAISALS

goodnotes, youmaynot remember thewholeperiod. Armstrong

noted that “you want to make sure, again, that you’re keeping

records so that you can adequately describe performance over

an entire performance period.”

(9) The sunflower effect

Rating everyone high, regardless of performance, to make

yourself look good or to be able to give more compensation.

During the interview, because employees and supervisors are

often anxious about such reviews, it’s always a good idea to

begin the interview with small talk until the general jitter or

awkwardness is away from the air. Once both the supervisor and

employee are comfortable, the supervisor should communicate

the role of performance appraisal, what metric affects the

review, how the process was accomplished as well as the goal to

understand and improve performance.

The review process probably best starts with an employee

communicatinghis/herownratingand justification. This allows

active discussion andparticipation rather thanone sided conver-

sation. Supervisor then communicates the assessed rating and

provides reasoning to them. This communication is vital, and

should limit this communication to statements about behaviour

and performance rather than traits. A lot of supervisors make

crucial mistakes here and always attribute performance to have

something to do with traits. This in turn, becomes negative

feedback rather than a constructive conversation that you want

tohave. Uponcompletionof feedback, thenext step is perhapsof

theutmost importance: todiscuss the reasonwhyanemployee’s
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performance needs improvement. There are always rooms for

improvement; somemay lack knowledge as to how to perform

a job properly, somemay have been assigned toomany duties,

somemay have outside problems that affect work performance.

A lot of supervisors make crucial mistakes here and

always attribute performance to have something to do

with traits.

Once the problem has been identified, the next step, which is

often the most difficult one, is to find a solution. One may start

asking the following questions to start the solution process:

what can the supervisor do? What can the employee do? What

can the organization do? What is the short-term solution? What

is the long-term solution? Which onemerits more in the long

run, long-term or short-term solution? The question that we

would want to answer is how to achieve a problem-solving

mindset towards certain behavioral issues via joint effort, rather

than employee’s effort alone.
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The idea of performance appraisal is not just to point out the

obvious, but to work out a solution for the problem that might be

hampering one’s performance.
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TRAINING AND DEVELOPMENT

Some of you might have heard of this legendary name, Bear

Grylls. He is a survival expert that focuses on surviving in the

wild, in case you ever got lost while vacationing to your favorite

island, and for some reason your phone is not with you so you

can’tGPSyourwayback to your resort. Funny thing is, he always

starts off his episode by jumping out of a helicopter or some

moving truck, alongside his camera crew to film it. I guess

perhaps the main learning here is don’t jump out of moving

vehicles but there are also people who stand up and get their

bags and queue up as soon as the plane landed, so what do I

know?

Coming back to Bear Grylls, he is always in a situation in which

hehas todo somethingdrastic to survive, otherwisehewoulddie

from thirst, lack of food, heat stroke and whatnot. He is also the

infamously known person to drink his own urine, to rehydrate

himself, even when there is a fountain nearby he would still

do it because it’s his favorite drink fountain of bacteria and

viruses are present in most natural fountain and his own pee
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is supposedly cleaner than the fountain. At night, he always

creates tents out of some trees, or he will sleep on a tree, after

creating bonfire and cooking somefishes and boar that he hunts.

If you observe him closely though, he made his decision based

on situational factors rather than one single solution for all.

If there are traces of snakes around his chosen camp area, he

would create a hanging tent up in the tree; If it’s raining heavily,

he would go with A-shaped camp with large leaves as shelter.

For food if there is a river, then he goes fishing; if it is plains,

he would gather berries and hunt for land animals. To know

howmuch of a day left before night falls, he would put his finger

horizontally against the horizon, andmeasure the finger unit

distance to the sun, to know one finger roughly gives him 15

minutes of sunlight.

So, how does Bear Grylls know all these? Did he experiment

with his own urine versus some randomwater sources? Has he

experimented with all types of tents? What knots do you use

to tie your tent? All these are knowledge that seems exclusive

to Bear Grylls at times, but being in Boy Scout for almost 12

years, I assure you it’s not. In fact, all the knowledge and skills

that are being demonstrated by him in his series are all written

knowledge in all the Handbook of Awesome Boy Scouts (which

I made up because I forgot the name of the manual). If you

want to be a survival expert, the manual would contain all the

knowledge that you will need.

Translating that to our context, Bear Grylls is an expert in

survival. Being a survival expert means you need to have certain

knowledge, abilities and possess skills that allows you to carry
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out the job efficiently. All the “to-know” stuff is being covered

in your job analysis that will determine the success of a role.

So when you need to improve an employee’s performance,

you must first identify the gap in ideal and present, and that

translates into your training needs analysis. Once that is done,

youneed to intervene and carry out the training so that the result

is brought closer to the ideal. If you wrote your job analysis well,

the initial process would be rather quick.

Bear Grylls often go out of the city and just film his survival in the

wilderness series. But really, if you were in that situation, you might

need lots of skills that you wished you have trained.

Introduc on

Training and Development is a powerful tool to enhance orga-

nizational performance. Everyone in the organization needs

training; Employees need it to develop their careers, get higher
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compensations and brag about it on LinkedIn. Employers

need it to improve performance and productivity, decrease

absenteeism and turnover, with the ultimate goal to improve

client satisfaction. Yet, the benefits of training anddevelopment

will only fulfill their true potential when it is done with a well

thought process.

Training Need Analysis

Training need analysis is the very first step in any instructional

design process, and if not conducted properly, you would

probably face this problem:

1. Training may be incorrectly used as a solution to a job

performance problem;

2. Training programsmayhave thewrong content, objectives

or methods;

3. Trainees may be sent to training programs for which they

are unqualified for;

4. Training does not deliver the expected learning, behavioral

change or financial results that company expects.

The goal of training need analysis is to determine whether

a training need exists, who should it exists for and for what

tasks training is needed. Ideally, there should be input from

three parties on three different dimensions to come up with a

complete assessment matrix. The assessment matrix could be

defined below:
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Essentially, the matrix tells us that the executives are responsi-

ble to ensure that talents within organization remains competi-

tive and aligned to business objectives and strategy, and when

that trickles down to line manager, they should focus on who

and how the training will impact the day-to-day operations,

whereas trainer should focus on how to deliver the training.

There are several methods that can be used to conduct needs

assessment. Some are more direct, for example, observing the

employees performing the job. Some can be downright complex,

which involves trainers coming upwith questionnaires to assess

specific KSAO. Overall however, based onmy observations and

consultingmost of the companies, there are threemost common

methods: Observation, Questionnaires and Focus Group.

In the case of observation, this is by far the most common

method being deployed across most organizations that I came

in touch with. In this case, the trainer or line manager both

generates data relevant to work quality and output. Based

on that, they can identify if a certain employee or group of

employees need training. This is usually ideal as it minimizes

interruption of daily work. But the problem quickly becomes

obvious that this will affect how employees behave at the

workplace when they know they are being observed.
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The secondmost commonmethod, which is the questionnaire

method, is relatively more common in large companies. When

you think about it, if you need to observe 200 people in a produc-

tion line, how would you do so? Even if you observe two people

at any given time for one hour, you will still end up churning

100 hours just to observe. That is why large organizations

love to use questionnaires because it is inexpensive (time and

material cost wise), and they can collect data from a large pool

of people. To add on that, if they were to play the questionnaire

right, they can even summarize that easily to come up with

meaningful insight. While that sounds good, it is imperative

that we remember: humans are humans, and you ought to deal

with human behaviour from time to time. Sometimes when

employees are not in the right mood, or they are not being

cooperative, they might not comply with the requests, they

may include inappropriate responses and there are also times

where you might end up with skewing data. That aside, one

downside from a technical point of view is that youwill probably

end up with data only asked in the questionnaire, so that loosely

translates into if youmiss out on the primary KSAO, youmight

have to redo this. Sounds stressful so it often pays to include

the task SME, which is usually the line manager to sit through

the creation of questionnaires together.

Humans are humans, and you ought to deal with

human behaviour from time to time.

Final most commonmethod is focus groups. This is particularly

useful to entangle issues that most people just choose to set

aside and “let someone deal with it”. In this case, “someone

else” is often, most usually, HR. Coming back to the focus
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group, this is useful to explore on issues that are complex or

controversial that a line manager or any person is unable to

decide for the group. By coming to an agreement terms across

the group, one can move forward with a unified decision and

decide best on how to proceed. You would normally see this

as a training need assessment when a company is deciding on

going down a path where it requires tremendous amounts of

capital expenditure and change in product scope. While this is

very useful in entangling complex issues, one must always be

reminded that sometimes politics prevails over progress, and

certain members might only provide information that another

wishes to hear, or they may be reluctant to participate actively

or contribute due to status differences.

Training Methods

Just like how Bear Grylls decides which camp to use in which

forest or wasteland he sleeps in, training needs to be delivered

in a way that it fits your audience. We will look into different

types of training and development methods, which include on-

the-job training, lecture (eww), team training (fun!) andfinally,

e-learning (thanks Covid-19 for making this mainstream).

As someof youhavenoticed, this is not exactly an exhaustive list.

There are a ton of other trainingmethods, however, I consider

these to be the creme de la creme, or rather the most usual

approach companies take. For unorthodox method, you can

always opt to ask Mr. Google, as there are a huge list of other

unconventional training types that might suit your needs.
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E-Learning

As this book is being written during the harsh time of Covid-19,

there has been a boom in e-learning as the primary method

to deliver training. As a little bit of context, I have delivered

a 2200-stores nationwide e-learningmanagement system for

one international convenience store asmy very first project that

involves e-learning as a learning management system. After

that, I do receive requests from time to time to deliver similar

scale project, however, most of the time I would reject that

simply because while e-learning is “futuristic” and “employers

have full visibility” towards employee’s learning, by nomeans

it should replace the usual presentation that has better “human

touch”.

Just because it looks good, that does not mean the user will

appreciate e-learning.

During the Covid-19 pandemic, we have seen professionals start
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to record their own video, bundle it up to a website and sell

it. The same can’t be said for the education sector though,

as educators would leverage on web conferences and having

amore “personalized touch”. What I have just described are the

two ways of e-learning: synchronous communication, where

experts and learners interact with each other live and in real

time the same way they would in face-to-face communication.

Asynchronous communication however, refers to non-real-

time interactions. As you can imagine, both come with their

own advantages and disadvantages, and it is entirely up to one’s

philosophy on which one is better.

For the purpose of this section, we will be focusing on asyn-

chronous communication based training, whereas synchronous

communication based training will be subset-ed under lecture

since, well, they are just lectures delivered differently.

Most e-learning starts off as CBT - Computer-Based Training.

CBT are usually interactive training experiences in which the

computer provides the learning stimulus that trainees must

respond to. Then the CBT is uploaded to either the internet or

intranet, and that becomes online learning (aka e-learning). It

is a learning solution that goes beyond traditional training and

sometimes it serves as a better solution than traditional training.

Twomajor types of e-learning material that I am aware of, are

video clips and interactive video.
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Video Clips

A personal computer or laptop enables animation, short videos

and graphics to be integrated into a training session. This is the

most basic form of e-learning, in which learners just need to sit

in front of a screen and learn. As you can imagine by now, or if

most of you have experienced it first hand, the trainee has the

power to pause and play the training anytime they want, so that

makes it ideal when you are also hammered with day-to-day

tasks.

Interac ve Video

If you combine video clip training with computer-based in-

struction, it becomes an interactive video. Instructions can be

provided one-on-one to trainees via a monitor connected to a

mouse or keyboard. They then utilize these to interact with the

instructions to come to a conclusion, and probably even score it.

Advantages of E-learning

E-learning allows training to be delivered faster and to more

employees in a shorter period of time. It also offers training

to geographically dispersed employees at their own locations,

therefore reducing travel costs associatedwith bringing trainees

to a central location to be trained. Suppose you run a training to

teach all future dads how to barbeque (BBQ), and you have 20

future dads to be trained - they are however, all from another

country. So how do you do that? Applying for a visa for all
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these dads is going to be tough. So the best way is to go

through e-learning. You record a video with specific interactive

instructions and allow the future dads to go through them step

by step. I.e. First up you salt themeatwith a video showing them

how you salt them properly. All done? They can now press next

and then there comes another video of you teaching themhow to

burn coal efficiently. By the end of the instructional video, you

can imagine that these 20 future dads got not only some juicy

tender BBQ meat with really cool dad jokes, they too manage

to learn from you without even needing to travel out of their

country.

Some companies too, have training requirements that all em-

ployees have to complete for the company to meet quality or

legal requirements. E-learning allowsmore employees to gain

access to these types of programs quicker than face-to-face

sessions. Some companies even have product lines that are tied

to a specific certificate track, and to sell or manufacture those

products, employees must first complete the learning for that

track and pass the certification exam. It is this type of situation

that allows e-learning to emerge as a very strong competitor

for traditional training.

On-the-Job Training (OJT)

Believe it or not, on-the-job training usually accounts for up to

70% of the learning in most employee’s work settings. That is

the 70-20-10 rule which describes individuals obtaining 70%

of their knowledge from job-related experiences. This is also

one of the oldest and most used types of informal hands-on
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method of training. OJT can be used for training newly hired

employees, upgrading experienced employee’s skills when new

technology is introduced, cross-training employees or orienting

transferred or promoted employees to their new job.

OJT is usually a very attractive trainingmethod because it needs

less investment in both time and money, trainer’s time, and

usually the subject matter expert such as line manager doubles

as instructors.

A planned OJT is a productive OJT.

On-the-job training saves time and effort, but instructor may

inadvertently pass down some bad habits.

There are several disadvantages to an unstructured approach

to OJT. Line managers and subject matter experts may not use
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the same process to complete a task. They may pass on bad

habits aswell as useful skills. Also, theymaynotunderstand that

demonstration, practice, and feedback are important conditions

for effective on-the-job training. Unstructured OJT can result

in poorly trained employees, employees who use ineffective or

dangerous methods to produce a product or provide a service,

and products or services that vary in quality. Therefore, for an

OJT to be useful it must be structured. A general guideline for

an effective OJT can be summarized into five basic principle as

below:

1. A policy statement that describes the purpose of OJT and

emphasizes the company’s support for it.

2. A clear specification of who is accountable for conducting

OJT. If line managers conduct OJT, this is mentioned in

their job descriptions and is part of their performance

evaluations, and should be included as a part of job analysis.

3. A thorough review of OJT practices (program content,

types of jobs, length of program, cost savings) at other

companies in similar industries.

4. Training of managers and peers in the principles of struc-

tured OJT

5. Availability of lesson plans, checklists, proceduremanuals,

training manuals, learning contracts, and progress report

forms for use by employees who conduct OJT.

AplannedOJT is aproductiveOJT.Toplan for that, linemanagers

should prepare the instructions for the OJT task, first to break

down the job into important steps. Secondly, they should
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prepare the necessary equipment,materials and supplies. Third,

they should decide howmuch time they will devote to OJT, and

the timeline to be defined as towhen the employees are expected

to be competent in skill areas. The actual instruction based on

the guideline should entail the following:

1. Tell the trainees the objective of the task and ask them to

watch you demonstrate it.

2. Show the trainees how to do it without saying anything.

3. Explain the key points or behaviors. (Write out the key

points for the trainees, if possible, in very dumbed down

language. No one likes pretentious prick.)

4. Show the trainees how to do it again.

5. Have the trainees do one or more single parts of the task

and praise them for correct reproduction (optional).

6. Have the trainees do the entire task and praise them for

correct reproduction.

7. If mistakes are made, have the trainees practice until

accurate reproduction is achieved.

8. Praise the trainees for their success in learning the task. A

little positive reinforcement goes a long way.

Lecture

We have all been there. Within a workshop, lecture hall or

classroom, the teacher, lecturer or instructor depending on the

situation, communicates through spoken words what they want

the trainees to learn. While I say spoken words here, I am quite

certain that once in a while they embed a sleeping spell in one of

the sentences and put us to sleep. Despite that, this is still one

of the most important andmost preferred ways of learning, to
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the extent where web conferences methods are being deployed

to make up for gaps in case of remote working.

The why behind this is simple: it is one of the least expensive,

least-time consuming methods to present a large amount of

information efficiently in an organized manner. And with

technological help, real estate rarely comes in as a consideration

these days: you can have a large lecture with online conference

technology. Way back then having a room full of participants

to deliver lectures used to be a hassle and expensive: You

need to cater for food and drinks, bathroom breaks and more

participants means more time and costs in these. To make

things worse, we used to book hotel’s conference halls for one

hell of a fortune just to accommodate more people in these

lectures.

Lectures are the least-time consuming method to present large

amount of information to large amount of people.

But with technology, the only investment needed is the sub-

scription to a good conference software, such as Zoom and

Webex, and some good microphone and you are good to go.

Lecturer don’t even need to mind people walking to washroom
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or whatnot, since lecturer will just be focusing on themselves,

andmost of the timewhenaperson takes abreak in themiddle of

lecture to go to washroom or quick snack, they have the decency

to mute their microphone and the lecture can continue without

any interruption.

One key consideration in delivering a lecture successfully, is

to not present the lecture in a single channel for the audience

to process. Instead, incorporating visuals would help tremen-

dously. Each and every visual needs to have a clear purpose and

designed carefully: eliminate extraneous information, highlight

key phrases or ideas, and place keywords in close proximity to

the graphics described. It is all these little things that enhances

learning via lectures. And to make the visual more interesting

and stand out more, consider using memes and jokes.

Team Training

Team Training are training methods designed to improve team

or group effectiveness. During this time, it is when trainees

share ideas and experiences, build group identity and explore

interpersonal relationships. It is also during this timewhen they

figure out each other’s strength and weakness, examine each

other’s feelings andperceptions on the functionwithin the team.

Team training also has other names, like team building, group

building, action learning, adventure learning and whatever

that takes the member of the same team to go on experiential

learning together can benamed after. After all,marketing teams

need to make their product stand out.
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Experiential learning is the key to team training. It takes time

to implement, it is hard to track and manage, but despite the

evil you will ultimately get the best return of investment out

of this. Experiential learning is a fancy term for “learning by

doing”. In case if you ever attended a team training, you know

the first session is always a classroom session, where the trainer

spends most of their time just talking nonsense theories and

why it is important to have this session. That is where most

of the similarities end, because the latter part is always some

activity that relates closely to daily tasks.

For experiential learning to be effective, it must include these

components:

1. Mixture of Content and Process. There must be a balance

between theories and the hands on training.

2. Immersive activity that mimics a real-life workplace chal-

lenge. Imagine you are a HR but they are teaching you how

to box like a bouncer. Doesn’t make sense. So it has to be

workplace related.

3. Teachablemoment. Allow learners tomakemistakes while

training, so that they can keep that in mind. Remember:

it is human tendency to remember the negative more so

leverage on that.

4. Emphasis on reflection. Learners should be able to reflect

on their own learning and connect the dots between train-

ing and real life applications.

So, it does look scary on how these components add up to make

up a training. In fact, based on how I describe the above, it does
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sound like it’s only for field-based experiences. That is not true.

Experiential learningcanalsohappen in classroomsettings. One

primary examplewould be role play. Role playing provides a safe

environment for employees to encounter different scenarios

and make mistakes. Again, leveraging on human tendency to

remember mostly the bad stuff, it actually helps them to learn,

builds confidence, develop listening skills andmost importantly,

allows the learner to reflect on their ownmistakes so that they

will not commit the samemistake out of a role play situation.

Experiential training: Remember, hands on and let themmake silly

mistake. Like wearing stylish sunglasses to do water sports related

stuff. That’d teach them.
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Transfer of Training

Transfer of training allows trainees to apple what they have

learned in training to their jobs. Generally speaking, there are

three types of transfer of training: Positive transfer, Negative

transfer and Zero Transfer.

Positive transfer is when the training actually increases per-

formance in targeted jobs. This is what the end goal of most

training seeks to achieve, and through well designed training

need analysis and training delivery, this will most often be the

case. However, if something went wrong and training actually

decreases job performance, we say that a negative transfer has

occurred. They are however, not mutually exclusive. Combina-

tionsofnegative andpositive transfer couldoccurwhile learning

newbehaviour. For example, a previously learned behaviour can

improve reaction time on a new behaviour while also increasing

error rates. Consider this, if a pilot has already learned how to

quickly react to an alarm, the same pilot may react to the same

alarm on new equipment evenmore quickly (positive transfer

on reaction time) than without already knowing how to react.

Although the reaction may happen very quickly, it may be to

push the wrong alarm switch located in the same position as the

old alarm switch (negative transfer on error rate). In essence,

the old behaviour contributes to making errors at a faster rate

on the new behaviour.

Finally, there is this zero transfer: training neither increases

nor decreases performance in the targeted job. This simply

means your training s*cked as it either does not address the

core problem (TNA not done properly), or the training delivery
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is problematic (youmight have chosen the wrong presentation

method), or you have trainees that are not taking this seriously.

So, after all these talks, it is very obvious that: Transfer of

Training should be planned for before the training.

Positive Transfer is the end goal of what most training

seeks to achieve.

To plan for transfer of training, trainees need to take responsi-

bility for learning and transfer. Trainees must prepare a mind

that is open to be trained, involved during the training, staying

engaged with the trainer, and try to use the content back on

the job. Trainees also need to consider why they are attending

the said training, and be willing to change. There is no use

when we are trying to train someone who doesn’t want to be

trained. Trainees, under the guidance of trainer, should deploy

self-management:

1. Determining the degree of support and negative conse-

quences in the work setting for using newly acquired

capabilities.

2. Setting goals for using learned capabilities.

3. Applying learned capabilities to the job.

4. Monitoring use of learned capabilities on the job.

5. Engaging in self-reinforcement.
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ORGANIZATIONAL

COMMUNICATION

I still remember back then when I was 9, I got my cheeky face

slapped bymy homeroom teacher (and yes usage of excessive

physical force to discipline students exists in my study years,

good times!) for saying something inappropriate. Not really

inappropriate but more like I kept pointing out the fault of logic

in my teacher’s reasoning and tried to make her understand my

classmatewas being an ass tome and I am just retaliating, albeit

being my age I have no clue what that means or why am I being

slapped. Probably because I am winning the argument. Up until

today I still felt like that is unwarranted for.

Fast forward from there, to my years as an undergraduate

student, is when I was doingmy undergraduate in Truman State

University, Missouri. I’d still recall there are a lot of passionate

people in the small townofKirksville, where everyone is friendly

and whoever I met they would ask “Hey how are you” (which I

sooner found out it’s just the equivalent of “Hi” in their culture).

Me being a very passionate guy too, is very close to pretty much
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everyone. I am usually approachable, fun to hang out with, and

if you are lucky you get to see me play my rendition of Canon in

GMinor on piano, which is kind of creepy but still a good piece

nonetheless.

However, for thosewhodidnot knowme thatwell, I heard lots of

nasty things about me. Most people who don’t spend time with

me tend to think that I am an egomaniac and cold, bordering

sociopath. How do I get to know this? People talk, and I talk to

people. Easy. But the problem lies there: why would they say

something like that? It’s downward crazy to label me as that

before knowingme. Time passes and finally someone told me

something that still sticks with me until today: I have resting

bit*h face. You never heard of that? It’s my neutral face that I

put on whenever I am not interacting with anyone. It’s nothing

really, justme relaxing. But for other people, it’s a face that they

don’t like. Talk about harsh feedback, geez.

So, these are the communication problems that I think I have

met and worth making fun of in my life so far, and they too,

represent the common communication problems that anyone

else would meet in literally any point of their life, and that

became especially true within organization.

Types of Organiza onal Communica on

As an HR, it is essential to be able to communicate effectively

with others. Having ideas, knowledge or opinion is useless un-

less one can communicate those concepts to others. In general,

there are four types of communication: Upward, downward,
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business and informal.

Upward Communica on

As the name suggests, the communication goes from bottom

layer to top layer. From employee to manager, frommanager

to CEO. An ideal upward communication is in which the man-

agement practices “open door” policy, where any employee

is free to just walk into the manager’s room and talk to the

manager about anything. The quality of upward communication

is a significant factor in employee job satisfaction, as they

want the experience organizational support- a feeling in which

employees feel like the organization got their back and don’t

turn deaf ears towards anything they have to say. However, this

is just an ideal which will fail if every employee can feel free

to walk into a CEO office and say something - just think of the

volume of talk a CEO will have!
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I have heard that this is what feels like it is needed to be done in

order to have the top management to hear your sound.

Tominimize this, many organizations practice serial commu-

nication - a message is relayed from employee to supervisor,

which in turn is communicated to the topmanagement. How-

ever, like any “team building activities” that plays a game of

“passing the message”, the meaning of the original message is

probably lost inbetweenandonly agist of themessage left by the

time it reaches the management. Tomake things worse, most

supervisors or managers tend not to relay negative associated

messages upward, and this is mainly due to the survival instinct

- bearers of bad news are always the first getting axed.

So, there is a need for other communication methods that an

organization canapply forupward communication, andditching

serial communication fully knowing that it doesn’t work at all.
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Survey

Surveys are conducted ranging fromonce to four times annually,

usually by an outside consultant who administers question-

naires asking employees to rate their opinions on various

dimensions, such as pay, work condition, supervisors, orga-

nizational support, and whatnot. The consultant then tabulates

the responses and reports the findings to management.

Survey, although it is commonly used, it is only effective when

the management takes it seriously. If an organization finds

that its employees are unhappy and does nothing to address

the problem, the outcome of the survey can go straight in the

bin then. Organizations too, should share the survey results

with the employees, to implement a culture of trust. However,

when results are to be shared, themanagementmust share all of

them, and not just whatever they choose to focus on, otherwise

it will just simply create distrust in the method as well as the

management.

Exit Interview

Believe it or not, exit interviews tend to be the best way to get

the message across. Exit interviews with employees voluntarily

leaving an organization also provide an excellent source of

information. Although these interviews can be emotionally

charged, an organization can learn much by listening to the

“real” reason that an employee is leaving the organization.
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Exit interview is the best way to get the unfiltered, real and as

intended message

Sugges on Boxes

This is a very clichemethod to facilitate upward communication,

which is suggestion boxes. Theoretically, you want everyone

to provide feedback and suggestions on how themanagement

can do better. This is especially useful as suggestion boxes

allows you to submit communication anonymously, which

means everyone would be able to communicate their feelings

without much filter. However, as most will quickly find out,

existence of suggestion boxes doesn’t really mean everyone will

provide suggestions, but rather, complaints. So, this method

should be deployed knowingly that you are less likely to receive

suggestions and more complaints. However, it is not all bad

should you be receiving complaints; these complaints would

provide you with insights on what to improve, and if you are

77



HUMAN RESOURCES: KEEPING IT SIMPLE AND STUPID

receiving enough complaints, you can run a thematic analysis

to find out what are the common theme among the complaints

you’ve received - people, task, certain department, certain seats

in the office, and whatnot.

For these boxes to be beneficial, management must respond to

the suggestions and complaints in a timely manner. The easiest

way to deal with this, is to put the management responses and

actions on a bulletin board, or intranet. This way, employees

will feel empowered to use the said channel while further

encouraging other employees to use the boxes to communicate.

Downward Communica on

Downward communication is of supervisor or management

communication to employees. Long ago, it used to be in the

form of a newsletter to each and every employee. These days,

however, the newsletter doesn’t seem to cut it anymore as the

newsletter was aimed to send out happy news (celebrations,

babies, events, game scores and all other happy news). Now,

whenever you communicate, you would want to communicate

critical information needed for employees to perform their jobs.
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Communication from the top is not all about yelling at you. They

can be good news too!

Bulle n Boards

Believe it or not, the old-school bulletin board is making a

comeback, big time. Your employees are likely to be inundated

by electronics communication, to name a few, E-mail, Skype,

Slack, Microsoft Teams, Hangouts, Zoom, Discord and so

on. While it is great that communication is now easier and

everything is literally at the tip of your finger, a barrage of

information usually ends with employees saying “I’ll read that

later”. Instead, a visual bulletin board placed in a common area

may actually get their attention better than an electronic memo

sent out via modern conventional method.
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Policy Manuals

Policymanual is one of the formal communication channels that

every company has. This manual contains all the rules under

which employees must operate. Most manuals, however, are

written in highly technical languages as they need to be used to

hold people accountable in court of law if needed. Furthermore,

the contents of thesemanuals are usually considered as binding

contracts between employer and employee, so putting it in plain

language for everyone’s reading can be very challenging.

A good policy manual should contain a couple of disclaimers:

1. Manual is a set of guidelines and should not be considered

all-inclusive.

2. Newer material supersedes material in previous manuals,

as well as any other verbal communication.

3. Employees are subject to provisions of any amendments,

detentions, and changes in the handbook.

Most policy manuals, however, are very lengthy in nature and

sometimes, even the writer could not recall most of it. Due

to the complexity and length, no one will read it through nor

remember most of it. This is when the second type of policy

kicks in: Employee Handbook. Everyone has heard of it, read it

and understands it. Employee handbooks are shorter, contain

only the most essential policies as well as rules, and a general

summary of lesser important rules.
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Newsle ers

Newsletters are designed to boost employee’s morale. Usually,

they are a good source of information for three B - Birthdays,

Babies and Ball game scores. Newsletters too, are by far the best

engagement tools that an organization can have. By creating

a specialized outlet for employees to submit and publish their

article ideas, it creates a sense of democracywithin the company

that ultimately boosts morale to get more things done.

Interpersonal Communica on

We have all been there. In a session of “team building activities”

or “team social”, where we line up in a row facing each other’s

back. And then the facilitator mumbles a sentence to you and

you have to pass it along to the person behind you, and so on.

The outcome usually is a funny one: someonemessing it up and

manages to turn the whole message into a jumble of something

else, or someone is just downright trolling and sending fake

messages along theway. I amnot saying I amguilty of the latter,

just that I sometimes have very limited short termmemory and

the tendency to paraphrase things as opposed to parroting stuff.

The example provided, is an example of interpersonal com-

munication. It involves the exchange of a message across a

communication channel from a person to another. Youmight

think“hey Ihavebeencommunicatingmywhole life,what could

go wrong?”. As it turns out, there are exactly three things that

could go wrong.
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Problem 1: Intended Message Versus Message Sent

As a student of psychology, this is a peculiar one. I did not notice

this until I studied it, and through intensive self-reflection,

I realized I am guilty of this quite often. For this, we need

to dissect how a message is being passed along in any com-

munication. Look at the diagram and look at the process of

communication. When you think of something, it becomes your

“What I want to say”, and after the thought went through your

language processing center, it becomes “What I say” before

being forwarded to the communication channel. It is downright

complex and not as easy as A to B especially when you word it as

there are many factors that could affect the “What I Say” part.

Language, choice of vocabulary, tone, and so on, all conveys

different via different media and channels.

Often the reason we don’t say what wemean is that we are not

really sure what we want to say. An easy example would be

your boss, calling you out of the blue and asking “Hey how

is that project going on”, and you with your high IQ and EQ

you spew out the one word that everyone hears if so very often:

Uhhhhhhhh? Then the race begins. Everyone is in the meeting

waiting for you to say something, then your blood pressure
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rises, you start to sweat and you incoherently collect your bits

and parts of memory to form a story to be presented. The

timeline is a little messy but you think your colleague would

understand that so you just let it be. As you conclude, you came

to a conclusion that everyone gets you, although in reality it was

just you.

Sounds familiar? No? Your nose just grew, Pinnochio. But fret

not, you are not alone in this (Imean the problemnot the denial).

Circling back to the root cause of the problem, it usually stems

from us being unsure of what to say. Just take a moment to

define the main thesis would help out in a long way; answer in

both short and long versions to ensure a coherent storyline for

your audience to follow through.

If you look at the very existence of language centres in that

bubble, it literally means there could be a language barrier to

the message that you would like to send across. While Germans

have a word for everything, that can’t be said for English or,

well, any other language. That is why every word chosen and

every body language expressed should be practiced beforehand

whenever possible, especially during an important pitch.

Problem 2: Message Sent Versus Message Received

I’m sure most of you watched The Big Bang Theory. If you

did not, you might want to start binge watching them. Now,

if you have watched the series, you probably have laughed at

Sheldon Cooper and his way of communicating his thoughts -

straightforward and no BS style. Of course, that doesn’t always

sit well with others and people tend to be triggered by what he

says, althoughmost of the time logic was on his end. So what
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went wrong?

To dissect this, first we want to revisit our vocabulary, and

look at our actual words used. One wordmaymean differently

in different contexts. For example, if I were to use the word

“Romance”, in restaurant, it probablymeans candlelight dinner

witha significantother; If theword romance isusedbetween two

man then it turns into “Bromance” where two guys completes

each other sentences and fist bumps for all the cool stuff they

have done, saying stuff like “Hell yea mah boi” and “LMAO this

is lit”.

The samewordmayhavedifferentmeaningsnot just in different

contexts, but across different groups of people as well. Take the

word “War”. For an 80-year-old man probably he will think

of World War 2 as a child. Now you flash the word “War” to a

teenager, probably what he thought of will be just some games

on their phone.

So, word choices that we use do affect the message that the

other party receives, depending on the context and picture we

are trying to paint. What we need to do prior to communicating

any key decisions or key considerations, is to set a picture

within everyone’smind. Simplyby communicatingandbringing

everyone to the same page would be a great start.

Next, we would want to work on our paralanguage. There

are variables such as tone, tempo, volume and rate of speech

that you can consider. In Sheldon’s case, his tone is always

a little condescending (but again, I choose to focus on the

logic), which is probably why things always went south with
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his way of presentation. Tone is arguably the most important

paralanguage there is, as it sets the direction of the conversation.

For example, when you stress the tone on a specific word in a

sentence:

1. I did not say you did a bad job. (Stressing on I, means

someone else said so)

2. I did not say you did a bad job. (Stressing on did not,means

I am denying I said so)

3. I did not say you did a bad job. (Stressing on you, means

someone else is messing up)

As we can see, different tones on different parts of a sentence

brings about differentmeanings which in turn could be received

as different kinds of message. Therefore, it must be exercised

with care in defining your tone.

Tone sets the direction of the conversation.
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And if you mess up your tone, you probably won’t get the success in

sending across your message. Just like this random singer whom I

do not know.

Problem 3: Message Received Versus Message

Interpreted

Let’s face it. Politicians always say something that endsupbeing

wrongly interpreted by themedia, and that is always the issue

in every country. But, I am lucky enough not to be a politician

so I have the luxury of having people interpret my message

correctly most of the time. So, what went wrong for those who

are unfortunate to have another party to wrongly interpret the

message?

Interpretation is usually affected by a variety of factors, such as

emotional state, cognitive ability, personal opinion and biases,
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and so on. Among these, listening skills emerges as the top

factor that affects message interpretation.

Listening is a skill, and most of the time we are not privy of

learning that via some courses taught by a listening instructor.

What makes things worse, is that managerial communication

is mostly different as opposed to social communication, and

most people struggle on that front. Listening effectiveness too,

has a say in this. While we might engage in an hour worth of

communication, how much is it that we can recall and retain

post hoc?

Listening effectively is a tough nut to crack. Everyone that I’ve

talked to in office believes they listen effectively. Consequently,

there are very few people that think they need to develop this. A

very quick hack to ensure that whomever that you are speaking

to understands what youmean, is to have them to paraphrase

your statement. That way when they start putting the thoughts

in their own word, you know for sure if they got the right

message.

Other Problems

Communica on Channel

Communication channels, apart from the two aforementioned

problems, are usually the culprit of most miscommunication.

When an information is being passed around throughmultiple

“mouths”, often we see severe deviation from the original

meaning. That’s why big companies pay big bucks to invest in
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high tech communication tools to enable straightforward com-

munication, for example Zoom andWebex that allows hundreds

of participants in any communication. Usually these would

be for directive-based communication, townhall, informative

session and discussion-based communication.

As you can imagine, using the latest tech and getting a bunch of

people together to discuss things virtually can be very produc-

tive, especially when you have remote teams. However, it might

not be suitable for all sorts of news. Imagine you are working as

a salesperson in a branch office consisting of twenty other sales

reps, and you were asked to join in a call consisting of all your

branchmembers and two other branches as well. Then the Chief

Sales Officer swoops in together with HR and both of them tell

the whole 100 people in the call that “you are retrenched, pack

up your things and go”. What do you think will happen with

all these staff, and what other staff is going to think? So, tech

communication might not be suited for all and in the end we

might still need the human touch after all. So all in all, consider

the communication channel before you go aheadwith your news.

Wri en Communica on

Poor written communication can have a crippling effect in your

workplace. It doesn’t matter if you can deliver a speech as good

as cancelling the apocalypse from Pacific Rim, but when the

formal notice comes out it becomes a potato. It doesn’t add up.

Poor written communication skills boil down to several factors

that all of us are probably guilty of from time to time.
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Lack of Clarity

Confusion is not something you want to leave your readers with.

I hope this will not reflect back to me ironically as I publish

this book but, usually writing that has toomany details, huge

paragraphs, sentences the length of Rapunzel’s hair should

make way for organized and concise work. Easy, simple, no-

double negative sentences should be the way.

Proper format

If you need to issue a memo, issue it correctly. Company

letterhead, serious tone, white paper and stuff. Don’t send

it over email and don’t joke about it. Founders of start-ups,

especially when they want to implement a “fun culture” tend

not to do this, and in return they find their staff acting way out

of line simply because they did not draw the line.

Readability

Any written communication is only effective if the employees

can understand what is written. This is particularly tricky as

everyone has different levels of readability. Communication has

tobewrittendown to the levelwhere everyone couldunderstand;

if you are hiring mostly high school graduates, you might

want to tone down your bombastic word; if you are hiring

researchers, use research sentences to help them understand

this. InMalaysia, wehave a proverb for this: If you enter a goat’s

pen you bleat, and if you enter a cow’s pen youmoo. Apply this
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simple logic and hey, you just improved your readability a big

leap.

Business Communica on

Business communication is the communication of business-

related information among employees, management and cus-

tomers - quite literally. Usually they involve memos, calls and

email.

Memo

Memo used to be the most commonmethods of business com-

munication. Memo has the advantage of providing detailed

information to a large number of people in a short period of

time. However, memo also lacks the engagement needed to

ensure a message is relayed properly. That being said, I am

always guilty of not reading memos as I tend to believe that if it

is important enough, someone will come and talk tome about it.

Although this might not be the best attitude to have when you

work for someone else, it also underscores the inefficiency of

memo.

Email

Email overtookmemo as the preferred method, as you can not

only send themout virtually free, you could alsodrive theneeded

engagement through email, especially when employees start
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replying to those emails and you can engage them directly. Also

not to mention you could also send a memo via email. A good

etiquette in sending a business email are as follows:

1. Always greet (Hello/Hi/Good Day), and when you wrap up

do close (Regards, Take Care, Thanks)

2. Detailed subject line. No one likes general and deceptive

subject lines.

3. DO NOT WRITE IN ALL CAPS. YOU LOOK ANGRY-

SCREAMING AND IT’S HURTING THE READERS EYE.

4. Make sure you have spill check and grammer checking.
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REMOTEWORKFORCE & GLOBAL

PANDEMIC

This book is written from the comfort of a home, and also some

randomhippy café that Iwas in. Asworking fromhomebecomes

more frequent thanks to a global scale pandemic, it is important

that HR adapt in accordance to the changes, especially when it

is at such an unprecedented scale.

If you have followed Gordon Ramsay’s series of Hell’s Kitchen,

it is exactly what it looks like whenmanaging remote workforce:

You got to pay attention to details at an extraordinary rate. For

those who are uninitiated in this, Gordon Ramsay, a world class

chef, brings in a bunch of amateur and home cooks and puts

them into a kitchen whereby they are required to work in a

brigade system, which means everything must be completed

concurrently and the timing to it is important. Let me explain:

Imagine you have pasta that needs to cook for 8 minutes, and

you have a steak that cooks in 12 minutes, along with those

side dishes that take 4 minutes. What happens is that when
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Gordon Ramsay calls in the ticket, the chef that is responsible

for steak needs to yell out the time for 12 minute and put the

steak on the stove. 4 minutes after that, the pasta should start

cooking, so the meat chef needs to communicate with the pasta

chef that he can start on that. So the pasta chef yells 8 minutes

and the garnish chef takes note of the time. 4 minutes later,

the garnish chef begins his side dish prep. When the steak is

done, the pasta and side dishes are too, and they are all brought

together to Gordon Ramsay to be plated and served. So that

might not sound hard, but if you have 100 tables the problem

quickly stacks and confusion is sure as hell to rise.

Managing remote workforce is almost similar to a brigade

system: you just have to trust those who are in their position to

be able todeliver on timeandwith thequality you seek. Anything

less than what you seek for will be sent back to the kitchen, and

it’s all downhill from there, as it throws off the subsequentwork.

One very important note though, is that Gordon Ramsay rarely

intervenes with the cooking process, and only focuses on the

output: the food. The primary essence of managing remote

workforce all falls into this too: result oriented as opposed to

process oriented.
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When you manage a remote workforce, it is a delicate operation

that requires training as well. No one can get it right the first time

around.

Why Result Ma ers More

When you are in office, HR has influence over matters: culture,

working environment, equipment, and even people. Those are

designed thoroughly to ensure that everyone could maximize

their productivity andminimize disruptions at work. However,

when we take the workplace out of the picture, then every

employee is exposed to an environment which is not ideal

to work in. Family members, unsuitable environment, sub-

optimal equipment are the usual problems that I’ve heard of.

Let’s look into some of the phenomena that are making work

from home hard.
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Lack of Informa on and Informa on Access

When you are in office, it is easy to ask for some files or

information from colleagues and leaders. It literally takes a

chair spin or five steps away to the next table and just asks for

something real quick. And most often during that time, you

could make small talk and bond a little, jokes around and have

some fun. Then off you go, back to work.

This is however, different when you are working remotely.

When you are working remotely, unless you are an individual

contributor, it is often surprising when I compare the time and

effort needed to obtain some information froma colleague. Even

getting an answer towhat seems to be a simple question can feel

like a large obstacle to a worker based at home. Most of us relies

on texts or instant messenger (IM), but the problemwith that

is that text messenger lacks the stimulation needed to replace

voice-based interaction.

While that primary challenge is interpersonal communication

challenge, there are also other environmental factors that may

be in play that are not observable. For instance, one may have a

bad day in the morning getting scolded by their teammanager,

however, the team member is unaware of that as it happens

in a way too private of a situation and there is no behavioural

cue to that ever happened. We can’t observe the sour face of a

manager or a colleague. And you know what happens when you

are working in a bad mood - you just want everyone to leave

you alone so any questions will be answered with one direct

liner. That might be fine with you but for another colleague,

with no understanding of their current circumstances, you are
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more likely to take offense and judge poorly of your coworker’s

professionalism.

When your colleague is just sitting across you, it’s so much easier to

get all the information you need to carry out work.

Distrac ons in Home

Work from homemeans you are exposed to all the home factors

that make home a home, as opposed to home as work. At

home, youmight have a spouse, parents, siblings and children,

depending on the type of family you live in, and the type of

interaction you have with them are distinctively different from

any of that you have in office. Imagine if you usually drop the

kid to a nursery, but as you work from home, you are tasked

with taking care of the kid while working, and if you have a brat

of an offspring, that will impact you greatly. It is also a good

time to review why you failed as a parent at this point.
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To make things worse, is that you do not have a dedicated

workstation, and you need to share a kitchen table with your

spouse. She and you both go on call together, and it’s hard for

you to focus on your conversation while eavesdropping on her

work. And then sheoverheard you talking very friendlywith let’s

say a colleague named Shirley (note: I do not have a colleague

named Shirley), and she decided to ask you some questions

in her usual interrogation face and tone. You got stressed out

although Shirley is just being real friendly since youmight have

known her for 25 years. These are the type of distractions that

you could easily avoid if you are at work, and since after work

you don’t see Shirley nor even talk to her, safe to say nothing

has happened for the past 25 years.

Now, even in normal circumstances family and home demands

can impinge on remote work, and especially with Covid-19

situation where everyone is literally trapped in the same house

for an extended period of time, rendering the usual work in a

café or coworking space while working remotely arrangement

moot.
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Imagine your offspring just bugging you all the time as you need to

work. That is one big distraction.

Lack of Supervision

I have heard concerns from bothmanagers and employees on

this front: lack of face to face interaction. Usually managers are

worried about the usual stuff, such as employees not working

as hard or as efficiently as they would. Employees on the other

hand, felt thatwhen they areworking at home theyhave reduced

access tomanagerial support and communication. Both of them

are correct and rightfully to have such concern.

Employees usually have their manager as a “safety net”mea-

sure, whereby if something feels off, they can immediately

inform theirmanager andwork on a solution together. However,

as described before this, employees also usually felt like a simple
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question can feel like a large obstacle to a worker based at home.

This compounds up to double concern and induces a mild form

of anxiety, and if that concern is not addressed to, who knows if

that anxiety will blow up.

Managers on the other hand, have no direct visibility on employ-

ees, and they are always concerned with things like productivity

and efficiency, so much that they started calling HR and asking

for advice (although HR probably feels the same, because we

are in the same situation, duhhh). When they can’t observe the

progress or someone performing a piece of work, they are often

concerned with not being able to meet the delivery timeline.

Result Orienta on - What is that?

There are two types of people in this world (or more but I focus

only on these two for the sake of this discussion): Results

Oriented people and Process Oriented people.

Results Oriented people are more concerned with the outcome.

Imagine a forest. Result oriented people aremore focused on the

big jungle picture rather than going around observing every tree,

mushroom and bush in the forest. They may not specifically

know howmany species of trees a forest haven but they know

how tomake the best out of the forest.

Process Oriented people, on the other hand, aremore concerned

on how a jungle could be classified as jungle: maybe they want

to have 50 subspecies of fern and 29mushrooms, and 500 acre

of trees in their forest to qualify that forest as a forest. Don’t get
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mewrong, they are also after success in the long run however,

they are also interested in the “how” to get there.

WhyamIbringing this up rightnow, is that rather thanworrying

about every minor detail when working remotely, making life

harder as it is, it is easier to focus on the output rather thanwhat

the employee is working on today, and how they are working

towards it. The usual micromanaging in the officemight work,

but not when you can’t observe someone directly. It would also

allow the employees to do stuff in a more creative fashion, as

when they have more flexibility to work as they like, they might

come up with brilliant ways to address certain processes.

To carry this out, I found that the simplestway is throughseveral

methods. To begin with, establish structured daily check-ins.

When the teammeets in a structured, regular and predictable

timeline, they are in a forum whereby they can consult you

on anything and raise their concerns and questions during the

time. I usually conduct mine in a group call setting, whereby

everyone can contribute and advise each other (also to provide

an opportunity for group interaction that we need so badly).

During the check-ins, also set the target of the day so that

everyone is aligned on and focus on delivering just that.

Secondly, is to provide several different communication tech-

nologies. Emails and IMs are usually inefficient in managing

remote workforce. You need something more: Video Confer-

encing. Through that, you can observe how everyone is doing

on that day, but that is of course only if they are ok with it. No

point forcing that on everyone if they are uncomfortable sharing

too much as it will only backfire. There are so many video
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conferencing options, such as WebEx Meetings, Slack, Zoom,

Microsoft teams - all of which can be used for both formal and

less formal communications. If the company has not invested

in these, perhaps a simple WhatsApp Video could work too but

do check with your organization’s policy on that.

Rules of Engagement are also something that adds up to the

second point. While video conferencing is useful for daily check-

in meetings, that might not be suitable for everything. A phone

call might make more sense if there is urgent stuff. If the

company has an IM invested, it is also best to leave a status

whenever possible, i.e. “green status” might mean all good for

ad hoc phone or video conversation, whereas “yellow”means

only text. “Red” usually means no go and probably best left

alone.

Lastly, is to provide opportunities for remote social interaction.

Oneof themost essential steps amanager can take is to structure

ways for employees to interact socially (that is, have informal

conversations about non-work topics) while working remotely.

This is true for all remote workers, but particularly so for

workers who have been abruptly transitioned out of the office.

Easiest way to establish that is some basic social interaction

before the team calls for non-work items: How’s the weekend?

How’s the Kid? Let’s do an impromptu Burger Party and so on.

These help in connecting each other better, and human as social

being, is that these will help everyone in the long run.

All of these are important. Like with all things, there needs to

be organization when it comes to approach. Instead of viewing

tasks as tedious to-do lists, encourage the team to emphasize
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milestones. These interactions andmethods foster a culture of

maximizing productivity and increased transparency across all

teammembers while being as efficient as possible.

HR In Remote Workplace

Iwillwrite a fewobservationsmixedwithmyexperience to come

up with methods in managing remote HR activities, especially

the ones that are hard to manage in nature. They include

recruitment, onboardingandappraisals. Trainingwasoneof the

primary concerns too, however, training remotely has always

been the practice and has been covered so it may not pose as

much challenge as the aforementioned dimensions.

Recruitment

When people are being let go or made redundant, recruitment is

usually the last thingon themindsofHR.However, crises always

mean some sectors tend to get busier, in this case healthcare

and supermarkets, and companies are leaning towards using

video conferencing to recruit.
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The increase demand to use video conferencing for recruitment has

driven Zoom’s IPO to a big success.

I have been lucky enough to be recruiting during the pandemic

season, and it has proven to be quite a different experience

altogether. Some of the benefits are such that, all candidates are

exactly on time, lesser no-shows, I get to do it from the comfort

of my boxers, and lastly but most importantly, improved appli-

cant journey as we adopt an easier way to do things. There are

also disadvantages to this method: I can’t observe asmuch non-

verbal behavior, lots of “can you hear me” situations, and also

we can’t be sure they aren’t Google-ing answers as we ask some
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technical questions. Thanks to the ongoing crisis too, we have

some very good candidates on the market due to redundancy.

During these time, I have realized a few points that would make

the video-conferencing recruitment easier.

(1) Easier Document Sharing

Instead of having candidates bringing in copies of certificates

and documents, managers can instead encourage candidates

to share digital copies of everything. It’s easier than having to

deal with post-interview paper management (which trust me,

everything goes to shredder if you are not hired, which is why I

always return everything at the end of the interview).

(2) Suitable Video Conferencing Solution

I have seen candidates calling recruiters frantically 15minutes

before an interview, simply because the interview link is not

working, or the app is not working. Many video conferencing

options require users to download the software onto their

computer before proceeding with the interview. This in turn,

disrupts the flow of meetings and takes time away from discus-

sion. HR should really focus on selecting tools that does not

require any downloading and allows applicants to jump right on

to the conference.

(3) Encourage Video Presentation

Rather than staring at a video of a person’s face and random

background for an extended period of time, it will be much

more productive to see how applicants collaborate on video and

explain their work. This will also allow the manager to have a

peek into the future ofworking together. Capabilities like screen
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and document sharing could make way for applicants to show

their experience by conducting presentations or sharing the

results of a prescreen project.

(4) Recording the Interview

Managers and HR teamsmay not always pick up on subtleties

and critical details about candidates the first time they interview

them. Recording a video interview enables employers to go

back and assess body language, re-evaluate answers, and even

receive the opinions of others within the company who were

not present at the interview. Employers may have also missed

out on an important point a candidate made that could seal the

deal on making them an offer. But of course, do this with the

blessing of the applicant.

Induc ons and Employee Onboarding

Meeting new colleagues and pointing them to the coffee ma-

chine is one of my joys. I also like to show offmy skills around a

photocopy machine when the machine is actually working. And

most importantly, I like to tell them about the company that I

love to work with. Therefore, revamping this part is one of the

most painful parts for me as I truly enjoy meeting new people

and get to know them in depth.

I had the opportunity to be onboarded by a company during the

pandemic crisis, and boy do I love their onboarding process:

simple, flexible and elegant. On top of that, as I chat with other

HR, I manage to put together what I would reckon as a decent

induction and onboarding:
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(1) Technology

Let’s face it. Themost important thing when you have remote

onboarding is still technology. We need to ensure all necessary

hardware is properly configured and delivered on time.

(2)Communication Channel

Email will only help like, maybe 5% of the onboarding. The

rest, you will need other specialized tools. The first thing you

should do is to ensure that the new guy is familiar with the

company tools like IMs, conference software and other stuff

that may be used for communication.

(3) Paperwork

After that, I am sure that there is some paperwork that

will need to be attended to. Again, leverage on technology

to automate paperwork to make this process as painless as

it is. The most basic onboarding process that I have seen is

some editable PDF form that allows even the non-geek to fill in

without knowing there is an inbuilt sign and fill function. Some

of the more advanced feature that I have seen are like HelloSign

(hellosign.com), which truly is a wonder to automation.

(4) Team Introduction

It’s really important for new joiners to understand who they

should reach out to across the business for certain issues or

requests. Of course on some occasions I have prepared a

directory of the person in charge from every department to be

sent over to a new joiner, but why not take advantage of virtual

induction using a conference andhave them join on a teamvideo

conference just so that they can get an understanding of who

does what. Also, this would be a good time to ask everyone to
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turn on their cameras.

(5) Onboarding Gift

I have prepared some funky onboarding gifts, froma care pack

to paper notebook, and so on. I usually like to place these gifts

on the desks of new starters, so we can start doing the same

even for remote workers. That doesn’t mean you can sneak into

their house and leave gifts like Santa though. What I mean in

this context is to leverage on the startup industry of premium

business gifts and same day delivery services to send a branded

material such as notebook, headphones or anything that fits in

your narrative. This personal touch is an excellent method to

boost first day engagement andmake someone feel welcomed.

(6) Centralized Platform

Nomatter if you use Dropbox or SharePoint, or literally any

other platform, always remember this rule: One folder to rule

them all. Hosting all materials in one single place will allow

the new person to find all the information needed rather than

trying to navigate the complex folder system with custom

nomenclature which doesn’t make sense at first.

(7) Buddy System and Timely Update

Appointing a buddy so that one person can keep asking the

buddy tones of questions with any remorse. I have a rule on

this that I copied from a country manager of a world leading

microinsurance company that I used to work with: There is no

stupid question on first month, and the buddy should answer

all questions! Apart from that, setting up a set interval to check

with the new joiner if they are learning at the pace you wanted

would be a best practice as well.
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Appraisals

This is one tricky situation to untangle. A lot of my HR peers are

struggling with this front, and I foundmyself in the same shoe

as well. Needless to say, even when it is during a normal non-

pandemic, face to face situation, most of the appraisals went

“stress and tense”. I had quite some in depth discussion with

my peers, ranging from small andmedium enterprise, and large

conglomerate HR and what seems to stick is a few principles.

1. Approach to the said appraisals should bewith compassion,

empathy and flexibility. It was noted that employees with

good socioeconomic background tend to adapt to work

from home better, whereas employees with average so-

cioeconomic background lag. Therefore, don’t be too hard-

hearted toward your poor performers, and you ought to

provide a time-bound grace period to turn things around.

2. Recognize and show appreciation for those who are en-

gaged and deliver great result.

3. Might be a good time to rebuild the impression that has

beenbuiltwhenanemployeeworks in anofficeversuswork

remotely. Old data is no longer reliable due to significant

change in the working environment and therefore a new

impression.

4. Rather than annual appraisals, working remotely warrants

better engagement andmore feedback. Therefore, a quar-

terly appraisal should be conducted so that manager and

employee are on the same page in terms of performance

and deliverables.
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Dedica on

I dedicate this book to my dear parents, who has put up with

this brat of an offspring for so long.

I also dedicate this book to my wife.
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