
 

 

CASE STUDY 

Human Resources in 
Hypergrowth 

Overview  
During a period of hyper-growth, Regus’ Human Resources (HR) team were called upon to 
deliver a high performing workforce with unprecedented pace and precision. Regus 
designed and deployed a global recruitment process, underpinned by Business Psychology, 
for over 100 countries. In so doing the business was enabled to hire effectively to meet 
demands at a time when growth had accelerated to eight-times previous levels.  

The HR team then turned their attention to optimising their workforce. Again, relying on 
Business Psychology to optimise their workforce, they commenced an ambitious plan to 
understand individual characteristics in their employees that were related to business 
success and proactively address learning and development needs. Read more about the 
bold choices the Human Resources team made to help Regus stay on top! 

Challenge 
The Executives at Regus found themselves at a crossroads. Their future-forward model, 
offering office spaces and services for ad hoc use, had been ahead of its time. In the first 20 
or so years of operation they had opened on average one new location each week, thus 
capturing and leading in their market. They invested heavily in innovation and services, to 
maintain a loyal customer base. Then analysts advised them they were at risk; with hotels, 
coffee shops and a number of other venues moving into their space, they had a choice: act 
fast to retain control or lose their lead and possibly their legacy. 

They chose to act fast, moving into a phase of hypergrowth, reinventing themselves to retain 
and maximise their advantage. Within a year they reengineered their organisation, 
decentralised a number of operations and opened 400 new locations, across 100 countries. 

Regus’ HR team was at the heart of the transformation; taking tough decisions to enable the 
business to succeed. Their short-term challenges were clear:  

• Decentralise HR services, with the associated considerations for training and 
enabling regional operators, to increase responsiveness, local accountability and 
reduce central costs  

• Hire, onboard and train managers and service teams for 400 locations, in 100 
countries, with minimal or no existing presence 

• Ensure sales teams around the world were equipped to increase their delivery to 
fund these huge investments 

Regus’ approach to workforce performance management had traditionally been inconsistent. 
But they grasped this critical opportunity to create a uniform recruitment process.  
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During this period the HR team recognised the value of applying Business Psychology to 
workforce decision-making, whilst also investing in increased automation and analytical 
capabilities, and they commenced a journey to insight-driven HR. 

Approach 
Decentralised Hiring 

A wholesale review of recruitment practices globally was undertaken – in more than 100 
territories, across the US, UK, EMEA and APAC – to inform a robust and scalable new way 
of working. The review involved looking at all areas of recruitment: who did what, why, when, 
where and how. Interviews were conducted with key stakeholders, budget owners and 
Directors, whilst surveys were used to get insight from candidates too. The findings were 
benchmarked against admired companies. Hiring managers, who became aware of the need 
for change, welcomed help to learn new ways of working. 

The inclusion of a predictive psychological assessment, that could be easily incorporated 
into the recruitment process, was critical to the overall success of the new recruitment 
approach. As decision-making on candidate selection was to be moved away from a 
specialist recruiter community, to a broad selection of non-specialist Hiring Managers, there 
was a need to ensure these non-assessment specialists had tools to guide their recruitment 
decision-making. This would ensure hiring standards were consistent in terms of Regus’ 
global standards and role requirements. 

A new scalable solution for all regions was created which put the power and accountability 
for hiring in the hands of local business/budget owners (local country General Managers). 
Regus’ global recruitment team created unified standards, policies and processes for all to 
use, to ensure the quality of the candidate experience was improved as well as the quality of 
hire, addressing a necessity for Regus’ brand to be sustained by new hires.  

Regus deployed BrassRing for applicant management, unifying and automating the 
recruitment process and collecting of relevant data. Within the BrassRing system they 
deployed custom assessment tools which would quickly and effectively sift candidates based 
on core preferences and behaviours required to be effective in Regus’ jobs and culture. (See 
more under the heading, “Global Hiring for Hypergrowth.”) 

As central recruitment teams in each geography were to be dissolved and individual Hiring 
Managers in each centre given entire accountability for their hiring, IBM Talent Consultants 
were retained to provide systems and assessment advice to facilitate the necessary 
changes. 

In summary, decentralisation of Regus’ recruitment activities was achieved with: 

• An applicant tracking system which established and automated a standardised 
process which was easy to follow 

• Robust candidate assessment tools, effectively identifying and filtering out unsuitable 
candidates with minimal effort 

• Associated training, assuring Hiring Managers that candidates progressed to 
interview were likely to be successful in their roles, and thus justified the investment 
of the Hiring Managers’ time in an interview 

At the same time, Regus effectively improved candidates’ experiences of recruitment with 
enhanced employer branding, careers site and toolkits. Candidates could have a clear 
insight into Regus’ value proposition, role requirements and a globally consistent recruitment 
experience. 
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Global Hiring for Hypergrowth 

Ensuring new Hiring Managers in each territory would be successful in identifying candidates 
who would succeed in their roles at Regus required input from Business Psychologists. 
Regus wanted to take a scientific approach to creating a predictive scalable assessment 
tool, which they worked with Business Psychologists at IBM to deliver. IBM’s remit was to 
reduce Regus’ hiring risks, and save them time. This would be achieved with an automated 
assessment which selected candidates on the basis of core preferences and behaviours 
relevant to effectiveness in Regus’ jobs and culture.  

Psychological models informed the assessment tool created, aligned to Regus’ requirement 
that culture-fit be assessed along with candidates’ disposition to succeed at Regus. This was 
based on research into existing employees’ performance and success. The assessment tool 
IBM created showed how desirable candidates could be identified, to ensure hiring of 
candidates who were likely to achieve in role performance standards over 50% higher than 
below average performers.  

Assessment Model 

IBM Talent Consultants’ approach to defining individuals’ potential to add value in 
organisations addressed a combination of innate capacities (what they are naturally inclined 
and able to do) and learned capability (what they have studied, practiced and experienced). 
When people also fit the culture of the organisation they are working in; they are likely to 
deploy their capacities and capabilities most effectively. IBM’s approach was aligned to 
Regus’ requirement that culture be assessed along with candidates’ innate capacities and 
behaviours; leaving the assessment of further learned capabilities to the interview 
stage/Hiring Managers. 

Comprehensive Job analysis was carried out using Subject Matter Expert interviews and an 
open-ended critical incident questionnaire across relevant roles including: Customer Service 
Representatives (CSRs), Senior Customer Service Representatives (SCSRs) and General 
Managers (GMs). Performance measures used in validating the research findings included 
retrospective data from Regus’ Performance Appraisal cycle, i.e. (i) Prior Initiatives and 
Goals, (ii) Regus Success Factors, (iii) Position Success Factors and (iv) Management 
Success Factors. These were averaged to create a measure of overall performance, 
subsequently used in all validation analyses. 

A single assessment tool was created which could be used to effectively assess candidates 
being recruited into four different field roles. This approach was unconventional, but 
validation demonstrated it was a fair and robust option in this case. Additionally, it met 
Regus’ requirement for simplicity. 

Validation  

Prior to deployment, the custom assessment based on critical incidents was trialled with 
employees in an unsupervised environment with no time limits (a Situational Judgement Test 
(SJT)). Respondents were presented with items that consisted of written descriptions of 
likely situations and three options describing possible responses. In each item the 
respondents were directed to select the response option they thought was the best course of 
action under the circumstances. Matched assessment and performance data were available 
on 243 current Regus employees. Of the participants in the concurrent sample who reported 
demographics: both genders were represented in multiple geographies and ages included 
employees from 16 to 65 years of various ethnicities.  

The assessment results were analysed to determine internal consistency reliability. As SJTs 
are multi-dimensional, low internal consistency reliability is expected. Appropriately, an 
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Alpha coefficient of 0.3 was measured. A Factor Analysis was then conducted to determine 
the competencies measured and an appropriate distribution was found with each of Regus’ 
seven priority behaviours all occurring in multiple instances. SJT items were correlated with 
the criteria in the validation sample. The final SJT was derived by summing the most valid 15 
items from the full situational judgment predictor. The tool provided assessment outcomes 
which proved predictive of in-role performance/success. Two post-deployment Adverse 
Impact analyses showed the test to be performing without discriminating against particular 
groups.  

Sales Team Optimisation 

Regus’ HR team recognised that optimisation of their sales function was business critical. To 
facilitate this, they identified two employee populations for attention, the Inside Sales team 
(approximately 500 employees) and the General Managers who manage the Regus sites 
(approximately 2,000 employees). 

HR’s plan of action was: 

• Engage the Sales Director in order to obtain support to work with the seller 
population, then engage the sales population in the initiative 

• Assess a representative sample of the existing sales population to measure 
preferences and abilities, correlating this to their sales performance, to establish 
critical characteristics that were associated with successful sales performance within 
Regus  

• Use the insights gathered to create a Learning Needs Analysis to inform the training 
and development interventions and investments that would be most likely to deliver a 
return on these investments in sellers 

• Use the insights gathered to create a customised recruitment assessment approach 
to ensure future hiring efforts were focused on those candidates most likely to 
succeed at Regus 

• Gain Executive support and funding to expand the exploration of the workforce at this 
in-depth level, to further inform business decisions about talent management, 
development and succession planning 

At this time Regus’ concurrent validation of their Customer Service assessment had 
demonstrated strong results. (See more under the heading, “Global Hiring for Hypergrowth.”) 
For example, they could predict levels of performance on the basis of personal 
characteristics; those identified as ‘above average’ in their assessment achieved 
performance ratings from their managers approximately 25% higher than the majority of their 
peers. But that would not be enough. Whilst valid and useful, that metric did not speak to the 
Sales Director’s key metrics, ‘hard numbers.’ For this reason, the HR team introduced sales 
performance data into the assessment analysis done with this population. 

Assessment Model 

The HR team won support for funding from the Sales Director by illustrating how other 
organisations had benefited from using psychometric assessments to inform salesforce 
hiring and deployment.  

With the Sales Director’s commitment, the HR team gained access to relevant business 
metrics against which to measure business impact in each population, both Inside Sellers 
and General Managers. IBM then set about gathering information on these individuals’ 
characteristics, their working styles, abilities and preferences. This was done through the 
administration of a composite online psychometric assessment which measured factors that 
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had been proven to correlate to successful sales performance in many organisations 
including: cognitive ability, situational judgment, detail orientation, initiative, persistence and 
other factors.  

The Inside Seller and General Manager populations’ support of this initiative was won by 
clear communications regarding the intentions of the programme along with a commitment to 
giving the individuals access to their assessment results with developmental guidance. 

Validation 

Regus supplied IBM with data regarding each Inside Seller’s performance using seven 
business metrics, including opportunity-to-conversion rates on key products and total sales 
revenue values. GM performance was defined using further business metrics including Net 
Promoter Scores, earnings figures and employee engagement data. 

IBM then analysed the data collected to identify characteristics which: 

• most significantly correlated to sales success (positive) 

• most significantly correlated to poor performance (negative) 

• occurred most prevalently in the sales population and how they were distributed 

To support development, and return value on their investment, Regus could use this insight 
to create training and developmental interventions. 

Regus’ HR team, having confidence in the clarity and relevance of the findings, then 
presented back to the business all that had been found. This met the business’ need for a 
clear success profile, against which to hire and develop sellers, and a compelling learning 
needs analysis to justify necessary investments to improve sales performance. 

This early success was sufficient to gain Executive support and funding to expand the 
exploration of the workforce at this in-depth level to further inform business decisions about 
talent management, development and succession planning. The HR team were given the 
remit to assess all the Country Managers and Area Directors in Regus globally to similarly 
find ways to target developmental interventions to optimise their performance.  

Outcome 
Determined effort on the part of the HR team paid off. Within two years, great gains had 
been made. Based on behavioural assessments and concurrent validation studies, 
demonstrating relationships between individual characteristics and ‘hard’ business metrics, 
they understood the individual characteristics that related to effective performance across 
approximately 80% of their workforce. These insights allowed for improved effectiveness in 
recruitment, learning, development, succession planning and promotion decisions which 
Regus’ leaders continue to benefit from. 

“We have received additional sponsorship and investment from our Executives who 
recognise the value of having facts and figures to demonstrate the quality of their workforce. 
We are able to show them where they have talent and where they have risks, what portion of 
the population are performing well and could be further developed, who is exceeding 
expectations and may be ready for a bigger challenge and, in contrast, which individuals 
appear to be a poor fit for the roles that they’re in.” – Francesca Peters, Chief Talent Officer, 
Regus Group 

Decentralised Hiring 

Within three months of project commencement, the new approach went live in the UK and 
USA, with a total of 74 countries’ operations aligning to the new approach within the 
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following six months. Deployment continued with translation of tools into 12 languages so 
that adoption reached all 100 countries within a further six months. A poll of Hiring 
Managers’ experience indicated 71% did not think anything could have been done better to 
ease their transition. 

Post deployment, IBM conducted quarterly reviews of the assessment data collected as 
more geographies commenced use of the assessment. Psychologists demonstrated that the 
assessments in use continued to perform as anticipated, with no unacceptable Adverse 
Impact. Although the use of an online assessment was new to Hiring Managers, post 
deployment polls reflected positive feedback from Hiring Manager on the screening process. 

A year after initial deployment almost 20,000 applications had been received, around 7,000 
progressed beyond application questions and SJT assessment stage, and 700 individuals 
were hired. Additionally, a talent pool of around 3,000 ‘live’ candidates was created; these 
candidates were preselected but not yet offered roles (waiting on appropriate vacancies to 
become available and an offer can then be extended).  

Local Hiring Managers also demonstrated greater confidence in the recruitment and 
assessment process by becoming less reliant on the use of agency temps (resulting in cost 
savings). 

Global Hiring for Hypergrowth 

The final assessment delivered was significantly related to the Regus’ overall performance 
scores (r = .21) demonstrating predictive validity. The correlations between the components 
of performance and the overall predictor were all positive and most reached statistical 
significance. All of these validity estimates were also reported corrected, as correlations 
were likely to be biased downward due to range restriction and criterion unreliability. 

The trial sample was divided into three groups, i.e. scores on the SJT which were below 
average (bottom 25%), average (middle 50%) and above average (top 25%). There were 
useful differences in mean performance across the three groups. Those in the above 
average group of the predictor were rated approximately 25.4% higher than those in the 
average group and 53% higher than those in the below average group for overall 
performance. The final assessment had a raw validity coefficient of .21 which was corrected 
for unreliability to .27. A validity coefficient of .27 can be interpreted as an 18% increase in 
“hits” with scores at the 50th percentile. (“Hits” are recommended candidates most likely to 
be above average hires.) 

In summary, Regus confidently used the objective psychology-based assessment in filtering 
candidates in the recruitment process, knowing that it would enable them to hire a higher 
quality of staff, i.e. identifying those most likely to be successful in context of the particular 
demands of the field roles in Regus. 

Candidates could be assured of fair assessment, in an easy to understand online format, 
with assessment questions based on Regus’ clear understanding of role demands. 

Sales Team Optimisation 

The HR Team achieved their objective of demonstrating the value of using an insight into 
human behaviour to inform business decisions which would increase business success. 

They were able to demonstrate various relationships between characteristics in the seller 
populations and business performance. Some findings may have been intuitive, such as 
seeing relationships between a preference for influencing and higher net promoter scores, 
between persistence and detail orientation and earnings, or cognitive ability and sales. 
Nevertheless, having quantified the extent of the effect that these characteristics could have, 
in which settings, for example, some differed by geography or product, meant that Regus 
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could make informed decisions about how they identified and developed these 
characteristics in their workforce. 

Over 60% of the ‘Seller’ population gave their time to complete the comprehensive 
assessments. In spontaneous feedback participants described it as “very impressive” and 
“informative.” The Learning Need Analysis which was created at both a group and individual 
level, provided: 

• HR and the Sales Director insight into where and how to focus training and 
development interventions and investments  

• Information for the individuals who took part in the assessment on how they should 
focus their developmental efforts to improve their performance outcomes 

Regus were able to define a custom assessment approach for use in future recruitment of 
Inside Sellers and General Managers. 

And Regus’ Executives have started to recognise the value of creating deeper insights into 
their workforce and have supported the HR team in undertaking additional analysis, 
including in their most senior Operational Leaders: their Country Managers and Area 
Directors. 
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