
Unisys presents itself as a worldwide company specialising in information

technology consulting services and solutions with clients located in more

than 100 countries. What is the main challenge such a global corporation 

faces in terms of human resources?

Patricia A. Bradford: The overarching challenge is to be global while remain-
ing agile, flexible and adaptable in order to make fact-based decisions quickly.
In human resources, this means that each company policy is unilaterally
applied to hiring practices, employee performance management and perform-
ance assessment worldwide. In addition, we have to compete all the time for
talent as Unisys is still transforming itself to be both a services-led and tech-
nology-enabled company. Last but not least, our human resources function
must be organised and positioned to help drive our top-line growth.
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Let me give you the most obvious example. Because we are becoming a serv-
ices-led company, we saw the need for a certain kind of services-oriented skill
set and consultative behavioural model for our employees. The skill set and
model we have now adopted are similar to those you would find in the former
‘big five’ consultant organisations. Having to hire 450 senior managers and
partners in 44 countries, we then adopted a programmatic approach world-
wide. This hiring initiative was successfully conducted at the top tier, but we
know that we have to develop it for local managers too. 

Can you elaborate on the obstacles you encounter when you try to imple-

ment a global human resources strategy? 

PAB:Two basic, but formidable, challenges reside in retaining high performing
and engaged employees, and keeping pace with our changing workforce
demographics to meet business demands. The former is a concern for virtual-
ly all of today’s global organisations while the latter is an admission that as
populations age and elect to retire there are unfortunately fewer new entrants
into a marketplace that is now fiercely competitive.

What is the Unisys recruiting strategy to deal with these challenges? 

PAB: We concentrate on recruiting and retaining people with the right skill
sets to meet our business requirements. It is increasingly difficult, however,
to find new employees with the expertise we desire because there are fewer
entrants from which to choose. As far as our workforce is concerned, our
employees must both maintain and constantly enhance their proficiency. Like
the enterprise itself, they must be agile and adaptable to change.
Additionally, I would emphasise two further obstacles, or barriers, to the roll-
out of a global human resources strategy. The first is resistance to change. As
Unisys transforms itself into a services organisation – 80% of our revenue
now derives from services and 20% from technology. With this shift from tech
to services, we needed to implement a different type of performance man-
agement discipline, as well as new compensation schemes and incentive
plans. An important component is to ensure that our managers understand
why we are making such changes so that they are more likely to embrace
them in practice. 
The second obstacle is really one of cultural differences. Indeed, this is a fur-
ther reason underpinning our need to continually emphasise the why of policy
implementation. Of course, we are acutely aware that certain policies may
need to be localised according to cultural differences. 
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You mention cultural differences, and one would infer that human resour-

ces is among the primary arbiters of these issues within a company. Could

you expand upon some of the concrete difficulties you encounter on this

front?

PAB: One example is the changing nature of the workplace. As a global com-
pany, we see the traditional office person giving way to a new mobile employ-
ee, working remotely and communicating and interacting in virtual teams and
virtual offices via the web. This change has surely caught on in Europe, North
America and elsewhere, but in other regions, such as the Pacific Rim, it may
not be so far along. We respect those traditions as much as possible. But the
changing workplace is definitely one of the cultural differences that compa-
nies must address today while keeping their competitive edge – reducing
costs and increasing value for the client as well as the employee.
As another example, I would mention verifying and providing evidence of what
an employee has earned at prior companies before an employment offer is
made. This is culturally unacceptable in certain countries, and we adapt to the
local custom. 

Why is a global human resources policy so important, and what are the

benefits Unisys expects from it?

PAB: We are principally attuned to aligning corporate values globally. Indeed,
our human resources policies ultimately strive to embed such values – and
the goals associated with them – into every program and initiative, on a global
basis, in order to guarantee strategic unity. One of the key manners in which
we accomplish this is through our global employee communication programs.
Here, we have daily internal news reports that are accessible to 36,000
employees worldwide through what we call U-Net or Unisys Network.
Such communication programs have proved to be a great success and are
central for our transition to an IT services business, not to mention the role
they have played in helping us to reach strategic unity firm-wide. When the
business climate is as tough as at present, many companies abandon similar
programs, but we have supported them and will continue to do so. 
We also are driving communication and collaboration across the company
through our Knowledge Management initiatives. Today we have approximate-
ly 60 ‘Knowledge Management communities’ across the company. These
communities are part of our overall knowledge network of people continuous-
ly learning, sharing, improving, and growing our collective knowledge assets
to deliver the business solutions our clients require. 
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As I hope is evident, our value system is one of our most important assets
and is arguably the real glue of our corporate culture. To be sure, it is contained
in what we call our ‘Seven Operating Principles’, which we have embedded
into the skill profile of every job. We regularly assess employee skills through
our talent review and succession management programs. 
Let me highlight our operating principles from a human resources perspec-
tive: 
The first principle is ‘external obsession’: Our culture has to be client-oriented,
not inward facing as in the traditional, and increasingly outdated, computer
company model.
‘Best or nothing’ means that we understand our competition and recognise
that our customers will accept nothing less than the finest service. To con-
stantly gauge client satisfaction, we have considerable dialogue with clients.
‘Invent the future’ is really about how we position ourselves in the innovation
field to create world-class business solutions for our clients.
‘Be bold’: Being in IT services requires us to take some calculated risks, and
we strive to take the high ground as a thought-leader.
‘Team for speed’: We must have leaders who are task-focused, who make
expedient and efficient decisions, and who are skilful at recruiting the best
and brightest talent around them.
‘Deliver or die’ means that Unisys must deliver or it will go out of business. 
And, as the foundation of the other principles, we stress ‘absolute integrity’:
This principal is exceptionally straightforward; it’s the value that supports all of
our endeavours. It speaks to the high ethical standards required of every
Unisys person.
So, this is how we want to operate. We have gone to great lengths to embed
these principles into our performance management plans and skills assess-
ment system, and feel they allow us to develop a unified corporate culture 
and value system within the company.

When did you establish these seven principles? Are they related to the

various scandals in the business world generally that have occurred since

2001?

PAB: Three years ago, Unisys CEO and President Joe McGrath hired numer-
ous professionals from the marketplace to help energise the Enterprise
Transformation Services organisation that he headed up at the time. In fact, a
majority of the 450 partners and senior managers I already mentioned came
from the ‘big five’ consultancies during this period. However, while they
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brought diverse and valuable business cultures to the table, we ultimately
aimed to establish a unique culture within our company – an amalgam of these
new influences, but something that nonetheless retained the positive aspects
that Unisys already possessed. 
To best achieve this, we asked our leadership team to identify the key set of
operating principles and core values to propel our enterprise into the future.
This took considerable time and effort, and we relied substantially upon client
feedback to drive the process. When satisfied, we ended up with these seven
principles that have since been embedded into all of our policies. I think we
have made a lot of progress over the last three years. Are we perfect yet? No,
but we have made substantial advances in transforming our corporate culture 
and putting our principles into practice. 

Many companies advocate global values. What makes the Unisys princi-

ples different from those endorsed by other corporations?

PAB:The difference between Unisys and most other companies is the degree
to which our value system is embedded into all of our policies – including our
hiring practices, for instance. Talk of global values is a matter of living and
breathing at Unisys. I think this is a key point of distinction. These objectives
are highly visible, and we clearly communicate them externally, for instance,
through our annual report. However, the main emphasis is on internal com-
munication, making exemplars of people that have demonstrated the operat-
ing principles. The point is that employees must understand how these macro
principles relate to them personally – and then apply them in their work.

In which areas do you think Unisys could do better or needs to improve

internally?

PAB: I think we still need to improve on speed and execution because the
market is so fiercely competitive. In conjunction with this, we also have to
eliminate bureaucracy wherever possible. In a global company like Unisys,
there will always be opportunities to focus and execute every day for our cus-
tomers. So we must constantly challenge ourselves to do so.

What tools can be developed so that managers can better assess local

situations and make decisions aligned with the company’s values and stra-

tegic orientations? For example, everybody agrees with the statement,

‘team for speed,’ but what can help a local manager act upon that princi-

ple?

239

Patricia A. Bradford

Part 4 - chap 4 (p235-246)  30/11/05  17:21  Page 239



PAB: Each of our managers utilises strong web-based human resources solu-
tion tools to administer his or her local workforce needs. This extends from
salary planning to hiring and skills training and these web-based tools are avail-
able 24 hours a day, seven days a week. The tools let managers process all
aspects of human resources management electronically (paper-free) and on a
worldwide base. 
Thus, performance goals are established for individual employees and teams.
Employee evaluations are made via periodic reviews. And, it’s all documented
online. Of course, managers also have regular conversations with employees
and these too are part of our performance management database and are
stored online. 
If it is deemed culturally important, we may then create hard (non-electronic)
personnel files from the stored information, but this is something that varies
from one country to the next. With this system in place, we can then access
the progress and accomplishments of our workforce over the course of each
year and beyond. Significantly, this technological framework has also facilitat-
ed our ability to manage salary planning, to distribute our budget and to track
the market. Managers are thus continually up to speed and may suggest
amendments to their local operations within a given budget.

You just mentioned the Unisys web-based training tools. How do they spe-

cifically apply to training through Unisys University? Is most of the trai-

ning conducted online?

PAB: Seventy percent of our total learning is done through a distance or web-
based learning type of course that we may develop in-house or purchase from
an outside vendor, and thirty percent is done in classroom training. However,
Unisys University is more than a training tool. It stores employees’ role pro-
files and indicates the kinds of skills that are needed to become more profes-
sional. Our employees can then access these records and assess the skills
that need to be strengthened. Unisys University indicates what type of train-
ing is available to them – whether web-based or classroom (if it is a leadership
training) – and, most importantly, highlights the operational experiences they
should be seeking in practice. So, it really provides three different avenues in
order to increase individual skill sets. 

How do you assess employees’ competencies, and how frequently? 

PAB: All employees are formally assessed by their manager on skills related
to the operating principles twice a year. Team for speed, for example, relates

240

Securing the benefits of globalisation

Part 4 - chap 4 (p235-246)  30/11/05  17:21  Page 240



to collaborative skills as well as to decision-making from a team and speed
standpoint. For example, can the employee make effective decisions? Does
he or she take productive and progressive risks? From service-oriented, client-
facing professionals to IT personnel, a large percentage of our workforce pro-
ficiency levels are tracked by managers and if need be, employees enrol in
Unisys University to sharpen relevant skills.
Although software, technology and hardware are integral to our global busi-
ness model, employees are our greatest assets. It is now their individual
responsibility to continually enhance and update their expertise. This is a big
change from 15 years ago and further reflects our ability to adapt to a shifting
cultural climate.

Everybody would agree that it is very useful for Unisys to know their

employees’ competencies. However, it is equally key for employees to be

familiar with their own skills so as to increase their effectiveness and acqui-

re additional expertise for Unisys and their potential employability

beyond…

PAB:That is a very important point. We want to keep the ‘best and brightest’,
but obviously, employees need to make sure they are marketable. Providing
them with the appropriate tools and resources helps them ensure their own
continued professional development.

To keep the best and the brightest is one of the main problems in a compe-

titive market. Another dimension relates to employee engagement: how is

it possible to assess and nurture this?

PAB: Employee engagement to me is the discretionary effort that an employ-
ee makes in order to accomplish something. Is the person willing to make
that extra effort? If you can get people to do so, they are going to stay with
you – as long as you treat them fairly. This is a critical area for us because we
feel it greatly impacts long-term success or failure. To keep the best and the
brightest, we want to be able to show employees that we are prepared to
invest in them and in their careers, and to increase their job satisfaction. It’s a
full circle. 
Of course, employees also contribute by their individual diversity. We don’t want
every one to be the same. That would be boring! Some people are extremely
creative while others are practical, so we need to retain all of those skill sets
and to profit from the different ideas or approaches in circulation. We also know
we have to manage cultural diversity as it adds value to the enterprise. 
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For instance, we understand that employees from France or Germany may
have different business perspectives, each of which could add something we
may not have previously considered. However, unless we clarify and commu-
nicate our corporate objectives, illustrate how our employees can help achieve
our goals and motivate our workforce to be engaged, they are less likely to
step forward and actively contribute to this process. 

Are there other techniques or initiatives that you implement in order to

mobilise knowledge globally rather than locally?

PAB: I would mention two major initiatives that are definitively global: one is
client-oriented and the other is more of an internal productivity tool. 
3D Visible Enterprise (3D-VE) is a tool that lets clients see the dependencies
between strategy, business processes and IT infrastructure before they invest
large resources. When a client decides to implement changes in its organisa-
tion, our methodology lets us demonstrate to them the business opportuni-
ties of this decision and the resulting consequences both in terms of infra-
structure and business process. This is a differentiator for Unisys; all of our
employees are required to take 3D-VE training. 
A second major initiative, called Six Sigma Lean, is a productivity tool, which
we require all our middle management to use in their projects and proposals.
They receive ‘Green Belt’ training and certification.2 Ultimately, this tool will
help us get better organised around fact-based decision-making. We are also
mobilising knowledge through our Knowledge Management initiatives that I
mentioned earlier. 
In both cases, we want people to understand the why of these initiatives so
that they can make use of them independently. Hence, employee engage-
ment commences with understanding of why we are doing certain things and
continues with their implementation of these procedures in practice. I feel
this to be an anchor of our performance management philosophy. I cannot
overemphasise the importance of such contributions to our overall strategy.

What impact do these initiatives have on human resources policy beyond

training?
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PAB: Human resources is considered as an important and operational func-
tion within Unisys that helps our managers solve workforce planning and
staffing issues. Are they over or under-staffed and is there attrition? To under-
stand the cause of attrition, for example, is not as obvious as one might expect.
It is certainly not always about pay. So, I have fought to create a new organisa-
tion to help drive Six Sigma through human resources. Indeed, it allows us to
conduct cause analysis for such issues and fosters a variety of initiatives from
sales to delivery excellence. At present, Six Sigma is being led by one of my
top professionals, and three of his colleagues are now undergoing ‘Black Belt’
training which requires several weeks of training in the Six Sigma roadmap. In
fact, this was the first structural change that I implemented when I became
head of Unisys human resources. 

Reputation is a critical factor of success for companies in general, and for a

service-oriented company like Unisys in particular. What policies can be

implemented to ensure that critical aspects of reputation are accounted

for everywhere within your company? 

PAB: For Unisys, reputation is of utmost importance and is one leg of the
‘three-legged stool’ that is a highly visible symbol of the new Unisys.
Employees and customers are the other two legs of this metaphorical stool,
and this triad acts as a fully interlinked system. 
Reputation is built on absolute integrity, one of our aforementioned operating
principles. From our CEO to an office clerk, we require 100 percent of our
employees to go through ethics training annually at Unisys. Absolute commit-
ment to the firm’s reputation is integral for our employees to succeed, while
the continuance of our excellent reputation is necessary for a number of mis-
sion-critical contracts we have both in the public sector – for example, the US
Federal Government and governments worldwide – and private sector. 
To be sure, business relationships and contracts, such as that with the US
Transportation Security Administration or the Municipality of Rome require
the client’s absolute confidence. We want to be known as a good company
with whom to do business. As a consequence, we request of those in strate-
gic alliances with us – and other partners or distribution channels – to comply
also with a high set of standards.
Of course, such rigorous standards – and the esteemed reputation, honour
and integrity associated with them – also help us to attract an exceptional pool
of employees.
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Has Unisys set up processes to help employees face ethical problems?

PAB: We have an ombudsman whom they may either call or mail anonymous-
ly. Every single case is investigated. So, if employees are worried or are unsure
about something – let’s say they receive a gift from a vendor but aren’t certain
whether it is appropriate to accept it – they can always contact this valuable
internal resource.

Does ‘absolute integrity’ encompass aspects beyond ethics?

PAB: One example is privacy law, which can pose a substantial issue. This has
been the case for quite some time in Europe and is increasingly so in the US.
We want to ensure that we comply with local laws. 

How can a company become a global employer of choice?

PAB: Ultimately, all employers strive to attain this status, but I think there are
several requirements they have to meet.
First, as I noted previously, the company has to have a good reputation
because this is essential in the marketplace, and it is a key factor in attracting
potential employees. Obviously, this means a corporation must pay competi-
tive wages, and offer attractive benefits for their workforce and respective
families. This alone doesn’t constitute an employer of choice, but it does moti-
vate people to apply for positions with your company. 
Second, such a company must guarantee that its employees have the time,
tools and resources to grow and learn on the job. Unisys offers them these
tools through intense training programs and through Unisys University. 
Third, it is really important for employees to understand their significance with-
in the overall operations of a company. This is the hardest thing to do, and such
responsibility falls to the managers who dictate the roles of individual employ-
ees and oversee their daily contributions. I don’t think people leave bad com-
panies or a leadership team they never see; they leave bad managers! 
Since the immediate manager plays such a critical role in negotiating an
employee’s career, we must certify that middle managers have the appropri-
ate training in leadership and communication to coach those around them. Of
course, in a global company such as Unisys, employees are ultimately respon-
sible for their own careers. It is our priority to guide and motivate them as
much as possible, but it is their choice to establish how much they give in
return. It is not only about work, it’s about maintaining a viable work / life bal-
ance and engaging our employees in what they do best. 
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We’ve already discussed a lot about how individuals are evaluated at

Unisys. Do you maintain any system of measurement for the achievements

of human resources as a whole? 

PAB: We do a lot of benchmarking with regard to how effective human
resources is within our overall business objectives. As you can understand
though, some areas are more difficult to measure than others because they
are softer and lack quantitative parameters. We constantly ask, how effective
are we? How much do we contribute to the various businesses? How much
do we cost? 
These are three basic questions – and we always want to make sure that we
contribute more than we cost. More specifically, we also benchmark our inter-
nal tools – such as our performance management or leadership systems – and
frequently attend seminars to get benchmarking data and to better understand
what other companies are undertaking. 
Furthermore, internal customer satisfaction surveys are conducted for human
resources, as for all other staff functions, such as finance, legal and market-
ing, and we constantly ask our line managers around the world for feedback
on the effectiveness of our actions. This allows us to better understand our
internal customers, how they value our services, and what could be improved.
In total, it is an evolving process of implementation, evaluation and revision. 

What is the most significant human resources achievement over the past

year? 

PAB: We get a lot of feedback regarding our leadership team, and we’ve con-
tributed substantially to evolving this initiative by bringing up some really top
quality professionals. I think we’ve done this in a cost effective way, and with-
in a very short time frame, thus making the whole transition remarkably suc-
cessful. 
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