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ñTheir argument is a strong one, 

and the idea that companies 

would benefit in the long run 

from putting more into preparing 

the right people for the right 

jobs seems timely. As we look 

for ways to dig our way out of 

recession, it is worth 

remembering that effective and 

creative people are any 

companyôs best weapon in the 

war, not for talent, but for 

survival.ò

Financial Times    March 12, 2009



HBS ïThe Differentiated Workforce(4) P >4-26-2010
2

ñSome business books you 

read because they are 

interesting, others because 

they will impress the boss. 

The Workforce Scorecard

fits into a third category: 

books you should read 

because, like eating brown 

rice, they are good for you.ò

Financial Times    March 28, 2005, p. 7
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Winners & Losers
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Strategy, Strategy Execution and Resource Accountability

Strategy Execution

Resource

Allocation

ÅFinancial

ÅMaterial

ÅTime

ÅData

ÅWorkforce

ÅBudget

ÅSupply chain

ÅSchedules

ÅInformation 

systems

Å???

Resource

Accountability

Strategy

Differentiation 

to create 

competitive 

advantage

How grow?

Where play?

How win?

Value 

creation:

īCustomer

īEconomic



HBS ïThe Differentiated Workforce(4) P >4-26-2010
5

The Goal of HR

Work Force

Success
Mindset/Culture, Competencies, Behavior

Talent Consequences

Organization
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The Power of Workforce Differentiation: 
Focus, Capability, Performance 

 
 

 
 

INSTRUCTIONS: Please assess your firmôs strategic workforce effectiveness using the 
following scale: 

 3 = much more effective than competitors 
 2 = about as effective as competitors 
 1 = less effective than competitors 

 
Then multiply your scores times each other. 
 

A. Focus B. Capability C. Performance 

Strategic Mindset 
Understanding 

Strategic Capability 
Alignment 

Strategic Talent 
Management 

Strategic 
Success 

Score 

   A ³ B ³ C =  
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Harvard Business School Press 
THE DIFFERENTIATED WORKFORCE SURVEY 

How Differentiated Are You? 
 
 

How different is your firmôs growth strategy  
from its competitions? 

About the Same 
as Competitors 1 2 3 4 5 

Much More than 
Competitors 

 
 

How effective is your firm in differentiating financial 
resources to create customer and economic value? 

Not Very  
Effective 1 2 3 4 5 

Extremely 
Effective 

 
 

How effective is your firm in differentiating and leveraging 
material resources (raw materials, inventory, etc.) to 

create customer and economic value? 
Not Very 
Effective 1 2 3 4 5 

Extremely 
Effective 

 
 

How effective is your firm in hitting targets, managing 
time, meeting schedule, etc.? 

Not Very 
Effective 1 2 3 4 5 

Extremely 
Effective 

 
 

Not Very 
Effective 

How effective is your firm in strategically engaging your 
workforce (i.e., understanding your firmôs strategy, how 
it creates wealth, how it creates customer value, etc.)? 

Extremely 
Effective 

 
 

How effective is your firm in differentiating and 
leveraging workforce investments in strategic 

positions that create customer and economic value? 
Not Very 
Effective 1 2 3 4 5 

Extremely 
Effective 

 
 

How effective is your firm in differentiating HR 
Practices (selection, rewards, performance ratings, 
etc.) for individuals in strategic positions that create 

customer and economic value? 
Not Very 
Effective 1 2 3 4 5 

Extremely 
Effective 

 
 

Not Very 
Effective 

How effective is your firm at holding managers 
accountable for managing strategic talent that 

creates customer and economic value? 
Extremely 

Effective 
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The Strategic Diagnostic

Strategic Choice Strategic Capabilities Strategic Positions Top Talent

Culture

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å

Å
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Customer Success Financial Success

Business Process

Success
Workforce Success

HR Competencies HR Practices

HR Systems

ÅAlign

ÅIntegrate

ÅDifferentiate

ÅWork Design
ÅPerf. 
Measurement
ÅRewards 
ÅSelection
ÅDevelopment
ÅCommunication

ÅStrategic Partner

ÅCultural Change

ÅEmployee Advocacy

ÅAdministrative 

Expertise

ÅMindset/Culture

ÅCompetencies

ÅBehavior

HR SCORECARD

BUSINESS SCORECARD

WORKFORCE SCORECARD
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Least Effective in Business Skills
HR staff are more effective in the skills 

that characterize their most traditional roles
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People Skills 

Mean = 42%

HR Expertise 

Mean = 52%

Implementing Skills 

Mean = 35%

Business Skills 

Mean = 29%

Effectiveness of HR Skills

Skill 

Effectiveness 

Mean = 39%
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The Workforce 

and Value Creation

HR as a Strategy Player
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Strategy and Talent:

Evolutionary vs. Revolutionary Change

Growth

ÅFinancial

ÅCustomer

Growth/Change 

Expectations

2003 2004 2005 2006 2007 2008 2009 2010
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Evolutionary vs. Revolutionary Change

Growth

ÅFinancial

ÅCustomer

Growth/Change 

Expectations

2003 2004 2005 2006 2007 2008 2009 2010

Culture/Talent/Capability
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Capabilities

STRATEGIC 

CAPABILITY 1

Evolutionary vs. Revolutionary Change

Growth/Change 

Expectations

2003 2004 2005 2006 2007 2008 2009 2010

GrowthTalent

SC 2

SC 3

SC 4

SC 5
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STRATEGIC 

POSITION 1

SP 2

SP 3

SP 4

SP 5

Evolutionary vs. Revolutionary Change

ÅFinancial

ÅCustomer

Growth/Change 

Expectations

2003 2004 2005 2006 2007 2008 2009 2010

Capabilities GrowthTalentCulture
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Competitive Context

Strategy Innovation

Structural CostStrategic Capabilities

Speed
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Competitive Context

Strategy Innovation

Structural CostStrategic Capabilities

Speed

(How different?)
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Competitive Context

Strategy Innovation

Structural CostStrategic Capabilities

Speed

(How different?)

(What workforce investments?)
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Competitive Context

Strategy Innovation

Structural CostStrategic Capabilities

Speed

(How different?)

(What workforce disinvestments?)
(What workforce investments?)
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The Growth Strategy Matrix

Markets

O
ff
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NOW NEW

NOW

NEW üNew/extended product:

Innovative

üNew market:

Innovative

üCommoditization üGeographic expansion

ÅConsumer insight

ÅSpeed

ÅM&A

Capabilities needed:

ÅR&D

ÅJoint ventures & 

acquisitions

ÅProcess 

improvement

ÅManufacturing 

excellence

Capabilities needed:

ÅSupply chain 

management

ÅPurchasing

ÅR&D

ÅConsumer insight

ÅMarketing 

excellence

Capabilities needed:

ÅLicensing

ÅAlliances/joint 

ventures

ÅReal estate

ÅSupply chain/ 

channel 

management

Capabilities needed:

ÅLogistics, 

distribution

ÅInformation 

systems
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What is strategic?

V = Influences customerôs perception of value

P = Enables us to charge our desired price

C = Enables us to produce at our desired cost
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Strategic Capability Impact AssessmentPOTENTIAL STRATEGIC CAPABILITIES 
ðInitial Draftð 

 

VPC Is this a  
Strategic 

Capability? 

 

Impact 
Customerôs 
Perception 

of Value 

Enables 
us to 

change 
our 

desired 
price 

Enables 
us to 

produce 
at our 

desired 
cost Yes No 

1.  

 
Ä Ä Ä Ä Ä 

2.  

 
Ä Ä Ä Ä Ä 

3.  

 
Ä Ä Ä Ä Ä 
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World Class  5

Elite  4

Highly  3
Competitive    

Competent  2

Abysmal  1

R&D Licensing/
Acquisitions

Sales/
Marketing

Government
Relations

Quality Leadership

Strategic Capabilities

Current Desired

Big Pharma




