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INGRAIM

CONTENT GROUP

Case Study 1

The Ingram Content Group (ICG) is part of a long tradition of successful
companies built by the Ingram family. Dedicated to helping content
reach its designation by providing a broad range of physical and digital
services, Ingram has been a partner to publishers, booksellers, and librar-
ies for more than four decades. ICG leads the industry in physical distri-
bution, supply chain management, and fulfillment services with access to
all markets both domestic and international. On average, ICG ships 2.4
million units each week to over 85,000 customers from four distribution
centers.

Employee turnover had been a chronic problem for Ingram’s distri-
bution and fulfillment division for years, rising steadily until it hit a rate
of 81.7 percent enterprise-wide at the end of 2002, and 102 percent in
our flagship distribution center in La Vergne, Tennessee. For Operations/
Logistics leadership, the revolving door of talent was disruptive in its
efforts to operate at best-of-industry standards. For the rest of the C-staff,
the attitude was one of resignation—after all, these were tough, entry-
level, blue-collar jobs in a warehouse/distribution environment with pro-
duction standards. In essence, high turnover in the Operations groups
was viewed as a fact of life.
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SEE  Getting the Attention of Leadership
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o For Operations/Logistics leadership, excessive turnover was a disruptive factor
In its efforts to effectively manage its facilities.

« They track the turnover data and benchmarking that against the data provided by
the Department of Labor for Wholesale Trade.

* They explored two highly accepted methods for determining the cost of
turnover:

(1) Capturing the individual expense items impacted by a separation event,

(2) Using the more simple calculation of six months of base pay plus benefits for

each nonexempt separation and one year for each exempt separation.

W,
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o The challenge faced was to construct a formula that would capture the
expense analytics used by the Operations and Finance groups in
measuring operational performance.

Average Average new hire Unit/line labor Separation
production —  production 0-6 X  costs =  expense
standard mos. service
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The Causes, the Metrics, and the Intervention Strategies LV s |

A. Staffing ces o
1. Established quality-of-hire metrics emplOy L
measuring turnover at ninety days and ‘Obs i

|
one year. iy “‘
2. Utilizing the Activity Vector Analysis POS‘E‘O Sta

(AVA) assessment tool, it identified O/ ““'e oy

the behaviors required for each of the w“‘,“e‘\s % h“man
roles that would enhance the potential S
=

for retention. S
3. They implemented a robust screening
process for all hourly positions.
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07 B. Leadership Development
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1. Partnering with a local college, they delivered a tailored ongoing development
program for all levels of management in the Operations/ Logistics group.

2. In partnership with the ICG Legal team, they delivered a series of learning events
to enhance communication and to educate leadership on key issues that impact
associates.

3. They assessed effectiveness of learning initiatives through follow up evaluations
measuring learning and on-the-job application of newly acquired knowledge, skills,
and abilities, as well as continued management inventory assessments.

\_ _/
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T The Causes, the Metrics, and the Intervention Strategies
B. Leadership Development
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4. They redesigned performance management to include a focus on turnover.

A turnover reduction goal was added to every member of the Operations/Logistics
management team, as well as the HR team, as part of their annual performance
management reviews.

5. They established cross-functional turnover teams to create strategies, implement
action items, and measure effectiveness as a means of achieving turnover goals.

\- y

www.midocean.ae




MIDOCEAI\I
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C. Rewards

Chapter

~

1.They ensured that base pay was competitive with local market conditions.

2. They implemented a pay-for-performance program system for the hourly team
that was based on production and quality standards.

3. They secured their futures through education and communication of the
Important programs. For the Operations/Logistics group during this five-year
period, participation rose from 25 to 84 percent, surpassing the Wholesale Trade
benchmark of 72 percent.
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1. They established quarterly roundtables chaired by the executive for each
department; notes were published, along with specific action items to be
addressed.

2. They implemented a retraining program to assist associates who were struggling
with production standards. Instead of treating associates who fell short of
production standards as a disciplinary problem, they gave them an opportunity
to improve through additional training.

\- y
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07 D. Associate Relations
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3. Management and HR were trained to identify personal issues that
may drive associates to leave, and to intervene as appropriate.

4. They increased employee engagement opportunities through
Inclusion on teams such as the Safety Committee and process
Improvement/LEAN teams

W,
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D. Associate Relations
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Within five years of implementing the strategies to address
excessive turnover, turnover for the Operations/Logistics groups
dropped from 81.7 to 25.5 percent, thereby achieving a cost
savings tied to added productivity of $13.4 million over the
five-year period. See Figure 7.1.
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Figure 7.1. Operations turrnover.
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1. While the issue of excessive turnover has been addressed, they continue to
focus on the quality of the hires in the Operations/Logistics groups in order
to attract the best talent.

2. They also continue exerting efforts to retain that talent by enhancing
onboarding process, ensuring that the rewards system and benefits are
competitive, and through a robust communication program, ensuring that
Ingram management never loses touch with its associates.

3. Inaddition, they continue to ensure that those who have the most direct contact

with the associates—the Team Leads and Supervisors—are provided with

effective ongoing leadership development.

Chapter
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Chapter LEVERAGING HUMAN CAPITAL
08 ANALYTICS FOR SITE SELECTION

Case Study 2

Enterprise Rent-A-Car, owned and operated by Enterprise Holdings since
2009, approached Monster Worldwide in 2007 to help in the decision-
making process of where to locate a new customer contact center. Enter-
prise had considered dozens of various locations, and the company
believed that Monster’s real-time labor market information could help it
determine the most effective city to locate the new center. The following
reviews Enterprise’s business situation, as well as Monster’s analytical
framework that was used to inform Enterprise’s decision. This led ulti-
mately to the selection of the site (here referred to as “Market A”). The
performance outcomes of Enterprise’'s Market A contact center are also
discussed.

|
MIDOCEAN

—=nterprise

rent-a-car

www.midocean.ae



MIDOCEA|
Enterprise Holdings > |

Chapter

~

Enterprise Holdings, through its subsidiaries, owns and operates more than 1
million cars and trucks, including the largest fleet of passenger. vehicles in the
world today, under the Alamo Rent A Car, Enterprise Rent A-Car, and National
Car Rental brands.

As North America’s largest and most comprehensive car rental company,
Enterprise Holdings also operates a network of more than 8,000 car rental
locations in neighborhoods and at airports worldwide, and leads the industry with
more than a third of all airport business in the United States and Canada.
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Chapter The Business Need and the Capabilities Required
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o The initial step in any workforce planning—related exercise is to
Identify the business need being addressed and the capabilities and/or
occupations that will help satisfy that business need.

o This step can take many forms, but at the most basic level it involves
specifying the types of occupations likely to have the skills required to
build the needed capabilities in the organization.

\_ _/
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Chapter The Business Need and the Capabilities Required
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Once those occupations have been identified, then a broad occupational
overview for each Is provided that includes:

v" Projected occupational growth

v Typical candidate profiles for this occupation

v" Sector-specific information that impacts hiring (e.g., increased

outsourcing, technology advances, generational makeup of the
workforce)

\_ _/
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Figure 8.1. Sample latent availability chart.
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A Short List of Possible Site Locations

In order to analyze options efficiently, it is recommended that an organization identify
three to six locations that will then be analyzed in detail to make a site recommendation.
This is best done with a mix of qualitative and quantitative factors. Qualitative factors
Include things such as:

The location of current company facilities and offices

Locations that provide the company with a competitive or
business-development advantage

Ease and/or cost of site location
A company culture that fits with a location

Infrastructure (e.g., universities, public transportation,
commercial real estate, airports)

Local business and economic development incentives
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o Ashortlist of locationscan also be created by identifying quantitative factors for each
location and then sorting through them on the basis of those factors.
o Quantitative factors that can be used to rank locations in order of priority include:

Unemployment rate

Payroll change

Rate of economic growth

Concentration of desired occupations in each market

Typical annual salary of desired occupation
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o After three to six locations have been selected for consideration, the next step is to evaluate and
compare the talent pool across the locations.

o Thisis donein several ways.

1. Calculatethe talentdensity for each critical occupation.

Talent density = The total number of people working in an occupationin a location X 100
The total workforce for that location, then multiplied.
o This figure is used to understand, all other things being equal, how difficult it would be for a
company to recruit talent in one location compared to another location.
o The time series trend of this metric should also be examined to understand whether market
conditionsare changing for the better or for the worse.

\_ W,
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Chapter Talent Supply

2. Compare a national job search index for each critical occupation to a local job
search index for each occupation.

The job searchindex = Total number of job searches by occupation and by location X 100
The total number of jobs at that location

o This metric Is a direct measure of job-seeking activity and is an indicator of how
likely a person with a particular occupation in a specific location is to apply for a
job opening.

\_ Wy
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Chapter Talent Supply
~N
3. Prepare a talent profile for each critical occupation.
Factors to profile include:
* Mobility of talent (e.g., willingnessto relocate)
* Full-time versus part-time or contract workers
* Career level
* Education level
* Media habits and job-seeking behavior of talent
* Salary requirements
Y,
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o The demand for talent representsthe amount of competition your company will experience if it
choose to enter the local market.

o Therefore, knowing the demand trend is critical to understanding how successful a major recruiting
Initiative will be in each market. To do this:

« Evaluate postingtrends over time for each critical occupation in order to understand whether
demand for talent is slowing or intensifying.

« Calculate the talentdemand index for each occupation.

The talentdemand index = The number of job postings X 100

The total number in the occupation workforce

o This metric should be compared to the national average, in existing corporate locations, as well as

evaluated over time to understand whether the local market is in a state of transition.

\_ W,
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o Consider supply versus demand.

o Look at the labor conditions for each of the markets by plotting the markets in a
graph similar to that shown in Figure 8.2, showing a simple talent-market plot.

o This will help you identify the relative competition for talent in each market.
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Figure 8.2. Talent density and demand by market.
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Chapter The Economic Situation
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o Itis helpful to summarize the economic conditions for each market as an aid in
understanding the economic backdrop for each proposed site. Include the
following in each market summary:

* Unemployment and payroll trends

* Major industries and employers of the region

* Rate of economic growth or decline in the market

* Basic demographics of the workforce

* Economic incentives for companies to locate in the region

\* Cost of facilities/office space in the market
_/
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The Competition
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o An important step is to evaluate the potential competitors for talent in each
market.

o This should be done in several ways:

» Use job-posting trends to identify your close competitors’ presence and
recruitment activities in each location being considered.
 ldentify which industries hire the most for the occupations your

company will recruit to fill. Identify and profile top companies in each
location being considered.

)
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o ldentify the business need and capabilities required.

o Enterprise selected a short list of four possible site locations. For purposes of the
case study, they call them Markets A, B, C, and D.

o At the time of the analysis, Monster analyzed millions of candidates who would
help fill Enterprise’s needs and uncovered the following:

« There were more than 3.5 million customer-service resumes in the Monster
database, with an average of over 99,000 new resumes being added each
month.

« On average, there were over 4.3 million customer-service job searches each
month, and there were over 2 million job-search agents sent to candidates

g looking for similar_jobs. W,
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Figure 8.3. Top five customer-service resume locations, percentage change. |
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Source: Monster internal data.

Monster reviewed the top locationswith customer-service candidates listed on Monster and also the top
locations with the largest year-over-year growth in customer-service resumes (see Figure 8.3). Monster
also evaluated growth metrics for over 200 locations, allowing for market-to-market comparisons
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o Monsterevaluates additional talent-related metrics to assess a market for clients.
o Some of these additional talent-related factors include:

« Desired Salary. For example, if a key occupationin one market has a median
salary of $27,000 and an alternative market has a median salary of $44,500, the
company could use this information to forecast its operating expenses.

« Flexibility in Scheduling. The percentage of workers who desire a temporary, part-
time, or full-time opportunity may differ significantly from market to market. If a
company wishes to leverage a flexible workforce as part of its staffing strategy, this
may be an important factor.

\_ W,
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Figure 8.4. Top resumes on Monster, 2004-2007.
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Figure 8.5. Locations with highest resumes per posting, customer service M I DOC EA
and call center. UNIVERSITY | |

Top 20 U.S. Markets Rank
Waco-Temple-Bryan, TX 1
Flint-Saginaw-Bay City, M 2
Toledo, OH 3
Detroit, MI 4
Tallahassee-Thomasville, FL o
South Bend-Elkhart, IN 6
Huntsville-Decatur (Florence), AL K
Wichita-Hutchinson Plus, KS a
Atlanta, GA 9
Shreveport, LA 10
Greenville-N.Bern-Washngtn, NC 11
Columbia, SC i 12
Jackson, MS 13
Colorado Springs-Pueblo, CO 14
Charlotte, NC 15
Augusta, GA 16
Florence-Myrtle Beach, SC 17
Evansville, IN 18
Savannah, GA 19
Omaha, NE 20

Sowerce: Monster internal data, 2007,
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Figure 8.6. Job postings on Monsrer, 2004 -2(M7. UNIVERSITY I
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Analysis for the key markets ata national level, as well as for the key markets that were
under consideration

As an industry, dedicated call centers had experienced a dip in employment over the past ten
years. The last recession (2000—-2002) hastened the automation and offshoring of traditional
call-center services by a large contingent of American companies.
By the end of 2004, there were approximately 2.1 million customer-service representatives
employed in the United States, which was 1.5 percent of the overall workforce.
» Projected employment growth between 2004 and 2014 for the customer-service occupation
was 23 percent greater than the average of all occupations (see Figure 8.8).
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Figure 8.8. Call center employment, 1997-2007.
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Source: Bureau of Labor Statistics, BLS.gov.
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As a result of the thoughtful consideration of many factors, Enterprise selected Market A for

Its contact center. Enterprise chose that market for several reasons, including:

« Astrong laborsupply relative to demand.

« Enterprise also found Market A to be a good site because of its proximity to a university, which
provides a consistent source of educated and skilled employees who have flexible schedulesand
need part-time opportunities.

« Enterprise chose a downtown location because of its business friendly environment, great
building, and accessibility to public transportation.

» The contact center brings hundreds of people to work downtown, which means that more people
are spending money in the downtown area and encouraging further development in the process.

\_ _/
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Figure 8.9. Unemployment rate, U.S. vs. Eugene-Springfield, Oregon. g’i’;; "n&’ 0. Growth in payroll employment, U.S. vs. Eugene-Springfield,
9.0 United States === Eugene-Springfield, OR United States - Eugene-Springfield, OR
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Source: Bureau of Labor Statistics, BLS.gov. Source: Bureau of Labor Statistics, BLS gov
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