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Preface





What’s in this book?

Managing people is a vital part of all managers’ jobs whether they are line managers or human resource (HR) specialists, and successful management and leadership make a huge difference both to the performance of teams and individuals and to the achievement of the organisation’s strategic objectives. Increasingly, HR takes a lead in informing and driving the strategic direction of the organisation itself and frequently this is in an international context. This book emphasises both the role of HR in forming and achieving the organisation’s strategic objectives and the increasingly globalised context in which this happens. The HR professional does not operate in a vacuum and the economic situation, demographics, changes in legislation and technology, as well as advances in artificial intelligence (AI), all affect the work of HR professionals. This book will discuss these influences and their effects on different aspects of human resource management (HRM).


The chapters

The content of this book represents an introduction to the philosophical and legal framework of people management strategies aimed at achieving a high-performance workplace. The book further examines the basic operational areas and good practice associated with HRM. Chapter 1 provides an introduction to the subject of HRM and the role that both HR professionals and line managers play in dealing with people issues in the workplace. It provides a background and history of the HR role and gives an overview of current issues in HRM, which are then examined in more detail in other chapters.

Chapters 2–5 discuss issues of central importance to HR today. This includes an exploration of employment relationship issues such as the psychological contract, employee engagement, high-performance working, employment law, strategic HRM and human resource planning. Together with an in-depth coverage of diversity, equality and inclusion, the discussion of these issues provides a background to the areas dealt with in the next chapters.

In Chapters 6–10, we focus on the functional areas that, if executed well, can add value for both employers and employees. We examine strategic and good practice issues in recruitment and selection, performance management and performance appraisal, learning, training and talent development, pay and reward systems, and health, safety and wellbeing.

More HR managers are working in multinational organisations dealing with international assignments and global staffing issues, so Chapter 11 discusses international HRM. The final two chapters consider how to deal with situations where problems develop in the employer–employee relationship, with an examination of discipline and grievance and then dismissal, redundancy and outplacement.




Who the book is for

This textbook is targeted at business and management students on degrees and diplomas around the world. It is intended primarily as an introductory text for those students who, as a part of their career strategy, are studying and working towards management positions whether in HRM or another area of management. Some students will aim to be a specialist in HRM by studying on a degree such as a BA in Human Resource Management or a course linked to a professional body such as the Chartered Institute of Personnel and Development (CIPD). However, managing people today is so important that it is not only a job for the HR specialists but now forms an important and integral part of all managers’ jobs. This book is also intended for these students whose degree is in other subject areas but where HRM plays an important part such as business administration and business management, business studies, events management, hospitality management, tourism management, marketing or supply chain management.

This book will also be of use as an introductory text to students on some master’s degree programmes such as an MBA, particularly where the students do not have much prior knowledge of this subject area. The ‘What next?’ exercises, in particular, are designed to encourage students to take their studies to a higher level.

The CIPD (2018) has developed an HR profession map designed to be relevant to all HR professionals, whether they are specialists or generalists in large or small organisations, and which is intended to help individuals plan their professional development and careers. The map consists of four bands ranging from Band 1, which is applicable to those just starting their careers, through to Band 4 for the most senior leaders. The map comprises 10 professional areas and 8 behaviours and at the heart of the profession map are the first two professional areas, which are the need for HR to provide insight, strategy and solutions and to lead HR. The other eight professional areas are: resourcing and talent planning, learning and development, performance and reward, employee engagement, employee relations, services delivery and information, organisation design and organisational development. The map is continually updated and the need to develop a global outlook in these areas is also important. The eight behaviours are: curiosity, decisive thinking, being a skilled influencer, personal credibility, collaborativeness, being driven to deliver, having the courage to challenge and acting as a role model. Most of the professional topics from the CIPD list are included in this book and should help you develop along these lines.

Those at or near the start of their careers who are, perhaps, studying at the intermediate level of the CIPD’s qualifications will find this book useful and we map chapters of the book against the CIPD’s intermediate level standards below. These standards are provided by diploma and certificate programmes and, while some qualifications are awarded directly by the CIPD, others are taught at CIPD-approved centres. Since there are optional units as well as core units there can be some degree of variation between programmes. We have listed our chapters and shown beside them the CIPD modules which cover similar areas.

This book will also be of use for foundation level students and as introductory reading for those on more advanced courses as they plan their professional development or plot their careers against the CIPD profession map.







	Chapters in Introducing HRM Eighth edition


	CIPD intermediate level modules





	1. Introducing human resource management


	Developing Professional Practice

Business Issues and the Context of Human Resources

Using Information in Human Resources

Resourcing and Talent Planning

Human Resources Service Delivery

Managing and Co-ordinating the Human Resources Function





	2. The employment relationship


	Business Issues and the Contexts of Human Resources

Contemporary Developments in Employment Relations

Employee Engagement

Improving Organisational Performance

Employment Law





	3. The fundamentals of employment law


	Contemporary Developments in Employment Relations

Employment Law





	4. Diversity and equality


	Developing Professional Practice

Employment Law





	5. Human resource strategy and planning


	Resourcing and Talent Planning

Organisation Design





	6. Recruitment and selection


	Resourcing and Talent Planning

Employment Law

Managing and Co-ordinating the Human Resources Function





	7. Managing performance


	Human Resources Service Delivery

Improving Organisational Performance

Managing and Co-ordinating the Human Resources Function





	8. Learning, training and talent development


	Developing Professional Practice

Resourcing and Talent Planning

Implementing Coaching and Mentoring

Managing and Co-ordinating the Human Resources Function

Using Facilitation Techniques

Contemporary Developments in Human Resources Development

Meeting Organisational Development Needs

Developing Coaching and Mentoring within Organisations

Knowledge Management





	
9. Pay and reward systems


	Reward Management

Resourcing and Talent Planning

Organisation Design

Employment Law





	10. Health, safety and wellbeing


	Improving Organisational Performance

Employment Law





	11. International human resource management


	Contemporary Developments in Human Resources

Managing and Coordinating the Human Resources Function





	12. Discipline and grievance


	Resourcing and Talent Planning

Employment Law





	13. Dismissal, redundancy and outplacement


	Resourcing and Talent Planning

Employment Law










Skill building

Nowadays there is an increasing emphasis on developing skills to ensure employability of graduates so, in this edition, there will also be a focus on skills in terms of both generic employability skills and HR skills. There is a great deal of debate about what constitutes employability skills. The Confederation of British Industry (CBI) and the National Union of Students (NUS) in their 2011 publication Working towards Your Future: Making the Most of Your Time in Higher Education say employability skills comprise ‘a set of attributes, skills and knowledge that all labour market participants should possess to ensure they have the capability of being effective in the workplace – to the benefit of themselves, their employer and the economy’. The main attributes necessary are to have a positive attitude and to be open to new experiences, new ideas, to be willing to participate in new activities and also to have a desire to achieve results. We hope you will have enthusiasm and openness to new ideas as you study HRM and read this book. However, they go on to say that the other key capabilities are: self-management, team working, business and customer awareness, problem solving skills, communication skills, application of numeracy and application of information technology. The NUS (2018) added that resilience and having the ability to deal with setbacks, stress or sudden changes in a project is another vital skill. Relevant work experience in your chosen field is also very important, though, as Martin Lewis stressed in a talk to undergraduates televised for ITV (23 October 2018), you can learn lots of valuable lessons from all forms of work experience and you should work to the best of your ability in whatever job you do. All work experience is useful, even if this means learning what you do not want do! We have included in each chapter exercises called ‘Improving your employability’, which are designed to provide opportunities for you to start to develop some of these generic employability skills. We hope you won’t experience too many setbacks that test your resilience. The table below shows the chapters in which these exercises are mainly found. Your university or college and other modules that you are studying should also help provide opportunities to develop your employability skills further.







	
Skills to improve your employability



	The chapters in which exercises to improve these skills are mainly found





	Self-management


	
Chapter 1 – Analysis of extent of own employability skills

Chapter 2 – Analysis of extent of own commitment or engagement and examples of this in various situations so these could be used in an interview for employment

The Financial Times (FT) article about engagement

Chapter 3 – Preparing for a presentation

Chapter 6 – Writing a curriculum vitae (CV)

Chapter 7 – SWOT analysis of own strengths, weaknesses, opportunities and threats available

Chapter 8 – Keeping a learning log and analysing own preferred learning styles

Chapter 11 – Review of own competencies





	Team working


	
Chapter 2 – Engagement and commitment in team working

Chapter 10 – Research and team debate about health and safety





	Business and customer awareness


	
Chapter 2 – Review questions

Chapter 3 – Request for flexible working

Chapter 10 – Research and team debate about health and safety issues

Chapter 12 – Research and report writing about grievance procedures

Chapter 13 – Redundancy pay calculation

All the Financial Times (FT) articles





	Problem solving


	
Chapter 2 – Team working and managing quality

Chapter 10 – Research into health and safety

Chapter 12 – Research and report writing about grievance procedures





	Communications


	
Chapter 2 – Flexible working arrangements

Chapter 3 – Presentation on zero hour contracts

Chapter 4 – Noting the effects of ‘banter’ and potential for unfair discrimination

Chapter 5 – Presentation using PowerPoint

Chapter 6 – Writing a CV

Chapter 9 – Presentation and report writing about wages and salary figures

Chapter 10 – Debate about health and safety

Chapter 12 – Writing a business report about grievance procedures





	Application of numeracy


	
Chapter 3 – Presentation using PowerPoint about flexible working

Chapter 5 – Presentation using PowerPoint about labour turnover figures

Chapter 9 – Presentation and report about wages and salary figures

Chapter 13 – Redundancy pay calculation





	Application of information technology


	
Chapter 3 – Presentation using PowerPoint about flexible working

Chapter 5 – Presentation using PowerPoint about labour turnover figures

Chapter 9 – Presentation using PowerPoint and report about wages and salaries

Use of all web links at end of each chapter











Your involvement


We intend that you become actively involved in your own learning as you progress through this book and, to this end, as well as the chance to improve your employability skills, there are other HR-related activities for you to undertake and opportunities to pause and think about issues raised in each chapter. We recommend that you have a pen and paper or electronic device, such as a laptop or smartphone, beside you as you read the book, so that you can complete the activities. Reflection is important so resist any temptation to skip these exercises.

At the end of each chapter, there are review questions and activities designed to help you examine key learning points in depth. There are articles from the Financial Times to provide some real-life scenarios and promote business awareness together with questions to stimulate discussion. The What next? exercises aim to provide opportunities to take things to a higher level for those wanting to study aspects of the topic in more depth. As mentioned earlier, there are also exercises at the end of each chapter designed to focus on improving aspects of your employability.

Discussion about specific points raised in the activities is often an integral part of the text, but suggested answers to review questions are included later in the book where this is appropriate. You should try to answer the questions and think things through on your own first before turning to the answers. Your tutor should also have a further set of activities and exercises to help with the main learning points in each chapter.

Some of the organisations discussed in the case studies or activities, such as AirgardXL or the Sheffley Company, are fictitious. Though they are based on scenarios from real-life situations, the people or organisations named in them do not actually exist and details have been drawn from a number of events to create totally fictitious, although realistic, situations. Real organisations are, however, mentioned in the text, particularly where they serve as examples of good practice, and the Financial Times articles obviously describe real-life people, events and organisations.

Caroline Hook and Andrew Jenkins

February 2019
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Chapter 1







Introducing human resource management




Objectives

By the end of this chapter you will be able to:


	define what is meant by the term ‘human resource management’

	understand the roles of line managers and human resource managers in managing people

	outline the range of activities with which practitioners of human resource management are likely to be involved

	demonstrate how human resource management can make a difference by adding value to an organisation

	outline some of the current issues facing HR managers

	start to review and develop your employability skills.






Introduction

This book is designed as an introductory text for students studying human resource management (HRM) either with a view to becoming HR specialists themselves, or starting or hoping to start a career in management. As you will discover, people management forms a large part of every manager’s job, whether they work in a large multinational organisation, a not-for-profit organisation or a small charity. Organisations also increasingly aim for all employees to be motivated and involved, so an understanding of the subject is important for everyone.

As stated in the preface, we intend that you should become actively involved in your own learning as you progress through the book. Learning how to learn is a vital skill not just so that you achieve a qualification, though of course that is also important, but also so that you can continue to learn and so update skills and knowledge throughout life.



HRM skills


According to the Chartered Institute of Personnel and Development (CIPD) (2018a), as well as achieving qualifications and gaining work experience there are some key behaviours needed to be a success in HR, which include:


	curiosity

	decisive thinker

	skilled influencer

	driven to deliver

	collaborative

	courage to challenge

	role model

	personally credible.



Being a strong communicator capable of influencing others, being curious and continuing to learn, an ability to work collaboratively in a team and being aware of and interested in the ways businesses work are skills that employers say that they want in anyone starting a job with them.

HR practitioners also need to be analytical and to act decisively once they have analysed relevant data and other information in order to reach practical solutions. A person in an HR role needs to be personally credible in that they have the ability to deal with ambiguity, to think things through logically and apply their judgement and emotional intelligence in situations that do not necessarily have one right answer.

A person working in HR also has to set a good example and act with integrity, impartiality and demonstrate sound judgement as they may be regarded as something of a role model. There may also be times when the HR person has to challenge other points of view, perhaps when a more senior manager is about to do something potentially illegal or unfairly discriminatory so, at times, they must display courage to challenge others’ viewpoints.

Of course, it would be too much to expect that you would develop all of these qualities just by reading an introductory textbook in HRM: many will be developed by experience, perhaps during your course or in paid employment or by working as a volunteer. However, the ‘HRM case studies and activities’, ‘Review questions’, ‘What do you think?’ and ‘HR in the news’ topics included in each chapter aim to enhance your knowledge as well as help you to develop some of these HRM skills. Studying HRM will also enable you to see things from the perspective of an HR practitioner, which may also be useful in increasing your business awareness and enable you to gain better insights in planning your own career and in job applications in particular.




Employability skills

We have also focused on some specific generic skills in a section called ‘Improving your employability’ at the end of each chapter. While there are many things that could contribute to improving employability, the Confederation of British Industry (CBI) and the National Union of Students (NUS) (2011) say that students need to be proactive about using their time at university or college to gain experience by volunteering or getting involved in clubs and societies and trying to gain work experience in their chosen topic or topics. They go on to say that a positive attitude and willingness to participate in new things or try out new ideas is important as is a desire to get things done. The knowledge and qualifications gained on your course, which in this instance is knowledge about HRM, is also important but other generic capabilities are also often required by employers. These include the following:


	Self-management – this could include skills such as time management, management of your own learning, flexibility and a willingness to learn from feedback and reflecting on your learning.

	Problem solving – learning to be more analytical to identify causes of problems or situations and then selecting solutions that would be appropriate in the circumstances.

	Working with others – working in teams, pairs or small groups and contributing to discussion as well as using skills of cooperation, persuasion or negotiation.

	Communication – the ability to communicate clearly in various forms, both written, such as business reports, and spoken, such as making a presentation.

	Business awareness – understanding more about what drives a business to achieve success and also about building customer satisfaction and loyalty.

	Application of numeracy – being able to work with numbers to use them in an appropriate business context.

	Application of information technology – IT skills and familiarity with commonly used programs.



The NUS (2018) added to this list and included:


	Planning and research skills – this involves coming up with a suitable strategy and a plan of action and involves finding information from a wide range of sources and then analysing, interpreting and reporting your findings.

	Resilience – this is about the way in which you cope and deal with setbacks or stressful situations when a problem occurs or when there is an unexpected change in a project.

	Relevant work experience – this is increasingly important as more and more graduates compete for jobs.



While we cannot hope to perfect your skills in all these areas in an introductory textbook on HRM, nevertheless, we hope to help you to start to develop some of these while you learn more about the subject of human resource management.






HRM? What’s it all about?

Even though you are just beginning this subject, you may already have ideas about some of the topics that you are about to study and you may even have a general idea of the role and functions of the human resource management or personnel department in an organisation. Your ideas may not all be right but, after all, that is why you are studying the subject. Many students talk of studying HRM because they would ‘like to work with people’, and they seem to think of human resource management as a cosy job that involves being nice to people at all times. While this view is not entirely accurate, it is certainly a career that provides a wealth of variety and a great deal of job satisfaction. HRM is also a career that is constantly changing as the role evolves in response to changing social, political, economic and demographic issues, and we shall examine some of the ways the profession is changing in response to these later in this chapter.

According to the CIPD (2018b), a career in HR offers endless possibilities with a huge variety of roles. A career in HR is ‘about helping to create successful businesses through people’. This means that most organisations will need the expertise of an HR professional and this is true for charities, banks, media organisations, education, retail engineering firms and a host of other organisations both in the UK and in other parts of the world.

One of the main reasons people give for enjoying their HR careers is that it provides variety, challenge and interest in organisations where HR is at the heart of the business and can make a difference. There are many different roles within HR and managing people ensures there is never a dull moment (CIPD, 2018c). A survey by XpertHR in 2014 found that 58.7 per cent of those surveyed would choose to pursue a career in HR again in spite of the fact that almost half of them (48.5 per cent) had actually started work in other areas prior to HR and said they had entered the HR profession by chance. Of those surveyed, 36.8 per cent had made a deliberate choice to pursue a career in HR because they wished to work with people (Murphy, 2014).


What do you think?

The Chartered Institute of Personnel and Development (CIPD) is the professional body that represents over 150,000 people worldwide who are involved in the management and development of people. It is committed to championing better work and better working lives.

In your opinion, why do you think so many people are attracted to a career in HRM?

What do you think are the advantages of joining a professional body such as the CIPD?

(Source: CIPD, 2018d)



We shall discuss in this book the variety of roles and tasks that modern HR professionals cover but it is important to note that it is not just the HR professionals who work in these areas: line managers are also involved. Therefore, this book is also written as an introduction to HRM for them too.

Let us start with an activity to help you focus on your ideas about human resource management and the respective roles of HR managers and line managers. You can compare your answers with the answer that we give at the end of the chapter. Later in the chapter we shall also look at what researchers and HR practitioners say HR is about.



[image: Illustration]

Activity 1.1


What do you think are the main areas in which a human resource manager is likely to be involved? Make a list of these areas. For each of the areas on the list, indicate the type of involvement of the human resource practitioner and whether other managers are also likely to have a role in handling this activity (use Table 1.1). We have completed the first row of Table 1.1 to start you off. Our suggestions for this activity are given at the end of the chapter in Table 1.3.



Table 1.1 The main activities of human resource practitioners






	Main areas of activity of human resource/people management specialist
	Type of involvement of the human resource/people management specialists
	Type of involvement of line manager



	Recruitment and selection
	Design of policies and procedure for fair recruitment and selection in order to contribute to the fulfilment of the organisation’s corporate strategy

Commission online recruitment activities

Carry out interviews or monitor and give advice on interview technique or on terms and conditions of employment
	Prepare and carry out interviews and other selection tests

Participate in selecting the successful candidate(s)



	Learning, training and talent development
	 
	 



	 

 
	 
	 



	 

 
	 
	 



	 

 
	 
	 



	 

 
	 
	 



	 

 
	 
	 














The main activities of human resource management

The areas that we would list are as follows:


	recruitment and selection

	learning, training and talent development

	human resource planning

	provision of contracts

	provision of fair treatment

	provision of equal opportunities

	managing diversity

	motivating workers to achieve improved performance

	employee counselling

	talent management

	employee wellbeing

	payment and reward of employees

	health and safety

	
disciplining individuals

	dealing with grievances

	dismissal

	redundancy

	negotiation

	encouraging involvement and engagement

	adding value

	ethics and corporate responsibility

	knowledge management

	change management

	managing cross-cultural issues or international HRM.



You may have included some slightly different activities since human resource managers, as you can see from this list, do become involved in a wide range of issues and it is difficult to predict the exact nature of the job in any particular enterprise. We have selected the main topics with which we feel most human resource managers are likely to be involved, but this will vary from organisation to organisation and may also depend on the way the function itself is organised. The type of involvement of the HR specialists will also vary. Some HR specialists operating at a high level in the organisation will be concerned with the provision of clear strategic direction for HR and linking this to the strategic objectives of the organisation. Others will be concerned to provide specialist advice, while still others will focus on the provision of administration and support. All will be concerned in some way to ensure that HRM activities add value by helping the organisation achieve its strategic objectives. They will focus on ensuring that the overall HR policies and procedures support the strategic objectives and that there is consistency in approach and implementation across the organisation.

However, for each activity it is likely that other managers will also be involved, to some extent. Line managers will be concerned with the actual implementation of the policies and procedures in so far as they affect their team, whereas the HR specialists will also be involved in the bigger picture, although the extent of the differences in role will vary between organisations.

The fact that aspects of managing the human resource are an element of every manager’s or supervisor’s job is an important point for you to keep in mind. Many of you will find that your career may take you from line management to human resource management and then back to line management, or vice versa.


What do you think?

A line manager is a person who has direct responsibility for employees and their work. Since line managers seem to have such a large part to play in people management, to what extent do you think they need human resource managers at all?



Obviously, we consider that line managers do need to call on the services and expertise of human resource specialists. If you look at our discussion of Activity 1.1 in Table 1.3 at the end of this chapter, you will see that, although a great deal of what was once regarded as HR work is now done by line managers, there is also a role for a person skilled in human resource management to establish policies, standards and procedures, to integrate these with the organisation’s objectives to ensure that they contribute to the organisation’s strategic objectives, to provide expert advice and consistency and to coordinate and provide training and development. Human resource practitioners will also often be involved in initiating company-wide programmes such as promoting employee engagement, communication and consultation. The exact nature of their involvement will vary from one organisation to another, as will the range of activities they cover. The human resource department may carry out some administrative work and maintain central records on people and may also provide advice and expertise for other managers to draw on. In some organisations, the human resource department may carry out all the activities listed above, while in others many or most of these functions may be an important part of the jobs of other managers. Increasingly, more and more aspects of the HR function are being carried out by line managers and you will find, as you work through the book, that we emphasise the roles of line managers in HR activities.

Even among human resource managers there will be differences in the scope of their job, so it is also important to consider the ways in which HR jobs are organised as specialist or generalist roles. Does an organisation employ its own HR practitioners in-house or is the HR department outsourced and provided by a form of shared services for other divisions of the same organisation or with other organisations? Are the individuals themselves consultants or business partners or do they have some other job title? Is their role dealing with issues just in one country or multinational? We shall deal with some of these issues about the variety of roles in HRM and the ways in which HRM can be organised later in this chapter.

Cross-cultural issues will provide another dimension to be considered in relation to each of these tasks. Multinational organisations have to consider both expatriates and host-country nationals employed by them around the world as well as their home-country-based employees. Recently, several of our students who have graduated from the University of Huddersfield have taken up first jobs in HR, which have involved them working at least for some of their time in other countries and this has meant that they needed an awareness of cultural issues in human resource management quite early in their careers.

As you have already discovered, human resource management can include a diverse range of activities and it is constantly changing. The variety is, in part, a result of the history of HRM and the way it has developed. Theories of HRM have also been influential in shaping the role as have changes to the economic, social, demographic and technological contexts in which human resource managers operate. People also adapt their roles, and the context in which they operate shifts in response to these varying demands. We shall explore these varying influences on the changing HR function in the rest of this chapter.






The main factors that have made HRM what it is today


The history of human resource management

The role of an HR manager has changed in response to social, economic and political conditions and to changes in technology, and it is still developing dynamically. The relative importance of many of the activities has changed as external circumstances have affected the needs of organisations and it is still a dynamic area where the roles and ways of organising the HR function continue to change and develop.

It may help you to understand the diversity of roles that are sometimes adopted by human resource managers if we look briefly at the development of the profession. A variety of names have been used to describe those who specialise in managing people. In this book we have chosen to use the terms human resource manager or people manager as these are, increasingly, the main terms used but you will also find other terms such as personnel manager still being used and some other job titles such as reward manager or learning and talent development manager for those who have specialised in specific areas of HRM. However, while it is important to have some idea of the background of HRM it is of even greater importance to examine current roles and issues and to consider possible developments in HR of the future in the world in which most of you will find yourselves working. We shall discuss recent and possible future developments in more detail later in this chapter.




Industrial welfare

The earliest activity with which the HR practitioner was involved was welfare work. During the nineteenth century the conditions of work for men, women and children in the factories were generally appalling compared to today’s accepted standards. There were some enlightened employers who wanted to try to improve working conditions for their employees and adopted schemes to improve the lot of their workforce as part of their company policy. Among these were several Quaker organisations and it is generally held that the first personnel officer, referred to at that time as an industrial welfare officer, was Miss Mary Wood who was appointed by Rowntree’s in York in 1896. She was appointed to be a type of social worker for the factory, with responsibility for ensuring the wellbeing of women and children in the workforce and watching over their health and behaviour.


What do you think?

Mary Wood’s first day at work at Rowntree’s was rather different from the type of activity you would associate with human resource managers today.

Her first morning was spent placing flowers in work-rooms – perhaps not so ineffectual a beginning as might be thought when the drabness of factories and homes at the time is remembered – and in the afternoon she went to visit girls who were sick, ordering groceries for the most necessitous cases and seeing such slums that she had never dreamt existed. Her first opportunity for making headway came during the dinner hours, when the fact that there was no supervision meant that pandemonium broke out. By degrees, she brought order and discipline and, before long, was arranging an occasional concert or talk during the last half hour of the break. She then turned to organising games as an outlet for the high spirits of the younger girls and as a means of strengthening their physique.

(Source: Niven, 1978)

How do you think Mary Wood’s first day differs from that of a modern HR professional?



Although Mary’s first day at work over 100 years ago is very different from the type of work that we associate with human resource managers of today, welfare and the wellbeing of the workforce is still an area in which many HR practitioners will be involved. High levels of absenteeism are expensive, so modern organisations that are proactive in encouraging a healthy workforce have also shown benefits in reduced levels of absence with consequent saving for the organisation.




Recruitment and selection

The early industrial welfare workers met with great success, and Mary Wood and others were soon asked to start recruiting girls, which was the beginning of the development of the role of recruitment and selection. (Remember this was well before equal opportunities had been thought of!) During the First World War, there was rapid development in many fields of personnel management, largely as a result of government initiatives to encourage the best possible use of people, and also because of legislation.





Acquisition of other people management activities


In 1921, the National Institute of Industrial Psychologists was established and its members published results of studies on selection tests, interviewing techniques and training methods so providing an academic rationale for some aspects of people management.

During the Second World War, the work spread from welfare, recruitment and selection to training, improving morale and motivation, discipline, health and safety, joint consultation and often wages policies. This expansion of duties required the establishment of an adequate personnel department with trained staff.




Employee relations

Joint consultation between management and workforce spread during the Second World War and personnel departments became responsible for its organisation and administration. There was an increased emphasis on health and safety and a need for specialists to deal with employee relations so that, gradually, the personnel manager became the usual spokesperson for the organisation in discussion with trade unions and shop stewards. This aspect of their role gained further impetus in the 1970s, where, in many organisations, the personnel manager had executive authority to negotiate deals about pay or other collective issues.




Legislation

During the 1970s, the growth in the amount of employment legislation resulted in the personnel function often adopting the role of specialist adviser, ensuring that managers did not fall foul of the law and that cases did not end up at industrial tribunals, as they were then called.




Flexibility and diversity

In the 1990s, there was a major trend for employers to seek increasingly flexible arrangements in the hours worked by employees, with a growth in the number of employees who worked part-time or on temporary contracts and an increase in distance working and working from home. This trend has continued in the early years of the twenty-first century and many now work in the gig economy. The workforce and patterns of work are becoming increasingly diverse and this presents its own challenges to HR managers.




Thinking strategically, adding value and talent management

As well as increasing diversity there has been a continuing focus on the need to build a skilled workforce and to develop and retain talent. While the economic recession has led to many job losses it has also resulted in an increased focus on the need for those in HR to clearly link all HR initiatives with the organisation’s strategic objectives to ensure that they not only achieve value for money but that they go further and add value to the organisation. While there are still redundancies being made there are also skills shortages in some sectors, meaning that it is even more important to recruit, develop and keep talent. The development of what is known as the human resource management approach discusses some of the theory related to these changes.






The development of the human resource management approach

The concept of human resource management first appeared in the 1980s and the use of the term grew in the 1990s. Initially, writers in the field focused on trying to distinguish between personnel management and HRM, but, according to Boxall and Purcell (2008), HRM has, in spite of the lack of clarity over definition, become the most popular term to refer to the activities of managers in relation to people management.

The major characteristics of the HRM approach to people management have been identified as follows:


	The importance of adopting a strategic approach is emphasised.

	Line managers play an important role.

	Organisational policies must be integrated and cohesive in order to better project and support the central organisational values and objectives. Along with this, communication plays a vital role.

	An underlying philosophy is adopted that emphasises the achievement of competitive advantage through the efforts of people. This can variously be interpreted into actions that are known as hard HRM or those that are known as soft HRM.

	A unitarist rather than a pluralist approach prevails in the relationship between managers and employees.

	All people who work in an organisation are important whether they are part-time or full-time employees or not employees of that organisation at all. In this way agency staff and consultants, or volunteers in a charity, are all perceived to be important to the organisation.




Focus on strategy

Throughout the 1980s and 1990s, business leaders came to accept more and more that competitive advantage could be achieved only through the efforts and creativity of the people employed by them. In companies that follow through with the logical conclusions to this statement rather than simply paying lip service to the rhetoric, developing strategies for their human resources will, inevitably, play a prominent role when they are formulating the corporate strategy, and senior managers will want to call on the expertise of a specialist to get the best input possible. Thus strategic activity becomes a major focus for specialists in HRM, but probably only those acting at the higher levels will be involved in board-level meetings where strategic alternatives are discussed. It should also be noted that, in order to have effective input into the corporate strategy, the HRM specialist will require a high level of business acumen in addition to knowledge of people strategies and programmes. It is this recognition that people are a resource to be managed as efficiently and effectively as any other resource that has led to the term ‘human resource management’.




Role of the line manager

We have defined strategic involvement as being a key characteristic of HRM and noted that this means a focus on strategic activity for high-level HRM practitioners. However, the HRM approach recognises the centrality of the human resource for all business activities and, therefore, consideration of the people management aspects would be expected in the strategic planning input from managers in all business functions (e.g. production, marketing, etc.). Likewise, the importance of active management of people matters becomes more clearly an integral part of every line manager’s job. Line managers must combine their commitment to the technical aspects of task completion with attention to people aspects and recognise the symbiotic nature of these two elements of the managerial role.

This means that some activities that might traditionally have been undertaken by specialist HR management staff are now undertaken by line managers. Increased line involvement in training and recruitment and performance management can be cited as areas where this has occurred. There is still, however, a substantial role for human resource specialists, as you discovered when you completed Activity 1.1, in designing strategic HR solutions, in leading, advising and disseminating information about evolving people management programmes to line managers, in ensuring consistency in the treatment of employees company-wide and, in general, in being supportive partners to managers in their efforts to achieve company goals.

The pivotal role of the line manager is one of the most often cited characteristics of human resource management. According to the CIPD (2017a), there have been a number of changes in the relationship between HR and line managers and line managers in many instances have responsibility for much of what were previously main HR activities such as recruitment and selection, training and development or the setting of objectives. In some organisations, the line managers now have responsibility for record keeping, inputting data about their staff, planning and booking training and dealing with wage queries and, according to the CIPD (2017a), they are increasingly being expected to manage the health and wellbeing of their teams.

This places additional responsibilities on line managers. Finding ways of training, supporting and encouraging line managers to take responsibility for the people management aspects of their job and to develop sufficient confidence in their ability to do this is still one of the key challenges that face HR specialists and training and support for line managers is essential to enable them to fulfil these new tasks.




Integrated policies and effective communication

Proponents of HRM emphasise that policies across the whole HR spectrum (recruitment, selection, reward, employee relations) must be fully integrated and consistent with the organisation’s culture. This is logically consistent with the strategic, forward planning nature of HRM. Effective communications are a pivotal aspect of this as they constitute a means of conveying senior management’s values and commitment to their goals (Legge, 1995). It is also an important aspect of knowledge management.




Competitive advantage through people


The balanced scorecard

At this point, it is appropriate to introduce the concept of the balanced scorecard (BSC). This concept emanates from work done on business strategy by Kaplan and Norton (1992, 1996) in the Harvard Business School, which emphasises the role of the human resource in the achievement of business strategy. The BSC has become a well-established technique used extensively not only in the USA, but also worldwide, including some UK companies, for instance Tesco (see Industrial Relations Services, 2000).

The essential idea behind the balanced scorecard is the notion that businesses must measure the success of their plans in order to validate their actions, identify and evaluate their successes, and build on them for the future. Traditionally, businesses have focused mainly, if not exclusively, on financial results to evaluate the success of their strategy, but Kaplan and Norton propose that measuring success in only one area is inadequate for a number of reasons. One argument is that financial results are always a retrospective measure of past success and do not necessarily indicate that similar actions in the future will meet with similar achievements. Also, although financial gains may be the ultimate desired outcome, it is imperative to know exactly what factors contributed to this outcome and in what way they contributed.

A more satisfactory approach to formulating strategic initiatives, and, subsequently, evaluating their success, is to take a more balanced approach, which is represented by the balanced scorecard. The scorecard is a flexible tool, which can be adapted according to the nature of the business adopting it, but the original model proposes four elements that should be evaluated in order to achieve a balanced overview of what contributes to a company’s success:


	financial results

	customer relations

	internal processes

	learning and development.



The examination of financial results is, of course, still a necessary part of evaluating business success but, according to Kaplan and Norton, this focus needs to be balanced out by taking the other criteria into consideration. Each of the three other criteria contributes to financial success and purposively focusing on them helps to shift managerial awareness to the role each plays. Typically, the formulation of a corporate strategy would start with a goal to increase shareholder value and a strategy that focuses on the customer’s perspective is most likely to succeed in achieving this aim (Kaplan and Norton, 2000). A company must then examine its internal processes with regard to their fitness to achieve this customer strategy and adapt them where necessary. This, in turn, goes hand in hand with the development of the human resource that will deliver the strategy. An organisation’s capacity for learning and development is regarded as being one of the key factors contributing to success in today’s competitive environment.

Just as the balanced scorecard is used to formulate the overall corporate strategy and measure its success, it can also be used to plan for the component parts and measure their contribution to the achievement of company strategy. Thus, while the examination of internal processes must be carried out throughout the organisation and constitutes one component of the balanced scorecard used to measure the whole company’s performance, the BSC can also be used to guide and evaluate each individual’s performance. That is, the development of individuals becomes explicitly tied in to the key issues addressed in the BSC at corporate strategy level and, in appraising each individual, the question is asked to what extent the individual contributed to the financial success of the company, to customer relations, to the improvement of internal processes and to learning and growth. The Halifax bank is one company in the UK that has used a balanced scorecard to evaluate its employees’ performance.

The adoption of the balanced scorecard by Tesco also served to strengthen and redefine the role of the stores’ HR managers. The scorecard highlighted the importance of employee contribution to the success of the company and, therefore, the importance of people management issues. To complement this, personnel managers in Tesco stores are also expected to be fully involved in the day-to-day running of the stores, thus enhancing their business awareness and their credibility (Industrial Relations Services, 2000).




Hard and soft HRM

The basic requirement of HRM, to serve the corporate strategy and achieve corporate aims by means of a high-performance workforce, can be read in two ways:


	The primacy of business needs means that human resources will be acquired, deployed and dispensed with as corporate plans demand. Little regard is paid to the needs of those human resources and the emphasis is on quantitative aspects. This is known as hard HRM.

	In order to gain a competitive advantage through the workforce, regardless of whether they are full-time or part-time, temporary or contract staff, all potential must be nurtured and developed, and programmes that pay due notice to knowledge about the behavioural aspects of people at work are developed. This is characterised as soft HRM.



In hard HRM, the duty of managers is to make money for the owners and a focus on any other issues, such as employee rights, is simply a distraction. In contrast, in soft HRM, the emphasis is on employees as a valuable asset and a source of competitive advantage (Collings and Wood, 2009). The emphasis in our text lies mainly with soft HRM, but as Legge (1995) argues, the two are not mutually exclusive and you will detect elements of hard HRM in the discussion of human resource planning.






Unitarist and pluralist approaches to management–employee relations

Human resource management is identified as being a unitarist rather than a pluralist approach (Legge, 1995). Briefly, the unitarist stance is characterised as a senior management assumption that all members of the organisation are dedicated to the achievement of a common goal with no conflict from personal interests. Pluralism, on the other hand, recognises that within a large group of people there are, inevitably, a variety of interests and that these have to be managed. The adoption of one or other of these two philosophies obviously has a major impact on the way that managers treat the workforce.

We explore the concepts of unitarism and pluralism in greater depth in Chapter 2 where we come to the conclusion from observing current rhetoric that we may now be witnessing a merging of the two stances in the development of the partnership theme. This promotes the idea that managers and employees can pursue common goals while still recognising that diverging interests exist. The common purpose of the unitarists is pursued in a pluralist framework.

We refer throughout the text to the key characteristics described here and their links with specific activities. In particular, we emphasise the role of the line manager in all of the activities we discuss, but, in addition, we focus on the theme of strategy in Chapter 5 where we examine the human resource planning activity and the topics of employee involvement/engagement and communication as a part of high-performance working in Chapter 2.






The changing world of work

The world of work is changing, growing increasingly complex with more flexible forms of work and, according to Peter Cleese (2015), ‘Technology, globalisation, changing workforce demographics and skills shortages add to the challenges faced by organisations’. In this context, the role of HR must evolve and continue to grow to play a greater role in developing organisations for the future. In this section, we will examine some of these pressures on HR and then go on to explore some of the ideas of key thinkers about the way HR is and should be developing.


The political and economic environment

The state of the national and global economy has a direct impact on all types of organisation and will, inevitably, influence their people practices and strategies. In the simplest of terms, consumer spending power dictates what goods and services need to be produced, which has an impact on employers’ employment decisions and intentions. The CIPD (2018e) emphasises the need for HR practitioners to understand the economy and its impact on the labour market. The economy is affected by the interplay of a wide variety of factors including rates of unemployment, the demand for goods and services as reflected by consumer decisions on spending and saving, the costs of importing and exporting goods and the policies of the political party in power on issues such as inflation. HR managers need to keep an eye on official statistics such as those published for the Office for National Statistics (ONS) or from surveys by organisations such as the Confederation of British Industry or the Chartered Institute of Personnel and Development (CIPD). At the time of writing, there are calls for a people’s vote on whatever form of Brexit deal is agreed or, indeed, whether it would be better to stay in the EU, as all the government papers produced so far indicate it would be better to call the whole thing off. Whether or not Brexit goes ahead and the format it might take has huge implications for the economy and the labour market itself and these are still far from clear. The potential implications for different aspects of HR will be discussed in the relevant chapters of this book. For example, how Brexit might affect the employment relationship, such as the future of European Works Councils, is examined in Chapter 2 and how Brexit might influence the employment of mainland EU nationals is discussed in Chapters 3, 5 and 6. Much, however, will depend on the final agreement between the UK Government and the EU after the transition period ends.


What do you think?

Statistics on factors such as consumer spending choices and employment rates are also open to interpretation and, therefore, cannot be taken as direct indicators of the health of the economy. Take unemployment rates as an example! Lower levels of unemployment normally would indicate a healthier economy. But are the figures artificially lowered because numbers of people who normally would be counted as available for work but unemployed have opted for further study instead and are, therefore, not counted as unemployed? Or are people employed in the gig economy but working fewer hours than they really want to work and are not in what they would themselves regard as full-time employment?



The global economy has been a major focus of everyday news reports and financial analysis for many years. Following a period of growth that had persisted for a number of years, many countries, including the UK, went into a recession in 2008. From 2010, the world economy recovered. Growth returned, employment opportunities were created and unemployment decreased. Reporting in the third quarter of 2018, the CIPD Labour Market Outlook report showed that there is a strong demand for labour in the UK with demand being strongest in transport, construction and business services with employment confidence being highest in London, the South West of England and lowest in the North East of England and in the West Midlands (CIPD, 2018f).


What do you think?

In your view, do government figures reflect accurately the levels of employment in the country?

How might they be manipulated?

Are some groups not counted?



While it is good that demand for labour is high, there are issues with the supply of labour as one extremely important determinant in supply has been mainland EU nationals coming to the UK to work. Although there are still mainland EU nationals arriving to work, the numbers have increased by only 7,000 between the first quarter of 2017 and the first quarter of 2018 whereas between the first quarter of 2016 and the same period in 2017, 148,000 mainland EU workers arrived to work in the UK. This represents a fall of 95 per cent and, unfortunately, coincides with a fall in youth unemployment in the UK to a 14-year low and also to a fall in the population of young people during this period. To some extent, this has been offset by more over 64-year-olds continuing in work, partly in a response to changes to retirement ages. However, the result is that there are still many organisations that are finding as many as 40 per cent of their vacancies hard to fill and this seems set to become worse if the UK Government does end freedom of movement and places restrictions on the numbers of mainland EU nationals allowed to enter the UK. Farmers have already started to criticise the Government’s temporary agricultural worker visa scheme as ‘not going far enough to plug the gap blown by Brexit’ as the scheme has been capped at 2,500 workers per year as a part of a 2-year trial while the farmers’ associations say that the summer fruits sector alone needs 60,000 workers and that, due to a boom in the sector, many are nowadays required all year round (O’Carroll, 2018).

Potentially, a drop in the supply of labour should result in stronger wage growth and that is the case for a few key staff. However, weak productivity growth is stopping many organisations from offering higher wages to workers.

There is an apparent contradiction here as, while there are skills shortages in many areas of work at the same time, some people still face problems in finding jobs and those with low skill levels face particular problems because of a lack of jobs and training opportunities. Although unemployment levels have improved, this is due, in part, to the fact that there are many working on zero hours contracts or short-term contracts.


What do you think?

The Chartered Institute of Personnel and Development has celebrated 100 years in business. It started life as the Welfare Workers Association in 1913 with a membership of only 34 people. Today, the CIPD has members who live and work in all parts of the world and, as well as in the UK, it now has offices in Asia and the Middle East. It claims that its recent focus is to become a digitally-enabled knowledge business.

(Source: CIPD, 2018d)

Do you think the issues faced by HR and Learning and Talent Development (L&TD) professionals in other parts of the world will be similar to or different from those faced by HR professionals in the UK?

To what extent do you think that advances in digital technology enable knowledge and good practice to be shared easily between HR and L&TD professionals in different sectors and different countries?



If Brexit occurs, the Government has said that it still wants to attract the ‘brightest and best’ to the UK but, as the CIPD (2018f) says, it is important as far as employers are concerned that a future policy is ‘affordable and flexible, enabling employers to recruit both low- and high-skilled EU migrants, given the rising recruitment difficulties for low- and medium-skilled roles’. However, it remains to be seen whether the hostile environment created by Brexit will ensure that as many people will still want to come to the UK, and aiming to attract the ‘brightest and best’ may be counter-productive as it is difficult to predict people’s potential. It may mean that many who do not appear to fit that rigid category may later go on to reveal great talent in a whole range of areas including, possibly, the founding of successful businesses, by developing new technological inventions or by making important scientific discoveries. The talent of these people will be missed and other countries will benefit from them.
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