LEADERSHIP
CHALLENGES ABSL FUSION
IN GBS 2022

AND HOW TO OVERCOME THEM




PAGE OF CONTENT

ABSL FUSION 2022

WELCOME

—@ QOur Team

—— @ The ldea

—— @ [ocus Areas

CASE STUDY

—0 People Development
—® Talent Retention
——8 Change communications
—o Time Management

—® Team Spirit

ACKNOWLEDGEMENT

—o Thank you note

—@  Author's key takeaways

n

14
17
21

26
27



,LEADERS DON'T FORCE PEO-
PLE TO FOLLOW, THEY INVITE
THEM ON A JOURNEY.*
CHARLES LAUER

OUR GUAL is to bring additional value to the
GBS sector by identifying main challenges of
business service leaders and analyizng how
they deal with them from different perspec-
tives.

As a result, we would like to share the best prac-
tices and insights in focus areas with an effort
to be objective and non-judgemental.
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OUR TEAM

ABSL FUSION TEAM 1

We are a group of professionals from Accenture,
Knorr-Bremse, Atlas Copco and Siemens with
drive and the right spirit to introduce a study on
Leadership challenges. We all have several years
of experience within GBS we are keen to share it.

We are located in the major business service hubs
across Czech Republic and we are gender bal-
anced which helps us to overcome bias, but most
of all, we are a team of people having fun together.



HANA DOLEZALOVA
SIEMENS

Hana is a Senior Team Leader in the area of business
administration and controlling at Siemens. She has
over 6Y of experience in leadership and people devel-
opment. She is also responsible for business relation-
ships with internal and external clients and for contin-
uous business development. In her free time, she loves
hiking and she's enthusiastic beach volleyball player.

ZUZANA ANDRLOVA
ATLAS COPCD

Zuzana is Finance Manager in Swedish corporate com-
pany Atlas Copco. She has 6 years of experience within
Leadership, she believes that investment in people is
always worth and that continuous improvement plays
crucial role not only in GBS sector. In her free time she
loves mountains and sports and motto driving her for-
ward says that there is always (better) way.

PETR TOMSE)
KNORR-BREMSE

Petr works as a Project Manager at Knorr-Bremse
Business Services. He mostly leads the Finance Digi-
tal transformation projects but his interest lies also in
process mining technologies. He is certified in Prince2
and Lean Six Sigma. He is a passionate climber and ski
mountaineer.

VOJTECH SUVA
ACCENTURE

Vojtéch is a Senior Finance Manager in Finance at Ac-
centure in Prague. He has been for more than 6 years
in the executive role and currently he is leading the
team of more than 75 people working as controllers
for internal Accenture contracts in German speaking
countries. He spends his free time with his daughter
and he likes travelling and cooking.

NORBERT RIETHOF
COACHING SYSTEMS

Norbert is an executive coach working with leaders
and managers on their individual professional and
personal development. He is a founder of Coaching
Systems and the Academy of Coaching Excellence. He
also works as a lecturer. Norbert has published 2 books
“How to increase team effectiveness” and “The Guide
to the world of Coaching and Personality Type”

ABSL FUSION 2022
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- THE IDEA

There were a lot of ideas at the beginning of the project on how to
bring additional value to the GBS sector. After a brainstorming and
a review with the help of our team coach Norbert Riethof, a topic of
Leadership was picked and later on we have launched a questionnaire.

The question was simple: Can you specify what are your current lead-
ership challenges? What would help you to deal with them?

The results of the questionnaire were analyzed and showed that the
leaders in GBS sector are mainly interested in five specific areas, result-
ing in five topics of our final interview survey.

The topics are quite extensive and the main question was how to distil
the best of them and bring value to ABSL audience. We have decided
to create set of provoking questions and organize 1.1 interviews with se-
lected GBS leaders in various seniority level, different number of direct
reports and several years of experience in leadership. The outcome of
the interviews can be found on the next pages together with the direct
guotes from our leaders.

STATISTICS

Average years of Interviews with leaders Hours gf r/ec;grdmgs
interviewee experience in Global Business (audio/video)
Services
Fusion Team meetings Percent of female Hours spent travelling
interview respondents between locations




- FOCUS AREAS -

PEOPLE DEVELOPMENT

Both feedback from managers and employee de-
velopment play essential part in improving em-
ployee skills. It supports employee personal growth
and it helps the company achieve goals. Main focus
is on exploring what practices work best in people
development and feedback areas.

TALENT RETENTION

Retaining talent is a key objective for each leader.
This part is looking at the GBS lead’s role in retain-
ing their key talents and the leader’s view on the
main reasons why people stay with the company
and a role of the compensation in talent retention.

CHANGE COMMUNICATION

Effective communication during change process is
crucial. It helps people to move from where they
currently are to what is required from them. The
topic collects tips on how to communicate chang-
es right and how to keep employees engaged.

TIME MANAGEMENT

This topic sheds more light on the GBS lead’s ideal
involvement in organizing time for their team as
well as their own time and the ideal number of di-
rect reports. Last but not least, the impact of over-
times is being discussed.

TEAM SPIRIT

With the remote work and not enough interaction,
team spirit is a new challenge for every leader and
a larger team. GBS leads share the view on the im-
portance of cross department interaction, under-
standing the team dynamics as how to solve some
of the difficult situations.




. PEOPLE DEVELOPMENT .

The topic of PEOPLE DEVELOPMENT is very broad and cov-

ered by many different approaches and theories.

This chapter will provide answers to the questions on
general approach toindividual development, difference
between strength and weakness maintenance, setting
annual goals and maximizing employee potential.

GBS leads provide insights in these areas and tips on
what is working in their teams.
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“Development is a two-fold story. There needs to
be a vision and a goal that the employee wants to
achieve. Good leaders then should provide training,
coaching and empower the employee.”

DEVELOPING PEOPLE AND PRODUCTIVE WORK

my
10%

50%

Majority of leaders agree that the reasonable time
dedicated for people development during the working
hours is 10% of their total working hours. This should
guarantee that there is enough time for their core ac-
tivities.

When there are new employees joining the company,
it's ok to spend up to half of their time on the self de-
velopment.

SELF-STUDY

Many leaders pointed out that fixed time each week for
self-study is neither effective, nor feasible for some peo-
ple. People should get flexibility and space.

Some say that even the percentage should be based on
the individual s personality.

PERSONAL VS WORK TIME

Most of the leaders agree that development required by
the employer should be done during the working hours
and that the employee should be provided with tools
and space to do so.

ABSL FUSION 2022
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STRENGTHS vs WEAKNESSES

Majority of the leaders agree that
in people development, we should
focus mainly on strengths rather
than weaknesses.

As many companies have the
strengths maintenance as part of
their core training programs (sup-
ported by studies including Clifton
Strengths finder), it has become
a natural point of focus for many
leaders.

However, weakness maintenence
needs to be at least on the hygienic
level, so that they don't limit peo-
ple from doing their job. It is rec-
ommended especially for the hard
skills.

O)(O

LEADER'S INFLUENCGE

When developing employees’
potential, the most important
factors among the respondents
are:

STEP 1 o

Active listening and Communication

STEP2 o

On the job development

STEP3 o

Focus on strengths

STEP 4 o

Recognition and support

“Build on the strengths of employees, distribute
work in the team accordingly.”

“Recognize potential and give opportunity.”

“Itisimportant that they enjoy their work and want
| to improve themselves.”

“Assign right difficulty level of tasks/projects.”



- ANNUAL GOALS -

SETTING GOALS

>> BUSINESS NEEDS
>> RECURRENCE

>> QuALITY

All leaders agreed that setting
goals is important and if they
are set correctly and realisti-
cally, they have a motivating
effect on employees.

Goals should reflect the needs
of the business and at the
same time they should follow
the SMART criteria.

Feedback on the set goals
should be communicated on
regular basis, the annual inter-
view should be only a wrap up.

Goals should be well set. They
should be achievable and un-
derstandable for employees.
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TALENT RETENTION

EMPLOYEE RETENTION is 2 key topic for every good leader.

Even more at a time when unemployment is very low,
and the market is quite competitive.

In this chapter, we will focus on personal insights that we
obtained from interviews with GBS leaders. Tips on what
to focus on if we want to keep our employees happy and
satisfied in the company for the long-term view.

We will also look at the reasons why leaders think that
employees stay in their teams and what we should avoid.
We will not forget to mention what they consider to be
the most common reasons why employees |leave.

REASONS T0 LEAVE THE COMPANY

Career/grow oportunities
Supervisor issues

Money

Relocation

Nature of work /work content

Relationships at work (team dynamics)

Disapointment and wrong expectations

.It's not always about salary, there is always
something else behind, however it depends
on how big the gap is between the salary we
offer and market salaries”

.1ask of the leader is to create the working en-
viroment where people feel comfortable.”

“Each job is important and has its significant
place in the company.”



Development

15% Interesting work

19%

Good work-life
balance
4%
Fear of Change
4%

Team spirit

Manager (fairness, 31%

P
>> Good atmosphere is essential. It is important that people are happy at work.
>> People should feel recognized, valued and treated with respect.
>> There has to be fair balance between sense of purpose and salary.
>> Employees should have freedom in their area of their responsibility.

>> Professional growth and development plays a significant role.

>> Salary raise usually doesn’t have a long term impact on talent retention.

.
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TIPS FOR DEALING WITH ANNUAL BONUES
>

FOR EVERYONE

Majority of leaders agree that all the employ-
ees should be eligible for the annual bonus.

PERFORMANCE RELATED

The bonus should be differentiated according
to the performance of individuals, if the nature
of the work allows it.

DISTRIBUTION

Ideally it should be a mix, everyone gets some-
thing and the top performers get more.

TRANSPARENCY

The bonus should be transparent and clearly
stated how people can influence the amount
of the bonus.

SPOT BONUSES

Leaders should not wait only for the end of the
year if someone has done something extra.

ANNUAL BUNUSES

)

nlof

LI don “t think it is the
right option [not to
give annual bonus to
everyone] and some
of your employees
will not get anything,
cause you also need
to keep healthy foun-
dation”
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Most organizations today are in a constant state of flux as they
respond to many factors that are impacting their business -
technological advancement, economic changes and environ-
ment.

This means that systems, strategies and workplace processes
must continuously change and evolve for an organization to
remain competitive.

Change affects our most important asset, our people. Losing
employees is costly due to the associated recruitment costs
and the time involved getting new employees up to speed.
Each time an employee walks out the door, essential knowl-
edge of business leaves with them.

It is peple manager's job to support a change and lead their
people through it. Therefore being skilled in Change Manage-
ment is one of the most important assets that leaders can
posses so their people feel safe and accept the change.

»,The mostimportantisto be honest and trans-
parent. Cause when people realize you are not
telling them the whole story and truth, in that
very moment you lose their trust and respect.”

,Open communication is key. Explain the
background and what has led to the decision.
Listen to the feedback.”

~ *CHANGE COMMUNICATIONS -

ABSL FUSION 2022
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WHAT ARE THE KEY MESSAGES?

Explain the background and reason for the change
Emphasize the benefit but explain also the impact

Let people know that you support them

Be ready to listen to the feedback and answer questions

Communicate the change early enough so people can process it

Vo Vo V-

Be open and honest, do not make up stories

HOW TRANSPARENT ARE LEADERS TO THEIR TEAMS

Transparency

m Full Transparency
= Partial Transparency (necessary information)

Zero Transparency



BOSS vs FRIEND APPROACH

Majority of the leaders agree that neither of the two extremes is
the right choice. They advice to use empathy and common sense.
Nevertheless to keep a certain distance is a must. It is the best if
authority is built naturally.

8% 8%
B Friend Approach
Middle Ground

Boss Approach

N y > Make logical, not emontional decisions
> Focus on creating opportunities for success

> Separate the personal and professional

“Each manager should create an atmosphere
where people are not afraid to speak up and share
their thoughts. | try to create an informal atmo-
O O sphere but everything is about trust. | give every-

one my trust until it is broken. In all cases | interact
with people with respect and empathy. “

| “The principle lays in authority and respect. But in
general “boss approach only” will never work.”
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TIME MANAGEMENT

Nowadays, when ,| am busy“ is the next most common
phase, right after ,You are muted”, Time Management
is becoming hot topic for all of us.

It is not only topic within work environment, but also in
personal life — to be able to find the right balance be-
tween work tasks vs. family, friends, sleep and hobbies.

Most of our respondents marked this topic as the most
burning and complex one.

Our provoking gquestions were pointed mainly to man-
agement of priorities, Do Not Disturb status, number of
direct reports and limitation of distractions.

O O ,Good leader creates riverbed - the

direction. Dealing with a stream
curves is then up to each individu-
| al.”




40%

of of our leaders
prioritize  work
of their direct re-
ports.

650%

let their direct
reports prioritize
themselves

Most of our respon-
dents agreed that
even if prioritization
is let on teams/indi-
viduals and tasks are
effectively delegat-
ed, certain tools are
used, there has to be
proper

FOLLOW UP

=
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OVERTIMES |

During the survey we encountered that word overtimes has not the
same meaning for everyone, so we tried to look up some definitions:

LA period of time in a sports game in which play continues if neither team has

won in the usual time allowed for the game.”
Cambridge dictionary

,Time that you spend working in your job in addition to your normal working
hours.”
Longman dictionary

“Time in excess of a prescribed period”

Dictionary.com

All of the respondes agreed that overtime is some time extra, how-
ever they have split the answers between Long and Short term over-
times. Short term overtimes are happening in many of the areas of GBS
, where employees need to fulfill certain deadlines on a regular basis
(quarter closing, monthly reporting cycles), while long term overtimes
are caused by excessive workload.

100% of our respondents think long-term overtimes is a mir-
> ror of bad resource capacity planning from management side.
Without further delays this should be revised.

> Short term overtimes is a mirror of period/project peaks and
should be possible to manage.

With home-office work, term of overtime gets however a bit
controversial. People have flexibility to manage their own time
and distribute activities throughout the day. Therefore, the
guestion remains how term overtimes will be perceived going
forward ... ?



This question resulted in most various responses. Important is that
we should not target to come up with one number.

We have to consider factors as level of seniority, position itself and

scope related to it, level of hierarchy, relation to customer/supplier
and some others.

Below is wide spread of responses we have got for this question:

5-6 is still OK

/N
W,

Over 15 is too many

Around 15-20is

. 7 is too man
fine y

10 is maximum

The main message coming out of this question is that ,When you
don’t have time to support them, it's too many*.
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TEAM SPIRIT

Dopo
Do

In the section of TEAM SP|R|T Leaders were looking at the top-
ics ranging from social interactions within the teams as well as
with other departments in the company, to working remotely,
dealing with toxic people and understanding the importance
of the team as well as nature of work.

As with other topics, GBS leads provided different methods
and views on how to deal with them.

COLLABORATION

It can help employees do their work better and
more efficient due to the networking. It also gives
people a feeling that they are part of a bigger
team that follows a common goal.

VIRTUAL ENVIRONMENT

Many leads have noted that especially in the past
two years it's very difficult to make the collabora-
tion between departments work. Virtual commu-
nication reduces the networking element. Some-
times it is difficult to motivate the employees on
large virtual calls.

“Our business is about team work. It is good to
meet across departments - to increase awareness
and feeling of belonging”

“Social interactions are alpha and omega since they
are a soft asset for the company. However, for em-
ployees it needs to be the real experience, not only
empty talks.”



WHY IS IT IMPORTANT?

>> When employees know the broader context of their work, they
can perform at their best.

>> It does not need to be in detail, but rater on a general level
with a priority on the things directly related to the employees.

In ideal case it should be part of the company culture and a
>> role of the leader to promote the collaboration between de-
partments.

>> It is especially crucial between the departments that are work-
ing together or relying/dependent upon each other (recruit-
ment vs. rewards, controlling vs. accounting, IT vs. business...).

DO NOT PUSH

It's important to understand the needs and preferences
of individuals. Leaders should not push for an interaction
that is too frequent as for some of the personality types
this can be demotivating.

Additionally, due to the increased requirements on people
working from home, their availability and willingness to
meet outside of working hours is not always high.

)
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- MOTIVATION

When we have asked about the motivators for epmloyees to stay within the
department, whether it's or around them, majority of
the GBS leaders are of an opinion that it's always a combination of both and it

cannot be separated.

There are however some variances depending on the type of work and process.

>> REPETITIVE WORK

If the processes are not unique and more
straightforward, then the main motivator is
the team and people around them.

>> PROJECT, COMPLEX WORK

With project and more complex work, the ten-
dency istofocus more on the nature of work. In
case some of their colleagues leave, employee
tend to stay with the company rather than if
their nature of work is changed.

0 OF RESPONDENTS THINK THAT NATURE
0 OF WORK AND PEOPLE IMPACT CANNOT

BE SEPARATED

Qe

ILL[I

PERSONAL
MOTIVATION

It's all about mo-
tivation for each
individual - “If
you don't like
what you do, it's
pointless”



TOXIC EMPLOYEES

When dealing with TUch PEUPLE, the suggestion is to look for the signs in
early stages and try to eliminate them from the team, although many con-
firm the signs are not always easy to spot during interview for example.

Leaders need to quickly react and understand/change the view of the em-
ployee — toxic people quickly impact the ideas and opinions of other team
members. Discussion should be fair, open, but strong.

There can be topics that employees deal with in their personal life, leaders
should be able to discuss and show ways how company can support (time
off, change in the workload, psychological support).

Communication and the team spirit is the key for each department; if em-

ployee understands that theya re harming the team and they don't care, it's
time to part ways with them.

WARNING SIGNS INDIVIDUALIZATION

GBS leaders have mentioned vari- Some people might not behave
ous signs of toxic behavior. in line with majority of the team

Majority agrees that it's not always and could be perceived as toxic,

easy to spot the signs in the early however it is not always the case.
stages of the employment how-
ever we should not ignore the “red Leaders suggest to differentiate
lights”. here and make sure we use the
Gossips, Inadequate reac- individual approach.
tions

Exaggerated self-presenta-
tion

Demotivating other col-
leagues

Negative comments with
no constructive idea

O Follow a simple motto
O during the recruiting pro-
cess: “If there is doubt,

there is no doubt.”
D_(I

ABSL FUSION 2022
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- VIDEO CALLS -

The opinion on turning on the video is not aligned across the GBS
leaders and we could see it depends on the nature of work. Many
leaders are of an opinion that turning on video means significant
discomfort during work from home.

When people are working with external clients, it's usually more
common to turn on the cameras and in the back office work em-
ployees sometimes lack the motivation.

In some of the meetings video supports the interaction and motiva-
tion of the people (e.g. design thinking sessions), however leaders
mention that in case of a 1.1 it's not a strict requirement, because you
know the other person is engaged and listens.

P | L
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SET .
THE “Useienss

HOW TO INCREASE THE PARTICIPATION
ON THE VIDEO CALLS:
STEP 1 o

“You cannot force them,
start by leading by ex-
ample, carefully explain,
show advantages of such
interaction.”

Lead by example

STEP2 o
Let people know in advance

STEP3

Ask people again during the call

O)(O

nla
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“I have given up already.
People working with ex-
ternal clients tend to
switch on cameras more
often, however still it
doesn't motivate some
people in backoffice/fi-
nance. It's rather an ex-
ception.”
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Thank you for your interest in our publication and thanks to

all the people who helped us make this happen - especially to

the Global Business Service leaders who have agreed to par-
ticipate in the interviews.

ABSL FUSION 2022



AUTHOR'S KEY TAKEAWAYS

“Topic of Leadership is indeed very extensive. And although opin-

ions among various leaders differ, one thing which they have in

common is positive mindset. Positive towards importance of right

leadership in place and positive towards overcoming challenges
every day!”

“To have the possibility to sit down and interview my colleagues
and leaders whom | respect was one of the most interesting parts
of the project. We were able to switch off from the day-to-day tasks
for a while and think about our role and inspiration for the others.”

“My biggest takeaway from the project is that there is no unique
or perfect approach to people leadership. Instead, you need to
have open mind and listen to the people. There is no cookbook on
how to be the best leader, you need to use the human approach”

“It was a great experience to have a chance to peek into work lifes

of multitude of leaders across different companies, functions and

seniority to see what “s their take on their leadership responsibili-
ties and how they work with their people.”

“l think that, for some people, this manual will be just a confir-

mation that their leadership approach is in an agreement with

what ‘s written inside. However for some leaders there will be

some eye-opening findings and | hope that it will help them to be
a better leader.”



