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Using ZOOM
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The Three R’s: A framework for recovery

Respond Return Reinvent
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It has been a difficult year so far…
All stakeholders have suffered - in some sectors more than others
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Audience poll – Question #1

What executive pay action(s) have you taken so far 
in light of COVID-19 and the Recession?

 We have taken no executive pay actions yet

 We have reduced CEO and C-Suite annual base salaries

 We have reduced fees for our non-executive directors

 We have rolled back on our salary increases

 We have paid our cash bonuses in equity

Copyright © 2020 Mercer (Hong Kong) Limited. All rights reserved. 6
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Corporate reaction so far
Companies at the ‘epicenter’ of the economic weakness will be under intense scrutiny;
others will not necessarily escape 

7

At the ‘epicenter’ – staff 
furloughed, government 
support (e.g. travel, 
leisure, non-essential 
retail)

Dividend cancelled 
(e.g. banks)

Little/no impact of COVID-
19 (e.g. non-life insurance) 

Strong tailwind from 
COVID-19 (e.g. e-
learning, essential 
retail)

For organizations who have made 
Executive Pay actions in Asia-
Pacific…

81%
Reduced executive base salaries

29%
Reduced annual incentive targets

13%
Reduced the size of annual equity grants

Respond
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Responses that we have seen in the market

Government Support 
Programs Headcount changes Wages and hours Benefits 

Job retention scheme Recruitment Freeze Cutting wages Use of annual leave, rest days 
and/or unpaid leave 

Wage subsidy scheme Withdrawing offers of 
employment/delaying start dates Freezing salaries Cutting discretionary costs 

Sick pay support Reducing temporary workforce Reducing working hours Not paying bonuses

Training programmes Voluntary redundancies Changing working patterns/home 
working Retraining and relocation 

Tax/Social security reliefs
and deferrals Secondments/workforce sharing Cancelling paid overtime Changing pension benefits

Respond
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A look at the US

• Most US companies are taking a wait and see approach rather than adjusting performance goals for 
awards already granted.

o Proxy advisory firms have stated that they do not support changes to midstream or in-flight awards 
since they typically cover multi-year periods.

• For awards not yet granted, many US companies are considering (i) a move toward qualitative goals, (ii) 
specifically excluding the impact of COVID from the performance metrics, and  (iii) granting time-based 
awards rather than awards that are performance-based.

• Some US companies are considering a switch from cash incentives to equity incentives in order to 
conserve cash, or a switch from equity incentives to cash due to low share prices and excessive burn-rate 
in relation to share reserve.

• When possible, US companies are delaying the grant of new awards.

• Some US companies have decreased executive salaries and director cash retainers.

Respond
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Examples of companies whose executives have volunteered changes

Executive chairman of News Corp 
will forgo a cash bonus of $2 
million for 2020

Chairman and chief executive of Melco 
Group, Lawrence Ho Yau Lung, is 
forgoing his salary for the remainder 
of 2020

Delta CEO will forgo his base salary 
for 6 months

Uber CEO and BoD give up on 
their cash salaries for 2020

Focus on exec pay for companies who took Gov support expected to continue

Singapore Airlines CEO volunteers to 
a reduced pay

BT CEO donates his salary to the NHS
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Now, it’s time to 
think about recovery

Companies have had some time 
to respond; questions around 
how the business will 
recuperate are getting louder 
and more frequent

External Stakeholders

- Investors
- Customers
- Suppliers
- Regulators

How will we 
‘bounce back’?

Internal Stakeholders

- Executives
- Employees
- Directors

Return Reinvent
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Guiding principles in determining executive compensation
The road to recovery will not be linear

12
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Audience poll – Question #2

How do you plan to deal with your current short-
term incentive plans?

 No change . Our current metrics and goals are still appropriate to support 
us for the remainder of the year

 No change. We will exercise discretion at year

 We are resetting the targets (e.g. lowering thresholds) on our current 
annual incentive plan, because current ones are no longer attainable.  

 We are creating an additional incentive plan for the remainder of the year

Copyright © 2020 Mercer (Hong Kong) Limited. All rights reserved. 13
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Adjustments to in-flight awards

Companies can consider different types of adjustments to in-flight awards, such as: 

• Adjustments to performance conditions 

• Pro-rating in-flight awards to those who cut back their hours

• Swapping one type of share award for another 

• For example, swapping share options for restricted share units if the share options are 
underwater

• Suspending vesting during furlough / other unpaid leave

• Cancelling and re-granting awards 

14
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Considerations to implement changes to in-flight awards

Information and 
consultation 

requirements?

Variation to contractual 
terms and conditions 

of employment? 

Listed company 
requirements? 

Employee consent?

Key legal issues

Other issues

Need to retain flexibility?
Able to be nimble to 

respond to new demands

Discrimination issues Employee retention and 
motivation 

15
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Exercising discretion for in-flight awards

16

Has performance against the incentive targets been materially impacted 
by the uncontrollable event?

M ATERIA L ITY

How has management responded to the event?

Has there been clear, swift decision making and have successful 
steps been taken to mitigate the impact for the company and its 
stakeholders?

CON TROLLA BIL ITY

What was the overall experience for shareholders, employees and 
customers?

Shareholders will want to see a degree of alignment between any actions 
taken in respect of executive remuneration and how the company has 
treated its workforce..  Any government support will also be a factor

STA K EH OLD ER OU TCOMES
How has the Committee responded to the impact of similar events 
in the past?

Shareholders will want to see evidence of consistent decisions by 
the Committee.

P RECED EN T A N D  CON TEX T

Does the Committee have the authority to make the change within 
the shareholder approved remuneration policy, plan rules or 
participant contracts?

AU TH ORI TY
How long before the end of the performance period did the 
uncontrollable event occur?

Was there sufficient time for the management team to take actions 
which could have mitigated the impact?

TIMIN G

Return Reinvent
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Adjusting in-flight awards
Assessing adjustments can be aided by a set of principles

17

Adjustment principles

Must have 
all of these

1. The items being adjusted were unknown to the Board when the original performance targets 
were set, i.e. they were not budgeted or predictable

2. The adjustments have a material impact (e.g. [5%] impact on EBITDA)

3. The items being adjusted are one-off and caused by external factors

4. The adjustment does not result in setting an unhelpful precedent

Must have at 
least one of 
these

5. Actions/decisions would otherwise have an upwards impact on (short-term) incentive 
outcome, which is at odds with the long-term interests of the company

6. The incentive outcome would otherwise be affected by factors wholly outside management 
control

Prefer to 
have

7. The adjustment is consistent with past practice

8. The item being adjusted should be objectively quantifiable










Company 
dependent

Return Reinvent
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Other considerations for in-flight awards
Scenarios where positive discretion adjustments may not be warranted

18

1. Staff have been furloughed/Government financial assistance has been used

2. Emergency capital raising: Investors will also consider the treatment of dividends and whether 
any suspension was required by a regulator rather than applied to protect the business

3. Performance was poor prior to COVID-19: investors will likely judge the appropriateness of 
adjustments based on track record

4. Incentive population is only senior executives:  investors are seeking alignment with the workforce

5. Adjustments made to Relative TSR vesting:  only adjustments to absolute measures will normally be 
tolerated

The goal should be that the executive experience matches not just the shareholder experience but also the wider 
stakeholder experience

Return Reinvent



Copyright © 2020 Mercer (HK) Ltd. All rights reserved.

Audience poll – Question #3

What action(s) are you considering to take to align 
your future incentives with changed business 
realities?
 Adopt new measures in our upcoming annual incentive plan for the next 

financial year

 Adopt new measures for our long-term incentive plan for the next financial 
year

 Make changes to our overall long-term incentive plan structure

 Reduce the annual incentive pay opportunity and increasing the long-term 
incentive opportunity

Copyright © 2020 Mercer (Hong Kong) Limited. All rights reserved. 19
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Thinking about future awards

• Adopting new “umbrella” schemes which give you flexibility to grant a variety of different awards?

• Equity awards to be granted when share prices are low? 
• For example, granting options when share prices are low to “lock in” a low exercise price but bearing in mind 

regulator expectations

• Setting of performance conditions
• Should the company defer setting performance conditions given uncertainties? 

• Should you still grant to those who are now working reduced hours or who have taken time off to care for 
dependents?
• Potential discrimination issues?

• Leaver provisions – should the impact of Covid-19 on the financial position of the business be a factor for 
Compensation / Remuneration Committees in exercising discretion to vest awards for leavers or apply pro-
rating? 
• Dependent on the reason for leaving (e.g. redundancy vs other without cause reasons)? 

20
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Approaches to future variable pay

21

Investors will be expecting the next cycle 
of variable pay to be lower (or even zero) 
in companies where profits and share 
price are down, even if this is purely due to 
the virus.

If businesses receive government support 
to pay the workforce, it will be seen as 
inappropriate if large bonuses are paid to 
executives

Investors will expect the treatment of 
executives to take into account how the 
workforce has been treated (layoffs, 
furloughs, reductions to hours, etc.)

As per the previous page, for companies 
where the share price is materially lower 
than previously, Remuneration Committees 
will be expected to take this into account 
when determining number of shares over 
which awards should be granted to avoid 
excessive share dilution and executives 
potentially benefiting from a windfall 
gain.

Remuneration Committee will assess the 
value at vesting and make reductions if 
windfall gains have resulted from a bounce 
back in the share price from a COVID-19 
low.

Lower bonus/LTI payments (or 
even zero)

Share prize materially lower 
since the last award date

Remuneration Committee 
discretion at LTI vesting

Return Reinvent
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Setting targets for future incentive cycles
Approach for future bonus cycle

22

Approach Considerations

1 Set annual targets based on best available
information today;  accept that targets may 
not be robust and that bonuses do not always 
payout 

May lose credibility in the incentive process

2 Set annual targets based on best available
information today;   reassess targets at end of 
performance period; adjust if necessary

Application of discretionary adjustment may not 
be acceptable

3 Disaggregate bonus year into 2x 6-month 
periods;  set targets for each period at start of 
period

May not be acceptable to shareholders if applied 
to senior executives expected to have a longer 
time horizon

4 Include more measures, some of which are 
less sensitive to the impact of COVID-19

Shareholders prefer simple incentives

Shareholders prefer only a modest weighting on 
non-financial measures

Compliant with Remuneration Policy?

Return Reinvent
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Setting targets for future incentive cycles
Approach for future LTIP cycle targets 

23

Approach Considerations

1 Delay setting targets until later in 2020 (for 
companies with later year ends)

Could be criticised for targets being 
driven too much by ‘banked’ 
performance

2 Break long-term performance period down into 
multiple annual tranches, with targets set at start of 
each period

Difficult in practice due to recency 
bias

3 Shift weighting onto relative measures Requires robust/credible
benchmark

4 Set absolute targets but modify outcome against a 
range of relative measures

Requires robust/credible
benchmark

Caution: flexing the methodology for setting LTIP targets is less likely to be received well 
given the more senior participant population than for annual bonuses

Return Reinvent
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Shift to opportunistic transactions

Maximize Value

Balance sheet 
health/liquidity 

check

Supply chain 
reconsideration

Activist 
campaign 
renewal

Leadership 
in crisis 
scrutiny

Asset value and 
competition 

reduction

Deal risk increased 
and timelines 

decreased

Divestitures Delayed integrations Core business refocus

Non-traditional 
partnerships & JVs

Distressed asset 
pursuit

Paused or abandoned 
deal revisit

Business Pressure

Resulting Trend

24
Return Reinvent



Copyright © 2020 Mercer (HK) Ltd. All rights reserved.

 A trained cross functional 
team,  full time project mgmt. , 
and a robust divestiture 
playbook 

 A full seller due diligence to 
avoid risk

Deal Readiness Talent Risk Value Creation

 RemainCo Optimization 

 Cost containment 

 Synergy maximization  

 Identify risk of losing key talents

 Develop key employee retention 
and enhanced severance 
strategy 

Maximum value through the divestiture 

25
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Avoid unnecessary delay of integration 

Strategy
Decisions about how you 

intend to operate should be 
made early

People
Individuals responsible 
for driving integration 

pre- and post-close 
must understand roles, 

responsibilities, and 
decision making 

authorities

Plan
The deal thesis dictates 
your operating model 

which informs the 
integration plan 

Avoid Delays 

Key Focus
culture, retention, 

leadership 
capabilities and 

resource capacity 

Increase Consistency & Efficiency 

Management
• Unify management processes 

to increase efficiency and 
consistency 

Organization Structure
• Rationalize your organization 

structure by further 
combining adjacent or 
partially overlapping 
departmentsJob Architecture 

• Unify job architectures to 
create a consistent hierarchy 
for titles & levels

26
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Let us know

Which of the following areas are you interested in 
learning more?

 Benchmark executive pay in changing business environment

 Adjust incentive plans to align with new business priorities

 Design long-term incentive plan to support new strategic direction

 Review reward governance and process to address increasing demands 
from different stakeholders

 Understand executive rewards trends, data and analysis to support the 
request from the remuneration committee

 Explore options on inorganic growth and opportunistic transactions 

Copyright © 2020 Mercer (Hong Kong) Limited. All rights reserved. 27
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