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HR Strategies for Change

A workshop on the human resource aspects of managing change and building organisation effectiveness

Objectives

The workshop aims to:

· Introduce participants to western ideas about a selection of topics on human resource management.

· To provide a forum for participants to share their experience of managing change.

· To build on the FIST programme by enhancing its impact.

Outline Programme

Day 1

9.00 Introductions to participants and the programme


Feedback to participants from the reconnaissance visit.

9.30 ‘What are the HR problems we face?’ 


Post it exercise

10.00 Case study on change. Group discussion, followed by plenary discussion and questions and answers.

11.00 Break

11.15 Principles of change management – presentation

12.00 Tactics for change – group discussion: ‘What has worked for us’

12.30 Feedback

1.00 Lunch

2.00 Human resource planning – presentation

2.30 Case study on planning. Group discussion followed by plenary discussion and questions and answers.

3.00 Break

3.15 Career development – presentation.

Group discussion followed by plenary discussion and questions and answers.

4.00 Discussion with FIST participants – ‘What should follow the programme for participants?’

5.00 Trios review the day – ‘What might be applicable to us?’

5.30 Break

6.30 Reception and dinner

Day 2

9.00 Review of day 1

9.30 Performance management

10.00 Case study on evaluating and rewarding good performance, and dealing with poor performance.

Group discussion followed by plenary discussion and questions and answers.

11.30 Break

11.45 Assessment and selection – presentation on methods and practices

12.15 Group discussion followed by plenary discussion and questions and answers.

–‘What would work in China?’

1.00 Lunch

2.00 Film on motivation

2.30 Retention– presentation on methods and practices 

3.00 Break

3.15 Employee development – presentation on methods and practices

4.00 Trios review the 2 days – ‘What might be applicable to us and what will we do next?’

4.30 Course review and evaluation

5.00 Close

HUMAN RESOURCE ROLE SUMMARY

Adapted from: - Dave Ulrich and Jill Conner

The attached survey describes different roles that the HR function may play within your business.  Referring to the HR professional in your business entity (e.g. Corporate HR if you are at Corporate; business unit HR if you are in a business), please rate the current quality of each of the following activities using a five-point scale  (1 is low; 5 is high)

Current Quality

(1-5)

HR helps the organisation…..

1.   accomplish business goals






______________

2.   improve operating efficiency






______________

3.   generate employee commitment






______________

4.   adapt to change








______________

HR participates in…..

5.   the process of defining business strategies




______________

6.   designing HR processes







______________

7.   building employee morale







______________

8.   driving culture change







______________

HR makes sure that…..

9.   HR strategies are aligned with business strategy




______________

10. HR processes are efficiently administered




______________

11. HR processes and programs meet needs of employees



______________

12. HR processes and programs increase the organisation 



______________

HR is measured by its ability to…..

13. help make business strategy happen





______________

14. efficiently deliver HR processes






______________

15. help employees meet personal needs





______________

16. help an organisation anticipate and adapt to future issues


______________

HR is seen as a…..

17. business partner








______________

18. administrative expert







______________

19. champion for employees







______________

20. change agent








______________

HR spends time on…..

21. strategic issues








______________

22. operational issues








______________

23. listening and responding to employees





______________

24. supporting new behaviours for keeping a firm competitive


______________

HR is an active participant in…..

25. business planning








_______________

26. designing and delivering HR processes





_______________

27. listening and responding to employees





_______________

28. organisation renewal, change, or transformation activities


_______________

HR works to…..

29. align HR strategies and business strategy





_______________

30. monitor administrative processes






_______________

31. offer assistance to help employees meet family and personal needs

_______________

32. reshape behaviour or helps anticipate future people needs


_______________

HR develops processes and programes to…..





________________

33. link HR strategies to accomplish business strategy



________________

34. efficiently process documents and transactions




________________

35. take care of employee personal needs





________________

36. think about future people issues






________________

HR’s credibility comes from…..

37. helping to make strategy happen






________________

38. increasing productivity







________________

39. maintaining employee morale






________________

40. making change happen







________________

SCORING SHEET FOR HR ROLE SURVEY

USING THE ANSWERS IN THE “QUALITY” COLUMN, FILL IN THE ATTACHED WORKSHEET.  PUT YOUR SCORE FROM THE “QUALITY” COLUMN FOR EACH QUESTION, THEN ADD THE TOTAL FOR EACH OF THE FOUR ROLES.

STRATEGIC 

PARTNER
ADMINISTRATIVE 

EXPERT
EMPLOYEE CHAMPION
CHANGE AGENT

QUESTION
SCORE
QUESTION
SCORE
QUESTION
SORE
QUESTION
SCORE

1

2

3

4


5

6

7

8


9

10

11

12


13

14

15

16


17

18

19

20


21

22

23

24


25

26

27

28


29

30

31

32


33

34

35

36


37

38

39

40


TOTAL

TOTAL

TOTAL

TOTAL











TEXOLOGY CALLCENTRE

Texology manages call centres for many businesses, including claims offices for insurance companies, account enquiries for banks, ticket sales for events, order processing for mail order companies and requests for repair services.

The next meeting of the Management Board is about to review the business and there are some serious tensions amongst the directors.

1. This is an important meeting for the Board and there is a feeling of excitement.  In Y5 the company decided on a major capital investment programme designed to lead to a substantial increase in transactions processed.

2. Unfortunately the years Y6, Y7 and Y8 were not good for the company.  The general economic situation led to a fall in the market and consequently reductions in call-centre operators.  At the same time, the economic situation led to rising costs and falling profits.  There were times when the company questioned its investment programme, but in the event it held to its chosen path.

3. Now things look good – as year Y9 opens the expected boom in trading activities has resulted in increased transactions just in time to take up the extra capacity that the investment in new technology and workstations will make available.

4. There only remains the number of operators to be agreed before the Board members commence a self-congratulatory dinner in the dining room.

5. The Business Development Director says that new business is coming in well and they should have no difficulty handling an increase of 2.5 million transactions from the present processing of 3 million to about 5.5 million transactions (see Table 1).  He is pleased at the way his department has conducted itself, pointing out that, with the current forecast, business will have more than doubled in the years Y1 – Y10.

6. The Operations Director presents his report to the board.  He points out how difficult Y6 – Y8 was for the operations.  However despite difficulties with the staff representatives, economies had been achieved and the number of operators cut by 11% from 447 to 396.

At present levels of productivity the increase in output required from three to five and a half million transactions means increasing employment to 725 operators (see attached graph, Option 1) between Y6 and Y8.

However, he is not a man to tolerate average performance and sees no reason why an increase in productivity cannot be achieved.  He has had preliminary discussions with the staff representatives about introducing an incentive scheme and it seems than an increase in productivity can be achieved because of the economies of scale and personal effort by the employees (see attached graph, Option 2).  He wants about 650 operators, a great saving for which he pays tribute to the staff representatives and his managers.

7. The acting H.R.Director recalls that the target for employment when the investment programme was started in Year 5 was 550.  He presents the relevant original option.

He is silenced by the Operations Director who says it is a line responsibility to determine numbers of operators required.

8. The Finance Director says that costs remain a problem and his analyses suggest that a considerable price increase will be necessary.  Like H.R., he thought that only the 550 operators  would be required and he had calculated costs on that basis.  Therefore he must now press for a price increase.

9. The Business Development Director says that this is impossible – a price increase will result in business being taken away from the call centre rather than increased.  Anyway, the original investment plan was based on the assumption that transaction prices would be held at Year 5 prices on a constant price basis (i.e. after allowing only for inflation) as they had been for the last three years.

10. The Finance Director points out that this had been done only at the cost of falling profits.  The investment had to be paid for.  If prices could not rise then fewer operators could be justified.

11. The Operations Director says that a target of 550 operators is impossible nonsense, a typical response from H.R. and Finance.  This would entail an increase in productivity per employee over two years of over 35%.  This was absolute foolishness.

He remarks that it is a bit late for the Finance Director to admit that its original analyses were wrong.  The Finance Director vehemently denies this and says that probably H.R. gave them the wrong manpower forecast.

12. It is late in the evening.  The company appears in crisis with transaction costs higher than promised or employees it cannot afford.  The root of the problem is the numbers of operators required.  The H.R. Director, Operations and Finance Directors are asked to stay behind to study the problem and recommend a course of action.  A copy of the information presented to the Board Meeting is attached.

Questions: 
1.
What has gone wrong?



2.
What would you do about it?

Information Presented at Board Meeting

Table 1

Business Levels




Employment Levels

Transactions (millions)



Number of Operators

Y1

2.0




Y1

204

Y2

2.5




Y2

252

Y3

3.1




Y3

307

Y4

3.4




Y4

349

Y5

4.1




Y5

403

Y6

3.9




Y6

447

Y7

3.5




Y7

425

Y8

2.9




Y8

396

forecast:

Y9

3.5

Y10

4.5

Y11

5.5

Production and employee numbers

Units

Produced





Original
Option 1
Option 2


5.5

5

4.5

3.5


400
450
500
550
600
650
700
750



Employees
TEXOLOGY – ANSWERS 
1. Find agreed productivity index (viz. transactions per operator)

2. Analyse performance over the period and consider validity of arguments.

3. How valid are the views expressed?

· para. 1      capital investment 

· para. 5     “business has doubled”

· para. 6      numbers of operators required

· para. 7      original target

· para. 7      line responsibility – or is it?

· para. 8      costs v price

· para.11    Operations, Finance or H.R?

Year
Transactions

(000’s)
Operators
Transactions /Operator (000’s)



1

2

3

4

5

Investment

6

7

8

Forecast

9

10

11

(Operations Director 

(if nothing changes
2,000

2,500

3,100

3,400

4,100

3,900

3,500

2,900

3,500

4,500

5,500
204

252

307

349

403

447

425

396

550

650

750
9.8

9.9

10.1

9.7

10.2

8.7

8.2

7.3

10

8.5)

7.3)



Action plan

1. agree productivity indices

2. agree recovery plan with targets

3. communication plan  -  problem

-  solution

4. consider incentives

5. build team and commitment

6. monitor decisions and progress

Past problems?
1. over staffing 

2. lack of agreement/understanding on financial objectives

3. lack of commitment to investment decisions

4. lack of investment monitoring

5. no agreed measuring periods

6. lack of team

7. no collective responsibility

The career planning system at an international company

Every member of staff has an appraisal every six months at which an assessment is made of strengths and areas for development, a development plan drawn up and career aspirations explored.

When a vacancy arises, it is advertised internally and anyone is free to apply. It is also brought to the attention of those whose aspirations appear to match the advertised job. The individual can still decline to put their name forward if they wish. Where the job appears to fit a development need for someone, then they too are advised of the vacancy and invited to apply.

The selection is based on the best candidate at the time, though some jobs are reserved as developmental positions for individuals who are on a fast track to management.

At the six monthly appraisal, success and failure at internal job interviews are discussed.

They maintain a database of those who have left them for reasons of career advancement and periodically approach people for key jobs to see whether they would like to return. Few take up the opportunity, but those who do are invaluable as they have benchmarked the company approach against other companies and have a more insightful view of how things should be done on their return.

Outline of a typical assessment centre

9.00   Briefing of candidates (Typical number may be about 10)

9.30
Tests

10.30
Group discussion

11.00 
Break

11.15
In-basket exercise

12.00 
Presentation preparation from data provided

12.30
Lunch / presentations

2.00
Interviews / feedback of tests / provision of company information

5.00
De-briefing of candidates – what happens next.

Advantages and Disadvantages of different Selection Methods

Method




Advantages




Disadvantages

Application form


Allows pre-screening




No interpersonal data






Comparison between candidates


Can be written to deceive






May suggest areas to investigate

Interview



Easy assessment of verbal fluency


Difficult to assess technical and practical skills.

Competency based interview
Focuses effort on key behaviours


May be overly influenced by initial perception.

Panel interview


Allows comparisons




Can be intimidating to nervous candidates.






More than one judgment



Needs careful preparation between interviewers.






Interviewers can listen more intently whilst







another person asks the questions

Tests




Provides a more consistent and objective measure
Is success on the test correlated to job performance?






Can be compared with others the interviewer 
Tests can be biased by language and culture

has not seen.

Group discussion


Allows observation of interpersonal skills

A dominant person may prevent an otherwise good 

candidate from performing.













Needs skilled observer.

Report 




Tests technical knowledge 



In a tight labour market, may put off good candidates 

who are faced with less rigorous selection from competitors.






Allow socially unskilled candidates to perform







better

Presentation



Tests preparation and confidence


Is presentation a relevant skill in the job?











Assessment centres


Combines data from different sources

Time






Highest predictive ability

THE TECHNIQUES OF JOB ANALYSIS

Observation

Observation of the job holder doing their work is the simplest and most straightforward approach. Depending on how repetitive the work is, time will vary to encompass the whole range of activity. It may need supplementing with for example an interview and a time log of activities. It still requires the observer to deduce the accountabilities and competencies required.

Whatever other methods are chosen, observation of the jobholder is a useful supplement.

You may sample at different times for a specific job or for a range of jobs at a point in time, and the results used as input into a structured job description outline, against checklist of competencies, or written as some narrative.

Note that observation may well affect the behaviour and performance of the individual.

Activity analysis or hierarchical task analysis

This is intended to define the activities in a job, often laid out in groups of activities to form a hierarchy of tasks. It can be produced by diary, observation and interview methods and starts with the overall purpose of the job and then to break this down progressively into the tasks that have to be done to accomplish this purpose.

A variant is to focus on behaviour analysis. The behaviour to be observed is that which is relevant to the outcome, capable of being observed, reliably and consistently by different observers and ideally differentiated between positive and negative effects on the outcome

There are three components to be borne in mind when looking at an activity: what are the inputs - e.g. information on requirements for the task, what is the process that is going on - e.g. using a computer to produce a report and what is the output - e.g. what is the contribution of this activity to the overall purpose of the job

Diaries

This method relies on the jobholder keeping a log of their activities over a period of time. They may be completed over a period of say every hour or day, or when there is a change from a regular activity e.g. when a machine breaks down, or by identifying the specific activities undergone e.g. typing

It has the advantage from the analyst’s viewpoint of efficiency in data collection, but it suffers from the possibly biased perceptions of the job holder (especially if the use to which the resulting description is put may have an effect on terms and conditions) or they may forget to record events. Some will find it an onerous task to complete.

The resulting data still has to be analysed and inferences drawn

Critical incident

It is a procedure for collecting observed incidents which have proved critical to performance. It is particularly relevant in jobs where success or failure in performance is defined by a few key events. For example, the pilot uses little of his / her skill most of the time. It is when there is a problem that subsequent behaviour defines the successful performer.

The jobholder is asked to describe events that have occurred and their response. Comparisons can be made between successful and unsuccessful outcomes as well as insights into what might have improved performance in the event of a future occurrence.

Behavioural event interviewing

This was derived by McClelland’s associates for developing the required competencies for a job and involves 5 steps:

1) Introduction and explanation - a review of their career to date

2) Job responsibilities - the key tasks and accountabilities

3) Behavioural events - the 5/6 most important situations he or she has experienced in the job - 2/3 high points or major successes and two or three low points or failures (this is similar to the critical incident technique)

4) Characteristics needed to do the job - what it takes to do the job effectively

5) Summarising

Structured Questionnaire

This approach is based on a set of standard questions which ideally are asked of a sample of jobholders. The resulting data can be more easily compared.

It should be noted where there are a range of jobs, there may need to be different questions relating to different jobs. Care needs to be taken to avoid a too mechanical analysis which may miss some subtleties of the job. The standard questions form a starting point but good probing questions thereafter are essential.

THE HENKEL LEADERSHIP COMPETENCY FRAMEWORK

12 dimensions of leadership capability

WORK APPROACH (hand)
1.1 Drive and Performance orientation

· Level of activity

· Dynamism, zest and zeal

· Commitment

· Self control, concentration

1.2 Initiative, readiness for decision-making

· Hands on style, impact

· Independence

· Readiness to take risks

· Decisiveness

1.3 Level headedness

· Consistency, self confidence

· target orientation

· perseverance

· stress tolerance

1.4 Open mindedness, flexibility of mind

· Receptiveness towards new ideas, curiosity

· self criticism, readiness to learn

INTELLECT (head)

2.1 Analytical thinking

· Essential linguistic and arithmetical skills

· critical analysis of details

· conception and comprehension of individual problems

· logical thinking

2.2 Comprehension, ability for judgement

· comprehension of complex contexts

· focus on essentials

· well balanced, far sighted judgement

2.3 Planning and organising

· working systematically, structuring of work patterns

· use of time and resources

· ability to arrange and enforce control

2.4 Imaginativeness, creativity

· agility of thinking

· associativeness

· unconventional thinking

INTERPERSONAL SKILLS (heart)

3.1 Ability of expressing oneself

· oral and written expression

· ability to convey and explain

3.2 Sociability and diplomacy

· readiness for new contacts

· conforming to standards and expectations

· acceptance by others, charisma

3.3 Convincing and accomplishing

· determination, firmness

· ability to convince and motivate

· drive for authority

· direct and diplomatic influence

3.4 Co-operation and delegation

· friendliness, readiness to co-operate

· openness, fairness

· empathy, understanding

· creating positive work atmosphere, encouragement

· encouraging by delegation of responsibilities

· conflict resolving

Case studies

Facing competition in a European Bank

Discussion Case Study

Outline
A major European bank whose strength was in its home market was facing increasing competition in this market as the three other major players offered greater international expertise to corporations who were increasingly competing in global markets, either directly or through partnerships or joint ventures. 

The bank also found itself being squeezed as customers increasingly wanted one-stop provision of a range of financial services and basic deposit taking and retail services were becoming regarded as commodities.

At the same time the bank saw an opportunity to leverage its own assets, which included strong local branches and long-term customer relationships, in other European markets as these liberalised under European Union led de-regulation. 

The bank therefore developed a new strategy but faced several human resource issues in defining and implementing this, not all of which were successfully addressed. 

The Strategic Issues
The historic strength of the bank was its network of some 30,000 local branches. Many of these were the only bank in a village or small town, and the bank had a strong track record in supporting commercial, professional and co-operative ventures.

Local customers prized the continuity of the bank management and staff, and these were usually integrated into the local community through a range of business, social or personal activities. 

The bank had a small head office and larger regional offices supporting a large network of local branches. Specialist banking services were outsourced to other major banks.

As the bank re-oriented its priorities to serving larger corporate customers, and providing a full range of services, it became necessary to increase the competence of managers and staff who related to these customers. 

This raised questions as to how to:

· define and commit to a new strategy in a turbulent market? 

· best utilise scarce resources with international or specialist corporate skills?

· balance the benefits of local presence against the centralised skill groups?

· fund the investment of new systems and controls?

· select and establish a number of new offices in other countries?

· select and choose new partners who would provide skills and experience that the bank did not have?

· achieve economies of scale in all aspects of the bank’s operation?

· improve communication within the bank as it faced a period of change?

· benchmark performance?

· select, develop and retain staff with essential new skills?

The approach

The bank was supported by a number of external advisers who provided strategic insight, market analysis, systems and organisation development.

The bank was also supported by its shareholders who wished the bank would leverage its great historical strength to become pre-eminent in the national and European markets.

The bank was led by a Chairman who had a clear vision and great energy in pursuing this. Critics of the plans were either convinced, retired, or moved to lower profile portfolios. 

Regular local communication forums were established led by senior managers who were encouraged to report views and feedback back to the centre 

Once an initial strategy was agreed the bank re-organised along functional rather than geographical lines, established these functions as business units, and set demanding business goals for each unit. 

 Offices were quickly established in two other European capitals, New York and Tokyo and the success of these in attracting high profile new international clients was communicated through the media and internally. Each of these offices became a regional head office.

A new head office building was established and many of the regional functions were brought into the head office. 

Successes and problems

The bank was initially successful in adding new customers who had previously gone to the three competitors because the bank did not have the requisite skill set. Over time, however, the major international customers migrated to still larger international banks who were perceived to have a greater depth of experience and expertise.

After initial success the bank had a number of high profile problems in bond and equity trading, currency forecasting and corporate finance which significantly impacted upon the bottom line and led to increasing regulatory surveillance.

The foreign offices consistently found it difficult to gain significant market share, and became aware that they were usually initially offered only the higher risk business.

Turnover increased at all levels in the bank despite significantly improved salaries and benefits. 

Customer complaints increased and staff morale dropped correspondingly.

In order to regain lost ground, and to consolidate on the successful expansion that had taken place the bank realised that a number of human resource management issues had to be addressed.

The Task 

Identify the human resource issues do you think the bank faced and outline how you would approach dealing with them? 

You may find it helpful to prioritise the issues in terms of the order they should be dealt with.

You may also find it useful to consider where the ownership of these issues lay between the operational management and the HR function.

Finally you may wish to note down the key similarities or differences between this case and the issues facing your own organisation. 

Changing Strategy at a European Insurance Company

A Case Study for Discussion

Outline
A major European insurance company needed to revise its strategy. A major life insurance house, it also had successful commercial and private insurance arms and was a household name in its own country, but was relatively unknown in Europe.

Competition had increased significantly because of a series of poor years had reduced the market profitability and an excess of capacity had resulted in lower yields.

As European markets de-regulated, however, the company found that it also faced new competition from:

· retail banks who were now able to operate in the insurance market

· competitors who were merging to gain greater market mass

· other European insurance companies

· new market entrants who offered on-line services

Some of this competition had been assisted by new regulation that required full disclosure of interest to the customer, and full disclosure of the commission paid by the insurance house.

These market and regulatory changes had also changed the perception and awareness of both commercial and personal customers. These were now more suspicious of the nature of charges made by the insurance company, and more aware of alternative options for supply.

The Strategic Issues
The historic strength of the company was its brand, which had a long history and was regarded as reliable and secure. The company had a strongly identified head office in a provincial town, and was a major employer in the town.

Personal and commercial insurance had been mainly sold through intermediaries, who had been rewarded through an established commission structure. Direct mail had been sent to customers but all further sales activity was conducted by the intermediaries, who also expected to receive a share of the commission if direct sales to “their” customers were successful.

Specialist business such as medical or agricultural insurance had been obtained by a small direct sales force, often with leads from intermediaries who had been rewarded by a different commission structure. This business had been marketed and managed quite separately.

The company had a number of legacy IT systems that had been developed for specific products and services, and demanded paper driven data entry but new regulations were now requiring more complex data capture from customers, including information to guard against mis-selling in the retail market, and money laundering on the international markets.

The new on-line selling insurance companies were able to reduce their risk profile by only accepting defined risks and by achieving high volumes could reduce premiums; the traditional companies were left with less well balanced books as a result and faced increasing premiums.

As the company reacted to these market changes it realised that it faced a number of questions as to how to:  

· best utilise scarce resources especially in systems design and management?

· define the best split between front and back office operations?

· distribute its products in the market place: direct, through intermediaries, through joint ventures or on line?

· segment the product portfolio, especially in the definition of acceptable risks and improve customer relationships ?

· reduce costs in all areas of activity, including reductions in staff?

· benchmark business performance and relate this to individual performance?

· benchmark and reward intermediary performance?

· ensure staff achieved regulatory knowledge based and performance standards?

The approach

The company actively considered whether it would gain greater market freedom by abandoning its mutual status and accepting market capital. Eventually the company was re-capitalised on the stock market with a proportion of the shares being used to compensate the policy holders for their loss of mutual status.

The bank also considered acquiring or merging with other players in the financial services industry such as a building society but these failed after several exhausting and expensive initiatives.

A series of studies and reports were commissioned by external advisers many of which required interviews with staff and analysis of current and past performance.

There were also a number of high profile investigations conducted by the regulatory authorities, some of which resulted in fines for “mis-selling” certain products. Although the company was fined, individual staff were required to complete additional training programmes, and some were disciplined.

Staff reductions were achieved by closing satellite offices, early retirement, redeployment, and eventually by some redundancy. Some office premises were sold, and the workforce was consolidated into fewer buildings with higher occupancy rates.

The divisional names were changed, then changed again, and staff joked about the strategic blindness that this indicated.

Training was driven by compliance, and managers were held accountable for their staff meeting industry performance and ethical standards.

Successes and problems

The company was successful in its flotation, and in presenting a new brand image to the markets. It later merged with another major insurance house to achieve a size necessary to maintain sufficient investment funds, and to underwrite insurance risk.

The company faced continuing problems in maintaining specialist, direct and intermediary sales and experiments with over-ride commissions and other techniques increased the complexity of monitoring and some compliance issues.

Many independent agents accepted tied relationships with other houses, claiming that this one was less supportive in training and back-office systems, and less generous in commissions. 

As the company restructured and developed new systems the number of complaints related to back office functions increased and started to damage the brand.

Following the cost and staff reductions turnover remained high and the cost of training per head increased as regulatory requirements were met.

There was increasing concern expressed through staff surveys, and through staff representatives, that the rewards and incentives for the relatively small number of senior managers had increased out of all proportion to the remuneration of most other managers. 

The Task 

Identify the human resource issues do you think the company faced and outline how you would approach dealing with them. 

You may find it useful to look at them against the four criteria used in constructing an HR scorecard:

· customer awareness

· employee perspective

· operational efficiency

· financial performance.

You may also find it useful to consider which problems may most rapidly worsen and why?

CREATING A PERFORMANCE MANAGEMENT &

MEASUREMENT FOR HR

An Illustrative Case

A major bank in Canada built a framework for this, with the main goal being that the system was business focussed. The bank had some 50,000 staff worldwide.

The bank had repositioned itself from being product focused to being customer focused.  This service profit chain concept links employee satisfaction to customer satisfaction and onto financial success. This therefore stresses the importance of behaviours by the staff when conducting transactions with the customers.

The bank had also restructured the HR function. 

· In each major unit there was now a HR Relationship Manager whose role was to ensure that people strategies were unique to each business line and embedded in the business planning process.

· A global shared services centre was established, polling support and delivery of recruitment, training facilitation, employee relations and payroll services

· Some transactional services had been outsourced such as benefits administration

· Many employee self-service tools had been made available electronically and ‘on-line’, backed by a dedicated HR call centre.

The HR function therefore wanted to move from a product base of HR services into a customer focused organisation, yet with the services provided to the customers and the relationships clearly supporting the business goals of the company.

The HR department therefore adopted the goals of wanting to change the business orientation of the department, the style of leadership, and the to a system that measured activities and results. In particular they wanted to move from the passive provision of services to a function that was engaged with the customers.

The HR function created a performance management and measurement framework of five key focus areas split into ten strategic measures  (two for each focus area).

The approach included:

· Considered the then current surveys used to measure employee satisfaction and administered by HR

· Senior team met in series of facilitated workshops to decide the key areas that HR had to manage if it was to deliver value to the business: they agreed these were to

· attract, retain and develop in order to be able to fill positions with the best people

· helping leadership change in order for HR managers to be able to meet business goals

· communicating, marketing and maintaining feedback systems in order that they could be sure that they understood the objectives, results, and values of all HR policies and programmes 

· managing employee satisfaction

· ensuring that clients bought-in to the HR processes, products and services and were satisfied with these.

·  Senior team then met in workshops to identify the metrics that would be used for these focus areas.

-
specific output was that each HR manager had to return to own team and answer the questions; “what do we measure today?” and “what should we measure?”

· Succeeding workshops then considered each of the five areas and looked at the five to see if they did present a ‘balanced scorecard?’.

· employee focus (managing employee satisfaction)

· customer focus (client buy-in and satisfaction)

· financial focus (meeting business objectives)

·  Six months later consensus was reached on the measures and the metrics were agreed. Finance representatives were involved in this stage.

· At the next and final workshop a person was made accountable for each of the measures, and a full-time person was appointed to oversee the delivery and implementation of the system.

· Root learning maps were used to visually depict the company’s strategy during the process and to aid the involvement of staff. 

· one such map was created for the banking industry

· another focused on customers and how their needs are changing

· another described the internal business services.

Workshops were held at regular pre-set intervals (monthly) in order to maintain momentum.

There was great pressure to have more than two measures for some areas but these were rejected on the grounds that the smaller number enabled better focus, and made the data capture manageable. In other companies they had observed that more numerous measures had over-stretched the ability of the function to capture the data accurately (and cost-effectively) and the system had therefore been discredited. 

The measures adopted were:

Ability to fill positions with the best people: 

· the time to fill a vacancy

· turnover

Meeting business objectives (change leadership) 

· business results

· human value added (revenues minus expenses divided by full-time equivalents)

Understanding objectives, results, value of policies and programmes (feedback systems):

· alternative work arrangements

· employment systems review

Managing employee satisfaction

· employee satisfaction

· Placement in external ‘best employers listing’

Clients buy-in and satisfaction

· internal satisfaction survey

· HR expense

In communicating the measurement system throughout the HR function, the senior managers explained that the financial services was changing and why HR to become business aware.

Therefore one of the objectives of the drafting of the scorecard was the creation of a climate which recognised the positive value of employees seeing how their work impacted on business results. 

CREATING A BALANCED SCORECARD FOR HR

An Illustrative Case

A major US bank conducted a review of its performance against the US “Malcolm Baldridge Award” criteria (total quality). The assessment on HR stated that “although it did a lot of good work there was a number of identifiable improvement opportunities, most notably the need for s systematic process for measuring HR’s performance against its strategic objectives”.

Specifically the review found that:

· There was a lack of meaningful indicators early in the design of projects and processes, as well as at the beginning of process redesign

· There were no in-process measurement to indicate, at a given point, how well a new or current process was working

· There were few meaningful indicators for day to day operations.

The HR department in reviewing these findings concluded that the they resulted from:

· The HR department was split into too many departments, each of which had its own method for measuring and defining performance, and these were not well integrated or tied to any overall strategy or plan

· There was a wide variation in the quality and depth of the measurement systems in place 

· The HR leadership rarely used metrics to systematically review performance, and rather relied upon anecdotal information.

The HR function therefore developed and implemented a  balanced scorecard for the HR function. 

The process of developing the scorecard, however, presented a number of problems: e.g.

· Attempts to match the company’s scorecard with HR measures ended up with several HR measures for each element and no clear agreement as to which were the pre-eminent ones (e.g. cost per recruit, time to fill vacancy, retention rates, efficiency by benchmarking of the recruitment process)

· Some of the proposed metrics (e.g. build a culture of accountability within a division) defied metrication – how would this be measured?

· Some of the early attempts actually increased the ‘silo mentality’ of some functions as they concentrated on developing “their” measures, sometimes almost competitively

· Some of the early attempts to develop measures resulted in problems being moved down the process chain to other departments, rather than risk failing a measure (e.g. failure to complete all reference procedures prior to employee starting, training programmes cancelled because of lower than usual take-up)

· The HR leadership team collectively found it difficult to buy-in to a single approach.

The Bank resolved this by a two stage process.

1. By consolidating all existing measures into an effective measurement tool (for all products)

2. By engaging the HR leadership team in actively consulting and using these tools in strategic resources planning (for all processes). 

Driving this approach was the formulation of a series of key performance questions that an HR scorecard would set out to answer through the information that would appear on the scorecard. 

These questions were:

Operations

1 How efficient, effective, accurate, timely and relevant are HR’s key processes?

2 How effectively does HR leverage technology to improve our business processes and customer interactions?

3 Are HR’s processes compliant with government and company regulations?

Financials

1 How is the HR division adding the greatest value at the smartest cost?

2 How is the HR division prescriptively managing the HR-related financial risk?

3 How is HR maximising return on investment on special projects, initiatives etc.

Employees

1 How is HR developing the talent and diversity needed to be successful now and into the future?

2 How is HR developing the leadership bench strength needed to be successful; now and into the future?

3 How is HR building a workplace that results in employee commitment and retention?

Customers

1 What is the overall quality of HR;s customer responsiveness, reliability, and problem resolution?

2 How user friendly and accessible are HR’s tools, products and processes?

3 How satisfied are HR’s clients with their business partnerships?

The posing and answering of these questions was conducted by a cross-functional team

This case illustrates the significance of strategic questioning in the establishment of performance measures for HR.

It also illustrates some of the dangers of quickly implementing specific measures that reinforce silo working.

HR strategies for change

Name........................................

.
Date....................................

Feedback from participants at the end of a learning event is an essential part of the overall evaluation process. Please help with that process by answering the following questions. In each case regard 5 as high and 1 as low. Please use the comments space to qualify your scores.










LOW


       HIGH

1. GOALS

To what extent did the course achieve its purpose?

1
2
3
4
5

To what extent did you achieve your learning goals?

1
2
3
4
5

COMMENTS:-----------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

2. CONTENT
How would you rate the content in terms of.....

...relevance?






1
2
3
4
5

...practicality?






1
2
3
4
5

COMMENTS:-----------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

3. DELIVERY

To what extent were the training methods 

conducive to learning ?





1
2
3
4
5

How would you rate the tutors?




1
2
3
4
5

COMMENTS: ----------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

4. FACILITIES
How would you rate the facilities?



1
2
3
4
5

COMMENTS: ----------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

5. IMPLEMENTATION 

If you implement what you have learned 

how useful will it be?





1
2
3
4
5

What is the likelihood of you implementing
what you have learned?





1
2
3
4
5

WHY IS THAT: ------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

6. OVERALL
Overall, how do you rate this workshop?


1
2
3
4
5

WHAT IS YOUR MAIN REASON FOR THIS RATING: --------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

Thank you for completing this questionnaire.  Please hand to course tutor.
















































