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2Question for Today

How can I and my organization create value for all stakeholders 

through human capability?



3Attention to human capability: Latest trends 

1. Studies of CEO, senior business leade,r priorities:  Economic uncertainty, 
technology, people

2. Conference topics:  Agility, culture, mental health, hybrid, leadership
3. Government reporting as materiality:  Requirements to disclose report 

“human capital”
4. Board agenda: technology, driving value through values, creating unity, 

innovation in change
5. Intangible value: average is 80% of market value or cost of capital (debt)
6. ESG attention: social citizenship, planet
7. Employees: burnout, engagement, mental health, productivity 
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https://www.linkedin.com/pulse/what-makes-effective-hr-function-value-logic-dave-ulrich/

Now is the time:  Evolving views of HR

THEN NOW NEXT?

https://www.linkedin.com/pulse/what-makes-effective-hr-function-value-logic-dave-ulrich/
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Now is the time for HR

Environment Assumptions 
People and 

Organization 

Future of Work

1. Connect inside to 

outside

2. Harness uncertainty

3. Navigate paradox

4. Personalize work

How to build people and 

organization (human 

capability) to respond to 

environment and 

assumptions?

➢ Technological advances 

➢ Intangible value 

➢ Regulatory agenda

➢ Economic cycles

➢ Demographic changes

➢ Emotional malaise

➢ ESG attention 

➢ ??
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Now is the time for HR: 
Environment, Assumptions, Human Capability 

Environment Assumptions 
People and 

Organization 

Future of Work

1. Connect inside to 

outside

2. Harness uncertainty

3. Navigate paradox

4. Personalize work

How to build people and 

organization (human 

capability) to respond to 

environment and 

assumptions?

➢ Technological advances 

➢ Intangible value 

➢ Regulatory agenda

➢ Economic cycles

➢ Demographic changes

➢ Emotional malaise

➢ ESG attention 

➢ ??
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Civil Unrest
Social Change 

Political Toxicity

Emotional/Mental Health
Digital Revolution

Economic Conditions

ESG: Climate Change 

Context is kingdom:
Content is king (assumptions and 

personal choices)

Intangibles

Regulation 
reporting 

Future of Work: Environment, Assumptions, Personal 
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Now is the time for HR: 
Environment, Assumptions, Human Capability  

Environment Assumptions 

➢ Technological advances 

➢ Intangible value 

➢ Regulatory agenda

➢ Economic cycles

➢ Demographic changes

➢ Emotional malaise

➢ ESG attention 

➢ ??

Future of Work

1. Connect inside to 

outside

2. Harness uncertainty

3. Navigate paradox

4. Personalize work

People and 

Organization 

How to build people and 

organization (human 

capability) to respond to 

environment and 

assumptions?



9Assumptions

➢Paradigm
➢Mindset
➢Beliefs
➢Expectations 
➢Values
➢Attitudes

Assumptions: 
The way we see and order the world that explains 
how things work, predicts what will happen, and 
guides my actions 

Leadership  Assumptions
➢Participation means consensus
➢One size fits all; people are all the same 
➢The future is a linear progression of the past 
➢+
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Future of Work Assumption 1: Connect inside and outside

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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False 

hope

Give up 

hope

Harness

Uncertainty

• Discover certainty in uncertainty

• Use uncertainty as an inflection 

point for reinvention, transformation 

or reimagination 

Future of Work Assumption 2: 

Harness uncertainty by finding certainty 



12Finding certainty in uncertainty

What is something you are uncertain about that is causing you stress or anxiety?

1. Regardless of what happens, what values are you certain you want to live?

2. Regardless of what happens, who can you rely on? Who can rely on you?

3. Regardless of what happens, what are you confident you can/will do?

4. Regardless of what happens, what are you grateful for that you have experienced 
already?
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Future of Work Assumption 3: 

Identify paradoxes required for success



14Assumption 3: Identify paradoxes required for success



15Assumption 3: Identify paradoxes required for success
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Personalize: Care for each person 

respecting their individual wants and needs 
Personalize: Tailor work setting to the 

unique needs of each individual (flexibility in who, 

where, what, and how work is done)

Future of Work Assumption 4: 

Personalization
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Assumption 4: Two Dimensions of Personalization

Personalize: Care for each person 

respecting their individual wants and needs 
Personalize: Tailor work setting to the unique 

needs of each individual (flexibility in who, where, what 

and how work is done)

Engagement 
Intrinsic attitudes (well-being, meaning, flourish) that 
denote employees’ enthusiasm for their job

Employee Experience
What employees want and get from their work: be safe, 
believe, become, belong  (well being)

Satisfaction 
Extent to which employee “likes” job and aspects of 

the job: affect, attitudes, etc.

Motivation/Motives 
Forces that initiate work-related behavior (expectancy, 
goals setting, personal traits, job characteristics)

Commitment
Being connected through identity or work systems to 

job, team, organization

E
m

p
lo

y
e
e
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e
n

ti
m

e
n

t



18Question for Today

1. Understand external conditions that change future of work 

assumptions

How can I and my organization create value for all stakeholders 

through human capability?
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Now is the time for HR: 
Environment, Assumptions, Human Capability 

Environment Assumptions 
People/

Organization 

➢ Technological advances 

➢ Intangible value 

➢ Regulatory agenda

➢ Economic cycles

➢ Demographic changes

➢ Emotional malaise

➢ ESG attention 

➢ ??

Future of  Work

1. Connect inside to 

outside

2. Harness uncertainty

3. Personalize work 

4. Navigate paradox

How to build people and 

organization (human 

capability) to respond to 

environment and 

assumptions?
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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)

1. Create marketplace 
value (outside-in)

2. Deliver organization 
and leadership

PERSONNEL HUMAN RESOURCES HUMAN CAPITAL HUMAN CAPABILITY
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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)

1. Create marketplace 
value (outside-in)

2. Deliver organization 
and leadership

PERSONNEL HUMAN RESOURCES HUMAN CAPITAL HUMAN CAPABILITY



22Value 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 



23HR 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?



24Assumption about Talent/People

Our people are 
our most 

important asset



25Assumption about Talent/People

Our people are 
our most 

important asset

Our people are our 
customers’ most 
important asset



26HR 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 …  



27What do we offer each stakeholder on human capability?

HR
Professionals

Oversee human 
capability agenda with 
primary accountability 
for leadership

Ensure employee 
experience through human 
capability work

Approve and be 
accountable for 
human capability 
efforts

Architect, design, and deliver 
a human capability agenda 
that creates value

Human 
Capability
Initiatives

Improve community 
reputation

Boards of 
Directors

InvestorsCustomers

Communities

Employees

Senior 
Executives

Ensure a long-term 
positive relationship 
that leads to share 

Intentionally disclose 
what we do to build 
confidence



28Question for Today

1. Understand external conditions that change future of work 

assumptions

2. Define how all stakeholders get value from human capability 

How can I and my organization create value for all stakeholders 

through human capability?
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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)

1. Create marketplace 
value (outside-in)

2. Deliver organization 
and leadership

PERSONNEL HUMAN RESOURCES HUMAN CAPITAL HUMAN CAPABILITY



30HR 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 ????



31Human Capability Initiatives

Leader as meaning 
maker with emotion 

Communication

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 

Yang triangle and 
capability

Employee well being/
experience 

Changing the right 
culture 

HR 
transformation 

Personal skills 
(Covey, deBono)

Distributed 
leadership

Leadership 
academy

What are some 

of the latest “HR 

initiatives”?



32Science of taxonomy,  typology, classification 

Menu at restaurant 

Visiting a library 

Selecting a car 

Enrolling in classes

Making investment
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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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RBL Tool:  Governance and Guidance for Growth through Human 
Capability (G3HC)

Download 
SEC 10-Ks

ML model 
to extract  

human 
capability  

text

Score text 
for 4 

pathways

HC 
dataframe

Build ML models to 
fit HC data to 

business outcomes

Revenue 
per 

employee, 
R2=0.45

Tobin’s Q, 
R2=0.25

EBITDA, 
R2=0.26, 
acc=0.90

Social Resp, 
Fraud R2=0.36, 
Litigiousness 

R2=0.48 

Human Capability has impact on business outcomes across the SEC 
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RBL Tool:  Organization Guidance System (OGS) 
Human capability pathways and stakeholder results are interdependent



36Human Capability Initiatives

Leader as meaning 
maker with emotion 

Communication 

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 

Yang triangle and 
capability 

Employee well being/
experience 

Changing the right 
culture 

HR 
transformation 

Personal skills 
(Covey, de Bono)

Distributed 
leadership

Leadership 
academy

How many of 

these initiatives 

have you tried in 

your organization?
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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)



39Talent 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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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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Evolution of organization form 

Hierarchy

(Role/Structure)

Systems

(Alignment)

Capability

(Identity)

Market-Oriented

Ecosystem (MOE)

(Network/Hybrid)

Individual

(Skills)
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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?



43Creating leadership capability
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Leadership Code:  The DNA of Effective Leaders
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Leadership Skills for Purpose, Clarity, and Change 

1. Harness uncertainty

2. Move analytics from benchmarking and 
best practices to guidance

4. Empower others to build their 
brand

3. Attend to mental health and 
well being

5.  Take care of self  so you 
can care for others



46Question for Today

1. Understand external conditions that change future of work 

assumptions

2. Define how all stakeholders get value from human capability 

3. Recognize and make human capability choices in talent + 

organization + leadership

How can I and my organization create value for all stakeholders 

through human capability?
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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?



48HR 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



49HR function actions for effectiveness

HR Domains Action 

1: HR Reputation Do an HR reputation exercise to build unity about identity

2: HR Customers Define key stakeholders and determine what each gets from human capability

3: HR Purpose Create an HR purpose (mission): who we are, what we do, why we do it

4: HR Design Govern HR to connects specialists to generalist and allocate resources with agility 

5: Human Capability Diagnose, prioritize, and deliver human capability that creates stakeholder value 

6: HR Analytics Provide rigorous and relevant information to improve decision making

7: HR Digital Technology Use digital to be efficient, innovate, share information, and form relationships 

8:  HR Practices Innovate, align, and integrate people, performance, information, and work initiatives

9:  HR Professionals Diagnose, test, and upgrade competencies of HR professionals

10: HR Relationships Define and ensure positive working relationships among HR and HR and others
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HR 
COMPETENCIES

HRCS: Round 8
Overall HR competency model
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HRCS: 
Round 8 Summary of 

domains and skills

(verbs)

Accelerates Business
• Generates Competitive Insights 
• Influences the Business 
• Gets the Right Things Done 
• Drives Agility 

Advances Human Capability
• Elevates Talent 
• Delivers HR Solutions  by 

capabilities
• Champions Diversity, 

Equity, and Inclusion 

Mobilizes Information
• Leverages Information 

and Technology 
• Guides Social Agenda 

Fosters Collaboration
• Manages Self 
• Builds Relationships 

Simplifies Complexity
• Thinks Critically 
• Harnesses Uncertainty 



52Evolution of HR Competencies 1987 to 2021



53Question for Today

1. Understand external conditions that change future of work 

assumptions

2. Define how all stakeholders get value from human capability 

3. Recognize and make human capability choices in talent + 

organization + leadership

4. Upgrade HR function and HR professionals

How can I and my organization create value for all stakeholders 

through human capability?



54Question for Today

How can I and my organization create value for all stakeholders 

through human capability?



55Final Message 

BEST 
The

is yet AHEAD
What’s next:

Create stakeholder value through human 

capability 
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Let’s stay connected!!!

@dave_ulrich
Please follow me on LinkedIn to view my 
regular posts with insights and tips. 
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