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ACTIONS

Establish an academy headed by company staff: Have the CEO lsad fhe
deademy as ViceChancellor and hove senior managers head the various
facullles

Run courses based on real needs: Manitor the rale of stat enrolment an each

coufse and capce . ; -
-ourse and cancel courses: which ate unpopular due fo law: jirelevasce

Invest in l‘r'ainfng at all times: Confinue the nvestment ('Jl‘\ﬂl'\‘t__] the r_'JanHrr,fg and

gvoid providing lraining as @ kl\ee;&rk tespornise fo market condifieds

SPECIAL FOUCATION AT THE GAMMON ACABEMY

Edmond Lai, Director of Human Resources ond
Author: Sonia Cict Corporate Communications of Gemmon Construction
fEF AR SNRAANRARLUBERBAFRAY

VWhen it comes to talent development, Gammon Construction
takes inspiration from traditions: providing education through
o school. The result is the Gammon Academy, a centralised
programme that develops, refains and affracts talent. Edmond
Lai, the firm’s Director of Human Resources and Corporate
Communications, gives us a four around campus.
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SPECIAL EQUCATION AT THE GAMMON ACADEMY

Tell us about the history of the Gammon Academy.
fhe Gamman Academy was founded in 2003, with the primary purpese of developing
the bes capability that would maintain our firm's marke! leadership in Heng Keng,

China and South Asia.

Our firm’s belief Is that human copital investment is the way fo make the business
successiul, We weren't providing this comprehensive educatianal pregramme as a
kneedferk respanse. We confinued fo nvest in our tiaining & development even when
ihe markel was quiet. In the long term, if you have the best people, you're going fo win

maitket share and projects with the best margin.

In whet' ways does the Gammon Academy resemble a school?

Tha Attdemy's arganisational shucture is very similar fo that of a college. Since the
icea for this comprehensive: fraining programme originated from fop management,
aur Chief Operating Officer leads the Academy as iis Vice-Chancsllor, Like a fypical
college, our Academy is comprised of different faculies, which are headed by senior
managers in the operations and commetcial departments. Because of our company's
specialisation, the faculties lend fo be locused on conshuction,

How was the curriculum formulated?

The curriculum is based on the divisions of the business, namely, civil engineering,
%Qndu1¥ons, bullding, and electrical & mechanical. Remarkably, over 90% of the
programmes are delivered by our own sioff, we believe that this is the best way fo

develop our in-house capability.

At least once every quarter, the HR department and top management would sit fogether
lo discuss the lotest frends in the markel, and update the curriculum in line with the
develapment of the business. Over 100 courses are offered every year, producing
around 6,500 training man-days, |.e. an average of 2,000 employees each loking
tworpaintsomething days per year, These numbers are a lesiament lo Gammon's

commitment fo fraining.

Alter obtaining consent from thelr supervisors, stalf enral in the Academy's courses
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SPECIAL EOUCATION AT THE GAMMON ACADEMY

by submiting applications through an enline system. These applications, known as

naminations”, let us know clearly whether or not @ subject is useful. We have had
Lseveral courses thal aftracted only four or five nominations, The line staff explained

hat sirice those courses related o subjects oufside their business portfalio; they weren'l

[n?ﬁ{esfﬂd- Allerwards, we cancelled those courses.

Do you offer employees guidance on what courses to take?

Yes, Guidance Is given in the form of a "Training Roadmap”, which, like a compass,
steers employees’ direction of development. It sefs oul the core and elective programmes
which should be completed by staff in different grades, so that T]’iey won't feel los! and
(overwhetinat! by the wide range of choices,

Thia dralling of the roadmap began with the HR department, whe did some groundwaork.
Aierwards, we had discussions of the Gammon Academy Council meeting, which
lasfed for several months. Each faculty head brought the proposed courses back
o the line depariments; and gothered opinions on whether they were relevant and
appropriate. Then they refurned to the Councll meeting fo finalise the: programmes 1o
be included in the Training Roadmap. The subjecls for junior employees tend to be
fundamental and basic, while highlevel pregrammes are assigned fo senior siaff.

Are the Academy's courses run during or after office hours?

Both, depending on the specific programme. Some staff are oo busy 1o devote any
of their day fime fo a particular subject, so some courses are held in the evening, such
as the public speaking courses of the Hong Kong Toasimasters Club, of which aur

company is @ member.

Hawevet, the majorily of programmes are held during daytime. This is a reflection of
the huge efforis that our company is willing to put in. Thankfully, we do nof foce any
resistance from the line managers, who are willing to release their staff from work in

order lo receive further education. This is very encouraging fo us.

What's required of HR in running the Academy?
Frankly, the Academy’s operations demand huge efforts from the company, especially
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MAGNETISING TALENT IN EARNEST

;ﬁﬁr]y attraction
;:Wlth the bulk of hiring activity centred on fresh graduates, Michael Wong makes

g point of engeging students as soon as possible by leveraging on the company's
7|@ngslunding relationship with universities. “We don't want candidates fo only learn
about us in their final year,” he says. “We want them to become familiar with Ernst &

Young al an early age.”

Part of this familiarisafion invelves oncampus talks and interviews hosted by the firm's
senior partners. “Students often ask us lo provide reatlife examples of what we do,"
says Wong. “The compus sessions are a too! to help address that."

As tar the aclual hiring, Ernst & Young simply works fo recruit the best graduates
aveitable, irrespective of their field of study, While an accounting background is of
course preferable, the emphasis is very much on Interpersonal skills, and the ability fo
work well in a feam environment,

But consistently affracting the best candidales is no easy fask, particularly In face of
strong competition from local firms and other multinationels, In fael, toping in the fop
graduates often comes down 1o the size of the pay package. But thaf’s not to say there
isn't room for creativity, Ernst & Young frequently sweelens the pol for students in high
demand with everything from scholarship support, to overseas internships and assured
future increments of up 1o 50%. Perks and benefils like access fo subsidised recreatienal
aclivities, such as yaga sessions and cooking closses, are clso emphasised, as is the
company's position as a globally inlegrated professional services firm, a framework
thet has significantly enhanced the mobility of its employees ever the years.

The importance of mainfaining this constan! stream of young falent has prompted the
firm to pay specific aftention 1o addressing the needs of this group.

"We are very committed fo undersioriding what these young kids are thinking, and
what we can do 1o mefivale them,” says Woeng. "To give you some quick examples,
we understand that they wani more eommunicafion. They want fo hear from the
management about overall strategy, and how well we're doing. At the same time, they
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T RERAKIEETR RRERAGBR » \also like Io receive recognitian for their efforts, and enjoy 1aking on responsibility, We
e very aware of these things, and constantly strive o make them a part of aur overal

HR sirategy.”
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Follow the inap
like gost successhul assurance firms, continued fraining and development [s an infegral

KR Tiﬁz K=
5 3 5E 7

paiiof the job of Emst & Young. Training for non-accounting majors starts prior to aven
the first day in the form of conversion courses. Thereafter, recruits are put through @ four
week induction course, comprised of classioom instiuction and group exercises, which
are laken in occordance with o pre-defined ‘leaming map”.
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"The learning map,” explains Weang, “outlines what new recruits are expecled to learn
through the various classream and web-based sessions. These courses are comprised
of maslly technical fraining and field management training, while some of them also
invalve 'core learning”

Parlly due lo professional accredilation requirements, Iraining is @ corfinuous part of
one’s career al Ems! & Young, New leaming maps are handed out at the beginning of
each yeat o every employee, including parlners. The map auflines he various required
learming goals for the next 12 months.
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NET . In addition to the classioom and webrbased sessions, o large part of the edueation also
; happens through onheriob raining, which is largely facilitated by strategically assigning
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with lofs of banking experience, for example, may be assigned fo work with « shipping
client in order o hielp him or her gain exposure fo  different indusiry. A dedicoted team
of resource administrators regularly see to it that Ihis process is carred out effectively,
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MAGNETISING TALERT IN EARNES]

Another impertant aspec! of the company’s fraining and development is ifs rabiisf

f

woaching cullure. Unlike fraditional conching schemes however, in which evaluation
WES place afterthefact, Emst and Young encourages its managers lo provide

fpniﬂf twam membets with immediate feedback so as lo create a realtime learning
|

environment. However, postclientengagement summories are sfil used lo provide o

wrilen record of suggestions.

Tioped for Greatness

Tippad for greatness

In addition fo the stondard fraining requirements, high performers, such as those
fipped for fulure leadership positions, afe given additional training, such as 18-manth
placemens at the firm's US or UK offices. “This allows them lo appreciate the practices
in mature markets, and better learn how to deal with foreign clients, and cope in an
overseas environment," says Wong.

Senior staffers also engage In what are known as “milestone events' ~ indepth
discussions that lake place immediately after a promation.

“When staff members are promoted,” he says, “the expectations change. Because of
this, if's impartant fo communicate with the staff to make them aware of our expectations,
and to discuss how to best manage the fransifion process.”
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The nine-box model
With r‘egmrds o compensatien; YWong advocates o rwq-prongeci upproach: "First, we

want o be compefifive in the market, and second, we want to differenfiofe our paople

: oy ; based opdetltrmance.”
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Wit regards 1o the first paint, Emst & Young gathers omple marketintelligence data,
and reqularly participates in indusirywide surveys "We want fo make sure thal we are
paying the market rate”, he explains. "And this doesn't mean only comparing o the
Big Four, We also need to lock at other potential compefiters, such as consulting firms,
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As for differentiated salaries, Wong takes a notably impassioned stance. “We don't

R R AR » e kit iy & : Brtorit vl
et kE.}E;&ﬁqﬁifa ?Eﬁ’ﬁmiﬂﬁ‘ﬁﬁlﬂﬁlf'ﬁﬁm  AERTER R ;v::l;g'::uff”&;hﬁl r{:rl 'Z?;:’::Ziii the same whether or nol they perform well,
& B mﬁ@f%ﬁﬂﬂ@@%ﬁ’?ﬁﬂ?ﬂwﬁ R TR S e I oy -

WEATIMIERY -

OFf coutse accuralely gauging performance tequires defailed evaluotion. Due fo s
: malrix structure, Ernst & Young predominantly relies on its managers in this regard, who
ij}jﬁ@jmﬂ (tﬁ:’tﬁﬁ@ﬁﬂ@i?ﬂ%ﬁk&ﬁgﬁ%) CIHER A e e reqularly evaluate staff based on their ability fo meet performance goals.
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Managers themselves — particularly those in line for partnerships - are subject fo whet
the firm dubs its "ninebox madel," an evaluating framework designed to gauge staff

potenfial relative fo staff performance,
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“We occasionally have peaple with high performance, but who, for whalever reason,
lack the potential to be o senior leader, says Wong. 'In the same way, there are those
who seem to present fhemselves well, but whe do not receive good performance scores
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