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[bookmark: _Toc23710557]About the Chosen Organization: Google

Google, a US multinational technology company, is a subsidiary of Alphabet Inc. It was founded in 1998 by Larry Page and Sergey Brin in a garage in Menlo Park, California. Google from the beginning of the search, after 21 years of development, almost become the synonym of search. The core of Google culture is “To organize the world's information and make it universally accessible and useful” (Google, 2019), and the informal slogan is “Don’t be evil” (Moses, 2008). 
Google is involved in a wide range of businesses, from life sciences to smart homes. To better manage the company, Page and Brin restructured Google to make it a subsidiary of Alphabet Inc.  In 2015. The new company's business includes seven parts: calico, Google x, fiber, Google ventures, Google capital, nest, Google (Figure 0-1).
Alphabet's business model is a typical umbrella structure, in which multiple powerful CEOs operate various businesses independently. Larry Page and Sergey Brin will provide internal resource assistance for all projects.
In the past 21 years, Google has continuously innovated and developed, and currently ranked 37th in the Fortune 500 (Fortune, 2019). In the second quarter of 2019, the revenue of Alphabet reached US $38.94 billion (Feiner, 2019), and the desktop market share of Google search, its leading business, reached 88.16% (Statcounter, 2019).

Figure 0-1 Alphabet's 7 subsidiaries
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PESTLE is a tool for analyzing external factors that affect the development of an organization (Figure 1-1) and be used for strategic decisions in human resource management (CIPD, 2018). These six factors may contribute to an organization's bright future or be obstacles to its development. This article will analyze the factors that have an impact on the talent attraction of Google currently.
Figure 1-1 PESTLE framework
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Political
The huge economic size of Google – ranking 37th in Fortune 500 (Fortune, 2019), and the extremely high market share of the search business have always been controversial. There have been anti-trust investigations against Google around the world. In 2017, the EU fined Google an unprecedented 2.4 billion euros. The argument was Google have violated European Union antirust rules by abusing search result with its absolute advantage and depriving other companies of the opportunity to compete. Fortunately, in the same period, the Federal Trade Commission (FTC) antitrust investigation found that Google did not violate U.S. Antitrust Law (Vincent, 2017). 
[bookmark: OLE_LINK19][bookmark: OLE_LINK23]But critics of Google have been lobbying the U.S. Department of Justice to do something, influenced by the success of the European antirust campaign. The U.S. Department of Justice and the FTC have agreed to launch an antitrust investigation into Google this year finally, focusing on the intersection of privacy and antitrust. On 9th September, the attorney-general of Texas, representing all 50 states, announced an investigation into “potential monopolistic behavior” by Google because of concerns about it impact on the competition of small firms in the marketplace (Lohr, 2019). If the investigation goes against Google, the worst outcome is the search could be forced to split into a separate company. That will cause Google to restructure again, including its talent structure. Some potential candidates may hold a wait-and-see attitude or prefer to choose similar high-tech companies with relatively stable status.
In addition, Google recently issued internal regulations to prevent political debate, because lost the U.S. military ‘s human-intelligence contract. It caused dissatisfaction among employees that sacrifices ethics for business interests (De Vynck, 2019). For engineers pursuing free spirit, that will greatly affect their value identification with Google, thus making it less attractive.
Social
The impact of social media is growing. However, in this segment of market, Google+ had always been unable to compete against Facebook. In April this year, Google+ was officially closed because of the low utilization rate (Welch, 2019). 
However, Google has done a better job of using social media to appeal to younger people (18-24) than Facebook, which has two-thirds of the adult market. 94% of American teenagers prefer to Google’s YouTube (Perrin & Anderson, 2019). According to previous survey, social platform usage habits hardly change with age (Anderson & Jiang, 2019). Google can use YouTube to bond with teenagers, make itself a subconscious first choice for young people to work in the high-tech industry, preparing for the expansion of talent pool in the next 5-10 years. 
Legal
Google and Oracle have been fighting JAVA infringement cases for a decade (Wolfe, 2019). If Google is restricted to JAVA technology, it will lose job seekers who are interested in the business.
Environment
Google uses cloud technology to work with the UN on environmental data tracking (UN Environment, 2018). This activity brought Google a good reputation in the high-quality labour market.
In addition, economic and technical factors have a great impact on Google’s capacity to attract talent. Due to the length of the article, they will be analyzed in task 2 and task 3.
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The performance of the labour market depends on the balance between supply and demand as well as many complex factors. This paper takes the U.S. and Germany as examples to discuss the impact of the labour market on Google.
From the perspective of supply and demand, both the U.S. and Germany have a low unemployment rate (3.5%, 3.1%) (Figure 2-1), and high retirement age (66, 65.7) (NASI, 2019; ETK, 2019). But labour force participation rate is not high (62.02%, 60.61%) (Figure 2-2).


Take into account the demographic factors. Since 1999, the population of the U.S. has been rising steadily, while that of Germany has barely budged (Figure 2-3). Moreover, consider the trends in birth rates (Figure 2-4) and the working-age population (Figure 2-5), is that even both markets are tight, the German future labour market will be tighter than America.



[bookmark: OLE_LINK17][bookmark: OLE_LINK18]So far, the American unemployment rate is at the lowest point since 2008, but employment growth is not significant (Figure 2-6). The average American wage, despite increase, combined with inflation, is actually down 9.6% from 2006 (PayScale, 2019). Residents tend to choose free entertainment and cheaper goods. That is one reason why Google’s YouTube is so popular.
Nevertheless, as the main talent pool of Google, the labour participation rate of Americans with advanced degrees (25+) reached 73.9%, and the unemployment rate is only 2.0%, far lower than average (BLS, 2019a). San Francisco and Seattle, two cities with the highest wage growth in Q3 of 2019, are both high-tech bases (PayScale, 2019). Demand for highly skilled workers has led to severe labour shortages across the American economy. The U.S. Department of Labor predicts that information security analyst occupation will grow by 31.6% over the next 10 years (BLS, 2019b). With the decline of the proportion of the highly educated workforce in the U.S. over the past 20 years (Figure 2-7). Google has difficulties more and more in recruiting qualified employees in America.

Benefit by the dual-track system, Germany has a relatively bigger pool of highly skilled talent than America. The ratio of high to low skill wages is 1.73 (Tradingeconomics, 2019a) in Germany, and 2.32 in America (Tradingeconomics, 2019b). Take the most common senior software engineer among Google employees as an example, the average annual salary in Germany is $73,320 (Glassdoor, 2019a), that compares with $129,328 in America (Glassdoor, 2019b). American employers are increasingly focusing on the experience and efficiency of the employees, expand the talent pool with employment diversity. Like Ken Thompson, he was 63 when he started working for Google in 2006. However, that situation suppress young people’s opportunities. Youth unemployment is 8% in America (Tradingeconomics, 2019b), and 5.7% in Germany (Tradingeconomics, 2019a), is all above average. The situation, if continues, may exacerbate the mismatch between young workers’ skills and job requirements, leading to a labour skills gap in the next decade. More than 50% of adult employees in both countries attend training programs to improve their skills (Eurostat, 2019). Companies that offer learning opportunities are more likely than average to attract jobseekers.
Notably, Germany has a bigger open talent economy than America. Part-time employment as a share of total employment is twice that of America (Figure 2-8), and the gap continues to grow. That may be due to weak economic growth in Germany, which GDP grew by only 0.4%, compared with America’s 2.3% (Figure 2-9). The gig economy is likely to be an alternative. As the absolute hegemony of the global search engine, Google provides the matching service of labour supply and demand for the labour and organizations, improve the efficiency of labour skill. 


With its welcoming attitude towards skilled migrants, Germany is becoming a magnet for international talent, especially for highly educated jobseekers under 30 (Deutschland, 2018). Highly skilled workers with relatively low wages, German labour market can supply Google with a large number of software scientists, data analysts. Especially, plenty of qualified industrial workers for self-driving cars. It also provides talent to Google in the U.S. through remote technology.
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As an American high-tech multinational enterprise, when Google conducts business in different countries, HRM will be affected by the economic system inevitably. The economic system is largely influenced by culture – group values, beliefs, attitudes (Inglehart, et al., 1998). According to Hofstede’s culture dimensions, there are big differences between American and German culture (Figure 4-1). On this basis, they form a liberal market economy and a coordinated market economy. The difference between systems is large enough to affect all aspects of corporate governance (Hopner, 2005) (Table 4-1). It is suggested that different HR policies should be adapt them to optimize corporate performance.
[image: ]
[image: ]
The recommendations are as follows.
(1) Labour Cost
US
Labor laws are less restrictive, with low firing costs (Bassen & Cole, 2019). But technologic talents mobility is high plus Google’s temporary contract rate of 50%, it is hard to obtain high commitment and team stability. Google should increase the proportion of long-term contracts. Although it will increase salary costs, it will reduce the cost of engaging and integration. That is more conducive to the construction of enterprise culture, improve productivity in the long run. 
DE
Strict labour laws make firing expensive. Full-time and part-time employees are distinguished by working hours (Neighbour & Jpppich, 2019). Google can increase the proportion of non-traditional employees to ensure the numerical flexibility of employees to cut costs. Along with the new immigration laws, Germany has attracted a large number of skilled young migrants (Deutschland, 2018). They can be an important source of peripheral staff.
(2) Industrial Relations
US
Unions, with small clout, cannot act as a buffer between employees and firms. Google needs to set up a team to deal with a salary negotiation, make it clear to employees the reason for wage decision. Reprice wages every two years with effective evidence of performance. Avoid conflicts caused by income inequality. Even worse, strike.
DE
Unions are widely trusted, with collective bargaining reaching 56%, five-time of U.S. (ILO, 2019). The Unions limits the freedom of companies, but directly reduced labour conflicts by guaranteeing the basic rights and interests of workers. Google need to invest in the relationship with Unions, having their support, building good employment brands, to get appropriate of labour market.
(3) Training
US 
The high-tech talent market is currently the tightest labour market in the U.S. (FRS, 2019), coupled with the lack of vocational education institutes (Spees, 2018) and the tightening of immigration policy (Re, 2019), the talent pool is shrinking. Google should increase the input expenditure of staff skill training, so that having a rational talent supply, even the training cost is high. Directly cooperate with universities and provide funds to universities to carry out some practical training according to the needs of Google.
DE
Having an excellent vocational education system, a huge number of specific skilled labour and the concentration of skilled immigrants. Germany has a large pool of young and high-tech talents with big employment intentions. Google’s overseas technology research and development center should be established in Germany. National Industry Strategy 2030 can be used to fight for tax cuts.
(4) Employee relations
US
Reward staff who improve technology and product, not just extreme innovation. Make each unique idea into a practical, mass-produced product.
DE
Encourage employees to be “ridiculous” to prompt innovation. Organize regular thematic activities to present ideas and offer a reward – financial or honor. Take a positional rotational system, one person works in one position for no more than 3 years, to avoid employees satisfied with the status quo, to maintain the possibility of innovation. 
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Over the past 30 years, with the development of technology and smart connect product, the boundaries of industries are blurring. Change has upended all common organizational model. Companies need to continuously improve flexibility to adapt to, or even transcend, changes in the environment. There are two features in the development of organizations: expanding the scale to ensure their influence in the market and bring the economies of scale. Meanwhile, the core teams remain small and respond quickly to the external dynamic.
Luckily, Atkinson contributed a theory for this trend as early as 1984. He believed that employees should be divided into core and peripheral groups according to their importance to the organization (Figure 6-1), to optimize the use of human resources and prepare for market fluctuations. Core employees are hard to be replaced because of their skills, knowledge or experience. The peripheral groups are recruited according to the number and type of specific tasks (Table 6-1).
For organizations, functional flexibility removes the boundary of jobs and tasks. Core teams can be easily deployed in different positions (Erasums & Schenk, 2009). Peripheral employees, which are out of phase with the essence of the core group, value to the organization in terms of numerical change (Walsh & Deery, 1997). The key of flexible firm model is using talent flexibly rather than having it.
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[bookmark: OLE_LINK41]Especially in the high-tech industry, the unstructured, combinatorial and changeable work is very suitable for open talent economy, a cooperative, transparent and technology-feasible business model with a fast cycle (Deloitte, 2013). Independent professionals can enter the workplace based on their skills and expertise, create new opportunities for themselves. Employers fill the skills gap from a world-class talent pool. Work is also transformed from position-oriented to collaboration-oriented. Talent is growing into a mix of employees, contractor, and freelancers (Deloitte, 2013). Human resource flexibility allows employers to scale up or down their business and minimize the cost of the process quickly. In 2017, more than 43% of labour under 35 in the U.S. worked outside of traditional jobs (Chaudhary, 2019).
However, the model is not without side effects.
One important reason organization welcome flexible employment form is cost. Traditional employment costs are too high due to labour laws. Open talent is not on the balance sheet of the company (Deloitte, 2013) and can be hired or fired at any time in line with business needs. American tech companies save $100 thousand per year per position by using contractors compared with long-term contract employment (Moreno, 2019). For high value-added professionals, who are less dependent on any organization, the form brings more freedom. But for others, it means a precarious income and no pension or health insurance. Within an enterprise, flexibility is largely the ability to respond rapidly and cheaply to the labour market (Price, 2007). Surveys revealed that almost all employment growth in the U.S. between 2005 and 2015 came from the work arrangements of open talent (Passy, 2019). Google insiders acknowledge that non-traditional employment has exceeded 50% this year (Wakabayashi 2019). Many jobs are assumed by default by contractors. Even with experience, it is hard for them to get a full-time job, but a contract of up to two years. Various actions of Google imply that they have no employment relationship with Google (Passy 2019), excluding them from the protection of labour law. They call themselves TVC (temporary, Vendor, contractual), endure the inequality in pay and opportunities, restricted company information and the risk of being thrown out at any time (Wong, 2019). Following the outcry, Google issued a statement in April calling on U.S. companies to offer $15 an hour and other basic benefits by 2020 (D’Onfro, 2019).
On the other hand, flexible employment will increase management costs. The unstable employee relationship will lead to the lack of communication between employees to form a unified vision. Organization has difficult to get employee’s commitment, even the willingness to innovate. The cost of resolving the complexity created by inconsistencies in goal identification and motivation may be greater than the savings from using short-term employees. Google stipulates that everyone, whether core employees or not, should have a desk in the company (Boersma, 2016).
To make better use of employment activities to enhance the flexibility of enterprises, perfect laws and regulations are needed to ensure a fair working environment. In addition, HR also needs to adjust the management mode to adapt to the network labour relationship formed by the cooperative teamwork.
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Figure 2-3  Population
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Figure 2-4  Population Growth Rate 
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Figure 2-5  Population Ages 15-64 
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Figure 2-6  Employment Rate
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Figure 2-7  Labour Force with Advanced Education
(% of total working-age population with advanced education)
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Figure 2-8  Part-time Employment 
(% of total employment)
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Figure 2-9  GDP Growth
(annual %)
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Figure 4-1 Hofstede's Cultures Dimensions of Germany and United States
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Figure 6-1 Atkinson's Flexible Firm Model
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