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Value Logic: Assumptions 

Recognize that value is defined by receiver more than giver

Application
• Individual

• Leadership

• HR

• Organization 

• Country
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Overall Goals and Agenda

Reinventing HR's Future 

Now is the time to reinvent HR

2: HR contributes value through human capabilit

3: HR needs to upgrade HR department and people  

IDEAS IMPACT

1: HR is not about HR, but creating value for others
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Now is the time …. Today’s business context 

Economic uncertainty

Political Toxicity

Emotional/Mental Health
Digital Revolution

PANDEMIC

Physical health/ 
COVID Pandemic

ESG: Climate change

Context is kingdom; 
Content is king … human capability

Intangibles

Regulation 
reporting
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Thailand Specific Context

Context is kingdom; 
Content is king …
Human capability
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New Assumptions about Future of Work

Assumptions

a. Connect outside and inside

b. Personalize work requirements

c. Harness uncertainty

d. Navigate paradox
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Evolution of HR to 

human capability

• Terms and conditions 
of work

• Operational excellence

• Terms and conditions 
of work

• Operational excellence

• Terms and conditions 
of work

• Operational excellence

• Terms and conditions 
of work

• Operational excellence

• Design and deliver HR 
practices

• Functional excellence

• Design and deliver HR 
practices

• Functional excellence

• Design and deliver HR 
practices

• Functional excellence

• Align HR practices with 
business strategy

• Deliver individual 
competence (talent)

• Align HR practices with 
business strategy

• Deliver individual 
competence (talent)

• Create marketplace 
value (outside-in)

• Deliver organization 
and leadership

PERSONNEL HUMAN RESOURCES HUMAN CAPITAL HUMAN CAPABILITY
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Overall Goals and Agenda

Reinventing HR's Future 

2: HR contributes value through human capability

3: HR needs to upgrade HR department and people  

IDEAS IMPACT

1: HR is not about HR, but creating value for others

Now is the time to reinvent 
HR

Recognize contextual challenges to 

create human capability content 
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Value Creation Logic: Assumption Question

What is the most important “thing” that HR or business leaders can give 
an employee?

Please select one:
1. A feeling of physical and psychological safety
2. A sense of belief (meaning, purpose)
3. An ability to become better (learn, grow)
4. A feeling of belonging (community, relationships)
5. All the above
6. None of the above 
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HR Value Logic 

An organization 

succeeds in the 

marketplace

so that

Please select one:
1. Physical and psychological safety
2. A sense of belief (meaning, purpose)
3. An ability to become better (learn, grow)
4. A feeling of belonging (community, 

relationships)
5. All the above
6. None of the above 

What is the most important “thing” that HR or business leaders can give 
an employee?
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HR value created for all stakeholders: Outside/in

Boards of 
Directors 

Customers

Employees

Investors/
Owners 

Business leaders 
at all levels 

HR Key

Stakeholders

Communities/
Regulators

Creating social 
citizenship, reputation, 
and responsibility 

Increasing overall 
net promoter score 
and customer share

Increasing market value 
(80%) tied to 
intangibles; 
managing risk

Ensuring strategic 
revitalization; Delivering on 
goals and building high-
performing team

Enabling CEO 
succession, 
delivering results 
through talent and 
organization 

Enabling employees to 
fully contribute and 
have positive work 
experience
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HR outside in: Evolution of HR

H
R

 E
v
o

lu
ti

o
n

Time

HR Administrative Utility:  Efficiency

HR Strategy:  Strategic business 

success   

HR Outside/In:  Market results 

(customer, investor)

HR Functional Expertise:  Best practice

so that …  
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HR outside in: HR practices

HR domain Examples of outside in

Staffing
Are we the employer of choice of employees our customers would 

choose?

Training/development
Do we involve customers/investors in designing, attending, and 

delivering training and development?

Performance 

Management 

Do our processes for performance management communicate the 

right expectations to customers and investors?

Rewards Do we involve our customers and/or investors in allocating rewards?

Communication
Do our communication tools link employees and customers or 

investors?

Leadership 
Have we created a leadership brand where leaders actions are tied 

to customer or investor expectations?

Culture Does our culture have the right events, patterns, and identity?
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How to Approach Future of Work

Inside out
So that

Build on your strengths to 
strengthen others 

Outside in
Because of

Value defined by receiver 

Environmental 

context

Internal (human 

capability) actions Future of Work

When you think of the “future of work”, do you take an outside in (green arrow starting with environment) or 

an inside out (yellow arrow starting with internal actions) approach?
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Overall Goals and Agenda

Reinventing HR's Future 

2: HR contributes value through human capability

3: HR needs to upgrade HR department and people  

IDEAS IMPACT

Implications for Danaher Diagnostics

1: HR is not about HR, but 
creating value for others

Understand how HR creates value for 

all stakeholders (outside/in)

Now is the time to reinvent 
HR

Recognize contextual challenges to 

create human capability content 
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HR is not about HR …

Outcomes: 
What are the “outcomes” of effective HR? (e.g., finance delivers economic 

insights; marketing customers; manufacturing quality products, HR … ??) 

Business 

Strategy

General manager:

integration

Finance:

How well do we manage money?

Marketing:

How well do we manage customers?

Operations/Manufacturing:

How well do we manage systems?

Human Resources:

How well do we manage ????
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Human Capability Initiatives

Leader as meaning 
maker with emotion 

Employee 
primacy

Strategic clarity /
Purpose 

Diversity, equity, 
and inclusion 

HR practices: 
people, work, 
accountability,

information

Agile organization 

Collaboration/ 
network/ecosystem

Technology:
Digital reinvention

AI, machine learning 

Reskilling
Workforce 

HR people: 
competencies

Hybrid work

ESG: Social 
responsibility 

Customer 
focused  agenda

Employee well being/
experience 

Changing the right 
culture 

HR 
transformation 

Great resignation/
Retain people

Distributed 
leadership

Leadership 
academy

How many of 

these initiatives 

have you tried in 

your organization?
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Value of a Framework 

Diet

Risk 

Social 
Responsibility

Human 
Capability 

Financial 
Reporting 

Four food groups:
Fruits/vegetables, dairy,

grain, meat/protein

Financial Reporting (GAAP): 
Balance sheet, income statement, cash flow, 

shareholder equity

Treadway commission (COSO):
Compliance, strategic, operational, financial

ESG… UN Social Development Goals:  17  
areas to focus on

Piecemeal efforts focused on metrics, not 
framework  (iso30414)

Entire diet/nutrition industry 

Accounting/auditing/financial services industry 

Risk management industry 

Rise of ESG/social responsibility industry 

Splintered industry 

Personality  
“Big Five” personality traits: openness, 

conscientiousness, extroversion, 
agreeableness, neuroticism 

Entire personality assessment industry built on 
these five traits 
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?

• Today: Most people and organization initiatives and assessments are piecemeal and haphazard

• Tomorrow: A shared definition of human capability and metrics to focus on making decisions in 

each of the four pathways that drive internal value and can be compared across companies. 
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Human Capability Initiatives

Leader as meaning 
maker with emotion 

Employee 
primacy

Strategic clarity /
Purpose 

Diversity, equity, 
and inclusion 

HR practices: 
people, work, 
accountability,

information

Agile organization 

Collaboration/ 
network/ecosystem

Technology:
Digital reinvention

AI, machine learning 

Reskilling
Workforce 

HR people: 
competencies

Hybrid work

ESG: Social 
responsibility 

Customer 
focused  agenda

Employee well being/
experience 

Changing the right 
culture 

HR 
transformation 

Great resignation/
Retain people

Distributed 
leadership

Leadership 
academy

Human capability 

framework to 

organizations 

initiatives

https://www.linkedin.com/pulse/six-actions-hr-create-more-stakeholder-value-dave-
ulrich  
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We looked at impact of human capability on 

business outcomes across 5700+ companies in the 
SEC and were astonished

• 44% of revenue per employee
• 26% of cash flow (EBITDA)
• 25% of investor confidence in future (Tobin’s Q)
• 36% of fraud
• 48% of litigiousness

Early Adopter Quote: 
“I can use this to build a business case for 
the initiatives we focus on internally. If we 
improve human capability by x%, then we 
can increase earnings by y%. “ 

Using AI (machine learning and NLP) score 7,000 
firms reporting their “human capital” in SEC reports 
based on the four human capability pathways: talent 

+ leadership + organization + HR
www.g3humancapability.com



HUMAN CAPABILITY INITIATIVES

HUMAN RESOURCES (HR)
1. Establishing HR reputation 
2. Serving HR customers
3. Determining HR purpose 
4. Governing HR design 
5. Growing human capability 

6. Using HR analytics 
7. Refining HR practices
8. Advancing HR professionals
9. Strengthening HR relationships

TALENT (HUMAN CAPITAL)
1. Acquiring talent
2. Managing employee  performance
3. Developing employees
4. Managing employee careers &  promotions
5. Communicating with employees
6. Encouraging diversity, equity, & inclusion 
7. Retaining the best employees
8. Managing departing employees
9. Tracking employee engagement
10. Creating a posivive employee experience

LEADERSHIP
1. Clarifying business case 

for leadership 
2. Defining what leaders 

know and do
3. Assessing leaders and 

leadership
4. Developing leaders and 

leadership
5. Measuring leadership 

impact
6. Ensuring reputation 

ORGANIZATION
1. Hiring, developing, and managing people
2. Acting with agility 
3. Establishing strategic clarity 
4. Delivering customer centricity 
5. Establishing the right culture 
6. Advancing collaboration 
7. Promoting social responsibility
8. Expanding innovation 
9. Fostering efficiency
10. Ensuring accountability
11. Sharing information / analytics 
12. Leveraging technology 
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?
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COMPETENCE

(ability to do the work)

COMMITMENT 

(willing to do the work)

Talent =

Bring the right people 

INTO the organization, 

move them THROUGH, 

and move them OUT

Create greater employee 

emotional response to 

work as seen in 

engagement and 

commitment

• Believe: increase 

meaning and purpose

• Become: have a growth 

mindset

• Belong: be part of a 

community

A Talent Formula

CONTRIBUTION 

(finding meaning from 

the work experience)
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Talent Menu: 10 Key practices 

Competence
Bringing people into, moving them through, removing them from organization

D Commitment
9. Improving and tracking employee engagement

E Contribution 
10.  Creating a positive employee experience

A
Bringing people IN

1. Acquiring Talent: 

we bring the right 

people into the 

organization 

B
Moving people THROUGH

2. Managing employee performance 

3. Developing employees

4. Managing employee careers and promotions

5. Communicating with employees

6. Encouraging diversity, equity, and inclusion 

C
FLOW of people from 

organization 

7. Retaining the best 

employees

8. Managing departing 

employees

INDIVIDUAL

Talent, Workforce

People
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Talent Poll:  Pick top priorities

Talent Domains
A

Pick  

two

B

Talent Actions 

1. Acquiring talent Set criteria, source, screen, secure, orient

2. Managing employee performance Goals, measure, consequence, conversation

3. Developing employees Training, on the job, life experiences

4. Managing employee careers and 

promotions
Manage stages, build high potentials

5. Communicating with employees Share information down, up, sideways

6. Encouraging diversity, equity, inclusion Move from  numbers to programs to assumptions

7. Retaining the best employees Behave as if, offer incentives, stay interview

8. Managing departing employees Manage performance, remove boldly and fairly

9. Improving and tracking employee 

engagement 
Measure sentiment, take personal responsibility

10. Creating a positive employee experience Encourage belief, become, and belong 
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?
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The importance of organization in our lives

What do all of the following 

have in common?
• Clothes we wear

• Food we eat

• Houses we live in 

• Buildings where we work and learn

• Technology devices we use to 

communicate

• Televisions we watch

• Movies that entertain us

• Cars we drive

• etc.

An

Organization!
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Evolution of organization form 

Hierarchy/

Bureaucracy

(Roles, rules)

Systems

(Alignment)

Capability

(Identity)

Market-oriented

Ecosystem (MOE)

(Reinvent)
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Organization: Evolution of Cultural Thinking 

C
u

lt
u

re
 E

v
o

lu
ti

o
n

Time

Values/Behaviors: what we care about; often core values of 

leaders that affect employee and leader behaviors

Patterns/Norms: how things are done around here; 

implicit rules and ways of working

Right culture: identity, brand, 

reputation with outside-in focus

Systems/Climate: perceptions of impact of work systems 

on employees … information, decision, accountability, people
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Key concepts related to right culture

Culture

What we are 

known for by our 

key stakeholders 

made real to 

employees

Purpose

(mission, vision)

Our reason for 

being

Values or Beliefs

Who we are, and what we 

believe

Brand or Identity

Promises to the market, 

what resonates with our 

customers or other 

stakeholders,

roots

leaves



32How do we change culture?

5: Leadership

Brand

2: Top/down 

Intellectual agenda

3: Bottom/up :

Behavioral agenda

4: Side to side

Process agenda

Make identity real to employees

1: Define desired culture

What are the top 3 things we want to be known for by our best customers (or 

other key stakeholders)?
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?
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Creating leadership capability
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Leadership brand combines inside/outside and leader to leadership
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HOW TO BUILD LEADERSHIP CAPABILITY:

Elements of Leadership Brand

To address these broader 

business issues, the best 

companies for building 

results based leadership 

capability integrate these 

six elements:
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Leadership Brand Guidance

Leadership Brand 
Elements

A
Pick

B
What activities could improve the targeted domain?

1.  Clarify 

business case 

for leadership

• Look at employee survey data on quality of leadership 

• Strength of leadership pipeline/bench

• Compare price/earnings ratios with competitors for a decade

• Review percent of senior leader time building leadership 

2.  Define what 

leaders know 

and do

• Differentiate high/low performing leaders

• Define future competencies based on strategy of business

• Create competencies tied to external brand identity

• Identify competencies tied to changing business contexts

3.  Assess leaders
• Perform leadership 360

• Hold leaders accountable to build future leaders; and include in rewards system

• Manage career stages and talent flow

4. Develop 

leaders and 

leadership

• Ensure training base don business needs

• Give leaders development opportunities

• Receive coaching

• Offer leaders temporary assignments

5.  Measure 

leader impact

• Track accomplishment of business case

• Measure strength of leadership pipeline

• Retain key leaders 

6.  Ensure 

reputation

• Examine communication of leadership in public documents (annual report)

• Share stories of leadership excellence in social media

• Track leadership reputation in social media
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Leadership Fundamentals

In your experience, what are 5-7 things 
leaders need to know and do? 



40
Leadership Code:        

The DNA of Effective Leaders
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Count as high as you can in 45 seconds, starting from 1 
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Count again: Creates a framework for leadership
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Leadership Code:  The DNA of Effective Leaders
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Leadership Code: Strategist
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Leadership Code:  The DNA of Effective Leaders
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Leadership Code: Executor
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Leadership Code:  The DNA of Effective Leaders
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Leadership Code: Talent Manager

These contractors are installing steel pillars in concrete to stop vehicles from parking 
on the pavement outside a Sports Bar downtown. They are now in the process of 
cleaning up at the end of the day and anxious to climb in their truck and go home. 
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Leadership Code:  The DNA of Effective Leaders
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Human Capital Developer



51

Leadership Code:  The DNA of Effective Leaders
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Personal Proficiency  
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Leadership Code and Company Competencies

Leadership Code

Strategist Executor Talent 
manager

Human 
capital

developer

Personal 
proficiency

Company
Leader
competencies

1:  Acts with integrity and builds trust XXX

2:  Drive for results XXX

3: Develop talent and effective teams XX X

4: Lead business with vision and strategy XXX

5:Embody humility and respect XXX

6: Take risk and be resilient XXX

7: Think paradoxically and agility X X

8: Influence informally and build networks X X X

9: Listen deeply with enquiry XX X
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Leadership Code and Your Company Leadership Competencies

Leadership Code

Your Company Leadership Competencies Strategist Executor Talent 
manager

Human capital 
developer

Personal 
proficiency 

Results orientation Deliver excellent results XXX

Prioritize responsibilities X XX

Accept and manage uncertainty XX X

Accountability Ensure safety and environment X XX

Take on challenges, make decisions XXX

Defend my point of view X XX

Collaboration ` Involve others and share information XX X

Highlight company shared goals XX X

Encourage diversity XX X

Intrapreneurship Drive innovation XX X

Long term vision XXX

Create positive work environment X XX

Inspiring leadership Guide and develop my team XX X

Delegate and respect accountability XX X

Differentiate and give recognition X XX
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Leadership trend:  Lead for growth

1.Create confidence in the future 
strategy by establishing a compelling 
vision/mission

2. Deliver on promises by creating 
a positive work environment 

3. Live the E’s:  empathy, emotion, 
energy, experience

4.  Empower the next generation 
by making sure others feel 
better about themselves

5. Take care of yourself so 
you can care for others 
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Overall Goals and Agenda

Reinventing HR's Future 

3: HR needs to upgrade HR department and people  

IDEAS IMPACT

2: HR contributes value 
through human capability

Master and guide human capability: 

talent, organization, leadership

1: HR is not about HR, but 
creating value for others

Understand how HR creates value for 

all stakeholders (outside/in)

Now is the time to reinvent HR
Recognize contextual challenges to 

create human capability content 
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Overview of Human Capability

HUMAN CAPABILITY

HUMAN RESOURCES (HR)
What should your company do to have the right HR department, 

practices, metrics, and people ?

TALENT (HUMAN CAPITAL)
What should your company do to 

ensure the right individual 
competence, workforce, or skills?

LEADERSHIP 
What should your company to 
do have the right leaders and 

shared leadership at all levels?

ORGANIZATION
What should your company do to 

the have right organization 
capability, workplace, or team?
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HR Department Evolution 

HR Design Do we have the right HR 

organization?

HR Transformation Does our HR department 

change to meet needs?

HR Value 

Proposition 
Does our HR department 

deliver value?

HR Outside In Does HR deliver value to 

customer and investor?

Victory through

Organization
Does HR create sustainable 

organization capabilities?

HR criteria and

assessment
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HR  Domains Overview

HR Domains Actions

1: HR Reputation Evolve HR department identify from efficiency to practice to strategy to outside in

2: HR Customers Serve internal (employee, manager) and external (customer, investor) stakeholders

3: HR Purpose Define who we are (role), what we contribute (human capability), and why

4: HR Design Organize HR by specialist, generalist, and digital services

5:  Human capability Deliver innovative solutions in talent, leadership, and organization 

6: HR analytics
Evolve analytics from benchmarking to best practice to  predictive analytics to 

impact through guidance 

7: HR practices Innovate, align, and integrate people, performance, information, and work practices

8: HR Professionals Upgrade competencies of HR professionals to deliver value 

9: HR Relationships Build positive relationship within HR and between HR and all stakeholders
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HR  Domains Overview

HR Domains Question Pick

1: HR Reputation What is the HR department known for by stakeholders?

2: HR Customers Who are HR’s customers?

3: HR Purpose What is our HR mission?  Why do we exist?

4: HR Design How is the HR department organized?

5: Human capability How does HR facilitate the right human capability for the business?

6: HR analytics How can HR access information to make better decisions?

7: HR practices How do we create and deploy HR practices?

8: HR Professionals
What do HR professionals need to be, know, and do to be 

effective?

9: HR Relationships How does HR go about doing its work?
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When you think of “human 

resources” what comes to mind?

Reputation Exercise

• What are the top 3 things we would like our HR group 

to be known for by those who use its services

• Calculate a unity score by seeing commonalities
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HR Trends:  [9] HR Relationships

Keys to effective 

relationship
Some specific behaviors applied to HR 

Share a common 

purpose

Find that you are better together than apart, being part of a community 

accomplishes more than being alone.

Respect differences
Express appreciation for what is good and right more than criticism for what is 

not right (20:1 positive to negative ratio in a couple; 5:1 in a team).  

Govern, accept, 

connect

Manage expectations…60+% of problems in marriage are managed, not solved

Managing decision rights and agree about how decisions get made.

Care for others
Be delighted in the other person’s success; celebrate successes and embrace 

the other in failure; spend time together 

Share experiences
Respond to bids (87% of bids are responded to in successful relationships)

Turn to each other not away; built emotional bank account

Grow together
Have shared meaning you strive for

Learn from the past, but don’t be stuck in it; focus on the future and what can be
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C O - S P O N S O R S

1987 1992 1997 2002 2007 2012 2016 2021

HR Competence & Capability Study… Round 8
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HRCS round 8: Participant Demographics

Total # of

Respondents:

28,627

Organizations:

1,013
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HR 
COMPETENCIES

HRC2S 2021: Round 8
Overall HR competency model
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Evolution of HR Competencies 1987 to 2021
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Overall Goals and Agenda

Reinventing HR's Future IDEAS IMPACT

2: HR contributes value 
through human capability

3: HR needs to upgrade HR 
department and people  

Master and guide human capability: 

talent, organization, leadership

1: HR is not about HR, but 
creating value for others

Understand how HR creates value for 

all stakeholders (outside/in)

Now is the time to reinvent HR
Recognize contextual challenges to 

create human capability content 

Build a better HR department;

Be a better HR professional (verb)
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Human Capability Assessment for My Organization

Outside/In:

How well do we define all stakeholders as users?

Human Capability: Leadership

How well do we invest in leaders and leadership?

Human Capability: Organization

How well do we invest in organization capabilities?

Human Capability: Talent

How well do we invest in innovative talent initiatives?

lowRelevance

How much attention do we pay to human capability?
high1   2   3   4   5    6   7   8   9   10

low high1   2   3   4   5    6   7   8   9   10

low high1   2   3   4   5    6   7   8   9   10

low high1   2   3   4   5    6   7   8   9   10

low high1   2   3   4   5    6   7   8   9   10

Human Capability: HR Function 

How well do we invest in HR for HR?
low high1   2   3   4   5    6   7   8   9   10
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For more information 

For more information, contact us:

Web site: www.g3humancapability.com

Follow me on Linkedin where I post every Tuesday
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Final Message 

BEST
The

is yet AHEAD

Reinventing HR’s Future

Value Creation, Human Capability, and HR work 


