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WHAT WE EXPERIENCE DURING VUCA

VUCA Experience Reveals and Amplifies our Is Resolved, Mitigated and 
Dampened by 

Volatility Vulnerability Vigilance

Uncertainty Unwillingness Understanding

Complexity Consequence Containment

Ambiguity Assumptions Agility

A journey from the Status Quo to a Future 
• 3 Phases: Fall, Cauldron, and Road Back
• Dashed line: Highly influenced by VUCA
• Red Line: Ups-and-downs experience

Adaptive Change Model

Source: 2020 VUCA of COVID-19 Through Adaptive Change (Parallax Consulting and Cairn Consulting)



4

       www.biposervice.com

401 Shift of HR Strategy in VUCA

COMMON ISSUES THAT MANY ORGANIZATIONS ARE FACING

Source: Considering the potential business impacts of the COVID-19 outbreak, by PWC, 15 Apr 2020 

Crisis Scenario Planning 
& Management

Cashflow Management 
& Rapid Cost Reduction Workforce Planning Employment & Tax

Business, Technology 
Resilience & Cyber

Supply Chain 
Management

Execution Services & 
Surge Capacity

Regulatory, 
Compliance & Claims
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WORKFORCE STRATEGY IN VUCA

Source: Workforce strategy for post-covid recovery, Deloitte 2020

Business Recovery Journey                HR Strategy Shift     
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HR’S FOCUS AND ACTIONS

Total rewards
• Base pay, salary increase, allowance, 

benefits and headcount cuts
• Offer unpaid sabbaticals, expand 

benefits like paid sick leave 
• Offer hazard for essential jobs with 

public exposure
• Assess sales incentive plan
• Review annual performance bonus
• Address LTI affected by underwater 

equity

Health
• Implement protective measures for 

on-site employees
• Help employees manage stress and 

mental health

Remote work
• Transition employees to remote work
• Foster connections among employees 

working remotely
• Provide remote work tools & training

Communication
• Activate a crisis management 

team
• Covid-19 centralized information 

center
• Coordinate response across 

different teams, Bus & regions

Source: HR Pulse Survey by MIT Sloan 
Management Review and CultureX in Apr 2020, 
Considerations for Your Total Rewards Strategy 
in Response to COVID-19 by Aon Mar 2020
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WORKFORCE STRATEGY FOR POST VUCA RECOVERY

Source: Workforce strategy for post-covid recovery, Deloitte 2020

Business Recovery Journey                HR Strategy Shift     
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RETHINK WORK, WORKFORCES AND WORKPLACES

Source: The unbounded workforce by Gartner in 2020 

Statistic Planning 
Assumptions

Dynamic Planning 
Assumptions

77% of senior leaders 
feel poorly prepared for 
the future. 

Plan
Use labor market analytics to educate leaders on market dynamics  
and propose strategic solutions. 

Build
Drive decisions around skills inventory, and redeployment by 
educating your enterprise wide skills pipeline in comparison with 
the market.

Buy
Equip HRBPs and recruiters to develop more effective sourcing 
strategies and new skills.

Traditional HR Strategy New HR Strategy Detailed Practice
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RETHINK WORK, WORKFORCES AND WORKPLACES

Location 
Bounded

Talent Anywhere

48% of employees want 
to work remotely at least 
part of the time after 
COVID-19 versus 30% 
before the pandemic. 

Plan
Identify the alternative locations to hire remote talent based on 
high supply, low demand and lower cost for top skills.
Reconsider on shoring or alternate low-cost, low-risk global 
locations for critical supply chain functions such as manufacturing.

Buy
Understand the locations and remote work profiles your traditional 
and nontraditional competitors are hiring in critical talent 
segments.
Improve the quality and diversity of the candidate pool by 
understanding talent supply demographics and skills across various 
locations.

Traditional HR Strategy New HR Strategy Detailed Practice

Source: The unbounded workforce by Gartner in 2020 
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RETHINK WORK, WORKFORCES AND WORKPLACES

Compensation 
Restricted

Compensation 
Flexibility

74% of companies 
plan to permanently 
shift to more remote 
work post-COVID-19. 

Plan
Identify areas where existing (or planned) compensation is lagging 
behind market leaders for mission-critical roles.

Buy
Shift your talent sourcing strategy to less competitive markets by 
understanding demand, supply and cost pressure.
Benchmark against advertised salaries in real time to adjust 
compensation according to changing market conditions.

Traditional HR Strategy New HR Strategy Detailed Practice

Source: The unbounded workforce by Gartner in 2020 
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RETHINK WORK, WORKFORCES AND WORKPLACES

Roles Restrict 
Planning

Skill Clusters Determine 
Capability

40% of employees say 
they frequently complete 
tasks that are outside of 
their job description, 
proving that roles are ill-
designed to capture the 
skills required for today’s 
workflows. 

Plan
Analyze trends in skill evolution to gain insight into which skills are 
core vs. new, emerging, growing and declining.

Build
Create resilience in the workforce and improve your internal labor 
market by identifying needed emerging skills and cross-training 
individuals to develop broader skill sets.

Buy
Reduce talent acquisition costs by identifying stepping-stone skills 
prime for reskilling that exist in your organization today.

Traditional HR Strategy New HR Strategy Detailed Practice

Source: The unbounded workforce by Gartner in 2020 
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RETHINK WORK, WORKFORCES AND WORKPLACES

Digital 
initiatives

Digital Imperatives

“Digitalization at scale 
and velocity” triggers 
massive skill shifts, 
with over 58% of 
workforces reporting 
skill transformations 
just since the onset of 
the pandemic.

Plan
Empower business leaders with data-driven insight into key transformation 
initiatives, e.g., enable organization-wide digital and AI transformation by 
sharing insights on the critical skills of the future for various functions.

Buy
Track hiring trends (volume, talent profiles) of key talent competitors in real 
time to identify early threats to talent acquisition and retention and to 
make opportunistic adjustments. Consider a contingent workforce (part-
time, gig workers and contractors) to shift to a lower-cost talent portfolio.

Build
Identify new skills that enable effective remote work, including greater 
digital dexterity.

Traditional HR Strategy New HR Strategy Detailed Practice

Source: The unbounded workforce by Gartner in 2020 
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PERFORMANCE MANAGEMENT IN VUCA

Mindset Be statistical and  
objective

• Dynamically shift aligned to shifting business priorities
• Lead performance review with empathy and compassion

Pay 
Philosophy

Pay for 
Performance

• With the forces outside the employees’ and employers’ control are at play, 
make rapid adjustment to goal setting, ratings and rewards, but what 
adjustment to make given the uncertainty of the current situation?

• Some proactive employers intentionally separated rating and pay decisions 
during the pandemic until the market stabilized

Budgeting
Based on 
statistics and 
forecast

• More specific indicators to be introduced based on the location and time span, 
with the unanticipated changes of the external market

• Differentiate for same jobs but working onsite or online, local or remote, 
permanent or contingent 

Performanc
e Metrics

Unified or a few 
metrics

• Notify all employees about the changes
• Review the key talents or top performers’ pay scheme and make adjustment 

case by case

Talent 
Retention

Differentiated 
pay

• Dynamically shift aligned to shifting business priorities
• Lead performance review with empathy and compassion

Traditional  Performance Management in VUCA

Source: How to phase out the annual performance review (and what to do instead) by Mercer in June 2020; Risks and opportunities in performance management post covid-19, by Mercer in 2020  
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TYPICAL HR PROJECT NEEDS (for MNCs & POE/SOE)

Pay Benchmarking

Employee Grading / 
Banding

Total Cash Structure 
Design

Performance 
Management Mechanism

Sales Incentive Scheme 
Design

Long-term Incentive 
Design (Cash & Stock)

Productivity & Pay 
Effectiveness

Profit Sharing & 
Retention

!

More 
Sophisticated & 
Business-Driven 

Requirement 
For Survival, 
Motivation & 

Growth!

PAST
NOW

02 Productivity Effectiveness Optimization
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HR TOP STRATEGY IN 2020

HR Top Strategy in 2020 % of Respondents

Labour Cost Control 75%
Productivity Optimization 69%
Incentive Scheme Review 25%
Omni-Channel Advancement 25%
Employee Care 13%
HR Digitalization 6%
Inclusion & Diversity 6%
HR Policy Update 6%

Source: SHCX Market Update (July 2020)

Although Sales in China are promising, MNCs typically face Cost Pressure due to Global Sales Reduction. 
For example, one company reported they are forced to reduce people cost by X% due to global direction 
(equally cutting X% cost for each region desperate of local situation).

02 Productivity Effectiveness Optimization
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HC PLANNING & COST OPTIMZATION

Source: SHCX Past Project on HC Planning

HC Planning Tool 
Build up and 

Execution

1
Step I:
Data Cleaning and Analysis

2
Step II:
Summarize Impact Factors

3
Step III:
Data Import and Cost Simulation

4
Step IV:
Define Rostering Principle

5
Step V:
Execution and optimize

02 Productivity Effectiveness Optimization
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BALANCE IN BUSINESS RESULT AND MOTIVATION

Source: SHCX HR Forum & Round-Table Quick Study

No Change
(Less Bonus)

No Change
(Similar Bonus

as 2019)

Reduce
Global Result
Consideration

Not to
Consider

Global Result

Considering

Who & How to
Motivate with

Limited Budget?

Biz in China is Good 
but Less Bonus Than 2019?

Where are you for your Company?

02 Productivity Effectiveness Optimization
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AGILE PERFORMANCE MANAGEMENT FOR POST VUCA RECOVERY

Goal 
Setting

Annually or semi 
annually set, and 
usually can’t be 

changed, based on 
historical records

• Set goals with flexibility or by scenarios to meet changing organizational 
needs

• Goals made public and transparent with increased focus on team 
achievement and collaboration

• How to reward special contribution and achievement?

Feedback & 
Coaching

Periodic single-
sourced feedback 
and little coaching

• Real-time / Multi-sourced / Interactive feedback 
• Train managers for better coaching and developing people
• Keep in contact with employees about their performance and overall 

wellbeing

Review and 
Assessment

Annual or semi 
annually review and 
assess revenue and 

outcome

• Assess resilience instead of revenue
• Decide a new review interval, more frequently review and assess
• Monitor outputs and impact to result. Communicate clearly with focus on 

output instead of outcome
• Tie rewards to the continuous performance management process

Technology System is a plus
• The system becomes a must to pay off the drawback of the agile performance 

management
• Success of agile performance management fully relies on effective tools

Traditional  Agile Performance Management in/after VUCA

Source: Performance Management Must Evolve to Survive COVID-19 by Gallup Aug 2020

02 Productivity Effectiveness Optimization
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THE RECOVERY 
WILL BE DIGITAL
- FASTER
The COVID-19 crisis causes a need 
for acceleration beyond what we 
had seen before, going from three 
tiers of speed down to two.

Source: The next normal, the recovery will be 
digital, by McKinsey, Aug 2020
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THE RECOVERY WILL BE 
DIGITAL - AUTOMATION
The level of remote working have skyrocketed 
during lockdowns and are likely to remain 
higher than precise level for some time

Source: The next normal, the recovery will be digital, by 
McKinsey, Aug 2020
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HR TO BE DIGITALIZED TO LEAD THE DIGITAL TRANSFORMATION

HR is expected to 
lead the digital 
transformation, 
platforms, people 
and work

We see this change 
taking place
in three areas:
• Digital workforce
• Digital workplace
• Digital HR

                                                                             People Analytics

Source: Deloitte Global Human Capital Trends

03 HR Digitalization for Performance Management
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PEOPLE 
ANALYTICS
Recalculating the 
routing

Predictive analytics
tools from many HR
technology vendors
have arrived, making 
it possible to analyze 
data regarding 
recruitment,
performance,
employee mobility,
and other factors.

Source: Deloitte Global HR Trends

03 HR Digitalization for Performance Management
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DIGITAL 
HR ROADMAP 1

• Refine Your Mission

2
• Upgrade Core Technology

3
• Develop a Multi-Year HR Technology Strategy 

4
• Build a Digital HR Team 

5
• Organize HR into Networks of Expertise with Strong 

Business Partners

6
• Make Innovation a Core Strategy Within HR

7
• Benchmark / What Next?

03 HR Digitalization for Performance Management
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BIPO EXPERIENCE: RETAIL PERFORMANCE MANGEMENT SYSTEM - 1




