A NEW DEAL FOR THE
FUTURE OF WORK:
FROM REWARD
TO THE EMPLOYEE
EXPERIENCE
There’s a revolution happening at work –
and leading organisations are responding by
transforming the deal they offer to their workforce.
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THE TIME HAS COME TO

CREATE A NEW DEAL
FOR THE FUTURE
OF WORK
There’s no escaping the facts: work is changing.
Conduct an online search on the fourth industrial revolution
and you’ll be hit with over 50 million search responses that
span everything from academic theory to sensationalist
articles on the ‘inevitable’ robot apocalypse.
But the digital technologies driving that revolution are only part of the
picture – the heart of the revolution is human. And whether it’s the rise
of populism, demographic change, calls for greater transparency or the
ongoing evolution of the employer-employee relationship, companies
are dealing with complex and often conflicting tensions that require
new thinking.
The solutions are unclear. There isn’t a single new set of best practices.
And this can be seen in the way companies describe their own versions
of change, and in what they’re doing to modernise and stay relevant.
While most companies are doing something, that ‘something’ isn’t always
clear or coherent. As a result, they aren’t prepared for the future. Our own
research predicts that, by 2030, the global economy will be short of an
estimated 82.5 million skilled workers.
Despite this, our research1 shows that just 42% of business leaders believe
talent shortages will affect their organisation’s growth or profitability. And
only 9% have a defined plan for recruiting the skilled talent they will need.
With no ‘rules of the game’, and such rapid evolution, it’s not surprising that
many companies feel they don’t know where or how to start. They need
fresh thinking and new approaches on a whole range of topics – including
how to create a ‘new deal’ that works for their people.
This report can help by revealing what organisations are doing to modernise
reward. And it suggests how you can help your own organisation transform
the deal it offers your workforce.
If you have any questions about this study, just get in touch – you’ll find
our contact details at the back.

1 Korn Ferry. (2018). Future of Work: The Talent Shift.
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WHAT
WE DID
We developed a hypothesis for what we think the seismic
changes we’ve just described mean for reward. And we
tested this with 70 leading organisations – mostly global
but all headquartered in Europe. These firms operate
across a range of industries and sectors and provided
us with their input in a series of interviews as well
as written questions via a survey.

OUR HYPOTHESIS:

The ‘deal’ that sustained the traditional world of work is broken. As a result,
companies must adopt a more agile approach to how they shape and
promote the employee experience. In doing so, they will be able to create
a compelling offering that gives them a sustainable competitive edge
in the talent market.

We asked each organisation to agree or disagree with this
idea, and to share examples and insights from their own
experiences of change. Crucially, we also asked them
what they’ve done (or need to do) to address some
of the challenges

6

How we interpreted the findings
We developed four simple categories for describing the stage and type
of change taking place in the organisations we spoke to.

1

2

3

4

COMPETE

IMPROVE

ALIGN

LEAD

Organisations focused
on implementing
market-aligned
practices.

Organisations focused
on improving the
effectiveness of existing
programmes.

Organisations focused
on reactively aligning
to changing business
priorities.

Organisations focused
on reward as an enabler
of business change or
transformation.

We then used this to develop a framework that distils what we heard down
to the most relevant emerging reward approaches.
This framework will allow you to assess where your organisation currently
stands in five key areas – and where you’d like it to get to.
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WHAT WE
HEARD
Our participants broadly acknowledged the stresses that the
changes outlined earlier are placing on today’s workforce
and reward strategies.
Even notions of total reward and employee value proposition (EVP)
seem outdated today. Organisations are now beginning to focus less on
the transactional ‘give to get’ of the deal and more on creative ways to
provide meaningful, engaging employee experiences. Experiences that
weave together purpose, culture, work and rewards in ways that are
relevant to individuals.

So, what did our research tell us about the challenges
that organisations are facing – and what HR is doing
to stay relevant?

THE

FIVE BIG THEMES

What we heard falls into five key areas of focus for organisations.

1

REDEFINING THE
NATURE OF WORK

Organisations that identified
this as important are thinking
critically about how work
is defined, structured and
completed. While they recognise
the need to re-orientate workforce
plans in light of new ways of
working, the pace and scale of
change varies widely across
organisations and industries.
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2

TACKLING NEW
TALENT SHORTAGES

The market for scarce skills
is increasingly commoditised,
and the use of contingent and
platform workers is on the up.
With no real precedents for how to
manage these non-traditional work
relationships, some organisations
see huge potential to stand out
and disrupt their market.

3

RETHINKING
REWARD

Organisations see tension
between evolving working
practices and traditional
performance and reward models.
Those leading the way are
rethinking existing base pay,
performance management,
incentives and benefits practices
to support changing business
cycles and the shift to agile and
increasingly fluid talent pools.

4

INVOLVING
EMPLOYEES

Organisations are paying close
attention to what employees
want. They’re listening, adapting
and communicating more than
ever. And they’re acutely aware
of demographic differences
in the perceived importance
of values, reputation, flexibility
and empowerment.
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ENHANCING
THE EMPLOYEE
EXPERIENCE

Organisations clearly recognise
the importance of getting the
employee experience right.
They’re increasingly aware that
people’s perceptions of work
and reward are shaped more by
experience than by good design.
And they’re thinking beyond
traditional takes on employee
interaction and communication.

It was also clear from our findings
that external factors like industries,
geographies and business strategies
can have a big influence on the
current and desired deal. These
factors affect how progressive an
organisation needs to be to make
its employee offering distinctive.
Not all organisations have to be
at the leading edge of change
to be competitive. But they do
need to understand these factors
to accurately assess where they
have gaps and to work on the
implications for their HR functions
and reward practitioners.
9
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REDEFINING
THE NATURE
OF WORK
It was clear from our research that the changing external
environment is transforming the way organisations structure
and carry out work. Yet changes to the deal that underpins
prevalent work structures are not keeping pace.
There is a mismatch between modern, flexible ways of working and traditional
ways of organising and rewarding work. To close this gap, organisations need
new approaches that fit today and can flex for the future.
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Technology

Niche roles

New and evolving technologies allow organisations to
operate more effectively and more efficiently. They do
this by equipping people to work more productively, by
automating tasks to deliver consistent results, and by
introducing virtual ways of doing things that previously
required physical presence.

Our research showed a clear trend for organisations to
identify specialist and often short-term roles that make
a big impact on performance. They also recognised
the need to manage and reward those roles differently
if they’re to attract and motivate people with the
right skills.

Much has been written about the number of new roles
created by advances in AI and robotics outstripping
those lost as a result. But the reality is that people
whose roles are replaced (in whole or in part) are rarely
those who benefit from the creation of new roles.
In practice technology drives a hard bargain – it will
empower some roles and disempower others and could
cause engagement to drop. Organisations need to
understand how technology affects the delivery of work
if they’re to avoid this pitfall.

Most of the participants who talked about niche roles
have arranged for them to operate under different rules
to the rest of the organisation. They’ve created custom
deals for certain types of work and jobs. But, currently,
this special treatment only works if it’s hidden from
other employees who might perceive it to be unfair.
The challenge for organisations is to introduce
purposeful segmentation in a transparent and logical
way without the negative side effects that often result
from differentiation.

Several participants talked about the need to develop
a culture of empowerment to promote and enable
the positive impact new technologies can bring to
the world of work. Those that have found success in
this approach all had one thing in common; they were
building on an existing culture of empowerment, as
opposed to trying to adapt to a new approach. At this
stage, there are few organisations who are effectively
adapting their culture and integrating it into their
employee offer in anticipation of the changing nature
of work.
The challenge for organisations, in the coming years, will
be to shift perceptions around the use of technology as
a means by which to cut headcount and payroll budget.
Instead, they should promote it as one of the ways they
make work more worthwhile for employees.

Diverse teams
Technology has enabled organisations to create
diverse teams that bring together a variety of skills
and experience to make better, faster decisions. In the
survey part of our research, 69% of our participants told
us they create flexible teams to resolve specific issues,
then disband them afterwards. Similarly, 38% told us
they actively look for diverse skills and experience when
creating project teams, and another 38% said they do
so partially.
Organisations are beginning to see flexibility as a core
reward as well as a necessary characteristic of work.
By creating more interesting and varied work for team
members, and giving them the flexibility to add more
value, organisations can strengthen their deal with
individuals. The growing interest in this approach is
demonstrating what a new deal could look like.

Organisations are beginning to see flexibility as a core reward as well
as a necessary characteristic of work.
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CASE STUDY

HOW ARçELIK
ACED TEAM AGILITY
Having operations in the durable consumer goods industry with development, production,
marketing and after-sales services, Arçelik A.Ş. offers products and services around the
world with its 30,000 employees and its 12 brands, in more than 145 countries.
The organisation recently reshaped its structure and
operating model by building regional clusters. On top
of the commercial reasons for this shift was the drive
to create better employee experiences by getting closer
to employees.
To help achieve this, Arçelik recruited HR Business
Partners and encouraged them to build regional
competency centres. It also set up a global Shared
Services function to support HR operations. This freed
up the HR Business Partners to develop strategies for
improving the employee experience.

As Arçelik’s capabilities,
organisation and strategy have
expanded and evolved, diversity
has become both the driver and
the result of its success.
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Arçelik’s efforts included four key actions:
1. Encouraging diverse, agile teams – for example,
IT working with different parts of the business.
2. Carrying out regular Design Thinking workshops
with co-workers to encourage multidisciplinary
thinking and working.
3. Using psychologists, industrial designers and/or
sociologists as ‘dreamers’. These people encourage
a consumer-oriented mindset in teams and
challenge ideas, especially during concept
and product development.
4. Developing a programme for valuable talent called
‘A Ticket for Your Future’. This brings engineers from
elite schools abroad to work in multi-disciplinary
product development teams in the organisation.

As Arçelik’s capabilities, organisation and strategy
have expanded and evolved, diversity has become both
the driver and the result of its success. New rotation
programmes and a review of expat policies have added
to the culture. They’ve also helped to spread diverse
expertise across the organisation and created a strong
pipeline of talent.

REDEFINING THE NATURE OF WORK

WHERE ARE YOU ON THE
NEW DEAL FRAMEWORK?
Not sure how to change the nature of work in your organisation?
Use our framework to establish where you are now and where you’d like to get to.

Technology

Niche roles

Diverse
teams

Compete

Improve

Align

Lead

Organisations
focused on
implementing
market-aligned
practices

Organisations
focused on
improving the
effectiveness of
existing programmes

Organisations
focused on reactively
aligning to changing
business priorities

Organisations
focused on reward
as an enabler of
business change /
transformation

CENTRALISED

ACCELERATED

OUTSOURCED

AUTOMATED

A dedicated
centralised resource
carries out any
transactional work
efficiently before
returning to the
source

Technology speeds
up manual tasks,
allowing employees
to carry out work
more efficiently and
making work less
transactional

A third party
uses a mixture of
automation and
shared service teams
to carry out tasks –
freeing up employees
to focus on more
valuable strategic
work

Transactional tasks
are fully automated,
empowering
employees and
resources to add
value by being more
strategic

FLEX WITHIN
STANDARD

FLEX BEYOND
STANDARD

PRIVATELY
SEGMENTED

PUBLICLY
SEGMENTED

The organisation
understands the
need to flex its
standard approach
to attract niche skills.
As much as possible,
it accommodates
these needs without
breaking internal
consistency

The organisation
uses the standard
approach as a
baseline. It flexes this
on a case-by-case
basis to make sure it
can attract and retain
candidates

The organisation
segments its
approach to
attracting different
types of niche skills
for specific work. Its
approach is highly
flexible, but not
publicised

The organisation
segments its
approach to
attracting different
types of niche
skills for specific
work. Its approach
is transparent,
understood and
accepted within the
broader organisation

AD HOC

MATRIX

DYNAMIC

CULTURAL

Functional teams
resolve issues and
pull in resources from
other areas, as and
when they need to,
to get a variety of
views

Matrix teams with
a variety of skills are
formed to resolve
problems

Where appropriate,
teams are brought
together that
have the skills
and experience to
resolve a specific
issue. While they’re
managed on the
performance of the
team, reward stays
with each person’s
role

Teams are
frequently
brought together
to solve specific
issues. Their skills
and experience
represent all the
relevant areas of
the business. The
teams are managed
and rewarded on
how they perform
against their overall
goal
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TACKLING
NEW TALENT
SHORTAGES
Once organisations have defined how work is done,
they need a strategy for providing the people to do it.

But how do they achieve this when relationships
between employer and employee are changing
dramatically and the balance of power is shifting?
We’ve organised what participants told us into three areas.
The first sets out the challenge organisations are facing.
The second and third describe how they’re responding.

Demographic change.
In most European countries, the proportion of millennials
in the workforce is increasing and the proportion of
‘baby boomers’ is dropping. Yet there aren’t enough of
the first group to replace the second group when they
retire and those that are entering the workforce are
short on the skills required for tomorrow’s world.
This presents something of a double-edged sword
for employers. On the one hand, organisations need
to make themselves attractive to a demographic that
wants different things from the generation before it.
And on the other hand, they need to pull various levers
to retain people for as long as possible to avoid a
widening skills gap from emerging.
But most organisations we spoke to admitted that their
existing offering didn’t take account of these changing
requirements.
Organisations need to broaden their thinking so they
can attract and retain employees from both ends of the
demographic spectrum. And new approaches have to
recognise that the balance of power is moving from the
employer to the employee – particularly when it comes
to those with critical skills.

New approaches have to recognise
that the balance of power is moving
from the employer to the employee.
14

The liquid workforce.
A clear response to demographic change is trying
to make good use of a workforce and labour market
that’s no longer static (or ‘solid’) but variable (‘liquid’).
Participants described a range of approaches to this.
At the most liquid end organisations are moving from
a permanent workforce to a model designed around
accessing skills and resources as and when they are
needed. Some, like the well-publicised PwC example2,
are introducing the notion of flexible talent pools where
people are matched to work based on suitability (skill)
and preferred working pattern. Others are pushing
this concept further, using ‘talent platforms’ to bid
for people who can plug capacity and / or capability
gaps on a short-term, transactional basis. Sometimes
the highest bid wins, but other times it’s the work or
company that’s of most interest to the worker.
At the other end, more traditional organisations are
incorporating some of the flexibility of the contingent
workforce into their day-to-day practices. For example,
some participants said they let employees choose
their working hours to fit their other commitments
and needs. While this may not be possible in all roles,
organisations increasingly accept that the hours
employees work are secondary to the output
they produce.
The move to a more flexible approach is happening
gradually. Only 8% of our survey participants told
us that they have a defined approach to matching
different types of flexible contracts to different
types of candidates. A further 35% told us they do
this partially.
One thing is consistent. Any increase in flexibility –
whether in terms of the work done or working patterns
– requires a rethink for traditional performance and
reward models that are built around the premise of
permanent, full-time employment.

2 BBC News. (August 2018). PwC tells new staff they can choose what hours to work. https://www.bbc.co.uk/news/business-45353786

TACKLING NEW TALENT SHORTAGES

CASE STUDY

SPLITTING TIME
AND SKILLS AT
DEUTSCHE TELEKOM
With over 216,000 employees in 31 countries,
Deutsche Telekom is one of the leading
telecoms service providers in the world.
The organisation recognises that there are other
ways of making use of employees’ skills and
motivation than within the confines of a traditional
role. So, it’s developed a SharePoint platform where
employees can give up to 20% of their time to
projects outside of their core role.
The 80/20 approach allows for flexibility without
the contractual implications of making significant
changes to roles and functions.
Employees can create a profile based on an existing
skills catalogue. The platform then matches them
to suitable projects. Employees have created 1,400
profiles so far.
The next steps are offline. If an employee would
like to work on a project, they seek approval from
their line manager and contact the project manager
in charge of choosing the teams.
The projects range from large, like supporting big
corporate initiatives, to small, like moderating a
series of workshops. These smaller projects may
last just a few weeks and take up less than 20%
of a person’s working time.
Trainees, called ‘Start-up’ participants, also work
according to the 80/20 principle. That means they
follow a set rotation programme for four days of the
week and meet on Fridays to work on joint projects.

There’s no formal performance management for
the 20% projects. What counts is allowing people
to spend time on other topics that interest them
outside of their department. But implicitly, line
managers have some control over the projects they
support. Similarly, the initiative hasn’t set overall
targets, to allow for as much flexibility and creativity
as possible.
The initiative is well received by project managers
and team members as well, because it brings
together people with skills from all over the
organisation and generates innovative solutions.
Employees benefit by being able to use their skills
profitably in projects that interest them, and by
encouraging their employees to think outside of the
box and to expand their network, leaders accelerate
an agile way of working within the company.

The 80/20 approach allows for flexibility without the contractual
implications of making significant changes to roles and functions.
15
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The employer-employee relationship.
As the nature of work evolves, the things that make up
the employer-employee relationship need to change too:
contracting, the working environment, even the level of
control over how, when and where work is done.

locations and ways of delivering work. Less concerned
with presence in an office, these organisations give
their workforce a level of flexibility and freedom to be
productive at times and places that work for them.

Where possible, participants have taken steps to give
employees the tools and environment to shape their
working day. This allows employees to offset the
‘always on’ email culture by choosing when to respond
and where from. The traditional concepts of offices and
fixed desk spaces are being replaced by a choice of

The driver of these changes, in most cases, is a desire
to keep pace with evolving societal norms and individual
preferences. Some participants said that if they didn’t
provide more flexibility now – in both work and reward
– their ability to attract the right people and skills
would be severely undermined.

CASE STUDY

DISCOVERING
NEW FREEDOMS
AT DISCOVERY INC.
Discovery Inc. is a global leader in real life
entertainment, serving a passionate audience
of superfans around the world with content
that inspires, informs and entertains. It employs
around 8,000 staff across 37 countries.
In line with its principles of acting as “One Team” in
a “Quick and Agile” manner, the company actively
embraces change and adapts to support the needs of its
employees. They look for new ways to allow employees
to excel as individuals and thrive as a global team.
One way to do this was to look at the working
environment in which its employees operate. Starting
in the UK and now rolling out to other countries across
the globe, Discovery is redesigning its office space from
traditional Open Plan into an Activity Based Working
model branded as “Agile Working” internally. This
model provides a variety of work settings and spaces
within the office, allowing employees to choose where
and how they want to work. The settings range from
casual and open to more formal and enclosed, with
many non-traditional settings in between. Developed
with considerable rigour in both data collection
and employee consultation, this workplace strategy
encourages people to find a different working space
each day, driving a more collaborative culture and
creating the opportunity for fresh thinking and ideas.

16

This flexibility also extends to a level of work agility that
goes beyond the home or main office. The organisation
has introduced an approach called “Smart Working” that
addresses the behaviours and mindset – of both staff
level employees and management – which supports
flexible work practices. These practices include
opportunities for employees to work from different
spaces, not just from home. For example, employees can
extend the time their families spend abroad by working
from a local office at the start or end of their holiday.
Together, these changes have empowered employees
to work more effectively with different colleagues
and teams. They’ve also allowed employees to shape
their working day in a way that fits them and the
business more equally. In follow-up studies, employees
have self-reported increases in productivity and
pride in their workplace. In short, Discovery trusts
its people to decide what approach allows them
to make the best contribution, which is great for
employee engagement.

TACKLING NEW TALENT SHORTAGES

WHERE ARE YOU ON THE
NEW DEAL FRAMEWORK?
Not sure how to tackle new talent shortages?
Use our framework to establish where you are now and where you’d like to get to.

Compete

Improve

Align

Lead

Organisations focused
on implementing
market-aligned
practices

Organisations
focused on improving
the effectiveness of
existing programmes

Organisations
focused on reactively
aligning to changing
business priorities

Organisations
focused on reward
as an enabler of
business change /
transformation

Demographic
change

FIXED

FLEXIBLE

TARGETED

ADAPTIVE

Resourcing strategies
mirror the market and
follow new trends
to make sure the
organisation doesn’t
fall behind

Resourcing strategies
react to gaps in
the labour market
by broadening the
criteria for roles
and encouraging
a different range of
skills and experience

Resourcing strategies
look to cover gaps in
areas where skills are
scarce by exploring
where resource
may be available
from different
demographic /
migrant sources

Resourcing strategies
take account of
multiple audiences
and use innovative
techniques to access
skills and experience
from a range of
demographic /
international sources

Liquid
workforce

TRADITIONAL

FLEXIBLE

ESTABLISHED

TAILORED

Organisations take
a traditional approach
to employee attraction
and retention,
exploring variations
if they can’t find the
right resource

Organisations identify
and utilise alternative
sources of labour
when traditional
approaches aren’t
enough to meet
demand

Resource can come
from a range of
sources, including
perm / temp /
contingency. The
organisation has
established channels
to market in these
areas

The organisation
tailors its resource
requirements to the
needs of the labour
market. It adapts
and revises these as
necessary in order
to capture the best
talent regardless of
source or nature of
contract

Employeremployee
relationship

TOOLS

POLICIES

TRUST

EMPOWERMENT

The organisation
provides the
technology, tools
and flexibility for the
employee to carry
out their role. It
expects employees
to use standard
operating procedures,
with exceptions when
needed, to stay in line
with market trends

The organisation
updates policies and
educates managers
to deliver a more
flexible approach to
work. This creates
a standardised and
measurable approach
for applying flexibility
in a consistent
way across the
organisation

The organisation
provides the full
range of technology,
tools and flexibility
to the employee to
deliver on required
objectives. It entrusts
employees to find the
most effective way to
do this

The organisation
redesigns the
workplace to enable
varied preferences
and styles of working.
It actively encourages
employees to find
the workstyle that
suits them, based
on the premise that
employees will adapt
and be available to
others as and when
required
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RETHINKING
REWARD
With such significant changes in the way work is defined, resourced
and completed, it might be reasonable to expect that performance
and reward cycles would adapt to a different cadence. Yet many
participants struggle to comprehend the feasibility of breaking
from traditional processes for a couple of reasons:

1. Company performance indicators (financial and
operational) which are typically reported annually.
2. Systems (technology and processes) that are
geared – almost without exception – to an annual,
event-based cycle.
This is reflected in the responses to our survey. 73% of
participants told us they use an end-to-end process
governed by a human capital management (HCM)
system, either fully or partially. But only 23% gave
managers the autonomy to make pay decisions locally
and outside of the annual process.
These are, of course, real issues that most organisations
will need to overcome if they have a serious appetite to
reflect the new realities of agile working, diverse teams
and the liquid workforce.
The key here, and something we heard from several
participants, is to design and deliver performance
and reward programmes that are recognisable and
meaningful to individuals while remaining acceptable
in the context of rigid reporting requirements.

Back to basics on base pay
Over time, the purpose of base pay has been lost – if it
was ever defined in the first place.
The clarity of it being the minimum prospective value
of an individual to an organisation, benchmarked
to the market cost of that collection of skills, has
blurred. Simply put, many organisations have tried
to do too much with base pay, with the result that
it’s often unclear what it’s for. For example, there’s an
uncomfortable contradiction for any company that
suggests it strives to pay competitively in relation
to external labour markets but then implements flat
rate cost of living increases that outstrip actual pay
movement. When those same companies arbitrarily
award fixed percentage increases on promotion, the
idea of market competitiveness is all but null and void.
Participants recognise the need to simplify their
approaches to base pay and there’s growing recognition
that common practice is unsustainable. The message
here is simple – pick a purpose and stick to it.

The pace of change is slow and there is some trepidation
over ‘leading the pack’ into what is, without doubt,
unchartered territory. But there’s enough evidence to
suggest that momentum is gathering around several
emerging ideas.

The key is to design and deliver performance and reward programmes
that are recognisable and meaningful to individuals while remaining
acceptable in the context of rigid reporting requirements.
18

RETHINKING REWARD

Cutting through the performance
management noise
If the headlines of the past few years were to be
believed, performance management would be all but
dead. But there’s a clear gap between perception and
reality, with most organisations continuing to operate
reasonably traditional, event-based processes.
What we heard from participants reflects evolution over
revolution with key adjustments including:
•

Taking a broader view on the definition of
performance to include team and network goals.

•

Greater integration and alignment with varied
business cycles.

•

Balancing performance and development / potential.

•

Dialling down the emphasis on year-end ratings
in favour of ongoing conversations.

•

Rethinking performance management as a series
of ‘micro-processes’ that tie together to deliver
more effective results.

Again, a key takeaway here is the importance of
purpose – if this is clear, the process can follow.

Variable pay / incentives
As ways of working evolve, prevalent approaches
to incentive design are increasingly under stress.
Take agile working, for example. Companies recognise
that it’s unrealistic to think that annual incentives are
likely to be viewed as motivational or engaging by
individuals who are entirely orientated around short-term
sprints. Similarly, consider the recent rise of corporate
venture capital teams. There’s an acute awareness of the
potential disconnect between the aims of individuals who
are solely focused on growth initiatives and traditional
incentive performance measures.
While annual incentives are likely to remain relevant for
the bulk of the workforce, participants see potential
for a rethink on two fronts. First, understanding where
incentive plans might need to vary and developing
alternative approaches, albeit within a defined budget.
And second, understanding what really motivates
different employee groups and considering different,
non-traditional incentive approaches, for example agile
development conference tickets in lieu of cash.

Benefits
While our research stopped short of covering benefits
in detail, we heard wide acknowledgement among
participants that traditional benefit strategies tend to
be based around the assumption of long-term tenure,
which is at odds with evolving employer-employee
relationships. There is a desire to think beyond typical
flexible benefits models towards flexible reward, and
even the potential for portable benefits that can be
‘picked up’ and carried from company to company.
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CASE STUDY

A TRANSPARENT
CONSULTING MODEL
A global management consultancy and professional services firm was
experiencing difficulty retaining consistently high performing and high
potential employees in the aftermath of delivering projects to clients. These
individuals were often attracted into roles within client organisations on the
basis of their recent knowledge of issues and ability to make an immediate
impact. However, more detailed analysis of the issue suggested a lack of clarity
within the consultancy around career and reward progression, as well as the
pace of promotion, as root causes of dissatisfaction.
Starting with an overhaul of performance
management, the organisation opted to
introduce a differentiated career management
approach for high performing / potential
employees coupled with fully transparent
reward management plans that outlined the
minimum level of reward an individual stood
to receive at defined contribution levels and
the time it would take to get to each level.
The organisation made a bold statement in
tolerating slippage from its preferred market
reference point between contribution levels
on the basis that employees would benefit
from significant uplifts on achieving each
timebound level. The approach provided a
real incentive for top talent to stay with the
organisation (‘effectively dangling a golden
carrot’) while also managing costs effectively
and in alignment with proven performance.
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The approach proved successful on three fronts.
•

It provided a clear view of the long-term
benefits of staying with the organisation
versus the short term gains and as a result
increased levels of retention in the high
performing / potential population.

•

It reduced the distraction and
administrative burden which came with
having to manage multiple off cycle
changes as people became more focussed
on performance achievement than chasing
short-term increases.

•

It created an environment where the
review process contained much richer
conversations which focussed on forward
looking development rather than solely
being a backward-looking critique of results.

RETHINKING REWARD

WHERE ARE YOU ON THE
NEW DEAL FRAMEWORK?
Not sure how to go about rethinking your reward model and
performance cycle?
Use our framework to establish where you are now and where you’d like to get to.

Compete

Improve

Align

Lead

Organisations focused
on implementing
market-aligned
practices

Organisations
focused on improving
the effectiveness of
existing programmes

Organisations
focused on reactively
aligning to changing
business priorities

Organisations
focused on reward
as an enabler of
business change /
transformation

PHILOSOPHY

SINGLE PURPOSE

VARIED PURPOSE

Defined
compensation
philosophy with base
pay design principles

Defined purpose
applied on a onesize-fits-all basis

Defined purpose
which might vary for
different roles / skills

SEGMENTED
PURPOSE

Performance
management

ANNUAL

CYCLICAL

ONGOING

BUSINESS ALIGNED

Traditional eventbased process –
focus on last year’s
performance

Event-based process
with split focus on
past performance and
future development

Ongoing performance
discussions –
ratings still exist but
simplified and with
less emphasis

Aligned to varied
business cycles and
deconstructed into
micro-processes
(performance,
development,
potential)

Variable pay
/ incentives

MARKET FACING

DIFFERENTIATED

ALIGNED

Market aligned
variable pay award
levels

Differentiated variable
pay programmes

Business aligned
variable pay
programmes (short
and long-term cycles)

EMPLOYEE
CENTRIC

MARKET FACING

CAFETERIA

FLEXIBLE

PORTABLE

Market aligned
benefits

Cafeteria style flexible
benefits (opt in / out,
increase / decrease
provision)

Flexible reward with
the opportunity to
take cash or benefits
(beyond statutory
requirements)

Flexible reward with
portable ‘plug and
play’ style benefits

Base pay

Benefits

Defined purpose
with conscious
segmentation of
pay design and
management

Business aligned
and employee
centric variable pay
programmes
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INVOLVING
EMPLOYEES
Potential employees now scan the market with more in mind than the
immediate opportunity, the job and the pay. Any new deal must focus
on the fact that there are many and varied reasons why people choose
to work for or with a company.
Likewise, there are many reasons why they choose to perform at their best in a role.
As these reasons change, so must the core aspects of a reward package and how an
organisation positions them.
Many of our participants have taken incremental steps to address this – soliciting
feedback through engagement surveys for example. Others have adopted a proactive
approach and are looking to reposition reward in a more fundamental way based
on perceived value and principles drawn from behavioural analytics. What we heard
fell into four main areas of focus.

With improved technology, and against a backdrop
of increased transparency, organisations are becoming
more confident in their ability to deliver more choice
and flexibility.
Segmentation
Segmentation isn’t a new theme but it’s an increasingly important one as
organisations continue to seek the holy grail of delivering genuine value for
money. At the heart of the issue is the desire to deliver reward programmes
that fit a defined cost envelope while appealing to the preferences of as
many people as possible.
But, until recently, there’s been a lot of second-guessing when it comes to
determining which ‘segments’ matter and what to do differently for each,
with disproportionate focus on the development of generalised categories
of employee based around demographic and life stage profiles.
With improved technology, and against a backdrop of increased
transparency, organisations are becoming more confident in their ability
to deliver more choice and flexibility, and the barriers to involving employees
in the design process are coming down. We’re seeing more appetite for
continuous loops of employee feedback and some organisations are starting
to use sophisticated analytics as the basis for informing deliberate, targeted
and measurable segmentation.
The key here is understanding both business drivers and collective and
individual preferences and marrying the two together in a purposeful way.
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CASE STUDY

TREATING
EMPLOYEES
LIKE CUSTOMERS
AT THREE
Three is a technology company that
provides telecommunications and internet
services to over 10 million customers in the
UK. It employs 4,000 people nationwide.
Three has taken significant steps to refresh its
employment offering in the last 2-3 years. It’s done this
by treating employees the same way it treats Three
customers, so it can become an employer of choice and
stand out from the competition.
The organisation now applies similar market and
segmentation principles for understanding, attracting
and retaining employees as it does for customers. Its HR
function also reflects its customer-facing teams. And it’s
replaced reward with people proposition, put an employee
experience team in charge of change, and tasked an
employee value proposition team with looking at the future
of work.
One of the drivers for this approach was the CEO’s decision
to appoint a non-traditional HR professional to lead the
function. This has allowed HR to use commercial techniques
that have worked for the business to make the function more
employee-focused. Goals and targets also closely reflect the
organisation’s strategy and create an employee experience
that’s head and shoulders above the rest.
Three measures the success of its HR strategy using employee
net promoter score 3-times a year. Three is currently 20 points
above the national benchmark for the wellbeing of its employees.
Three’s focus is now on driving performance through
discretionary effort. It’s also looking at ways to make it easier
for employees to do their job by providing flexible working
and the tools to do the job well.

Three measures the success of its HR
strategy using employee net promoter
score 3-times a year. Three is currently
20 points above the national benchmark
for the wellbeing of its employees.
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Adopting a systems-driven solution
isn’t enough. Organisations need
to make sure their leadership
promotes the deal in a consistent
and meaningful way.

Communication

Measurement

The increasing capability and accessibility of smart
devices over the past decade has seen an explosion in
the amount of information that is pushed at individuals
on an hour-by-hour and even minute-by-minute basis.
At the same time, audiences have become more
sophisticated in how they receive that information.
And today, people expect to be able to opt into twoway communications that cater to their individual
needs. This is as true for employees as it is consumers.

Despite many participants reporting that measurement
is helpful, only 27% told us they formally measure the
effectiveness of their employer brand or EVP against
defined targets. And only 50 said they seek feedback
from their employees to understand their view of the
organisation, beyond that measured by an engagement
survey.

Many of our participants recognise this shift and are
working to create an engaging, compelling and joinedup set of messages for their employees. In fact, 58%
said that their HR and internal comms teams actively
partner to define and deliver messages around the
employee offering.
But adopting a systems-driven solution isn’t enough.
Organisations need to make sure their leadership
promotes the deal in a consistent and meaningful way.

The exceptions are those leading-edge organisations
that treat their employees in the same way they treat
their customers – and measure their views frequently.
It’s also becoming more common, especially in
consumer-facing organisations, to use net promoter
score techniques to help understand employee views.
The digital revolution has also created new ways for
prospective, current or past employees to share their
employment experiences (think Glassdoor, LinkedIn,
Café Pharma, Twitter and Instagram.) This means
organisations now need to be much more transparent
about what they offer and live up to their promises.
Awareness is a good place to start. In our survey 62%
of participants said they actively monitor third-party
sites to assess how they’re perceived in the external
labour market.

Balance
Flexibility is crucial to providing an offering that meets
the needs of the individual. But many countries across
Europe have imposed limits on the extent to which
organisations can move outside of agreed frameworks
without collective consent.
As a result, participants were concerned that the need
to maintain consistent frameworks would prevent them
from offering the type of flexibility described above.
Some were also nervous about potentially falling foul
of new legislation to promote fairness and equity.
A tension will always exist between what the company
and the individual want and the need for consistency
and fairness. And it’s the job of the company to find
the balance. Organisations that do this well find and
manage the tipping point – reverting to the safest or
risk-free position makes them uncompetitive.
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WHERE ARE YOU ON THE
NEW DEAL FRAMEWORK?
Not sure how to generate involvement from different types of employees?
Use our framework to establish where you are now and where you’d like to get to

Segmentation

Compete

Improve

Align

Lead

Organisations focused
on implementing
market-aligned
practices

Organisations
focused on improving
the effectiveness of
existing programmes

Organisations
focused on reactively
aligning to changing
business priorities

Organisations
focused on reward
as an enabler of
business change /
transformation

STANDARD

REFLECTIVE

REPRESENTATIVE

CONNECTED

The employee
offering uses generic
language to describe
the mechanics of how
each element of the
package will operate

The employee
offering reflects the
overall aims of the
organisation and
delivers a competitive
package

The employee
offering takes
account of the
purpose and strategy
of the organisation. It
promotes values and
behaviours that are
consistent with this
approach

The employee offering
treats the employee
like a consumer. It
interacts with them
using techniques for
seeking common
ground and affinity, like
those used to attract
consumers to a brand

Communication ANSWERS

Measurement

Balance

MESSAGES

PLAN

CAMPAIGN

The organisation has
a consistent set of
answers that explain
the rationale for the
approach to reward.
It uses these to
answer any questions
employees or
managers may raise

The organisation
has a consistent
set of messages
it shares with
employees. These
set out the rationale
for its approach to
reward in relation to
the organisational
strategy

The organisation has
a series of messages
that explain the
Reward / HR strategy.
To make sure these
messages are
effective, it shares
them with employees
over a set period of
time, with support
from senior managers

HR and internal
comms teams
partner to devise
a comprehensive
comms strategy for
the employee offering.
This sets out key
messages, frequency
of delivery and
channels to audiences
and aligns with the
reward / HR and
business strategies.

REACTIVE

AD HOC

MANAGED

TARGETED

The organisation
reviews external
feedback when
negative aspects
appear about its
offering. This allows it
to understand the issue
and adapt as required

The organisation
carries out ad hoc
reviews of public
information to assess
and track trends on
how current and past
employees perceive it

The organisation
regularly monitors a
number of feedback
sources to assess the
effectiveness of the
employee offering
both internally and
externally

The organisation
proactively manages
the employer brand in
the external market. It
establishes KPIs and
regularly assesses
performance against
them

SAFE

MANAGING

EMPOWERING

BALANCING

The organisation
takes the lowest-risk
option to protect
itself against any
potentially negative
outcomes in relation
to reputation or
legislation

The organisation uses
streamlined processes
and technology
to manage reward
decisions in a
controlled way. This
allows some flexibility
within a governance
structure

The organisation
gives managers a
level of autonomy
under clear guidance.
This empowers them
to make local and
immediate reward
decisions within a set
of agreed principles

The organisation
constantly monitors the
need for consistency
and control of decisionmaking (and alignment
with legislation) while
testing opportunities to
introduce flexibility and
autonomy
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ENHANCING
THE EMPLOYEE
EXPERIENCE
It’s clear that there are many links between the key areas of
change that participants highlighted: the nature of work, talent
shortages, reward models and employee involvement.
The final area – employee experience – is the umbrella for them all. The goal
of the new deal is to create meaningful, engaging employee experiences.
To become a leading employer, organisations need to configure and deliver
their deal in a way that offers employees a sense of purpose and puts
more control in their hands.
Our participants identified four areas organisations need to manage
to make this happen.

Interaction

Purpose

Many of our participants engage with different
employee groups to understand what people value
most in working for their (or other) organisations.
They then use this feedback, together with advanced
analytics, as the basis for understanding, shaping and
articulating the employee experience.

There’s a lot of research out there on what motivates
people to do the work they do, and the answer is rarely
reward. Recent thinking from several academics points
to two things.3,4 The first is stability – understanding
what to do to maintain relevance and knowing how,
where and when to draw on support. The second is
purpose – being able to draw a link between individual
contribution and tangible outcomes.

It’s not a pit-stop approach; some participants run
frequent pulse surveys, often in place of traditional
annual engagement surveys. Pulse surveys and virtual
feedback forums provide a way for organisations to
both identify and react nimbly to trends and changes
in employee sentiment as they emerge.
The organisations doing this recognise the importance
of culture and brand – and strive to reflect their external
image internally.

People who seek purpose in their work look for reasons
why that work exists. They also to try to understand
the broader impact their work is having – not just on
the organisation and its customers, but on society, the
environment and what’s best for the world.
As a result, any new deal needs to provide people
with roles they believe can make a real difference. And
organisations need to show how each person’s work
contributes to the wider purpose. This sense of purpose
shouldn’t be underestimated – it’s a significant part of
the employee experience and a very real form of reward.

Any new deal needs to provide people with roles they believe can make
a real difference. And organisations need to show how each person’s work
contributes to the wider purpose.
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Tailoring

Virtual communities

While they don’t believe in trying to cater to every
individual’s needs, participants agree there’s a value
in taking a segmented approach to understanding and
communicating to their workforce. Identifying what
different employees want will naturally mean tailoring
the employee experience to each group.

Social media has made people much more willing to be
open and express their opinions about various aspects
of their lives.

Despite this, segmenting communication isn’t yet
common practice. Progressive organisations have
used it to manage talent for several years. But only
35% of our survey participants told us that they have
a communication strategy that targets different
employee groups according to their needs.
Segmenting allows organisations to create touch points
to suit different employees. It can even allow them to
maintain a level of engagement with individuals whose
preferences change over time. This is especially true if
an employee has a change in personal circumstances
that affects what they see as important.

This is somewhat reflected in responses to our survey,
where 65% of participants said they use multiple
platforms and devices to engage and share information
with employees. Some are even looking to develop
apps that will allow employees to interact with them in
a similar way to how they interact with friends, family
and service providers in their day-to-day lives, via their
personal devices.
Yet, so far, only the most progressive organisations we
spoke to have created virtual communities that fully
enable employees to do this.
Those that have done so have had a hugely
positive response, especially from millennials as
the demographic most familiar with social media.
Participants said these communities are useful feedback
channels for hearing what’s working and what isn’t.
For these organisations, part of the new deal is making
it easier for employees to engage with others and
feel part of a community with a shared purpose, as
opposed to being under the control of the management
structure. But an organisation needs to be prepared
for content that may be about things beyond it and its
work. This may not suit all environments.
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CASE STUDY

TALKING FREELY
AT TALKTALK
TalkTalk is a technology firm offering broadband,
telecommunications and television services across
the UK. It employs 2,200 people in the UK.
The company was an early adopter of a two-way, ‘open-forum’
approach to employee communication. Back in 2013, when social
media was still young, it launched an open-access intranet that allows
employees to post their comments to the site.
What made this a particularly bold move at that time was the
organisation’s decision to allow employees to post without approving
their content. This democratised the way employees use the intranet.
They began to blog about themselves and their experiences of working
in the organisation. And they were honest about what they did and
didn’t like about their employment experience.
It also changed the way people interacted at TalkTalk, creating a culture
where people can express opinions and reducing internal politics.
Today, people comment on blogs regardless of the seniority of the
person who posts it, and the organisation has never removed a
comment. (That said, there’s no anonymity – if you post something,
you have to own it.) The intranet has also become a great source of
user-generated content on topics ranging from diversity to training.
And some of the best ideas in TalkTalk’s weekly roundup of how the
organisation can improve come from this source.
This culture of openness persists even when people leave. TalkTalk
actively encourages people to leave feedback on Glassdoor.com,
empowering them to speak their minds.
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TalkTalk actively
encourages people
to leave feedback
on Glassdoor.com,
empowering them
to speak their minds.
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WHERE ARE YOU ON THE
NEW DEAL FRAMEWORK?
Not sure how to generate involvement from different types of employees?
Use our framework to establish where you are now and where you’d like to get to.

Interaction

Purpose

Tailoring

Virtual
communities

Compete

Improve

Align

Lead

Organisations focused
on implementing
market-aligned
practices

Organisations
focused on improving
the effectiveness of
existing programmes

Organisations
focused on reactively
aligning to changing
business priorities

Organisations
focused on reward
as an enabler of
business change /
transformation

SET PIECE

AD HOC

CONNECTED

DIALOGUE

The organisation
connects with its
workforce through
set piece events
such as the annual
engagement survey

The organisation
improves its
connection with the
workforce by adding
ad hoc listening
events to annual set
pieces such as the
engagement survey

The organisation
frequently connects
with the workforce
and can access
speedy and relevant
feedback on issues
that are creating
discussion

The organisation and
workforce constantly
engage in two-way
dialogue, allowing
honest and meaningful
discussions to take
place

INDIVIDUAL

DEPARTMENT

ORGANISATION

SOCIETAL

The purpose of a
job is defined clearly
in relation to the
objectives of the
individual and the
team in which they sit

The purpose of a
job is defined in
relation to the overall
objectives of the
department and how
they support the
overall performance
of the organisation

The purpose of a job
is defined in relation
to the overall success
of the organisation.
There’s a clear line
of sight between the
goals of the team
and the sustainable
success of the
organisation

The purpose of a job
is defined in relation
to the impact it has
on society and the
external environment,
as well as on the
success of the
organisation

TYPICAL

VARIED

CATEGORISED

TARGETED

The organisation
targets its employee
offering at a ‘typical’
current employee
within the workforce,
with limited
differentiation
of approach

The employee
offering is targeted
at current employees
within functional
groups based on
geography / seniority,
with local versions
to appeal to specific
groups

The organisation
changes its employee
offering for specific
categories of current
/ future employees,
emphasising areas of
interest to them

The employee
offering targets
a variety of
demographic groups
that take account
of the current and
future workforce. It
emphasises the things
that are important to
those groups

INFORMAL GROUPS

INTERNAL GROUPS
Virtual communities
exist across defined
work groups within
the internal IT
infrastructure. These
communities discuss
solutions as well as
effective ways of
working

INTERNAL SOCIAL
MEDIA

SOCIAL MEDIA

Communities of
employees with
common issues
share questions
and answers via
email groups. These
discussions often
result in solutions
to organisational
challenges

Internal social media
variants like Yammer
provide a platform
for employees to
opt into groups and
join in discussions
on a range of topics
defined by the
organisation

Virtual communities
exist in an open forum,
enabled by external
social media. These
allow employees to
communicate freely
on any topic to
discreet groups that
they can create and
own
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WHAT YOU
CAN DO
The nature of work is undergoing unprecedented
change. So this report can only give you a flavour
of how organisations are responding.
Our research shows – and almost all participants agree –
that organisations must make some adjustments to stay
competitive in the future. But it also shows that there’s
no one approach that will work for all.
First and foremost, it’s important to understand the level
of commitment and preparedness within your organisation
to improve the deal. Changes of this kind made in isolation
often run the risk of failure, hitting resistance if they are
not seen as supporting the overall goals of the business.
Having clear and focused conversations with key stakeholders
about this topic – and understanding the positive impact
you expect from any changes – is essential to creating
a compelling case for change.
Once that’s established, the key is to focus on a number
of impactful initiatives that will begin to transform the
deal you’re offering. Because whatever you promise,
you have to deliver.

Three steps to developing your new deal
We’ve identified three important steps you can take
to make a start.

BUILD A
Organisations must make some
adjustments to stay competitive
in the future.
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STEP 1:

LISTEN TO YOUR WORKFORCE –
CURRENT AND FUTURE

This step involves asking for feedback to understand individuals’ perceptions of their
employee experience. It’s about responding to negative information in a positive way.

Two questions often arise for clients, as well as for their employees.
Who owns the reward experience in an organisation? Who does the
employee need to share their feedback with?
The simple answer is that an organisation needs to be open to feedback
– whoever an employee shares it with – and take overall responsibility
for managing it through its leadership team. Managers and HR both
play their part – employees need to feel able to communicate with
both independently so that a clear view can be expressed on what
works best for them. This will allow them to align with aspects of their
organisation’s deal that fit their needs most closely.
In practical terms, it’s HR’s role to formulate the deal based on the
information it gathers, then communicate that back to managers and
employees. HR is the curator of the employee experience, not the
owner of it. That means enabling others to make a positive impact.
Understanding your workforce isn’t a one-off process. It’s a continuous
cycle of listening, acting and adapting. The organisations that do
this most effectively listen closely to what their managers and
employees are saying and use what they learn as key inputs when
taking action to make their deal relevant.

Understanding your workforce isn’t a
one-off process. It’s a continuous cycle
of listening, acting and adapting.

Listen harder to
your workforce
• Introduce more frequent channels
for feedback from managers
and employees. Go beyond the
traditional engagement survey,
which typically only asks about
fairness of reward. Explore using
a bespoke diagnostic tool to
get opinions on more than just
employee satisfaction.
• Properly examine the external
perception of the organisation
– not to apportion blame for
negative viewpoints, but to
understand how people form
their view.
• Measure the gap between the
company brand and the employer
brand. Consider new approaches
such as using net promoter-style
scoring to assess the health of
your employer brand.
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STEP 2:

USE OUR NEW DEAL FRAMEWORK
TO ASSESS YOUR APPROACH

This step is about assessing the gaps in the deal you’re offering. Understand where
you are and where you want to be. And determine your priorities for action.
There are many ways organisations can make their
employee offering more competitive. The insight gained
from feedback will let you know what’s causing the
biggest issues and reveal where the biggest gaps exist.
In many cases, it won’t be possible to move from the
current to ideal state in one step. And making significant
changes to your employee offering can backfire if they’re
poorly managed. What’s more, many organisations
lack the resources or the cultural will to make dramatic
changes in one fell swoop.
What type of change is your organisation focused on:
competing, improving, aligning or leading? Use our
framework to assess your current and desired state.
This starting point will allow you to improve the deal
your organisation offers to employees, and the market,
in a planned and measurable way.

Use our new deal framework
• Use employee and manager feedback
to compare current experiences of each
element of your employee offering with
what people want.
• Use the framework to assess where
you are and where you want to be.
• Assess the readiness for change in your
organisation and compare the benefits
of moving to an improved approach
with the risks of doing nothing

The insight gained from feedback will let you know what’s
causing the biggest issues and reveal where the biggest
gaps exist.
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STEP 3:

RESHAPE YOUR OFFERING

This step involves adjusting your offering to reflect the changing workplace and the different
needs within your workforce. It’s about segmenting your approach so you engage with your
workforce in more meaningful ways.
As this report has shown, the complete employee experience consists
of many different and interlinked elements. Each of these represents
a cost to your organisation and a perceived value to employees.
Understanding how they all fit together, what the resulting offering
looks like, and how to segment it effectively, is critical when trying
to configure the deal for maximum impact.
Our Korn Ferry complete rewards experience model (below) shows
how different aspects of the deal drive different types of employee
behaviour. Understanding this more clearly allows organisations to
take traditional reward strategy methodologies and apply them in
the changing workplace using a more segmented approach. The
model explores the potential ‘layers’ within an organisation’s offering.
It shows how each layer can enhance employee value, often with
decreasing comparative cost to the organisation.
The principles underpinning the model are that:
• The comparative cost and value of each layer can be measured.

Use our complete rewards
experience model to
reshape your deal
• Carry out an analysis of the
differing needs of your workforce.
Use that to segment and define
employee groups.
• Measure the perceived value
of the deal for each segment
of employees – starting at the
core of the offering and working
outwards – to understand where
value or drag exists in your
current approach.
• Establish the most effective way
of tailoring and targeting the deal
to each group. Aim for a core
set of reward principles that can
be flexed to suit each segment
of employees.

• Different employees will be more effective in organisations
with different configurations of the layers.
• Organisations can develop the layers within their offering
to meet their goals, culture and workforce plans.
• Each layer is contingent on all others.

Korn Ferry complete rewards experience model
Definitions:
High

Employed

Empowered

Monthly pay and protection
benefits.

Enabled
Employee value

Encouraged
Engaged

Variable pay, pay progression,
flexible benefits, recognition

Encouraged

Engaged
Career progression, personal
development, promotional pay.

Employed

Enabled
Management, processes, tools,
information, resources.

Empowered

Low
High

Employer cost
(Actual and comparative)

Low

Organisational ownership,
belonging, long term focus.
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A NEW DEAL FOR THE FUTURE OF WORK: FROM REWARD TO THE EMPLOYEE EXPERIENCE

WHO WE
SPOKE TO
The nature of work is going through unprecedented change. So this report
can only give you a flavour of how organisations are responding.

Participants
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ABB

Brambles

Gestamp
Automoción

Lidl

SHV Holdings

ABBYY

Burberry

Halkbank

Mahou San
Miguel

SOCAR

Adyen

DeFacto

Halma

Mail.ru

Spectris

Allianz

Deutsche Bahn

Honda

Meliã Hotels

SSE

Arcadis

Deutsche
Telekom

IMI

Nexign

TalkTalk

Arçelik

Discovery Inc.

JLL

NH Hotel Group

Tele2

ArcelorMittal

DNB

Jaguar Land
Rover

Otto

tesa

Asda

Dyson

Jumbo

Petrofac

Three

Auchan

E.ON

Kibar Holding

QNB
Finansbank

Türk Telekom

BAE Systems

Ericsson

KLM

Quilter

UBS

Bayer

Ford Otosan

KOC Holding

Reckitt
Benckiser

Urenco Group

Bertelsmann

PhosAgro

Kuveyt Türk

Rosatom

Vodafone

Borusan Holding

Garanti Bank

Lloyds Banking
Group

Royal Dutch
Shell

X5 Retail
Group

Bosch

Gazprom Neft

Leroy Merlin

Scottish Power

WANT TO
KNOW MORE?
Anthony McNulty, UK&I Reward & Benefits Solutions
Anthony has over 20 years’ experience working in line and consulting roles.
He is a member of the Reward Solutions practice for the UK. He delivers
holistic solutions for clients by ensuring that reward strategies, systems
and processes complement HR / Talent strategies and drive increased
organisational performance through motivated and engaged employees.
Phone: +44 (0)7545 391 556
Email: anthony.mcnulty@kornferry.com

Tom Hellier, UK&I Reward & Benefits Leader
Tom has over 15 years’ experience in line and consulting roles.
He supports clients in a number of industries across the people agenda
with particular focus on reward strategy development and programme
design, post-transaction reward and sales compensation.
Tel: +44 (0) 7408 845 624
Email: Tom.Hellier@KornFerry.com

Mark Quinn, EMEA Reward & Benefits Leader
Mark has over 30 years’ experience in line and consulting roles.
He supports clients across the people agenda with particular focus
on the strategic relationship between organisational performance,
individual performance and reward.
Phone: +44 (0) 7884 562 967
Email: mark.quinn@kornferry.com
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About Korn Ferry
Our rewards offerings drive strategies. We partner with organisations to
help them ensure their business needs are in sync with the rewards their
people value. This allows them to be in the best position to energise their
teams, improve performance and grow their business.
Our rewards data covers 25 million professionals, from 25,000 companies,
across 110 countries. So, whatever the role, industry or location, we can help
you ensure you reward your people fairly and competitively.
Korn Ferry is a global organisational consulting firm. We help clients
synchronise strategy and talent to drive superior performance. We work
with organisations to design their structures, roles, and responsibilities. We
help them hire the right people to bring their strategy to life. And we advise
them on how to reward, develop, and motivate their people.

Find out more at www.kornferry.com
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