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The Nuances of a Global Employee Referral Program

Rolling out an ERP across multiple countries presents a unique

set of challenges that demand careful preparation and a
tailored approach. Unlike single-country programs, a global
strategy requires adaptability across several dimensions:

Culture & Incentives:

e Diverse Motivations: What incentivizes employees in one
country may not resonate in another. Some cultures value
communal rewards and team challenges, while others
prioritize individual recognition and monetary incentives.

Varying Monetary Value: The perceived value of a

monetary reward differs significantly across countries due

to varying salary levels and economic conditions. A one-
size-fits-all incentive strategy will likely fall flat. Consider
vouchers, gamification, or special prizes (like a TV or a
laptop) that can transcend currency barriers and still
motivate.

Technology Stack:

e Fragmented Systems: Global organizations often operate
with different Applicant Tracking Systems (ATS) and other
HR tech in various regions. Your ERP platform must
integrate seamlessly with these diverse systems to ensure
jobs are correctly posted and candidate data flows
smoothly.

Internal Communication & Support:

e Time Zone Challenges: Operating across multiple time
zones requires a well-thought-out communication strategy.

e Local Champions are Key: Success hinges on having local
support and ambassadors on the ground in each country.
These individuals understand local rules, guidelines, and
cultural nuances, acting as vital amplifiers for your
program.




Preparing for Proper Execution

Before you even think about launching, meticulous preparation
is non-negotiable.

1. Define Clear Objectives:

While ERPs positively impact cost reduction, time-to-hire
acceleration, and employee engagement, pinpoint your
primary objective for the global program. This focus will guide
your strategy and measurement.

2. Connect with Local TA Teams:

Establish strong connections with local Talent Acquisition
teams early on. They possess invaluable local knowledge,
including specific regulations, cultural requirements, and
essential feedback for designing an effective program.

Building Blocks for a Successful Global ERP

A truly global ERP isn't just about scaling; it's about intelligent
localization within a unified framework.

1. Global Platform with Localized Job Feeds:

Implement a central platform where all global jobs are
accessible to every employee worldwide. This platform must
integrate with various local ATS systems to ensure the right
employees are informed about the right jobs, regardless of
their location.

2. Tailored Incentive Systems:

Beyond just different currencies, design an incentive system
that is truly localized. This might mean monetary rewards in
some regions, and vouchers or gamification in others, based
on local preferences and values. Also, consider the preferred
referral channels (e.g., WhatsApp in one country, KakaoTalk or
WeChat in another) and integrate them.

3. Conduct Thorough Research:

Investigate potential compliance issues and legal requirements

in each market from the outset. This preemptive research
prevents designing a system that cannot be implemented due
to unforeseen risks.

3. Robust Legal & Compliance Framework:

Ensure your ERP adheres to all local legal and compliance
requirements. Critically, if cross-border referrals or payments
aren't legally feasible in certain regions, do not allow them.
Demotivating employees by denying expected rewards due to
legal constraints is counterproductive.

4. Localized Communication Strategy &
Ambassadors:

Internal communication is paramount. Work with local
ambassadors—who don't necessarily have to be from HR but
possess strong internal voices—to push the program. Onboard
them early so they can act as amplifiers, answer local
questions, and utilize the most effective local communication
instruments. Rentokil's success, for instance, was heavily
reliant on selecting the right advocates and building a strong
local leadership team.



6 Steps to a Successful Global Roll-Out

Implementing an international ERP is a phased journey. Carl outlines six critical steps:

v)  Step 1: Preparation

» Clearly define your program's primary objective (e.g., cost reduction, faster hiring, engagement).
e Forge strong connections with local talent acquisition teams for invaluable local insights and feedback.
e Conduct thorough legal and compliance research for each market to prevent roadblocks.

v  Step 2: Platform Selection

e Choose a scalable global platform that can integrate with diverse local ATS systems and support your multi-country
operations. Trying to run a global ERP without robust technology will lead to chaos.

v)  Step 3: Incentive Design

e Localize your incentive strategy (monetary, vouchers, gamification) to motivate employees in each specific market.
» Verify the feasibility of cross-border payments and integrate payment providers if necessary, or opt for alternative non-
monetary incentives.

v)  Step 4: Internal Communication

e Create an initial buzz at launch with localized rollout materials (guidelines, FAQs).
o Work closely with local ambassadors (even outside of HR) who have a strong internal voice to act as program advocates and
answer local queries.

v) Step 5: Launch & Rollout

e Consider a phased rollout rather than a big bang. Start with countries that already have manual referral programs or are
easier to implement, gather feedback, and iterate.

o Utilize data analytics to monitor the referral funnel in each country. This data allows you to identify bottlenecks (e.g., low
participation, no referrals after registration) and fine-tune communication or processes based on local performance. Compare
success metrics across countries to apply best practices.

¥  Step 6: Ongoing Evaluation

e Continuously monitor and optimize your program. Don't launch and forget.

e Regularly check against your initial objectives (e.g., quarterly reviews of cost-per-hire reduction).

» Build successful case studies by interviewing referred hires and rewarded employees. This social proof encourages wider
adoption and demonstrates the program's tangible benefits, fostering executive buy-in and organizational performance.



Summary & Conclusion: Your Roadmap to Global
Referral Success

Successfully scaling a global employee referral program is a complex, yet incredibly
rewarding endeavor. It demands a strategic blend of centralized vision and localized

execution.

Here are the five key takeaways:

1. Understand Regional Differences: Tailor your approach to local cultures,
regulations, and market specifics.

2. Implement a Global Platform: Leverage a scalable technology to unify your
efforts, but ensure local execution flexibility.

3. Design Localized Incentives: Motivate employees effectively with rewards and
channels that resonate in each market.

4. Drive Communication with Local Ambassadors: Empower internal advocates to
spread the word and provide crucial local support.

5. Measure, Improve, and Iterate: Continuously evaluate your program's impact,
learn from data, and optimize for long-term success.

By considering these elements and following a structured approach, organizations
like Rentokil (who now see their ERP as their most effective recruiting channel,
responsible for 30% of global applications) can significantly reduce cost-per-hire
and time-to-hire, while building a more engaged and identified workforce.

Ready to design your own global employee referral program and fill vacancies
through your employees' vast networks? Reach out to our experts at CleverConnect
to get started.
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