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1. Executive Summary

The motivation to research what it takes to be a great employer in 2016? stems from the author’s
10-year involvement in the kiwifruit post-harvest sector and an acknowledgment that a number of
forces both globally and within the kiwifruit industry have reshaped the employment landscape
during this time. The author’s opinion is that the kiwifruit post-harvest sector has experienced a
human capability deficit in recent years which has put increasing pressures on current middle and
senior managers. While at the same time there has been a shift in employee preferences at a global

level.

This report aims at validating the author’s anecdotal views through a globally focussed literature
review and a set of semi-structured interviews of middle and senior managers in the kiwifruit post-
harvest sector. Interviewees were asked to define what a great employer looks like, what motivates
them and what the greatest challenges to employers within the sector are in becoming a ‘great

employer’.

A key finding from the literature review was that technology and generational preferences are
having a significant impact on the employer/employee relationship. The literature review was
completed using a framework from the NZ Human Rights Commission ‘7 Key Elements of a Good
Employer’ and adapted to being more ‘current’ based on findings. The literature review found that
employees are increasingly looking to their employer to build their “personal brand”, develop a
strong personal relationship with them, offer values and goals alignment, provide them with
purpose and consider their wellbeing both physically and mentally through offering flexible

conditions and encouraging work-life balance.

At the kiwifruit post-harvest sector level, rapid volume growth, increasing competition among post-
harvest operators and increasing sophistication and complexity brought about by the industry’s
strong customer focus have contributed to changing the landscape. Managers interviewed indicated
that this has placed increased pressures on them. While seasonality has always been a challenge for
the industry, the nature of seasonality appears to have changed. Historically, permanent staff were
offered a “Work Hard, Play Hard” role where it was well accepted that long hours during a defined
period over the harvest and packing season were counter-balanced by flexible work hours over the

summer period of lower activity.



The outcome has been that there is a mismatch between findings of the literature review and trends
within the post-harvest sector. Employees are looking for greater flexibility in their roles, improved
work-life balance and enhanced wellbeing. However, longer work hours and greater stress have

been a feature of work within the kiwifruit post-harvest sectors of recent years.

Managers interviewed highlighted the risk the sector faces if the industry is not able to attract
talented individuals to the sector via a strong employment brand that is underpinned by more
normal work hours and the other desirable features identified through this research as presented in

Figure 10.

This report aims to identify what it takes to be a great employer in 2016? And identify what

challenges the kiwifruit post-harvest sector faces in becoming a great employer.
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3. Introduction

The Ministry for Primary Industries (MPI) stated in their Future Capability Needs for the Primary
Industry in New Zealand (2014) that to achieve their goal of doubling New Zealand’s export earnings
from primary industries, the number of employees working within the primary sector will need to
reach 403,000 by 2025, representing an increase of 33,000 people over and above the business as

usual forecast and an increase of 53,000 on the 2012 actual.

The same report highlighted that the New Zealand Horticulture sector faces a similar challenge if it is
to meet its projected export earnings target of $7.3b by 2025. New Zealand Horticulture requires a
net increase of 7,800 qualified people by 2025 with an additional 26,300 people needed to cover
natural attrition. This represents an average annual increase of 1.5%, which compares with a 1.0%
average annual decline between 2002 and 2012. (MPI, Future Capability Needs for the Primary
Industry in New Zealand, 2014)

Based on these findings, it is my belief that the greatest challenge facing horticulture in New Zealand

is the availability of labour and skills.

The kiwifruit industry, which is the focus of this research, is a major component of the horticulture
industry. MPI Situation and Outlook for Primary Industries (2015), reported that kiwifruit represented
27% of total Horticulture export revenues in 2014/2015 and due to its current period of rapid growth

this is forecast to increase to 30% for 2015/16.

This dramatic volume recovery following a three-year period between 2012 and 2014 of industry
rationalisation due to the Pseudomonas Syringae Actiniae (PSA) incursion and its devastating effects,
in my opinion, has stretched the kiwifruit industries human capability. It is now important that the
industry invests in scaling up human capability to successfully manage both current volumes and

future projected volume increases.

Although the number of horticulture students has increased, it is still not enough to satisfy industry
demands. As Pickering (2015) states, "Horticulture has ambitious goals to grow...we need more highly

skilled people in our workforce to make that happen."

The horticulture industry must now look to attract and retain talent, but it must compete with other

sectors who are perceived to be better employers. This was a theme highlighted in KPMG’s (2016)



Agribusiness Agenda where industry leaders expressed a concern that too many primary industry
organisations are not good employers when compared to employers in other sectors. The Agribusiness
Agenda highlights that employment conditions, remuneration, health and safety, training, career
progression and all other aspects of the employment experience must stack up against the many other
choices available to prospective employees. The industry must recognise it is providing jobs and in
doing so move beyond traditional employment practices. Employers need to ensure the jobs are at

least equivalent to those offered by the country’s leading employers.

The future success of the New Zealand kiwifruit industry will depend on its people and their capability.
More specifically the ability of the industry to attract and retain talent. In order to attract and retain

talent the kiwifruit industry must aspire to be a great employer.

This report investigates what it takes to be a great employer in 2016, with a specific focus on how
these learnings can be applied to the kiwifruit post-harvest sector and the challenges that the industry

must overcome in order to benefit from being a great employer.



4. Aims and Objectives

The aim of this research is to determine what it takes to be a great employer in 2016 and to apply
these learnings to the kiwifruit post-harvest sector. The post-harvest sector of the kiwifruit industry is
defined as the ‘processing’ segment of the supply chain that exists between the grower and the
marketer (Zespri). The core function of the post-harvest sector is to grade, size and coolstore kiwifruit,
supplying fruit to market between March and December. It is hoped that learnings from this research
will help ensure the future sustainability and continued growth of the industry, through allowing the
post-harvest sector to attract and retain the increased number of employees that MPI estimate are

required to meets its 2025 goals.

The reasons for this focus on being a great employer in the kiwifruit post-harvest sector are;

e Thereisalack of knowledge about what makes a great employer in the New Zealand kiwifruit
post-harvest sector.

e The New Zealand kiwifruit post-harvest sector is tough on its people through the long hours
required of them. Anecdotally, the industry has grown faster in volume than in capability,
placing middle and senior managers under significant pressure.

e There is much evidence of ‘changing preferences’ of the millennial generation and their

desire to achieve an improved work-life balance.

To sensitise me to what it takes to be a great employer in 2016, | have completed a literature review
that focusses on global trends in employment. A perspective on the New Zealand kiwifruit post-
harvest sector was attained through interviewing 11 people currently working in this context. Their
feedback helped me to understand what they believe a great employer looks like, what motivates
them and what the challenges are to the kiwifruit post-harvest sector in becoming a great employer.
Through building an understanding of “What it takes to be a Great Employer in 2016”, | hope to be
able to bring positive change to employment practices, creating a reputation for the kiwifruit post-
harvest sector as a great employer that has the ability to offer opportunities, at least equivalent to

those available in other sectors and in doing so allowing the industry sustained growth.

Research questions that evolved from the case interviews were:
What are the key attributes challenges and measures of a great employer?
How does the kiwifruit post-harvest sector compare to other NZ employers?

What can it do better?



5. Research Method

Given the topic of choice and its popularity amongst journalists and the prevalence of information
available, a significant amount of time during the early stages of this research was spent reviewing
literature. The literature was largely based on the technology sector where employment practices are
seemingly progressive. The Harvard Business Review and McKinsey & Company have proved a rich

source of information.

In order to apply this research to the kiwifruit post-harvest sector and its idiosyncrasies, a series of
interviews were completed. The interviews targeted employees in middle and senior management
roles who are currently employed by major kiwifruit post-harvest operators. Eleven individuals were

interviewed in total.

Interview questions were three tiered; primary, secondary and tertiary questions. A total of 7 tertiary
guestions were asked of interviewees and each interview lasted approximately 1 hour. Responses
from the managers interviewed were positive and it was encouraging to witness their enthusiasm for

the industry. Throughout the interviews, detailed notes were recorded ending with 601 statements.

Given the highly qualitative nature of the interview process, thematic analysis was deemed the most
appropriate method available to distil the responses. The process of coding was completed twice to

achieve greater clarity.



6. Literature Review

The literature review aims to highlight trends and current thoughts on each of the key elements which

are the focus of this report to complement the research completed through an interview process.

A great employer who is able to operate a financially sustainable operation is likely to achieve this
through maintaining a high level of staff engagement. Gallup Inc. (2016) an American research-based,
global performance-management consulting company, defines engaged employees as those who are
involved in, enthusiastic about and committed to their work and workplace. Through workplace polls
conducted by Gallup Inc. they found that engagement generally averages only 30% for most

organisations.

Levering (2016) adds to this in his statement "A great place to work is one in which you trust the people
you work for, have pride in what you do, and enjoy the people you work with.” Twaronite (2016) noted
that “trust is the cornerstone for creating a workplace where employees are engaged, productive, and
continually innovating”. Heskett (2011) adds to this as he explains that “trust is built through
honouring “The Deal”. “The Deal” means setting and meeting the expectations of each other. Building

trust, engagement and ownership. When we consistently meet expectations we achieve”.

t *+ + *+ 1t 1*
Figure 1. The foundation of becoming a Great Employer. (Pangborn 2016)

Figure 1. above provides a hypothetical view of the environment within which an employer
operates. The first level, global forces/trends includes, but is not limited to, factors such as
technology and digital disruption, the ageing population and generational preferences, equal
opportunity and diversity which continually reshape the landscape. The employer’s response, level
two, is the level at which an employer manages the 7 key elements, which determines whether trust

is gained and therefore engagement achieved.

10


https://en.wikipedia.org/wiki/Performance_management
https://en.wikipedia.org/wiki/Management_consulting

The benefits from being a great employer with a high level of staff engagement were highlighted by a
Towers Perrin Study conducted in 2007/2008 which showed companies with the most engaged
employees benefitted from a 19% increase in operating income, while those with the lowest levels
experienced a 32% decline. Only 20% of employees were fully engaged, 40% percent enrolled (capable

but not fully committed) and 40% disenchanted and disengaged.

The New Zealand Human Rights Commission “7 key elements to being a good employer” framework

has been adopted as a logical structure for this literature review. The 7 key elements are as follows;

e Leadership, Accountability & Culture

e Recruitment, Selection and Induction

e Employee Development, Promotion and Exit
e Flexibility & Conditions

e Remuneration & Recognition

e Harassment and Bullying Prevention

o Safe & Healthy Environment

Through using this framework, the literature review structure could be described as the ‘employer
response’ to the global forces/trends that are continually reshaping the landscape. It is the employer
response that will ultimately determine the level of trust employees have in their employers and in

turn the level of employee engagement achieved.

a. Leadership, Accountability and Culture

Creating a strong and positive culture is pertinent to increasing employee engagement to generate
the benefits that ensue. Heskett (2011) in his book “The Cultural Cycle” quoted Louis Gerstner -
chairman and CEO of IBM, “I came to see in my time at IBM, that culture is not just one aspect of the

game, it is the game”.

Kotter (2016) in his article from Forbes “The Key to Changing Organisational Culture” offers the
following definition; “culture consists of group norms of behaviour and the underlying shared values
that help keep those norms in place”. Similarly, Osterwalder (2016) said “you can’t control everything
about your culture but you can intentionally take it into your own hands”. Culture will emerge through

constant care and nurturing.
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Creating a positive culture based on strong core values is certainly not a new concept in business. It is
perhaps one of the aspects of business that has changed the least over time and the writings on the
topic in classic management texts such as “In Search of Excellence” by Peters and Waterman (1977)
where their writings on ‘shared values’ remain very relevant today. Peters and Waterman (1977) said
that the values that underpin a culture should be stated qualitatively, not quantitatively, and try to
inspire those at the bottom of the organisation. These values should become the common language

of the business.

Tjan (2015) explains that effectively managing culture begins with leaders establishing the mission,
values, behaviours and consequences for the business. Once established, leaders must reflect the
firm’s values and standards. They must be the strongest representations of the firm’s culture and
purpose, not just writing or memorizing the mission statement, but rather internalizing and
exemplifying what the company stands for. Consequences are key to creating accountability which
ultimately allows for a culture to develop through promoting desirable behaviours and discouraging

undesirable behaviours.

Leaders are also responsible for setting and communicating company goals and objectives, ensuring
that they are clearly articulated and transparent. Covey (2004) believes it is common for leaders to
assume the “why” is clear to all within the business, when actually it is not. As a result, goals are often
under communicated and consequently employees find it more difficult to determine whether their
efforts are having an influence on the company’s success. This comes at a cost, as the employee finds
it more difficult to take on an “ownership” mentality which is a similar concept to what Hoffman, Yeh
& Casnocha (2014) refer to as a “founder’s mind-set”. A founder’s mind-set or ownership is more likely
to result in increased employee engagement as it represents the employee caring about their actions

at work, the outcome of those actions and the success it brings for the company.

Parikh (2016) explains that leaders are responsible for managing and mitigating the major disruptive
force that can materialise when personal motivations trump company goals, as it can hinder a
company’s ability to get things done. A company’s culture can be a powerful antibody against
destructive office politics. Aligned with Parikh’s thinking, Goldsmith (2016) believes that culture is
more important now than ever before, where businesses are operating in an environment
characterised by constant disruption and the need to rapidly respond. While we hold on tightly to our
core values, we strive to keep evolving our culture to meet the changing needs of our employees and

customers (Goldsmith, 2016).
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Looi, Marusarz & Baumruk (2004) found in their study “What Makes a Best Employer?”, that inspired
leadership was one of the 5 key characteristics of the “best employers”. Looi et al. identify frequency
of communication from the CEO, engagement surveys and formal programs for employee suggestions

as being important differentiators of the “best employers”.

b. Recruitment, Selection and Induction

i. Recruitment

Recruitment is perhaps the most influential factor in creating and maintaining a great culture and
strong employment brand. In his book, “What It Takes” Ellis (2013) wrote that the best firms are
“fanatical about recruiting new employees who are not just the most talented but also the best suited

to a particular corporate culture.”

Ordioni (2016) explains that an employment brand is a philosophy. “It’s a framework built around the
relationship between your organization and its employees. It’s the promise you make to your workers.
It speaks to your entire staff, from the CEO to the newest hire, as well as to job-seekers who are

approaching your company for the first time. “

Employers today are very aware that a great culture and strong employment brand will create self-
perpetuating benefits. For example, Collins (2001) states “If people board the bus principally because
of all the other great people on the bus, you’ll be much faster and smarter in responding to changing
conditions. Second, if you have the right people on your bus, you don’t need to worry about motivating
them. The right people are self-motivated.” In other words, if leaders are successful in establishing an
effective culture and strong employment brand, selecting employees becomes more a case of ‘self-
selection’ as potential employees apply for jobs within businesses that they believe have values
alignment.

Lund, Manyika & Robinson (2016) through their article “Managing Talent in the Digital Age”
highlighted that technology is permeating every aspect of business. They explained that employment
brands and company culture are becoming more accessible through digital labour platforms, with a
lot of job seekers now scouring platforms such as Glassdoor™ to learn what current employees have
to say about their job satisfaction, company culture, and lifestyle. They urge that companies that don’t
manage their workplace reputations carefully or engage their employees appropriately will find

themselves on the losing side of an increasingly digital war for talent. The authors cite data compiled
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by The American Bureau for Labour Statistics (2016) which showed that companies using online talent

platforms benefitted from a 9% increase in revenue and a 7% decrease in costs.

As highlighted by Gallup Inc. in their 2016 study “How Millennials Want to Work and Live”, digital
labour platforms are making it easier to find and harder to retain talented people. Also, these
platforms have created a more transparent job market. Top performers know their value and are
growing more ‘footloose’ as a result; many are going online to find new opportunities and to evaluate
potential employers. Rigoni (2016) described millennials as “consumers of the workplace”. “They shop

around for the jobs that best align with their needs and life goals.”

Wikipedia suggests that whilst there are no precise dates for when the millennial cohort starts or ends,
it is often described by those persons reaching young adulthood around the year 2000. Millennials are

also referred to in some cases as generation Y, and follow generation X and the baby boomers.

De Romrée, Fecheyr-Lippens & Schaninger (2016) highlight the significance that the ageing population
is likely to have on recruitment in the coming years. They believe that two critical steps are necessary
in order to benefit employers and the older employees that desire to work longer into their lives. The
first critical step is to break the link between remuneration and length of tenure. The second is to
develop job opportunities that offer flexible hours, part-time schedules, and the ability to work from
home. They also explain that particular benefits could come from putting older employees into

occupations that emphasize training, customer service, advice, and mentoring.

De Romrée et al. also explain that more sophisticated analyses of large data sets are helping
companies identify, recruit, and reward the best personnel. And building on learnings from Ellis
(2013), they state that progressive businesses are defining what type of person will fit with the
organisation's culture. “A lot of that is values driven, not just what they are capable of doing, but what

satisfies them.”

ii. Selection

Building on the concept of the “Character Ethic” shared by Covey (1989) in “Seven Habits of Highly
Effective People”, Tjan (2015) comments in his article “6 Rules for Building & Scaling Company Culture”
that, increasingly, employers are spending more time screening for character than screening for skill

when recruiting and selecting employees. Tjan (2015) contends that while skills can be learned, it is
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much harder to cultivate attitude and character. Building on this thinking Swan (2016) referred to
Googles desire to hire ‘learning animals’ and explained that in our ever changing world, people’s
employability and their ability to gain and maintain a desired job no longer depends on what they
already know, but on what they are likely to learn. As Swan (2016) emphasises, employers are now
aware that they must select curious and inquisitive individuals who are genuinely interested in

acquiring new knowledge.

De Romrée 2016) states in his article “People Analytics Reveals Three Things HR May Be Getting
Wrong” that many companies are investing heavily in digital tools and big data analytics to assist with
employee selection. In addition to cost benefits, there is also the benefit from the ‘democracy of
numbers’ as these methods can also help organizations eliminate unconscious preferences and biases,
for the benefit of creating diverse teams and reducing ‘blind spots’. The digital software allows hiring
managers to strip age, gender, educational and socioeconomic background, and other information

out of resumés so they can focus on talent only.

Warner (2016) also highlights the importance of eliminating unconscious preferences and biases.
Where team work and collaboration is more common place than in the past, there is a significant focus
on creating diverse thinking teams and ensuring, as De Romrée states, that there are no ‘blind spots’.
There perhaps has been a phenomenon in the past of leaders hiring leaders like themselves and
effectively creating a monoculture. Warner says that fundamentally, organizations domesticate
people, that is, they condition people to work in certain ways, and they inadvertently perpetuate the
status quo. People get tagged as “talented” when they fit in (or pretend to). This ends up exacerbating

conformity and fear, and perpetuating the very problems that the CEO is hoping to solve.

Research completed by Hewlett and Marshall (2013) of the Centre for Talent Innovation, highlighted
the significant benefits that can be achieved through increasing diversity. Their focus is on building
“Two Dimensional Diversity” which is a concept described by inherent and acquired diversity.

Inherent diversity refers to nationality, religious background, gender, age, sexual orientation,
race/ethnicity, socio-economic background and disability. Acquired diversity refers to cultural
fluency, generational savvy, gender smarts, technological literacy, cross-functional knowledge, global
experience, military experience and language skills. Their study found that only 22% of employees
work for companies with Two Dimensional Diversity, however, these employees are 75% more likely

to have a marketable idea implemented.
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Similarly, Carter, Harvey & Wagner (2013) in their study “Diversity Matters” found that companies
with the highest representation of women on their senior management teams achieved a 35% higher
return on investment and a 34 % higher total return to shareholders than companies with the lowest
women’s representation. The Human Rights commission share a similar view as retrieved from their
website. “The diversification of management is more likely to lead to creative thinking, technological

innovation and a greater return on investment, as ‘group-think’ is diluted”.
iii. Induction

Hoffman (2014) in his book “The Alliance - Managing Talent in the Networked Age”, encourages
employers to think of employment stages in terms of “tours”, as adapted from the ‘tour of duty’
concept associated with the military. An employee may progress from a rotational tour to a
transitional tour and then ultimately to a foundational tour. Rotational tours are characterised by
generic tasks, where employees are hired into entry level roles. Employees in a rotational tour are
allowed to try different roles providing the employee a wide range of experiences. The purpose of the
rotational tour is to assess the potential long term fit for both employer and employee. By “long term

fit” this relates to whether or not the employee can find values alignment with the business,

satisfaction and purpose in their roles.

c. Employee Development, Promotion and Exit

i. Employer / Employee Relationship

Hoffman (2014) refers to “lifetime employment”, a term used to refer to the attitude that employees
had in decades gone by. In this situation employees would commit to an employer for the long term
and expect through long service and loyalty to receive promotions and climb the ladder. Today,
employees could be more appropriately named free agents, where there is an inherent mind-set that
leads them to think that they must change employers to climb the ladder. This was highlighted by a
study completed by Rigoni and Bailey (2015) where they found that 93% of employees taking a new

job moved companies to do so, with only 7% taking an internal promotion.

Hoffman (2014) encourages employers to take responsibility for creating career trajectory changing
opportunities. In this situation the employee takes advantage of experiences creating long-term value
for themselves with both parties winning when the employee develops the quickest. This change in

mind-set is enhanced by an employer acknowledging that an employee might leave. Through doing
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so, they build trust with the employee and the realisation that it’s their job to convince them to stay
through offering the opportunities to build their personal brand.

Peters (1997) was credited with developing the term “Personal branding” which is described as the
ongoing process of establishing a prescribed image or impression in the mind of others about an
individual. Chritton (2012) explains in her book “Employee vs. Personal Branding Mindset on the Job”
how personal branding experts agree that it is important to stand out; you need to be visible so that

people know you have something unique to offer on the job.

Barsh, Brown & Kian (2016) found through conducting 200 in-depth interviews with high potential
young professionals that their millennial generation is driving a changing and dynamic workplace

characterised by a larger need for more thoughtful relations between employers and employees.

Schwartz (2011) believes that to truly build a trusting relationship, an employer must focus on an
employee’s core needs, including: sustainability (physical); security (emotional); self-expression
(mental), and significance (spiritual). Physical means focussing on the employees’ health and
wellbeing. The emotional aspect refers to making them feel valued and appreciated. Providing
autonomy and empowerment satisfies their desire for self-expression, and significance helps the
employee to find purpose through knowing what they do makes a difference. Through meeting these
core needs, he predicts that remuneration will become a lesser factor, loyalty will build and the
employee will generate purpose in their work and be better placed to contribute to a positive culture
and leading employment brand. Dorsey and Hiza (2015) found during their study “Unlocking Millennial
Talent” that 60% of millennials said that a sense of purpose was the reason they chose to work with

their current employer.

Pontefact (2016) in his book “The Purpose Effect: Building Meaning in Yourself, Your Role, and Your
Organization” explains that if an employer can assist an employee to find purpose, they can progress
that employee past a job mind-set and career mind-set to a purpose mind-set where both employer
and employee win. When an employee has a job mind-set, they resort to a “pay check mentality”,
performing their duties in return for compensation and not much else. A career mind-set occurs when
an individual is focused on increasing or advancing their salary, title, power, team size, or sphere of

control. And a purpose mind-set is where an employee feels passionate, innovative, and committed.

Saunders (2015) in her book “How to Invest Your Time Like Money” stresses the importance of having
one-on-one meetings with employees. In an extremely fast paced world characterised by increasing

flexitime, geographical separation for many team members, and where phone calls, texts and emails
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have become the primary means of communications, it is critically important that employers maintain
their face-to-face contact with employees. She explains that these one-on-ones should be disciplined,
they should start positively, both employer and employee should be fully present and career/personal
development plans should be discussed. Saunders (2015) also explains that, similarly, employees are
eager to hear from senior management (CEO) regularly. This can come via multimedia, but must be

regular.

ii. Learning and Development

A study completed by Rigoni (2016) found that millennials place a greater emphasis on opportunities
to learn and grow and opportunities for advancement as compared to their older cohorts. This
research highlighted that millennials do need to be convinced of why and how their organization will

help them learn, grow, develop and further their careers.

Bersin’s (2016) research shows that for people under the age of 40, earning and career opportunities
are the biggest drivers of employees’ willingness to recommend their company as a great place to
work. His research highlights the potential benefits to the company in helping build the employees
personal brand through offering learning and development opportunities and in return the company

can benefit from a cultural and employment brand perspective.

In a 2011 global report released by Price, Waterhouse Cooper (2011) “Millennials at Work”, training
and development opportunities ranked most important when those surveyed were asked “Which

three benefits would you most value from an employer?”

Schwartz (2016) in his article “The Twelve Attributes of a Truly Great Place to Work” encourages
employers to not only provide employees with learning and development opportunities that focus
solely on job specific hard skills, but also on soft skills that serve them well as individuals, and as

managers and leaders.

iii. Coaching

Townshend (2016) explained that coaching is based on the philosophy of empowerment. “Good
employers are much more interested in outcomes than they are in ring-fencing employees and
demanding that they operate in an output driven environment”. Similarly, Schwartz (2011) in his book

“The Way We Are Working Isn’t Working” explains that for effective coaching to take place, employers
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must define clear and specific expectations for what success looks like in any given job. Then, treat
employees as adults by giving them as much autonomy as possible to choose when they work, where

they do their work, and how best to get it accomplished.

Smith (?) writes that coaching is based on the belief that people hold their own answers within.
Embracing this principle then allows managers to make the paradigm shift needed to fully engage in

coaching verses simply telling or being the source of all solutions.

Based on a global survey of 1,800+ employees and managers and an analysis of 3,700 manager
assessments, The Coaching Conundrum (2016), is Blessing White’s latest analysis of the opportunities
and challenges of building a coaching culture. What the study found was that most managers (79%)
love to coach and most employees like to be coached (80%) but 54% of respondents report not

receiving coaching from their manager (up from 48% in 2009).

The Coaching Conundrum (2016) also states that organisations, managers and employees report that
they believe in the value of coaching for driving success but only 59% of managers feel they spend the
right amount of time coaching. They describe the following as impediments to the successful
implementation of coaching, it takes too long 29%, | don’t have all the answers 17%, there is a big age

gap between me and my team members 10%, | have too many direct reports 10%.

Zenger & Folkman (2016) found that through surveying 3,761 leaders, 24% overrated their skills. They
drew parallels with a study that revealed just as many adults believe they are far above average in
their driving skills or in possessing common sense; this group believed they were above average
coaches. Zenger and Folkman concluded that the most critical test for measuring your effectiveness
as a coach lies not in your belief about your own skills, but rather on how the recipients of your
coaching rate your skills. They also concluded that the characteristics of those who fail at coaching
include; exhibit poor listening skills, are not role models, are not focussed on collaborating, don’t

desire to develop others, fail to provide feedback, lack integrity and don’t encourage diversity.

Coaching shares a number of parallels with some of the important principles highlighted in “How to
Win Friends and Influence People” by Dale Carnegie. Effective coaching relies on a number of
principles, but to name a few; Principle 4, become genuinely interested in other people, this is where
the trusting relationship is developed. Principle 16, let the other person feel that the idea is his or hers

and principle 15, let the other person do a great deal of the talking.
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The Coaching Conundrum (2016) found that many managers report finding higher expectations
among millennials for feedback and coaching, but conclude that, while this is true, they still see strong

appreciation for coaching amongst millennials’ older cohorts.

iv. Team Work/Collaboration

Benson (2016) in his article “Motivating Millennials Takes More than Flexible Work Policies” explains
that the millennial cohort desires a culture of collaboration and teamwork. He referred to the Price,
Waterhouse Cooper 2011 publication, “Millennials at Work — Reshaping the Workplace”, which shows
that millennials rated collaboration/teamwork opportunities as hugely important as part of their
learning and development. In addition, the report found that millennials look for their employers to
use technology to assist them to engage with senior management to exchange ideas in open forums

and collaborate across functional and geographic boundaries.

Building on the theme of teamwork and collaboration is a concept of self-managing teams that
Bernstein, Bunch, Canner & Lee (2016) cover in their article “Beyond the Holacracy Hype”. They explain
that self-managing teams allow for teamwork and collaboration opportunities whilst also allowing for
quicker decision making and a better fit of capabilities to required skills as roles are able to be created
and adjusted by those within a ‘circle’. A circle is essentially a small team. They go on to explain that
using self-management principles to design an entire organization makes sense if the optimal level of
adaptability is high, that is, if the organization operates in a fast changing environment in which the

benefits of making quick adjustments far outweigh the costs.

Hoffman (2014) encourages employees to develop “external networks” that help them to gather key
information from the outside world. This is intended to help unhide data, and allow employees to see
opportunities that might otherwise be missed. This mirrors Kouzes et al. (2001) concept of “Outsight”

which is discussed in the Leadership challenge.

With this increased focus on collaboration and teamwork Gundling, Molinsky & Ernest (2016) discuss
the challenges associated with the ever increasing “multicultural team”. When managing multicultural
teams, it becomes even more important that the team has a clear and compelling direction, its
members have access to the information and resources they need to successfully carry out the work,
stakeholders in different geographies and functions are on board with the team’s agenda, and the
team is staffed wisely, ideally with people who have the requisite technical skills as well as cultural

intelligence and global dexterity.
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v. Promotion

Looi et al. (2004) found in their study “What Makes a Best Employer?” that 29% of the ‘best employers’
in Europe fill job openings with internal hires as compared to those considered not to be the ‘best’

who filled only 18% of job openings internally.

Benson (2016) described that while the traditional mode of promotion was to take on additional
reports, shifts in organizational design, including fewer management layers, matrix structures, shared
services, and outsourcing have reduced opportunities for steady promotion as a key aspect of career
development. With fewer opportunities for promotion she urges employers to promote assignments
that create continuous learning for employees by allowing them to solve important problems for the
company. Parikh (2016) offers insight as to how companies like Facebook are making management
roles “lateral movements”. Managers are there to support and remove barriers, they are not there to
tell teams what to do. Hoffman (2014) described how LinkedIn refers to this concept of “lateral
movements” as a “transformational tour”. Using the same concept of the “rotational tour” discussed
earlier in this report, transformational tours are specific and negotiated between employer and
employee. A transformational tour is an opportunity to transform both an employee’s career and the

business, typically 2 - 5 years (length of a product cycle).

Ranieri (2016) in her article “How to Know if Someone is Ready to Be a Manager” explains that it is
critical to consider their self-awareness. This is a critical component as employers move from
command control to coaching and mentoring types of relationships with employees. She expresses
that self-awareness, gained from life circumstances or professional experience, should be the first
attribute looked for in a potential new manager. It's important that the individual understands that
his knowledge of the work his/her team does (one of the basic qualifications that can help him/her be
promoted to manager) can actually lead to inappropriate, ineffective micromanagement of the people
who would now work for him/her. If a new manager cannot effectively delegate and bestow trust in
his/her employees to complete a task, he/she will find it very difficult to provide the support required
by employees such as always being available to staff and entering ad hoc discussions in an

approachable and encouraging manner.

vi. Exit
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De Romrée (2016) reported on the application of sophisticated data analytics by a US insurer, which
helped them to find the answer to their rising attrition rates. They found that employees in smaller
teams, with longer periods between promotions and with lower-performing managers, were more
likely to leave. This highlighted that instead of seeking to win the talent war by throwing ever more
money into the mix analytics could be used to identify high-risk employees, allowing more informed
efforts to be made to convince them to stay. This builds on the messages delivered earlier in this
report surrounding meeting employees core needs, being more creative and thinking beyond
remuneration. This topic was also covered in “Why People Quit their Jobs” which was published in the
September issue of the Harvard Business Review. A number of major multinational companies were
identified for having intensified their efforts to predict which workers were at high risk of leaving in
an attempt to allow managers to try and stop them. Whether or not you agree ethically, it is becoming
increasingly common for companies to use sophisticated analyses of employees’ social media lives to

predict their next moves.

Hoffman (2014) explains the concept of ‘alumni networks’ which is where the employer seeks to
maintain a positive relationship with employees that move on. It is recognised that through doing so
it can create significant lasting benefits. Alumni’s can be an employer’s advocate and provide
significant insights through their independent voice. "Life time employment might be over but a
valuable lifetime relationship with your talent can and should persist. Don’t leave your resources

fallow”.

d. Flexibility & Conditions

i. Work Life Balance

Barsh (2016) after having conducted 200 in-depth interviews with high-potential young professionals
and an additional 60 with talent professionals looking for ways to engage younger employees
effectively made the conclusion, that young employees (millennials), more than their older co-
workers, value the genuine blending of their work and personal lives. “Increasingly employees are
being offered the decision as to whether they are in or out of the office. In return, employees are

responsible for their results, regardless of their work hours, which they are otherwise free to choose”.

Similarly, Townshend (2016) in his article “What It Takes To Be A Good Employer”, noted that adopting

flexible workplace practices, as a mechanism to attract good people and to respond to next generation
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employees who demand flexibility as part of their lifestyle, is critical. He also referenced a recent
national survey of employers conducted by the Ministry of Business, Innovation and Employment
(MBIE) which stated that 36 per cent of all employers are operating some sort of flexible work practice
and that percentage is increasing over time. The prize associated with adopting these practices was
highlighted in a 2015 report on millennials from the U.S. Chamber of Commerce “The Millennial
Generation Research Review” where it found that three out of four millennials reported that work-life
balance drives their career choices. Therefore, companies who can provide flexibility and encourage

work-life balance will find themselves in a better position to attract and retain talent.

ii. Work Efficiency & Stress Reduction

Herrin (2016) explains that technology opens opportunities but also raises questions. “Is technology
really helping us get things done? We got more productive initially but it’s now slowed down as a result
of overload”. Research by Deloitte “The overwhelmed employee: simplify the work environment”
Junankar, Paul & Yasmeen (2014) builds on Herrin’s questions and has identified the need for
organisations to simplify the work environment to create more time for thinking in order to increase

productivity. They encouraged employers to consider;

e The use of smaller, agile teams
e Simplify HR practices and employee systems
e Qutsource or insource non-core tasks

e Change work expectations.

Research by McKinsey & Company shows that people are less creative, more stressed, and make two
to four times as many mistakes when they deal with interruptions and distractions. Webb (2016)
explains that there is a silver lining. If leaders can encourage people to go offline when doing their
most important work, as well as taking more frequent breaks, they will see an increase in productivity,
innovation, and morale. Webb (2016) reports “the evidence is pretty clear, colleagues will behave
more like their best selves, more of the time, if leaders take a few modest steps to foster an

environment where people’s brain’s aren’t overloaded”.

Seppala (2016) stated in her article “Happy Workplaces Can Also Be Candid Workplaces” that a positive
work environment leads to greater productivity, lower turnover, and better health outcomes, while

creating an environment that is hostile, anxiety-provoking, and negative leads to lower productivity,
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performance, creativity, and engagement. Referencing the study “Psychosocial Working Conditions
and the Utilization of Health Care Services” completed by Azagba and Sharaf (2011) showed health
care expenditures at high-pressure companies were nearly 50% greater than at other organizations.
It is recognised that encouraging work-life balance and allowing flexibility helps to achieve a positive

work environment.

In another article by Seppala (2016) “Proof That Positive Work Cultures Are More Productive” she
referenced the assumption many employers make that stress and pressure push employees to
perform “more, better, and faster”, but highlighted what cut-throat organizations fail to recognize is
the hidden costs incurred. She refers to the aforementioned increased health care expenditures at
high-pressure companies which are nearly 50% greater than at other organizations. The American
Psychological Association estimates that more than $500 billion is siphoned off from the U.S. economy

because of workplace stress, and 550 million workdays are lost each year due to stress on the job.

Research completed by the American institute of stress shows that workplace stress leads to an
increase of almost 50% in voluntary turnover. And the turnover costs associated with recruiting,
training, lowered productivity, lost expertise, and so forth, are significant. The Centre for American
Progress estimates that replacing a single employee costs approximately 20% of that employee’s

salary.

While millennials are more likely to let work-life balance influence their decisions, ironically,
research by project Time Off “The Work Martyrs Cautionary Tale”, shows that they are using less of

their vacation time. They identify more so with the statements below than older generations.

“No one else at my company can do the work while I’'m away.”
“I want to show complete dedication to my company and job.”
“I don’t want others to think | am replaceable.”

“I feel guilty for using my paid time off.”

e. Remuneration and Recognition

i. Remuneration

Ewenstein, Hancock & Komm (2016) in their article “Ahead of the Curve — the Future of Performance

Management” describe the shift that some employers are making in regards to employee
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performance by focusing specifically on individuals who are a “step function” away from average, at
either the high or low end of performance, rather than trying to differentiate among the bulk of
employees in the middle. This ideology is backed up by a 2012 study referenced by Ewenstein (2016)
which concluded that the top 5 percent of workers in most companies outperform average ones by
400 percent. The conclusion was that 10% to 20% of employees, make an outsized contribution.
Similarly, Bock (2015) in his book “Work Rules! Insights From Inside Google That Will Transform How
You Live And Lead” said that the research above, in part, lies behind a lot of its talent practices and its
decision to pay outsized rewards to retain top performers, and it is common for the compensation for

two people doing the same work to vary by as much as 500%.

One key theme that has emerged throughout this literature review was covered by Schaninger &
Basford (2016) in their McKinsey and Company article “The Four Building Blocks of Change” with the
comment that even when organizations use money as a reinforcement correctly, they often delude
themselves into thinking that it alone will suffice. They reference research that examines the
relationship between money and experienced happiness, moods and general well-being, and suggest
a law of diminishing returns exists. Surprisingly, the relationship may disappear altogether after

around $75,000.

Schwartz (2011) in his article “The Twelve Attributes of a Great Employer” highlighted the increasing
commitment/consideration of some employers to paying every employee a living wage, and the

benefits of giving all employees a stake in the company’s success through ownership/shareholding.

ii. Performance Management

Rock (2013) encourages employees to review their performance management systems on the basis
that annual goals might have worked 20 years ago, but between new technologies and a rapidly
changing economy it is hard for goals to be relevant for more than a quarter. Ewenstein (2016) agrees
and explains that Netflix4 no longer measures its people against annual objectives, because its
objectives have become more fluid, changing very rapidly. He describes that with the movement
towards regular feedback through daily coaching conversations, quarterly feedback does little for

younger generations craving to learn something useful every week from their boss.

Rock (2013) in his article “Give Your Performance Management System a Review” refers to a CEB white
pages report that found only 14% of organizations are actually happy with their performance

management system as it stands. The report found that despite this clear displeasure, so far only 3%
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of companies are doing anything radical around how they manage performance. Similarly, in a
public survey conducted by Deloitte in 2014, “Performance Management in Broken” more than half
the executives questioned (58%) believe that their current performance management approach drives

neither employee engagement nor high performance.

Buckingham (2016) states that instead of enhancing an employee’s development, performance
management systems “at best, are serving other goals, allocating compensation fairly, and aligning
each individual’s goals with the values and strategies of the company”. Ewenstein (2016) reports that
those companies that are reinventing their performance management systems, such as GE2 and
Microsoft3, are testing new ideas that give them continual feedback to assist with regular coaching.
Buckingham (2014) also encourages leaders to build real-time performance management systems via
the cloud and other technologies that help managers give the kind of in the moment coaching and
course correcting needed in our rapid cycle world. He urges companies considering following this path
to focus on building systems that focus on collecting data at the local team level and aggregating the

information up instead of cascading down for “alignment.”

Both Buckingham (2016) and Ewenstein (2016) reference another feature of today’s workplace that
has been discussed previously in this report which is that the nature of work has become more
relational and creative, with a greater focus on teamwork and collaboration. This means that
employees are often involved in project groups unrelated to their manager’s work. Therefore, some
companies are using real time feedback from colleagues at the completion of a project to flow through
performance management systems. This acknowledges that employees are increasingly having
interactions with colleagues and senior managers that are not their direct boss and getting their

feedback which is valuable to the coaching process.

iii. Recognition

Kouzes and Posner (1987) wrote “Leaders give people heart by visibly recognising peoples
contributions”. As one of the most widely sold leadership textbooks, it concludes that “love is the
secret to life” and consider it the “best kept secret” of great leadership. Two principles from Carnegies
(1936) “How to Win Friends and Influence People” draws a parallel with writings of Kouzes et al. Firstly,
“give honest sincere appreciation” and secondly, “make the other person feel important and do so

sincerely”.
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Schwartz (2011) states that it is critical for employees to feel valued, recognized, and appreciated. He
refers to a study that indicated that less than 40 percent of employees worldwide feel their managers
are genuinely interested in their well-being. Only one out of ten employees feel they’re treated as

vital corporate assets.

Ewenstein (2016) says that whilst it is important for remuneration to be fair for the employee’s role,
what really motivates people to perform well are feelings like autonomy, mastery, and purpose.
Basford (2016) referenced a Middle Eastern telecommunications company that recently examined
performance drivers. They found that collaboration and purpose were more important than
compensation. The company therefore moved from awarding minor individual bonuses for
performance to celebrating how specific teams made a real difference in the lives of their customers.

This move increased motivation while also saving the organization millions.

Schainger (2016) in his article “Winning Hearts and Minds in the 21" Century” expressed the
importance of how reinforcements are delivered, stating that it has long been clear that predictability
makes them less effective; whereas intermittent reinforcement provides a more powerful hook. Some

companies are using social media to highlight excellent performance or behaviours.

f. Harassment and Bullying Prevention

Results from a Gallup poll released in 2013, entitled “State of the American Workplace” showed that,
even when workplaces offered benefits such as flexitime and work-from-home opportunities,
engagement was predicted by wellbeing above and beyond anything else. The Human Rights
Commission (as retrieved from their website) encourage businesses to embrace wellbeing as a critical
component of their business practice. They describe wellbeing as being both mental and physical.
“Workers who are treated with respect and dignity, and whose differences are accepted and
celebrated, are much more likely to be loyal to the organisation. Committed workers are productive
workers.” Sepppala (2016) concludes in her article “Proof That Positive Work Cultures Are More

Productive” wellbeing comes from one place, and one place only, a positive culture.

Similarly, Schwartz (2011) explains that the long term strategy towards dealing with bullying is to have
leaders live by their core values and hold those bullying to account for divergence from core values.
The short term solution is hold leaders and managers accountable for treating all employees with

respect and care.
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Worksafe NZ maintains a number of case studies of incidences of bullying on their website. Some key
messages from these case studies are that bullying can often look fairly benign, and this may be
because it can happen over a long period of time. There can be personal motivations that lead to
bullying. It can be a cultural issue i.e. men who have issues with women in a senior position. They
highlight the importance of having formal appropriate channels available to employees to raise these
sorts of concerns. Bullying can lead to the loss of confidence and self-esteem in an employee, creating

self-doubt which can lead to poor performance.

Worksafe New Zealand encourages all businesses to recognise the following points;

e Bullying is a workplace hazard

e Bullying affects personal health

e Bullying affects business productivity

e Bullying behaviours are specific and have a range of solutions.

e Bullying is prevalent in New Zealand’s workplaces and needs to be addressed.

Seppala and Cameron (2016) encourage leaders to pay more attention to the critical importance of

creating psychologically safe work environments by emphasizing positive, authentic communication.

g. Safe & Healthy Environment

A 2014 study entitled “The Human Era @ Work” highlighted that the level of safety an employee
experiences at work correlates to how respected they feel by their leaders. The study found that
employees who felt that their leaders treated them with respect were 63% more satisfied with their
jobs, 55% more engaged, 58% more focused, and 110% more likely to stay with their organization.
From a New Zealand perspective, Townshend (2015) said importantly “health and safety, which used
to be regarded as a bit of an add-on in the workplace, is now mainstreamed into good employment
practice. It is now recognised that a good workplace is a healthy and safe workplace. In an MBIE survey,

83 per cent of employers say that good health and safety practices are good for business”

Health and Safety is non-negotiable and is well covered by the Health and Safety and Work act 2015
and government agency WorkSafe NZ. It is now every employee’s right to work in a safe environment
and return home from work safe every day. An employer must regularly assess the workplace for risks

and ensure that an employee is neither at risk of short term or long term dangers to their health.
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So what makes a great employer in the New Zealand kiwifruit industry post-harvest sector? The next
section in this report outlines the research methodology used and summarises the findings from a

series of interviews conducted with middle and senior managers working within the sector.

7. Research Results

Research was completed by way of semi-structured interviews aimed at understanding what the
kiwifruit post-harvest sector’s current middle and senior managers consider a great employer to look
like, what motivates them and what challenges the sector faces to becoming a great employer. The
research saw eight middle managers and three senior managers interviewed. It was felt that it would
be important to understand perspectives at both levels. The focus on predominantly interviewing
middle managers stemmed from a conversation with an industry leader, whose opinion was that the
industries middle managers work very hard, yet it was not obvious to her what kept them motivated

to do so and that this was a risk to the industry.

For the purpose of this research a middle manager is defined as someone who reports to a senior
manager (executive) and has direct reports of their own. The interviewees consisted of three people
with an orchard technical focus, three site managers, two continuous improvement managers, one
owner/director of a kiwifruit post-harvest operation and two general managers. All but two of the
interviewees had a minimum of five years experience within the industry and on average the group

had approximately 12 years each experience in the industry.
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Throughout this section, quotes from interviewees are included to offer context, and important

themes have been highlighted in bold text.

a. Challenges for the sector

The purpose of this question was to help understand the context and constraints the industry faces

in becoming a great employer.

.
S
o
4
(8]
(2]
(%]
o)
w
()
>
1
©
-5
-
w
o
a.
=
=]
S
Y
>
()]
o =
Fe)
oo
[ =
o
(0]
Y
w
3]
oo
e
()]
—.Id
i =
o
>
(]
=z
(<))
<
4
(]
S
©
+~
©
=

S9|0Y 1UBUBWIRY PaYWI]

“"ymous Suljey|ioe,

VSd

“*3[11] “4om [enueln Aidp

Awae) Aemyied
SS241S
spasN 340D Sunasn
91e40dJ00 e Sulwodag
speayJang Asauiyoen
Buruayi8ua uoseas
aseg JamoJo 3uiady

ulaQ 9|0y Aj|eatioisiH
Aljiqisuodsay [eluswuodinug
19SSY T# }€1S

Anxa|dwo) paseasou|

“*AjaAne|as Adusruadwo) ajoy

9sodund juaaulaJ Ajjlenuiuo)
¢POSSNJ04 JW0ISNd 00|
yoa ] yum dn Suidasy

sJa1|ddns uno aJe siawo1snd

*'s9|0Y JUsWaseue|A J01uas

AjlunpoddQ si 28uajjeyd
Annqixa4

uone|ndod Su1ady
S90U3U344IQ |BUOIIRISUSD
SINOH 4O

yamouo pidey

**3uimoJn pue juaje] Sunnoeiny

Aljeuoseas

Figure 2. What are the key challenges in becoming a Great Employer?
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As Figure 2. lllustrates, the managers identified a number of challenges facing the industry. One
manager’s comment emphasised this when he said “It’s difficult to manage the ups and downs, not

having a consistent schedule”.

Seasonality in the Kiwifruit industry means that not everyone receives a permanent role; this can
create resentment in the community and it means that it is difficult to build a stable skill base and
culture. The nature of the industry is such that many roles are paid a minimum wage which makes it
difficult to engage staff and get them to care about their work; this presents challenges for middle
management attempting to manage these staff due to a poor work ethic and a high level of

absenteeism.

“Used to be Work Hard, Play Hard but now its Work Hard, Work Hard"

The managers highlighted that the industry requires staff to work very long hours. This problem has
compounded over time, as a once three-month season has become a nine-month season for
seasonal employees and a twelve-month season for permanent employees. This has meant that the
long hours are not balanced by shorter hours during periods of lower activity which were
traditionally during the months of November, December and January. Interviewees felt that the
rapid growth that the industry has experienced has seen volumes grow faster than human
capability. They said that a limited access to experience and skills to make up this deficit has put
significant strain on existing employees, creating pressure and stress. They also highlighted that
generational differences in work preferences means practices that were once considered normal
are no longer acceptable, stating that work-life balance and flexibility in work hours are major

drivers for employees these days.

“Requirements of our middle management roles have become much higher now than 10 years ago”

The managers commented that increased competition at post-harvest level and Zespri’'s strong
customer focus has increased the sophistication and complexity of the post-harvest sector. The level
of technical competency that was once expected from a site manager/pack house manager is now

insufficient.

“Difficult to retain people when hours are long and there are limited opportunities for promotion”
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Two managers mentioned the challenges that they face in retaining talented employees due to there
being a limited number of promotion opportunities for staff. Again embedded in one of the

manager’s statements was a reference to long hours.

“Customers are our suppliers — We have to manage the perception of growers”

One particular manager stressed the point that in the post-harvest sector, there is the situation where
growers are the customers. Given the geographically condensed nature of the industry and fierce
competitiveness of the post-harvest sector, all actions are highly visible and subject to criticism.
Employee salaries were specifically referenced by this manager as being a contentious topic with

growers/customers.

b. Comparison to other sectors.

The purpose of this question was to understand the interviewees perspectives on the kiwifruit post-

harvest sectors employment practices and highlight any shortcomings.
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How do you feel the kiwifruit post-harvest Sector compares to other sectors?

Figure 3. How does the kiwifruit post-harvest Sector compare to other Sectors in its employment practices?

Some of the statements made by the interviewees in response to this question included;

“Still a distance from the best”
“Lacking clarity of development & career pathways”
“No acknowledgement of work-life balance”

“We have grown in size but not in professionalism”

The managers generally agreed that the post-harvest sector was behind in its employment practices.

It was also very clear that there is a range of performance across post-harvest operators, with specific

operators leading in this area.

c. Attributes of a Direct Boss

The purpose of this question was to understand what interviewees’ value most in a direct boss.
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What are the attributes of a Great Employer? - Direct Boss
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Autonomy / Empowerment
Communicates Vision
Enthusiastic / Passionate /...
Recognition / Values Staff
Flexible / Adaptable
Approachable
Integrity
Humility / No Ego
Think about employees...
Instills Purpose
Personable
Compassionate
Confident
Constructive
Common Sense
Life Experience
Strong Values
Provides advice
Consistent
Conviction
Effective at Prioritising
Authentic
Thinks Win Win
Mucks in
Inspiring

Respect different personalities
Recognises Individuals Strengths

Figure 4. What are the attributes of a Great Employer? — Direct Boss.

“Points you in the right direction but gives plenty of freedom and space”

The managers identified empowerment as the most important aspect. They linked empowerment of
employee’s with being provided autonomy, balanced with adequate levels of support. The manager
is prepared to ‘muck in” when appropriate. The manager also allows the employee to align their

personal goals with the companys’ goals through clearly communicating the vision and goals.

“Goes out of their way on a personal level to create trust”

A good direct boss is one who listens and is approachable and demonstrates that he/she listens
through follow-up actions and doesn’t let ego or politics play a role. These bosses are caring, fair,
patient and consistent in their actions and show high levels of integrity through their authentic and
genuine commitment to their personal and the company’s core values, "walk the talk". They
understand that work and home life are inextricably linked. A boss who is enthusiastic, passionate,
positive and fun will inspire employees to be their best and has their personal growth and

development at front of mind at all times.
“Being understanding about what’s happening in people’s lives & recognises everyone is different”
The managers valued a boss who is flexible, adaptable and respects differing personalities. They also

indicated they prefer a boss who takes an active interest in their personal lives.

“Makes the employee feel valued and that their work and contribution is recognised”
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Recognises employee contributions and makes them feel valued. They help with effective
prioritisation based on company vision/goals and employee goals and create ‘win, win’ scenarios for

employee and company.

d. Attributes of the Company

The purpose of this question was to understand what interviewees consider as important attributes

of a company.

What are the attributes of a Great Employer? - Company.
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Figure 5. What are the attributes of a Great Employer? — Company

“Creating people that take initiative and bring ideas to the table”

The managers identified the most important attribute of a company, is for it to have a learning culture.
This is where the company is focussed on growing its people through encouraging a learning and
continuous improvement culture. A company that focusses on growing managers from within. A
company where employees are encouraged to develop ideas and are un-afraid of making mistakes

and a no-blame culture is maintained.

“Core set of values that the business lives by - helps make the big decisions”

A clear vision and strategy was highlighted as being very important to allow employees to understand
the "why" and align themselves for purpose. They also indicated that core values are critically
important and that they must be lived from the top down. The managers also saw it as important that

the company makes an effort to "tell its story" and has pride in its product.
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“Healthy Body, Healthy Mind, Healthy Decisions”
The managers believe that the company must recognise that its people are its number one asset and
therefore be focussed on their health, safety and wellbeing. They highlighted the increasing

importance of offering employees flexibility and encouraging work-life balance.

“If you want to be a great employer you have to be caring, fair & authentic”

They raised the importance of the company being seen as being generous and highlighted the
positive response received by employees when being rewarded with un-anticipated benefits.

They also felt it was critical that companies are aware of their social responsibility, that they are

community focussed and strive to be seen as a caring entity.

e. Motivating factors of interviewees

The purpose of this question was to determine what motivates the managers.

What factors motivate you?

Figure 6. What factors motivate you?

“Having a positive impact on the people around me”
The mangers identified growing and empowering people as the most motivating aspect of their

work. One manager took this further by stating “Growing and empowering people to achieve and be
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great”. They also highlighted working as part of a team and interacting with people, building strong

personal relationships and having fun as being important factors motivating them.

"Leaving the shirt in a better state”
The managers identified continual improvement, making a difference and feeling valued as being
important motivating factors, while also placing importance on taking pride and purpose from their

work and living the company’s core values.

The following quotes relate to kiwifruit specifically and highlighted the pride that two managers
have in what they do. “Putting good food on peoples table” & “Doing the best thing for our growers,

turning their business into a better business”

f. Measuring success

The purpose of this question was to determine what measures the managers would suggest be used

to determine success in becoming a great employer.

How would you measure success in being a Great Employer?
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Figure 7. How would you measure success in being a Great Employer?

“Success is determined by how effectively engaged the seasonal workforce is”
The managers discussed the fact that in the kiwifruit industry, the seasonal workforce can have a

significant effect on business outcomes. They highlighted the difficulty in measuring their level of
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engagement but offered the number of returning staff as a gauge. One manager said “If you are able

to engage the seasonal workforce, the culture must be very strong”.

Most of the managers mentioned that engagement surveys were important for permanent staff. A
number of managers stated that it’s clear that companies that care about their staff take the time to
implement regular engagement surveys. Managers recommended that external visitors be provided
opportunities to give feedback. Retention of high performers and average length of tenure were also
mentioned. A less traditional measure was offered in measuring the number of continuous

improvement initiatives taking place.

“What if we invest in training and they leave. What if we don't and they stay”
The number and quality of training initiatives happening within the company was also offered as a

potential measure.

g. Opportunities for improvement

|”

This question was intended to be a “catch all” question.

What could the Kiwifruit post harvest sector do better?

Figure 8. What could the Kiwifruit Post Harvest Sector do better?
“What’s our point of difference as an employer? We can't answer that”

Managers commonly mentioned that the sector must focus on developing an employment brand.

There is a perception that we do not tell our story very well and people outside the Kiwifruit industry
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are therefore not aware of the range of employment opportunities that are available. Interviewees

encouraged leaders to look outside the immediate region and to develop entry strategies.

8. Findings and Discussion

The literature clearly identifies that the employer/employee relationship has changed and this is
backed up by results of the interview process. This has come about due to a number of factors, with
arguably the most important and influential of these being changing generational preferences and

technological advances.

The kiwifruit post-harvest sector has a number of inherent challenges to overcome due to its
idiosyncrasies, particularly around seasonality, and the embedded ‘hard work’ culture. Times have
changed, attitudes towards work hours require changing for the industry to be able to successfully

cope with its projected growth.

Employees desire to work for an employer that will focus on them, building their ‘personal brand’
through providing career trajectory changing opportunities. This new environment requires a
paradigm shift for employers, who must think ‘win, win’ and acknowledge that employees are no

longer “life time” employees but increasingly “free agents”.

At a global level, technology is allowing employees to understand their worth more intimately and
alternate job opportunities are highly visible making for a more transient and competitive job market.
Within the kiwifruit post-harvest sector, rapid growth is driving a capability shortage which is creating

a highly competitive job market.

a. Literature Review

The literature suggests that increasingly, employees are seeking values alignment with their company

and aim to derive purpose and meaning from their work. They want to be assured that their efforts
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are having an influence in meeting company goals and objectives and it is therefore the employer’s
responsibility to establish and live the company’s core values whilst clearly articulating and

communicating company vision, mission, goals and objectives.

Employers must consider their employees as their most important asset and acknowledge that their
health, safety and wellbeing is of paramount importance. Stress management and bullying prevention
are critical to achieving this, and will be done through creating and maintaining a positive culture, one

of accountability and consequences for undesirable behaviours.

Employees increasingly want to develop a personal relationship with their employer. Command and
control management techniques have given way to coaching and mentoring relationships, where
employers are responsible for providing continual feedback in “real time” via coaching and mentoring
techniques. In order to establish a coaching culture, employers have to have a belief in coaching. A
coaching culture must be led from the very top of the organisation through positive role modelling.
It’s success hinges on the coach and coachee having developed a strong trusting relationship. Some
companies are reviewing their current performance management systems, which are seen as being
antiquated. They are looking for opportunities to develop technology driven systems that provide real

time feedback that aid coaching and mentoring relationships.

Employees rate learning and development opportunities as one of the key drivers to staying with a
company and also state that team work and collaboration is highly important in order for them to

generate satisfaction from their work.

They want to be provided with a clear view of what success looks like from their employer and then
given the autonomy to meet the target through their own efforts. Employers and employees can both
benefit from increasing diversity within their teams and technology is proving effective at eliminating

unconscious biases when screening during recruitment.

While it is important that employees are remunerated fairly, employees often place higher emphasis
on having their core needs met. Sustainability (physical), security (emotional), self-expression
(mental), and significance (spiritual). Employers who can provide an environment that achieves this

will create loyalty amongst employees and take the cloud of remuneration off the table.
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Whilst technology offers significant advantages, it is also capable of distancing employers and
employees through reducing face-to-face contact. Face-to-face contact is critical in establishing and
maintaining the relationship that employees are wanting from their employers. Phone calls, skype

meetings, emails and text messages are no substitute for face-to-face contact.

Technology is also responsible for creating overload for employees as the pace of business has
increased. This can lead to stress and ultimately inefficiency. Mistakes increase as employees
concentrate on more than one task at a time (which is almost the default in 2016). Employers must
recognise their employees will do their best work when they are able to concentrate on one task at a

time and eliminate stress from their lives as best possible.

Employees (in particular, millennials) value work-life balance above anything else. Those employers
who are able to offer flexitime are more likely going to be able to become preferred employers and

enhance their employment brand.

Employers are selecting employees on their willingness to learn and their character/attitude as
opposed to their skills and experience. This can have self-perpetuating benefits for the company
through creating a strong employment brand and maintaining a desirable culture. Technology is
making company culture and their employment brand far more visible to potential employees and

companies not managing that situation will be at risk.

Digital disruption and the pace of business means that companies must continue to reinvent
themselves, meaning business goals and objectives need to be fluid. Some companies are responding
through the development of self-managing teams, who are thought to be more adaptable to changing
environments. This fluidity makes annual reviews of key performance indicators less relevant, and as
mentioned above, many companies are redesigning their performance management systems to focus

on providing real time feedback that aids coaching conversations.

Research suggests that a company’s highest performers out-perform average employees by up to
400%. Bell curve distributions do not accurately reflect this, creating disparity between efforts and
reward. Google claim to pay their star employees up to 500% more than other employees in the same
role. Employers are increasingly considering paying a “Living Wage” and or giving employees a stake

in the company’s success through shareholdings.
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b. Interview Process

The majority of interviewees commented that the post-harvest sector was behind other sectors in its
employment practices, citing long hours and a lack of work-life balance as being the significant issue.
Despite this, it was recognised that one particular operator has been successful in differentiating
themselves in this area, having built a strong reputation for their employment practices, signalling that

it can be achieved given the industries specific challenges and constraints.

Through the interview process it was identified that the biggest challenges faced by the kiwifruit post-
harvest sector to becoming a great employer was overcoming the seasonal nature of the business,
managing staff work hours, dealing with the generational preferences of the millennial workforce

(which go hand in hand) and attracting talent and growing capability.

Interviewees, over and above everything else, valued their employer for providing them with
autonomy and empowerment. “Points you in the right direction but gives plenty of freedom and space”
This goes hand in hand with employers placing trust in their employees which rated third most
important when asked what the key attributes of a great employer (direct boss) were. For an
employer to provide autonomy and trust they must clearly communicate the company vision and
values, which also rated highly, as this is what provides employees with a reference point from which

to make decisions.

Interviewees also highlighted that an employer who listens and respects people as individuals is highly
important, along with being fair, approachable, recognising and valuing their contributions and being

positive and enthusiastic. “Goes out of their way on a personal level to create trust”

Caring for their employee’s, being personable, showing humility, being ego free and being flexible and

adaptable was also mentioned by interviewees more than once.

Interviewees identified the key attributes of a company to be one that focusses on growing its people
through encouraging learning, continuous improvement, and maintaining a no-blame culture.
“Creating people that take initiative and bring ideas to the table” They also focus on growing

managers/leaders from within.

The value of a company having a clear vision and strategy to allow employees to understand the "why"

was highlighted as being very important, with core values being lived from the top down and leaders

42



holding individuals to account when deviating was also very important to interviewees. In addition,
interviewees feel it is important for the company to make an effort to "tell its story" and have pride in

the product it produces.

Interviewees identified the company recognising that people are its number one asset and that they
must focus on their health, safety and wellbeing; ensuring that a safe environment (mentally and
physically) is maintained for its employees. Employees are offered flexibility and work-life balance is

encouraged. “healthy body, healthy mind, healthy decisions”

It was important for interviewees that the company is perceived as being generous and they indicated
that they feel valued when they are rewarded with un-anticipated benefits. The company is aware of
its social responsibility, is community focussed and is perceived to be a caring entity. “If you want to

be a great employer you have to be caring, fair & authentic”

Interviewees resoundingly said that it is the people, team work and watching others grow and succeed
that motivates them. “Having a positive impact on the people around me”

They stated that working together to achieve a goal and to continually strive for improvement
provides purpose, pride and value to their lives. Feeling like they are making a contribution is very

important.

When interviewees were asked how they would measure success in being a great employer, for
permanent staff it was engagement surveys. They felt that engagement surveys indicate a company
cares about its employees, but leaders must drive actions from the results for the process to have
credence. For seasonal staff, the key measure was the percentage of returnees. Whilst these are very
important measures it was the number of continuous improvement initiatives and learning and
development opportunities being provided to employees that was of interest. “What if we invest in
training and they leave. What if we don't and they stay” This is because these are aspects that have
continually come up as being hugely important for interviewees when asked what a great employer

looks like and what motivates them.

When interviewees were asked what the industry could do better, the most common response related
to the development of an employment brand, more effectively communicating “what we do and what
opportunities are available”, managing work hour issues and developing entry strategies/channels for

new talent.
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Generally, interviewees did not mention remuneration in response to any of the questions and when

mentioned, remuneration was seen as satisfactory.

c. Discussion

The following section of the discussion merges the learnings from the literature and interview process

to provide an insight into the attributes of a great employer in 2016.

Great employers understand that the millennial cohort desire a different relationship with their
employer and as a result they have made the paradigm shift to being passionate and enthusiastic
about building their employees ‘personal brands’. They demonstrate their commitment to growing
their employee’s personal brands through learning and development opportunities being front of
mind at all times. They recognise that employees are highly motivated by teamwork and collaboration

opportunities and they use these also as an opportunity for their growth.

Great employers maintain weekly face-to-face contact and at these meetings they show respect for
their employee’s through arriving prepared, discussing the employee needs, providing feedback that
has their best interests in mind and discussing their personal development first. They listen and
respect their employees as individuals. They are fair, approachable, recognising and valuing their
contributions whilst being positive and enthusiastic. Along with regular contact being maintained
between employee and employer (direct boss), the CEO and senior management team use technology
to reach out to individuals lower down in the organisation. An example of this is through using social
media as a means for employees to contact them or through weekly video updates. Being visible is

an important aspect for CEOs and Senior teams in 2016.

Great employers show that they value feedback from their employees through initiating annual
engagement surveys and drive visible actions from the results of these surveys. They look to non-
traditional measures of success such as continuous improvement initiatives and learning and

development opportunities provided to measure their own success in being a great employer.

Great employers do not see the desires of the millennial generation as a nuisance or short lived fad,
but instead an opportunity to improve their relationships with all employees. They recognise that their
employees are not robots, they encourage employees to find an appropriate work-life balance,

provide flexitime options and are committed to their mental and physical wellbeing. They recognise
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that technology must be managed, through understanding the stresses that ‘overload’ can create and
have methods of stress minimisation in place. They actively manage their culture to prevent bullying
through promoting accountability and consequences for undesirable behaviours. They recognise that

healthy bodies, lead to healthy minds and ultimately healthy decisions.

Great employers are fanatical about their company culture and employment brand; they actively
recruit and select on the basis of ‘cultural fit’ as opposed to skills and experience. Through selecting
on character and attitude they create self-perpetuating benefits for themselves. They further enhance
their employment brand through their community focus, social responsibility and desire to be seen as
a caring and generous entity. They use technology (social media) to project a positive image for the

company. Those that can, are paying their lowest level employees a living wage.

They recognise the benefits of having employees that are able to establish and maintain a ‘purpose
mind-set’ and values alignment and go about making the company’s “why” very transparent through
clearly articulating and communicating the vision, mission, goals and objectives whilst fervently living
the company’s core values. Great employers are not afraid to hold those deviating from their core
values to account. They continually revisit their “why” to ensure it is still relevant. They are aware of
the tendency for humans to overrate their own skills and ensure that they do not assume that these
are communicated adequately when they are actually not. They build a culture that is underpinned by

continuous improvement, and no blame, where staff are not afraid to raise ideas or make mistakes.

Great employers grow managers from within, they know when to promote an employee to being a
manager based on their self-awareness and not on their technical competency. These managers are

not into politics, are humble, ego free and have a genuine passion for people.

Because great employers clearly articulate the company goals and objectives whilst living the core
values, they are able to provide their employees with a clear picture of what success looks like and
then the autonomy to ‘get on with it’. The employees are able to make decisions because the employer
has provided a reference point through their clearly articulated and communicated goals, objectives
and values. Great employers develop a culture of coaching and they recognise that it must start at
CEO level, they maintain the belief that employees hold their answers within. Through these means,
great employers empower their employees. Great employers seek feedback on their own coaching,

to avoid overrating their skills.
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Great employers go out of their way to look for opportunities to recognise employee’s contributions,
effectively closing the loop on the employee’s desire to align themselves with company values and
feel like they have contributed to company goals and objectives. They reiterate/ strengthen these

messages through unanticipated and thoughtful benefits.

Great employers recognise that annual reviews are becoming irrelevant and are using technology to
implement systems that provide ‘real time’ feedback that aid coaching conversations and aggregate
for remuneration review purposes. They also allow for two-way feedback and with increasing amounts

of team work and collaboration rely on colleagues to provide feedback on performance.

Great employers understand that employees are increasingly looking for teamwork/collaboration
opportunities. Employees gain a significant amount of satisfaction from teamwork and there are a
number of advantages becoming apparent in utilising self-managing teams in highly adaptable
environments. They actively seek to create diverse teams, through inherent and acquired diversity.

They avoid creating monocultures and therefore benefit from reducing potential ‘blindspots’.

Great employers encourage staff to create networks in the ‘outside world’, they are not concerned
with losing them to competitors through developing a relationship with competitors, because they do
such a great job of building their ‘personal brand’. When staff does leave, the company and exiting
employee are able to maintain a positive relationship based on the high level of trust they built
previously and the exiting employer becomes their advocate and a trusted independent advisor (able
to tell them how the company is perceived). They look for opportunities to tell their company story,

have pride in their product and create visible career pathways.

In this new environment, great employers are constantly asking themselves, what do | need to offer
my star employee’s in order to retain them. Great employers are challenging themselves to think more
creatively to non-remuneration focussed benefits. However, they are prepared to pay 400 to 500%

more to star employees in the same role.

9. Conclusions

The motivation to complete this research stemmed from the comments of industry leaders in the 2016
KPMG Agribusiness Agenda which suggested that the New Zealand primary industry was behind other
sectors within New Zealand in its employment practices. When scoping the topic, this was again

mentioned by a kiwifruit industry leader who questioned what motivated the sector’s current middle
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managers to work as hard as they do and identified that this was a potential risk to the industry. This

led to a focus on what it takes to be a great employer in 2016, and more specifically how learnings

could be applied to the kiwifruit industry post-harvest sector.

The learnings from this research have been summarised in figure 9. below where an expanded version

of figure 1. from the literature review is presented.

Employer Response

Great Employer

!

Employment Brand

_» Engagement .

Trusting Relationships

Employee focussed

Listens

Caring, honest & respectful

Approachable, positive & enthusiastic
Concerned about employee wellbeing

Work-life balance & flexitime options

Focussed on buliding employees persanal brand
Learning & development focussed

Helps employee establish a purpose mindset
Provides teamwork opportunities

Committed to regular face-to-face, one-on-ones
Regular communication

Seek out opportunities to recognise contributions
Provides empowerment through autonomy
Annual reviews out & coaching in.

Y

Self Perpetuating

S

Company Culture

Highly visible core values

Clearly articulated vission, mission, goals & objectives
Staff are #1 asset

Maintains a culture of continous improvement
Promotes a learning culture / No blame culture

A coaching Culture is led from the top

Grow managers from within (promote on self awareness)
Encourage external networking

Caring, generous & fair

Value employee feedback & drive visible actions
Manage employee overload

Hire on cultural fit (attitude & character not experience)
Visible CEO & senior management teams

Community focussed & understand social responsibility
Promote diversity

Embrace changing employee preferences

Employer Response

Manage the advantages & disadvantages of technology

¥, yJ
Global Forces f Trends

Figure 9. What does it take to be a great employer? (Pangborn 2016)

What this research has highlighted is that a great employer in 2016 is one that focusses on building
trusting relationships with their employees, first and foremost. To establish these trusting
relationships, companies choose to be ‘people focussed’, recognising that their employees are their
greatest asset. Great employers build strong authentic personal relationships based on care, honesty
and respect. These trusting relationships are encouraged through a company culture that promotes

these factors as norms of behaviour.

Through the literature review and the interview process, it became very clear that work-life balance
is perhaps the ‘elephant in the room’ for the kiwifruit post-harvest sector. As fruit volumes grow,

increasing pressure will be put on staff if efforts are not made to attract, retain and grow capability.
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Parallels were significant between findings from the literature review and interviewee responses in
regards to personal motivations and what a great employer looked like. The desire for learning and
development opportunities, teamwork and collaboration opportunities, values alignment, recognition
and a feeling of purpose and pride were very strong themes in both. Interview responses supported
the need for employers in the kiwifruit post-harvest sector to adopt the focus of building employees

‘personal brands’ as highlighted in figure 9.

There is a perception that the post-harvest sector lacks an employment brand, that career pathways
are not clear and that work hours may undermine attempts to create an attractive employment brand.
Managers interviewed indicated that they perceived the kiwifruit post-harvest sector to be behind
other sectors in its employment practices, supporting the provocation of rural leader’s messages in
the 2016 Agribusiness Agenda. It was interesting to note that throughout the interviews remuneration

did not seem to feature as an issue.

With generational preferences changing and volume, complexity and sophistication increasing, post-
harvest operators are at risk if they cannot develop a strong employment brand that is underpinned

by the findings of what it takes to be a great employer.

To conclude, great employers are in tune with changing generational preferences and see it not as a
fad but as an opportunity to enhance relationships with all employees. They actively manage
technology to enhance its potential benefits and minimise its associated risks. They understand that
it is important to manage culture and their employment brand and they do so through recognising
that there is no substitute for authentically caring for their employees and subscribe to the concept

of being responsible for building their employees personal brand.

10. Recommendations

Interviewees indicated that the kiwifruit post-harvest sector has experienced growing pains through
its rapid growth, increasing complexity and highly competitive nature. The sector must recognise that
it is a twelve month of the year business and leave old attitudes behind. It is now a professional

industry that requires highly talented individuals.
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Work in the kiwifruit post-harvest sector is highly technical and varied and should be attractive to top
talent. However, it is critical that the sector ‘tells its story’ in order to gain a presence in the national
job market through the development of an employment brand that can compete with other sectors
within New Zealand. The kiwifruit industry has a great story to tell prospective employees of its
healthy, nutritious product which is sold to high end consumers in over 60 countries worldwide. In
addition, the Bay of Plenty, the industry’s major production and processing area, is a desirable location

to live and work.

The sector must, however, desire to become a great employer through responding to the changing
generational preferences identified and attempting to offer potential employees greater consistency

and realistic workhours, improved pathway clarity and meeting of their core needs.

It is hoped that the findings of this research, as summarised in figure 9. can offer insights to the

kiwifruit post-harvest sector as to what it takes to be a great employer in 2016.

11. Next Steps

To assist with the kiwifruit post-harvest sector becoming a great employer, it is proposed that a what

does it take to be a great employer in 2016 self-assessment tool be developed.

The self-assessment tool would focus on figure 9. in this report. For best use, it would acknowledge
that leaders often overrate themselves when asked to self-assess, and in order to overcome this bias,
both employer and employee would complete the exercise. Results would focus on mismatches in

perception and trends overtime as opposed to absolute values.
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13. Appendices

The interview questions comprised:

What do you believe the key attributes of a Great Employer are?
What Kiwifruit Industry specific challenges do we face in becoming a Great Employer?
What are the biggest changes you have seen in employment over your career?

List the factors that motivate you to come to work each day.

vk W E

What are the key measures of being a Great Employer? How will we know if and when we
get there?
6. How do you think the Kiwifruit Post harvest sector compares to other NZ employers?

7. What could the kiwifruit industry do better?

Research questions that evolved from the case interviews are:

What are the key attributes, challenges and measures of a great employer? How does the kiwifruit
post-harvest sector compare to other NZ employers and what can it do better?
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