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 The first page is titled 'Chapter 7, ORGANISATIONAL AGILITY AND FLEXIBILITY'. The text below the title reads as follows:

'THE OBJECTIVES OF THIS CHAPTER ARE TO: 

1. Explain the principles of organisation design and assess the need for organisational agility. 

2. Outline the most common types of organisation structure.

3. Discuss the reasons for and types of workforce flexibility. 

4. Discuss forms of both employer and employee flexibility and the extent to which they are implemented in practice.' 

At the bottom, there is a graphic of hands arranged in a circular pattern, symbolising diversity and collaboration.

A callout from 'THE OBJECTIVES OF THIS CHAPTER ARE TO:' reads 'Learning Objectives work in conjunction with the chapter-ending Summary Propositions to quickly show you what you will learn about in the chapter and help you compare how well you have understood the learning you undertake.

The second page is titled 'Part 2, Resourcing: getting people in the right places to do the right things'. The text below the title reads 'however, there has been a trend to much flatter hierarchies with much wider spans of control. This trend has been termed 'delayering' and is the process of taking out layers of management in the hierarchy in order to speed response times and make the operation more efficient'.

Below the text, a box titled 'WINDOW ON PRACTICE' shows the following content: 

The heading reads, 'Delayering in large organisations.' Below the heading, the text reads as follows:

From the mid-1980s onwards many organisations that had traditionally had tall hierarchies set about the process of delayering. This was common practice in financial services organisations such as large banks (see example Atkinson 2002) and in some newly privatised companies. The logic behind this restructuring process was to make organisations more flexible and responsive to increasingly dynamic and competitive market conditions by devolving decision-making responsibilities to those closest to the customer. In removing layers of middle management, which had come to be seen as blockages to change and responsiveness, organisations sought to improve the efficiency and effectiveness of their operations.

While the theory behind delayering was sound, its implementation was in many instances problematic. As is often the case with change programmes, senior management gave insufficient consideration to the people aspects of delayering. There is a large body of research from this period which identifies the negative impact on the morale and motivation of those remaining in delayered organisations. Those left behind were said to suffer from 'survivor syndrome', characterised by mourning for lost colleagues, fearing for their own future job security and suffering work intensification as they struggled to cope with often increased workloads with fewer staff. In the face of these conditions, the hoped-for efficiency gains were rarely achieved'.

Below this box, another box titled 'ACTIVITY 7.2' reads as follows:

What experience have you, or someone you know, had of organisation restructuring? What happened? To what extent was agility improved by the restructuring? What workforce issues resulted?'

The text below the activity box reads, 'Despite the problems identified in the Window on practice, the search for a responsive organisation structure continues, with a contemporary emphasis on agility (Holbeche 2015). While a huge variety of organisation structures is possible, most can be categorised into one of three broad types: entrepreneurial, bureaucratic and matrix.

Below this, a heading reads, 'The entrepreneurial form' followed by the text 'The entrepreneurial form relies on central power and can be described as primarily organic. It is like a spider's web, with one person or group so dominant that all power stems from the centre, all decisions are made by the centre and all behaviour reflects expectations of the centre. There are few collective decisions, much reliance on'.

The page number at the bottom left is 146.

A callout pointing to 'Window on Practice boxes' reads 'Window on Practice boxes provide you with examples of real organisational practice, survey results, anecdotes and quotations and court cases, helping you to build up your knowledge of real-world practice and prepare you for life after study'.

A callout pointing to the activity box reads 'Activity boxes encourage you to regularly review and critically apply your learning, either as an individual or within a group. These have been developed for both students with little or no business experience, as well as those with more practical knowledge'.

The third page is titled 'Chapter 22 Health and well-being'. The heading at the top reads, reads, 'The nature of health and well-being'. Below the heading, the text reads as follows:

The links between employee health and performance were identified long ago. Indeed, the origins of personnel management lie with social reformers such as the Cadbury family who, in the late nineteenth century, began to provide housing, healthcare and education to their workforces. Welfare officers, the early incarnation of today's H R officers, were appointed to oversee the well-being of the workforce. Although altruism played a part in this paternalistic approach towards employees, there was also a strong business case underpinning these practices. Healthy and well-educated workforces are more productive than those struggling in poor accommodation and with insufficient access to education and healthcare. The impact of this focus on well-being on workers' lives was substantial, as can be seen in Cadbury's museum in Bourneville which documents these early attempts at improving employee health and well-being. 

However, H R M's development has had many stages and, for many years, there was little enthusiasm to associate the function with what came to be viewed as a 'tea and sympathy role'. Certainly the supposed evolution of personnel into H R management in the 1980s, and its preoccupation with the strategic aspects of business, left little room for considerations of employee health. In recent years, however, health and well-being have again become central to the H R agenda. C I P D, for example, has demonstrated significant interest in health and well-being, arguing that it is wide-ranging in nature. 

Below this, a quote reads, 'Given that good leadership and people management practices form the foundations of building a healthy workplace, every employer needs to focus their attention on these areas if they want to make a long-term and sustainable difference to people's well-being. (CI P D 2019) '.

Below the quote, the text reads as follows:

Health and well-being thus go beyond the typically narrower concerns of absence management to include a holistic approach to managing employees that recognises links to other important concepts such as engagement. Although a widely agreed definition is lacking, there is a general consensus that employee health and well-being underpins strong performance and productivity: a sound business case clearly underlies attempts to improve the workers' lot.

The re-emergence of health and well-being in the H R agenda can perhaps be explained by the changes to the employment relationship which have been widely reported since the mid-1980s. Changes to the psychological contract have given rise to far less job security for employees, organisational restructuring has led in many sectors to work intensification and the negative consequences for employee morale have been widely reported. Alongside this, there has been an explosion in stress-related illness and absence and an increased focus on supporting mental health. An ageing workforce (see Chapter 23) also requires greater consideration of employee health and well-being. A need to refocus on employee well-being to prevent detriment to organisations has become apparent. A further impetus has come from the increasing interest in corporate social responsibility within firms. Employers have a responsibility to create healthy workplaces for reasons beyond performance, bearing a responsibility to society to ensure employees are well treated and healthy. Promoting the work environment as a source of better health and improving health in the workplace acts as means to reduce social inequality through employment'.

The page number at the bottom right is 633.

A callout pointing to the quote reads 'Regular quotes throughout help to enliven and contextualise the subject'.
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 The first page is titled 'Chapter 3, H R M around the world.' It shows three text boxes from top to bottom.

The first text box titled 'SUMMARY PROPOSITIONS' reads as follows:

3.1. While there are important similarities between the approaches to H R M that are prevalent in different countries, there are also very significant differences and only limited evidence of any international convergence over time.

3.2. The largest economies in the world over recent decades - the U S A, Japan and Germany - have each developed distinct models of H R M which have proved to be globally influential in different ways.

3.3. Academic opinion tends to be split between those who consider that cultural differences explain the ongoing differences between national approaches and those who favour institutional explanations.

3.4. It is possible that we will in the future see greater divergence in H R M practice around the world rather than convergence as organisations in particular countries increasingly specialise in defined forms of industrial endeavour.

The second text box titled 'GENERAL DISCUSSION TOPICS' reads as follows:

1. Why might it be important for managers in a nationally based organisation that is about to expand internationally to be aware of the different ways that H R M is customarily carried out in different countries? 

2. Some argue that the future will bring both increased convergence and increased divergence internationally as far as H R M practice is concerned. How is this possible? 

3. To what extent do you find the models put forward by Geert Hofstede either compelling or practically useful? 

The third text box titled 'THEORY INTO PRACTICE' reads as follows:

You work in the H R department of a large corporation which operates a well-known chain of fashion stores (Large Co). Your company has outlets on the high streets of all the major U K cities and is steadily increasing its presence in out-of-town shopping complexes and airports. In addition, recent years have seen the start of what is intended to be a major expansion overseas with the opening of new flagship stores in a number of European cities. International online sales are also growing rapidly.

As part of its overseas expansion plans, a few weeks ago, your company took over another organisation (Small Co) which operates three high street fashion outlets in South East Asian.

The page number 59 is displayed at the bottom right corner.

A callout pointing to the first text box reads, 'Summary Propositions provide a useful revision tool enabling you to recap and check your understanding of the chapter. In conjunction with the chapter-opening Learning Objectives, you can quickly determine whether you are prepared enough to move on, or need further study'. 

A callout pointing to the second text box reads, 'General Discussion Topics are useful both as a basis for group discussion within tutorials or study groups, as well as activities to help develop your better understanding of the topics covered within the chapter'. 

A callout pointing to the third text box reads, 'Theory into Practice case studies or learning activities that enable you to put your learning into practice within a realistic scenario. Improve your employability by answering the associated questions and developing a better understanding of business practice'.

The second page is titled 'Part 1 Human resource management in the modern world.' It shows a text box at the top. The text box reads as follows: 

'cities and also supplies garments to a range of retailers in the U K from its factories. It employs around 400 people in India, Pakistan and Bangladesh. 

You have been seconded for a year to work at Small Co which has not to date ever employed a professionally qualified H R manager.

Soon after your arrival at Small Co, you become aware of various management practices which you are uneasy about and which are very different indeed from what you are used to at Large Co. 

Pay rates, for example, do not appear to be established using any rational system. Its staff are appointed at a variety of rates according to what they were able to negotiate when they start working for the company. There are also a good number of junior managerial staff who are working in excess of 60 hours each week. Trade union membership is actively discouraged, while training and development opportunities are minimal. There is no formal induction provided and no staff handbook. Health and safety procedures appear to be minimal. Staff turnover is running at 35 percent. You are even more concerned when you visit some of the stores and garment factories that Small Co operates in Asia. Here pay is very low and hours of work are long. The more senior posts all seem to be held by male relatives of top managers (all themselves men), while people seem to be hired and fired on a whim. While the managers you meet deny bullying their staff, this is not what the staff themselves say to you when you speak to them confidentially. Moreover, while it is denied that anyone under the age of 15 is employed, some staff look to you to be considerably younger. You are also concerned to observe that water contaminated with dyes and fixing agents appears to be being channelled directly into a river behind one of the factories you visit.

You are taken aback by what you observe in your first few weeks at Small Co. You are used to working in Large Co with its big H R division, range of 'good practice' employment policies and prominent corporate code of ethics. None of this exists at Small Co and there is no sign at all that any kind of ethical culture has been developed. It is, however, a very profitable business.

Below this, a heading reads, Questions, followed by two questions as follows:

1. What are the main strands of the business case you could make in support of the introduction across Small Co’s operations, as a matter of priority, an ethical culture alongside ethically sound H R policies and practices? What counter-arguments might you expect to have to answer?

2. To what extent might the differences in the way HR is practised in Large Co and Small Co operations be explained by cultural or institutional factors?

Below the textbox, a heading reads, 'FURTHER READING'. Below this, the text reads as follows:

In recent years we have seen an explosion in interest in comparative H R M and the publication of numerous books and articles examining different aspects of the subject.

You might find it useful to start an exploration of this subject by reading Geert Hofstede’s classic book pioneering thinking in the field. You can also visit his website and download short video presentations in which he explains different aspects of his theories. His most widely read book is:

Culture's Consequences: International Differences in Work-Related Values (1980).'

The page number 60 is displayed at the bottom left corner.

A callout pointing to the heading 'FURTHER READING' reads 'Further Reading sections provide guided access to some key readings in the area, and help you to further develop your skills and learning'.
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 The first page is titled 'Chapter 4 Strategic human resource management.' It shows a text box titled ‘Question” at the top.

The text box shows three questions as follows:

1. What staffing and other problems might be anticipated by the strategy of running a for-profit and a not-for-profit hospital on the same site in exactly the same manner? How might these potential problems be alleviated?

2. How would you design and implement H R practices so that they support the mission and margin strategy? Give examples and justify for each H R practice - include recruitment or selection, development and reward practices as a minimum, but add other relevant practices to these.

3. To what extent could this mission and margin strategy be used in other types or organisation. What are the reasons behind your assessment?

Below the questions, the text reads, 'Source: Kellner, A., Townsend, K. and Wilkinson, A. (2016) 'The mission or the margin? A high-performance work system in a non-profit organisation' The International Journal of Human Resource Management, Vol. 28, No. 14, p p. 1938 to 59'.

Below the textbox, a heading reads, 'FURTHER READING.' Below the heading, the text reads as follows:

Bailey, C., Mankin, D., Kelliher, C. and Garavan, T. (2018) Strategic Human Resource Management. Oxford: Oxford University Press.

This is a very readable yet thorough and wide-ranging text of strategic H R. Chapters 5, 6 and 8 are particularly relevant for our chapter here.

Boxall, P. and Purcell, J. (2016) Strategy and Human Resource Management. Basingstoke: Palgrave Macmillan. Fourth edition

A very useful source book, particularly good on the best practice or best fit debate and on black box thinking. Also very useful for its exploration of strategic H R M in different contexts: manufacturing, services, multi-divisional firms and multinational firms

Jiang, K., Takeuchi, R. and Lepak, D. (2013) ‘Where do we go from here? New perspectives on the Black Box in strategic human resource management research’, Journal of Management Studies, Vol. 50, No. 8, p p. 1448 to 80.

This article provides an excellent summary of the mechanisms mediating the H R–performance link. It provides an excellent review of all the literature in this area and proposes a multilevel model (organisational, team, individual) of how mediating mechanisms work.

Piening, E., Baluch, A. and Ridder, H. (2014) ‘Mind the intended–implemented gap: Understanding employees’ perceptions of H R M', Human Resource Management, Vol. 53, No. 4, p p. 545 to 67.

The authors report four case studies in German health and social services organisations and explore the links and potential gaps between intended, implemented and perceived H R practices. In particular they explore the importance of employee expectations.

Below this, another heading reads, 'WEB LINK' followed by a link 'w w w dot cranet dot o r g'. 

The page number 83 is displayed at the bottom right corner.

A callout pointing to the 'WEB LINK' reads 'Some chapters list relevant Web Links that can help expand your understanding of the topics covered within the chapter.'

The second page is titled 'Part 1 Human resource management in the modern world'. A heading at the top reads, 'REFERENCES'. The following reference are listed as follows:

Andreeva, T., Vanhala, M., Sergeeva, A., Ritala, P. and Kianto, A. (2017) 'When the fit between H R practices backfires: Exploring the interaction effects between rewards for and appraisal of knowledge behaviours on innovation', Human Resource Management Journal, Vol. 27, No. 2, p p. 209 to 27.

Arkin, A. (2011) 'Cash in the chips', People Management, May, p p. 36 to 9.

Atkinson, C. and Hall, L. (2011) 'Flexible working and happiness in the N H S', Employee Relations, Vol. 33, No. 2, p p. 88 to 105.

Baird, L., Meshoulam, I. and DeGive, G. (1983) ‘Meshing human resources planning with strategic business planning: A model approach’, Personnel, Vol. 60, Part 5, p p. 14 to 25.

Barney, J. (1991) ‘Firm resources and sustained competitive advantage’, Journal of Management, Vol. 17, No. 1, p p. 99 to 120.

Batt, R. and Banerjee, M. (2012) ‘The scope and trajectory of strategic H R research: Evidence from American and British journals’, International Journal of Human Resource Management, Vol. 23, No. 9, p p. 1739 to 62.

Boxall, P.F. (1996) ‘The strategic H R M debate and the resource-based view of the firm’, Human Resource Management Journal, Vol. 6, No. 3, pp. 59 to 75.

Boxall, P. and Macky, K. (2009) ‘Research and theory on high-performance work systems: Progressing the high-involvement stream’, Human Resource Management Journal, Vol. 19, No. 1, p p. 3 to 23.
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Collins, C. and Kehoe, R. (2017) ‘Examining strategic fit and misfit in the management of knowledge workers’, I L R Review, Vol. 70, No. 2, p p. 308 to 35.
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The page number 84 is displayed at the bottom left corner.

A callout pointing to the heading 'References' reads 'Detailed References provide quick and easy access to the research behind the chapter and additional sources of information to support your learning'.






            PREFACE


This book has evolved steadily for over forty years to this twelfth edition. Our objective has always been to track the development of the personnel/HR function and its activities in a way that fits with the changing approaches to the teaching of the subject in universities. There is no doubt that academic research and teaching has an important impact on practice. We see our role as helping the teaching and learning process to assist those working, or aspiring to work, in HR or kindred roles. We hope those who read it will move on to work in a way that contributes to the productivity of the organisation in which they are employed. The British economy has one of the lowest rates of productivity improvement in the western world. HR people believe that improvement can be achieved by making people’s work more satisfying and effective in making a success of their jobs. That personal success must be connected, even if indirectly, to productivity improvement. Without that link between the decent work and overall productivity improvement, the success is shallow and fragile. Our updating of every chapter includes the aftermath of Brexit, permanent changes to work brought about by the Covid-19 pandemic, discussion of persistent skills shortages, recognition of the focus on recruiting and retaining talent, and the increasing use of artificial intelligence (AI) in different parts of HR. We have also developed our treatment of HRM in small and medium enterprises.


We live and work in Britain and basing a text in a specific context gives it more substance and meaning to its readers. Things that were understood in isolation fit together and acquire new meaning when applied in a specific setting. Nonetheless, we recognise the increasingly global nature of HR activities and our many readers who are working and studying in very different countries, so we try hard to be outward-looking, with international examples and references.


Our structure is of seven distinct parts with thirty-five chapters having a structure of objectives, text, summary propositions, general discussion topics, theory into practice, further reading and references. Bearing in mind that many of our readers as yet lack work experience, we entitle our chapters on skills as ‘Employability skills’, those basic skills that can be to some extent learned and practised away from the workplace. We see advanced skills (in the final chapter) as those often associated with more senior roles, such as chairing meetings or managing consultants, in which experience is an essential element in acquiring skilfulness.


As before there are several design features to assist readers further in using and learning from the text; these include:

            
	
Window on Practice boxes provide illustrative material throughout the text, including examples of real company practice, survey results, anecdotes and quotations, and court cases.

	Integrated Activity boxes encourage readers to review and critically apply their understanding at regular intervals throughout the text, either by responding to a question or by undertaking a small practical assignment, individually or as part of a group. In recognition that this text is used on both professional and academic courses, most of the exercises reflect the fact that many students will have little or no business experience. Others may appear to exclude students who are not in employment by asking readers to consider an aspect in their own organisation; however, the organisation could be a college or university, the students’ union, a political body or sports team.

	
Discussion topics: at the end of each chapter there are two or three short questions intended for general discussion in a tutorial or study group.

	
Theory into Practice at the end of chapters enable readers to review, link and apply their understanding of the chapter to a business scenario. For skills chapters ‘Theory into Practice’ becomes ‘Putting it into Practice’ as an indicator that these are generally more practical than traditionally academic.

	
Further readings for each chapter suggest further relevant readings, with guidance on their value.

	
References at the end of chapters aid further exploration of the chapter material, as required. Glossary of topics taken from the text is in the companion website.




Sections of Human Resource Management, 12th edition that match the CIPD standards relevant to the award of Associate Diploma in People Management (RQF Level 5) (Undergraduate)

    

	CIPD standards
	Our chapter numbers


	Core units:




		Organisational performance and culture in practice


	1,4,7,11,12,14,16



		Evidence-based practice


	4,5,29



		Professional behaviours and valuing people


	6,10,15,20,23,24,28,30,35


	Specialist units:




		Employment relationship management


	21,22



		Talent management and workforce planning


	5,19



		Reward for performance and contribution


	25-27


	Optional units:




		Specialist employment law


	22



		Advances in digital learning and development


	18



		Learning and development essentials


	17-19



		People management in an international context


	2,3,33



		Diversity and inclusion


	23



		Leadership and management development


	12,18



		Well-being at work


	14,32








This mapping leaves out the vital elements of this book that go above and beyond the CIPD framework, namely:

            
	A full chapter on the HR function and how it has developed into what it is today.

	Three chapters on global issues and managing internationally, as well as constant international references throughout the text and in the exercises at end of chapters.

	The book has chapters on health and well-being, business ethics, AI, analytics and planning.

	There are six chapters on employability skills, designed to enable new recruits in HR to 'hit the ground running' in their first week.







             
  PART 1

  HUMAN RESOURCE MANAGEMENT IN THE MODERN WORLD

  CHAPTERS

              
	The nature of human resource management

	The global context for human resource management

	HRM around the world

	Strategic human resource management

	Workforce planning, analytics and AI

	Employability: the basic skills



 
  For those entering the HR profession, this book aims to demonstrate the interconnectedness of the discipline to which we are introducing you and Part 1 puts in place the totality of HRM in six ways. First, in Chapter 1 comes the nature of HRM, a specialism which is everywhere and in everything. Chapter 2 sketches in the background of the global context within which we operate, as what you do in your small corner has to make sense not only in your business but in the local, national and international situation. A closer look at this issue is in Chapter 3, reviewing how HR practice varies across different countries. Chapter 4 deals with strategy, which not only sets the course of the business but also ensures that the strategy is right and effectively implemented. Implementation requires planning, the story of Chapter 5 is analytics and the application of statistics to many aspects of HR work. To deal with a question or a problem you need some information to know what it is and then you need some data to measure it with. We close, in Chapter 6, with discussion of a bundle of basic skills for employability and effectiveness in HR work.

  Part 1 is the biggest in the book, but what you read and learn here will be a constant reference point throughout the rest of the book. We sincerely hope it works well for you.





            
Chapter 1 THE NATURE OF HUMAN RESOURCE MANAGEMENT


 
  


             


                                THE OBJECTIVES OF THIS CHAPTER ARE TO:


  
 
             
	Define the term ‘human resource management’

	Explain the different ways in which the term ‘human resource management’ is used

	Set out the main objectives of the human resource function

	Review the historical evolution of the modern HR function

	Discuss links between HRM activity and business performance



  






             
  The nature of human resource management

  Human resource management (HRM) is the basis of all management activity, but it is not the basis of all business activity. A business may depend fundamentally on having a unique product, like the Dyson vacuum cleaner, or on obtaining the necessary funding, like a bid to stage the Olympic Games, or on identifying a previously unnoticed market niche, like Saga Services. The basis of management is always the same: getting the people of the business to make things happen in a productive way, so that the business prospers and the people thrive.

  All organisations have to draw on a range of resources to function and to achieve their objectives. They need access to capital to finance their operations, land and premises to operate from, energy, equipment and raw materials in order to manufacture a product or deliver a service. They also require access to some form of distribution network so that they can publicise, sell or dispense their goods and services. In addition, human resources are required, not only to carry out the required work, but in order to provide organisations with know-how, ideas, skills and experience. In a competitive market economy, the effectiveness and efficiency with which an organisation manages its relationship with the suppliers of all these kinds of resources often determines its success. And the scarcer the resource and the more critical it is to a particular organisation’s operations, the greater the expertise, time and effort needed in order to manage the relationship.

  There was a time when most people employed by organisations were required simply to provide manual labour. Relatively little skill, experience or intelligence was needed to do the jobs. The requisite training was cheap and speedy to provide, and payment methods unsophisticated. Finding people to do the work was rarely a problem and there were no restrictions of significance when it came to firing those were not satisfactory or who displeased managers in some other way. This remains the situation in some industries and in some parts of the world, but in industrialised countries it is now increasingly rare. Instead we have a situation in which the majority of jobs require their holders to have mastered some form of specialised skill, or at the very least to possess attributes which others do not share to the same extent. The demand for higher-level skills has grown particularly quickly, there being a need for many more people to fill professional and managerial jobs than was the case in the twentieth century. We have been upskilling for decades now. Moreover, almost all informed commentators believe that these established trends will accelerate in the future. The Department for Education in the UK recently published a report clearly identifying the following as the broad skill areas that are going to be in greatest demand in the future:

              
	Communication skills: in particular verbal and written communication in professional settings;

	Digital and data skills: including interacting with computers, getting, processing, and analysing information, and making decisions and problem solving;

	Application of knowledge skills: including critical thinking, inductive and deductive reasoning, and information ordering;

	People skills: specifically in relationship management, including establishing relationships, and training others;

	Mental processes: in particular thinking creatively, problem sensitivity, and self reflection.



  (Department for Education, 2022)

  The same trends are occurring all around the world as economies move from being largely agricultural to industrial and then post-industrial in nature. Higher level, more specialised skills and experience is what economies need in order to grow.

 
  Just as the workforce has changed, so have the methods used to manage its members. The more specialised and technically sophisticated their roles, the harder it has become to find individuals with the right skills, qualifications, attributes and experience to undertake them. It has also become harder to keep people once they are employed because competitors are always keen to secure the services of the most talented people by offering them a better deal. Employing organisations have had to acquire a capacity for developing people effectively, together with increasingly sophisticated approaches to recruitment, selection, retention, employee relations and performance management. Further sophistication is required thanks to the substantial body of employment regulation that now governs the management of the employment relationship in most industrialised countries. The process becomes more complex still in the case of organisations that employ people in different countries. Not only do they have to grapple with a range of often diverse legislative and public policy regimes, but also have to find ways of effectively managing people whose expectations vary significantly for cultural reasons.

  These developments have led all over the world to the evolution of a more complex human resource management function, charged with overseeing all aspects of managing the relationship between an organisation and its people in a professional and productive manner (Lawler and Boudreau 2015, 2018). The management of people, however, can never be a responsibility shouldered by specialists alone. It is an area of management activity that all managers and team leaders must share if it is to be carried out effectively and contribute to the achievement of competitive advantage.

  In this chapter we introduce HRM by setting out its purpose and showing how the effective management of people helps organisations to achieve their objectives. We go on to examine the historical development of HR work and speculate on how this may evolve further in the future. The final part of the chapter introduces thinking about the extent and nature of the link between HR activities and organisational effectiveness and performance.





             
   


WINDOW ON PRACTICE


In 2023 Birmingham City Council publicly declared that it was unable to meet its financial liabilities and was thus effectively bankrupt. It is Europe's largest unitary local administration, responsible for providing a full range of civic services to a population of around one million people. As a result of its financial problems, Councillors announced that they would need to sell off assets, raise taxes well in excess of inflation and cut services. Staff redundancies would also be likely as it worked over time to close a gap of close to £1 billion between its costs and income.


There are several reasons for this state of affairs, but by far the biggest one appears to be the Council's mishandling of pay and employment relations issues over a long period of time. In 2012 a group of female council employees won an equal pay claim in the Supreme Court by successfully arguing that they were being paid less than equivalent workers in male dominated job categories. Some seven thousand workers then settled similar claims with the Council at a cost of £1.2 billion. Payments were paced over time and it seemed that the issue had been sorted.


Then 2017 and 2019 the Council settled industrial disputes with bin collectors (a male dominated area of work) in such a way as to give them certain privileges that were not on offer to other council workers, most importantly the introduction of a so-called 'task and finish' system which allowed them to go home after completing their tasks for the day, without this affecting their total pay. In practice this represented a significant hourly pay rise which then triggered a further slew of equal pay claims that caused, in large part, the effective bankruptcy declared in 2023. Moreover, it remains the case that the job evaluation scheme used by the Council to grade its employees is judged by many still to favour male dominated job groups more than those that are largely female.

  






            Defining human resource management


The term ‘human resource management’ (HRM) has been defined in a number of different ways. Until quite recently it was common for commentators to make a distinction between ‘an HRM approach’ to the management of people in organisations and a more traditional approach associated with terms such as ‘personnel administration’ which were less overtly strategic in nature. Nowadays ‘HRM’ is much more frequently and simply used descriptively to refer to the range of different activities that are involved in the management of the relationship an organisation has with its people. These may be employees, but are often skilled people who are hired using a variety of other contractual arrangements to help it meet its objectives.


It is increasingly common for organisations to re-label their human resource activities under a general heading of ‘people’. HR Directors are thus being re-branded as ‘Directors of People’ or ‘Directors of People Services’, while people with HR qualifications tend to call themselves ‘people professionals’. These changes in nomenclature sometimes signal a switch in emphasis, but more commonly are more about rebranding than any serious change in mission or approaches to carrying out the job. Most of us, after all, would prefer to be thought of as ‘people’ rather than ‘human resources’. But the term HRM remains very widely used and is still therefore the one we will use in this book. 


The role of the human resource function is best explained by identifying its key purposes. Six sets of objectives form the foundation of HR activity in most contemporary organisations.





             
  Staffing objectives

  Human resource managers are first concerned with ensuring that the business is appropriately staffed and thus able to draw on the human resources it needs. This involves designing organisation structures, identifying under what type of contract different groups of employees (or subcontractors) will work, before recruiting, selecting and developing the people required to fill the roles: the right people, with the right skills to provide their services when needed. There is a need to compete effectively in the employment market by recruiting and retaining the best, affordable workforce that is available. This involves developing employment packages that are sufficiently attractive to maintain the required employee skills levels and, where necessary, disposing of those judged no longer to have a role to play in the organisation. The tighter a key employment market becomes, the harder it is to find and then to hold on to the people an organisation needs in order to compete effectively. In such circumstances increased attention has to be given to developing competitive pay packages, to the provision of valued training and development opportunities and to ensuring that the experience of working in the organisation is, as far as is possible, rewarding and fulfilling. Recent years have seen organisations take a more strategic approach, at least in their rhetoric, towards the meeting of staffing objectives. They are, for example, increasingly seeking to differentiate and position themselves in their labour markets vis-à-vis competitors by engaging in employer branding exercises and by seeking to be recognised as ‘employers of choice’.





            Performance objectives


Once the required workforce is in place, human resource managers seek to ensure that people are well motivated and committed so as to maximise their performance in their different roles. Training and development have a role to play, as do reward systems to maximise effort and focus attention on performance targets. In many organisations, particularly where trade unions play a significant role, HR managers negotiate improved performance with the workforce. The achievement of performance objectives also requires HR specialists to assist in disciplining employees effectively and equitably where individual conduct and/or performance standards are unsatisfactory. Welfare functions can also assist performance by providing constructive assistance to people whose performance has fallen short of their potential because of illness or difficult personal circumstances. Last but not least, there is the range of employee involvement initiatives to raise levels of commitment and to engage employees in developing new ideas. It is increasingly recognised that a key determinant of superior competitive performance is a propensity on the part of an organisation’s employees to demonstrate discretionary effort. Essentially this means that they choose to go further in the service of their employer than is strictly required in their contracts of employment, working longer hours perhaps, working with greater enthusiasm or taking the initiative to improve systems and relationships. Willingness to engage in such behaviour cannot be forced by managers. But they can help to create an environment in which it is more likely to occur. A term that is commonly used in HR circles is ‘employee engagement’, an idea which encapsulates what is required if organisations are successfully to enhance individual performance. Engaged employees know what is expected of them, have a sense of ownership of their work, are satisfied (hopefully very satisfied) with their jobs and, as a result, prepared to contribute positively both with their effort and their ideas.





             
  Change-management objectives

  A third set of core objectives in nearly every business relates to the role played by the HR function in effectively managing change. Frequently change does not come along in readily defined episodes precipitated by some external factor. Instead it is endemic and well-nigh continuous, generated as much by a continual need to innovate as from definable environmental pressures. Change comes in different forms. Sometimes it is merely structural, requiring reorganisation of activities or the introduction of new people into particular roles. Sometimes it involves the introduction of new technology, new ways of working or changes in the location at which work is performed. At other times cultural change is sought in order to alter attitudes, philosophies or long-present organisational norms. In any of these scenarios the HR function can play a central role. Key activities include the recruitment and/or development of people with the necessary leadership skills to drive the change process, the employment of change agents to encourage acceptance of change and the construction of reward systems which underpin the change process. Timely and effective employee involvement is also crucial because ‘people support what they help to create’. However, it must also be remembered that change, particularly when imposed without genuine employee involvement, is also a major potential source of conflict in organisations. This can be minimised if plenty of time is available, but a degree of conflict is inevitable where groups of staff lose out in some way as a result of change. The effective management of conflict and its avoidance through careful management of expectations and involvement in decision-making are thus also significant features of an effective HR managers’ role.





            Administration objectives


The fourth type of objective is less directly related to achieving competitive advantage, but is focused on underpinning the achievement of the other forms of objective. In part it is simply carried out in order to facilitate an organisation’s smooth running. Hence there is a need to maintain accurate and comprehensive data on individual employees, a record of their achievement in terms of performance, their attendance and training records, their terms and conditions of employment and their personal details. However, there is also a legal aspect to much administrative activity, meaning that it is done because the business is required by law to comply. Of particular significance is the requirement that payment is administered professionally and lawfully, with itemised monthly pay statements being provided for all employees. There is the need to make arrangements for the deduction of taxation and national insurance, for the payment of pension fund contributions and to be on top of the complexities associated with Statutory Sick Pay and Statutory Maternity Pay, as well as maternity and paternity leave. Additional legal requirements relate to the monitoring of health and safety systems and the issuing of contracts and statements of terms and conditions of employment to new employees. Accurate record keeping is also central to ensuring compliance with a variety of other legal obligations such as the National Living Wage, the Working Time Regulations and gender pay gap reporting requirements. HR professionals often downgrade the significance of effective administration, seeking instead to gain for themselves a more glamorous (and usually more highly paid) role formulating policy and strategy. This is a short-sighted attitude. Achieving excellence (i.e. professionalism and cost effectiveness) in the delivery of the basic administrative tasks is important as an aim in itself because it can provide a source of competitive advantage vis-à-vis other organisations who struggle administratively. Moreover, as Stevens (2005:137) demonstrates, sound administration in HR matters is important to achieve if ‘potential legislative risks’ are to be minimised. It also helps the HR function in an organisation to gain and maintain the credibility and respect that are required in order to influence other managers in the organisation. In this respect it can be persuasively argued that efficient administration is a pre-requisite if the HR function is to make a really significant contribution in the three other areas outlined above.





             
  Reputational objectives

  In many organisations, particularly larger companies whose names are synonymous with valuable brands, the need to build and maintain a positive reputation has become a central corporate objective. This need has grown steadily in recent years as the media environment has become increasingly competitive and particularly since the advent of social media which by its nature is very difficult to influence, let alone control. The notion that the HR function should properly be concerned with helping to maintain an organisations wider corporate reputation links up with the ideas both of those who conceive of the HR role as being primarily about effective risk management (see Stevens 2005) and those who take a particular interest in the ethics of HR practices (see Pinnington et al. 2007; Klikauer 2014).

  In organisations with a high public profile which are obliged to compete hard in order to survive, HR managers can find themselves thinking in risk management terms. Their main role, put simply, is to ensure that the organisation:

                
	avoids damaging, negative media coverage on account of its employment practices,

	is not required to defend itself in the employment tribunal,

	does not develop an image as a poor employer in its key labour markets,

	retains a good relationship with regulatory authorities,

	avoids disruptive strikes and other forms of industrial action,

	maintains positive relationships with customers and suppliers.




  There is a particular need nowadays for managers in private sector organisations to reassure those whose job is to assess the long-term financial viability of the organisation that it is competently managed and is well placed to meet the challenges that lie ahead in both the short and the longer term. This includes fund managers who decide where to invest their clients’ money as well as the financial journalists and advisors who influence them. The ability to attract and retain a strong management team is central to achieving this aspect of organisational effectiveness as is the ability of the organisation to plan for the future by having in place effective succession planning arrangements and robust systems for the development of the skills and knowledge that will be key in the future. Above all, financial markets need to be assured that the organisation is stable and is thus a safe repository for investors’ funds.

  The HR function also plays a central role in building an organisation’s reputation as an ethically or socially responsible organisation. This happens in two distinct ways. The first involves fostering an understanding of and commitment to ethical conduct on the part of managers and staff. It is achieved by paying attention to these objectives in recruitment campaigns, in the criteria adopted for the selection of new employees and the promotion of staff, in the methods used to develop people and in performance management processes. The second relates to the manner in which people are managed. A poor ethical reputation can be gained simply because an organisation becomes known for treating its staff poorly. In recent years, some well-known retailing and fast-food brands in the UK have suffered because of their use of zero-hours contracts and poor levels of pay, while several large multinationals have had their reputations stained by stories in the media about the conditions under which their employees in developing countries are required to work.

 
   


WINDOW ON PRACTICE


In 2015 undercover reporters working for the Guardian newspaper got themselves jobs in a warehouse operated by the retailer Sports Direct, a company whose approach to HRM had attracted negative publicity in the past. The reporters found that a range of seemingly unethical and potentially unlawful employment practices were in use by managers in the warehouse. They recorded instances of employees being ‘fined’ fifteen minutes’ pay when they were just one minute late for work, of unpaid overtime, mandatory searches of staff leaving the warehouse which took some time and were unpaid. This meant that in practice staff at the warehouse were not being paid the National Minimum Wage. They reported that there was a list of 800 sports brands that employees were not permitted to wear, that workers were harangued by tannoy for not working fast enough, and that 80% of them were employed on zero-hours contracts. The company also operated a ‘black mark’ system, sacking people who notched up six such marks in any six-month period. ‘Offences that could lead to the receipt of a black mark included “periods of reported sickness”; “errors”, “time wasting, in the form of excessive toilet breaks or chatting”, “horseplay” and “using a mobile phone in the warehouse”’. Union officials told them that there was a climate of fear in operation in the warehouse that resulted in staff being too frightened to ask for time off even when their children were too sick to attend school. The story was placed on the front page of the Guardian alongside a picture of Sports Direct’s owner, Mike Ashley.


The impact of this story was very substantial. Within days, Sports Direct’s share price fell by 15%, wiping £600 million off the company’s value and it was labelled ‘a scar on British business’ by the Institute of Directors. MPs raised the issue of the company’s conduct in the House of Commons, announcing that Mr Ashley would soon be summoned to answer questions before a Select Committee.


Sports Direct responded quickly to the allegations, giving its warehouse staff a pay rise and promising to investigate the allegations fully. Mike Ashley released a statement saying that it was now his intention to turn his organisation into the best employer on the high street. Time will tell whether or not this is actually achieved. In the meantime the experience of Sports Direct serves as a cautionary tale for other employers, showing what can happen to a corporation’s reputation if it fails to treat its staff properly.


Source: Adapted from Simon Goodley, Fact check: Sports Direct responds to accusations over warehouse workers, Guardian, December 2015

  






             
  Well-being objectives

  In the first half of the twentieth century looking after employee welfare was often the major concern of what would now be called HR management, particularly in larger organisations with a paternalistic leadership style. More recently as the function has been keener to stress its strategic credentials, the notion that one of its main functions is to look after employee interests fell out of fashion. HR managers sought to identify much more closely with management objectives and tried to lose their reputation as being part of a function that mediated between management and employees, for example by promoting the interests of an organisation’s staff in the boardroom. In the last few years there has been a reversion to a situation in which organisations are keen again to boast of their well-being policies and practices. Macho-management still undoubtedly exists, but its significance tends to be downplayed and whenever possible denied. At the same time the need to be seen to be an employer which is serious about achieving far greater levels of equality and diversity has become standard. Work–life balance is high on the agendas of many organisations looking to enhance their reputation as employers by looking after employee well-being.

  This shift in direction is occurring in response to profound social change and the altered expectations that people have of business organisations and their proper social role. Professionalism and social responsibility have moved from being ‘nice to have’, fringe activities to ones which are necessary if an organisation is to ensure that it retains public respect. Some of the change has been led by government, for example in requiring all larger organisations to publish information about the gap between the amount they pay their male and female staff. It has also arisen as result of shifts in public attitudes towards, for example, a much greater concern for mental health in the workplace, as well as movements such ‘Me Too’ and ‘Black Lives Matter’, which insist that a de facto zero-tolerance approach is taken towards sexist and racist behaviours in workplaces. It was striking, for example, in 2018 to observe MPs in the UK calling for the establishment of a proper HR function in the Palace of Westminster, not to help achieve any organisational objectives at all, but in order that staff would have somewhere to go to raise concerns about their treatment at work. In the UK we also see evidence of change in the stress the Chartered Institute of Personnel and Development (CIPD) now places on ‘improving working lives’ in its objectives for the HRM profession.

   


ACTIVITY 1.1


Each of these six types of HR objective is important and necessary for organisations in different ways. However, at certain times one or more can assume greater importance than the others. Can you identify types of situation in which each could become the most significant or urgent?

  






            The evolution of modern HRM


Most large organisations have established a specialist HR function which is tasked with the efficient and effective management of the relationship that the organisation has with its employees. There is nothing at all new about the existence of such a function, managers specialising in people management having been employed at senior levels in organisations for over a century. Over time the nature of the role has evolved very significantly as have the labels that have conventionally been given to such managers, and the process of steady evolution continues today. However, this process has never totally seen the abandonment of earlier concerns. Instead as time goes by and new issues have come to the fore, the HR function has tended to add further layers to its activities. Significant legacies from each stage in the evolution of modern HRM have remained in the function’s bloodstream and hence retain some significance. While the pace of development has varied considerably from country to country, largely because HR activity has evolved from different starting points in different places, the broad direction of travel has been fairly similar across the world (Kaufman 2014).





             
  Theme 1: social justice

  The origins of HRM lie in the nineteenth century, with the work of social reformers such as Lord Shaftesbury and Robert Owen. Their criticisms of the free enterprise system and the hardship created by the exploitation of workers by factory owners enabled the first personnel managers to be appointed and provided the first frame of reference in which they worked: to ameliorate the lot of the workers. Such concerns are not obsolete. There are still regular reports of employees being exploited by employers flouting the law, and the problem of organisational distance between decision makers and those putting decisions into practice remains a source of alienation from work.

  In the late nineteenth and early twentieth centuries some of the larger employers with a paternalist outlook began to appoint welfare officers to manage a series of new initiatives designed to make life less harsh for their employees. Prominent examples were the progressive schemes of unemployment benefit, sick pay and subsidised housing provided by the Quaker family firms of Cadbury and Rowntree, and the Lever Brothers’ soap business. While the motives were ostensibly charitable, there was and remains a business as well as an ethical case for paying serious attention to the welfare of employees. This is based on the contention that it improves commitment on the part of staff and leads potential employees to compare the organisation favourably vis-à-vis competitors. The result is higher productivity, a longer-serving workforce and a bigger pool of applicants for each job. It has also been argued that a commitment to welfare reduces the scope for the development of adversarial industrial relations. The more conspicuous welfare initiatives promoted by employers today include employee assistance schemes, childcare facilities and health-screening programmes.





            Theme 2: humane bureaucracy


The second phase marked the beginnings of a move away from a sole focus on welfare towards the meeting of various other organisational objectives. Personnel managers began to gain responsibilities in the areas of staffing, training and organisation design. Influenced by social scientists such as F.W. Taylor (1856–1915) and Henri Fayol (1841–1925) personnel specialists started to look at management and administrative processes analytically, working out how organisational structures could be designed and labour deployed so as to maximise efficiency. The humane bureaucracy stage in the development of personnel thinking was also influenced by the Human Relations School, which sought to ameliorate the potential for industrial conflict and dehumanisation present in too rigid an application of these scientific management approaches. Following the ideas of thinkers such as Elton Mayo (1880–1949), the fostering of social relationships in the workplace and employee morale thus became equally important objectives for personnel professionals seeking to raise productivity levels.





             
  Theme 3: negotiated consent

  Personnel managers next added expertise in bargaining to their repertoire of skills. In the period of full employment following the Second World War labour became a scarce resource. This led to a growth in trade union membership and to what Allan Flanders, the leading industrial relations analyst of the 1960s, called ‘the challenge from below’. Personnel specialists managed the new collective institutions such as joint consultation committees, joint production committees and suggestion schemes set up in order to accommodate the new realities. In the industries that were nationalised in the 1940s, employers were placed under a statutory duty to negotiate with unions representing employees. To help achieve this, the government encouraged the appointment of personnel officers and set up the first specialist courses for them in the universities. A personnel management advisory service was also set up at the Ministry of Labour, which still survives as the first A in ACAS (the Advisory, Conciliation and Arbitration Service).





            Theme 4: organisation


The late 1960s saw a switch in focus among personnel specialists, away from dealing principally with the rank-and-file employee on behalf of management, towards dealing with management itself and the integration of managerial activity. This phase was characterised by the development of career paths and of opportunities within organisations for personal growth. This too remains a concern of HR specialists today, with a significant portion of time and resources being devoted to the recruitment, development and retention of an elite core of people with specialist expertise on whom the business depends for its future. Personnel specialists developed techniques of manpower or workforce planning. This is basically a quantitative activity, boosted by the advent of information technology, which involves forecasting an organisation’s likely future skills needs and taking steps to ensure that they are met in practice.





            Theme 5: human resource management


The term ‘human resources’ was commonly used by social scientists in contrast to ‘natural resources’ for much of the twentieth century (see Ginzberg 1958), and a journal called Human Resource Management was launched at Michigan University in 1961. But the term HRM only came to be used commonly in organisations in the 1980s when courses with that name began to be offered as part of MBA programmes at leading American business schools. Before long ‘HRM’ replaced ‘personnel management’ and is now almost universally used in organisations across the world. The change of label coincided with the decline of trade union influence in many organisations and, consequently, with the seizing by managers of the opportunities that this decline gave them. Previously, across most industrialised countries industry-level collective bargaining systems had prevailed through which terms and conditions of employment were negotiated by trade unions and employer’s associations on behalf of almost everyone in the country who worked in that industry. As a result, pay, along with many other rules and management policies, were the same throughout a whole industry in each country, meaning that these were not issues about which local managers could make decisions. With the decentralisation of bargaining and the rise in many industries of non-union firms, managers in the private sector found themselves free and able to develop their own, local policies and practices. Some chose to adopt a macho approach, particularly during recessionary periods when employees were in no position to resist the introduction of efficiency and cost-saving measures, leaner organisational structures and downsized workplaces. Others sought to enhance their profitability and competitiveness by seeking to gain employee commitment and by investing in their people. Either way it was not long before organisations began to take an explicitly strategic approach to the management of human resources, setting objectives and seeking in a more proactive way to achieve these. As time went by the same kind of approaches were increasingly used in the public sector too, so that by the turn of the millennium it was the norm for organisations to employ human resource managers, officers and assistants whose aim was to add value by carrying out the four areas of activity we set out above in as efficient and effective manner as possible. The objective, quite explicitly, was to make a major contribution to the achievement and maintenance of competitive advantage.





             
  Theme 6: a ‘new HR’?

  Some commentators argue that little of substance has changed in the way that HRM has been organised and carried out over the past twenty-five years in most organisations (Lawler and Boudreau 2018). Others, however, argue that we are now witnessing a sixth stage in the evolution of personnel/HR work. While there is by no means a clear consensus about this point of view, it is notable that leading thinkers have identified a group of trends which they believe to be sufficiently dissimilar, as a bundle, from established practices to justify, at the very least, a distinct title. Bach (2005: 28–29), for example, used the term ‘the new HR’ to describe ‘a different trajectory’ which he believed was then beginning to become discernible. Others have started using the term HR 2.0, likening recent developments to a new and improved edition of a software package. A number of themes are identified including a more global perspective, a tendency for issues relating to legal compliance to move up the HR management agenda and the rise of multi-employer networks which Bach calls ‘permeable organizations’. Here, instead of employees having a single, readily defined employer, there may be a number of different employers, or at least more than one organisation which exercises a degree of authority over their work. Examples are found in public–private partnerships, joint ventures, franchises, situations where work is outsourced by one organisation to another, in the employment of agency workers and where strong supply chains are established consisting of smaller organisations which are wholly or very heavily reliant on the custom of a single large client corporation.

  Another apparently new trajectory can be summarised as an approach to the employment relationship which views employees and potential employees very much as individuals or at least small groups rather than as a single group and which seeks to engage them emotionally. It is associated with a move away from an expectation that staff will demonstrate commitment to a set of corporate values which are determined by senior management and towards a philosophy which is far more customer-focused. Customers are defined explicitly as the ultimate employers and staff are empowered to act in such a way as to meet their requirements. This involves encouraging employees to empathise with customers, recruiting, selecting and appraising them according to their capacity to do so. In turn, and this is what seems to make ‘the new HR’ different from established HRM, managers are starting to refer to the staff and line managers who they ‘serve’ as their ‘internal customers’, a client group which they aim to satisfy and which they survey regularly as a means of establishing how far this aim is in fact being achieved. Another term that is becoming very much more commonly used in HR is ‘strategic business partner’. The image conjured up here is of the HR manager as internal consultant, assisting clients in the achievement of their objectives and expecting to be judged on results.

  The practice of viewing staff as internal customers goes further still in some organisations with the use of HR practices that borrow explicitly from the toolkit of marketing specialists (see Edwards and Bach 2013). We see this in the widespread interest in employer branding exercises (see Chapter 8) where an organisation markets itself in quite sophisticated ways, not to customers and potential customers, but to employees and potential employees. We are also seeing an increased tendency for organisations to ‘segment’ their workforces in the same way that have segmented their customers when developing and marketing products. Different groups of employees are thus 'served' differently in order to make their Employee Value Propositions as relevant and attractive to as many people as possible.

 
  What we appear to be seeing here is a re-positioning of HR thinking and activity. The aim is the same, namely to help the organisation achieve its objectives, but the means are different. Instead of simply devising and then operationalising HR strategies and policies which suit the short-term, current, financial needs of the organisation, there is an increased recognition that this cannot be done successfully over the longer term without the active engagement and support of people. Most jobs now in developed economies either involve the provision of services, the application of specialist knowledge, or both. In much of the the service sector employees interact directly with customers and thus themselves embody the product which is being purchased (Wilkinson 2022: 11). In a world where many are employed because of their knowledge, in which skills that employers seek are often scarce and in which employees enjoy substantial protection from the law, there are major limits imposed on the extent of management’s freedom to manage people at will. The most successful organisations are thus those which are best able to recruit good people, retain them and motivate them. This means looking after their interests and involving them as far as is possible in decision-making – often using technologies that enable collaborative decision making. Hence we see the evolution of thinking based around internal customers, collaboration, partnership and employee engagement which are characteristic of the new HR trajectory.

   


ACTIVITY 1.2


Lynda Gratton (2004) reported that Tesco were using the following five ‘identities’ to categorise their staff. The way that they are managed and the reward packages that are available to them can thus be tailored so as to be more appropriate to the needs and aspirations of each individual:

            
	work–life balancers;

	want it all;

	pleasure seekers;

	live to work;

	work to live.




Which of these categories best describes you as far as your present employment is concerned? What about friends and members of your family? Choose any two of the categories and think about in what ways it would make sense to manage people in each group differently from one another.

  






              HRM and the achievement of organisational effectiveness

  As Storey et al. (2009: 4) point out, unless HR activity can be shown to add value to an organisation, there would be no point in devoting time and resources to it except insofar as is necessary ‘to comply with prevailing employment laws or to meet minimum operational requirements in hiring, firing, labour deployment and the like’.

 
  So for the past two or three decades the theme which has dominated the HR research agenda has been the study of links between HR practices and organisational effectiveness.

  Two main types of research have been carried out extensively in this field:

              
	The first involves establishing correlations between superior business performance as measured against a range of indicators and the presence of HR practices in thousands of organisations. Major examples of this kind of research are the studies carried out by Mark Huselid (1995) in the USA and by David Guest and his colleagues (2003) in the UK.

	 The second involves seeking to establish through interviews in successful case study organisations what factors have contributed to their growth, profitability, quality of service, etc. This type of work has been carried out by researchers such as Jeffery Pfeffer (1994, 1998) in the USA, by John Purcell and colleagues in the UK (2003) and by dozens of other research teams based all over the world looking to explain exactly how HR practices can lead to improved organisational outcomes, including commercial success (see Senhadji & Benbouziane 2021 for a brief summary of the key studies). 



  Both streams of research have produced strong, if by no means conclusive, evidence to suggest that organisations which adopt appropriate, sophisticated, ‘good-practice’ HR practices are more likely to meet their business objectives over the long-term than those which do not. What these business objectives are varies from organisation to organisation and industry to industry. For major private-sector corporations the aim is to gain and maintain sustained competitive advantage. For smaller organisations in the private and voluntary sectors growth or survival are key objectives. In the public sector organisational effectiveness and meeting government targets are the key objectives defined in terms of meeting a service need as cost-efficiently as possible and to the highest achievable standard of quality. In all these situations good HR management can be shown to correlate with the achievement of core business objectives, particularly when skills are in relatively short supply or where the potential contribution made by individual employees to the success of an organisation is substantial. 

  What is less clear is exactly through what processes HR makes this contribution. There are a number of possibilities, none of which are mutually exclusive:

                
	Good management and the establishment of a positive employment relations climate means that an organisation is better able than its competitors to recruit, retain and motivate staff. Superior performance results because the best performers want to work for the organisation, because they are motivated to work hard and demonstrate commitment once employed, and because there is less resistance to change and a greater capacity to seize opportunities when they arise.

	Effective HRM alongside good management of other functions allows an organisation to develop and maintain a strong and positive corporate reputation. This enables it to raise money with relative ease when it is needed and also helps to ensure that managers of investment funds and financial advisors see it or its shares as a desirable place to put their clients’ money. The maintenance of a positive reputation in the media is also an important objective as this helps to maintain and grow the customer base. A reputation for ethical management is increasingly important in this context.

	There is a big difference between the rhetoric of HRM, which is positive and people centred, and the experienced reality in many organisations. In the real world HRM is focused on reducing labour costs and extracting greater value for organisations from their human resources. This leads to the intensification of work and more efficient operations, and it is these which account for the apparent link between HRM and measures of corporate financial performance.

	The relationship between HR and business performance is in fact the other way around. The presence of a correlation does not mean that there is any causal relationship. Any HR contribution to the maintenance of superior business performance is limited. Having gained its competitive advantage, an employer has the resources to develop good HR practices.




 
  Fleetwood and Hesketh (2010) rightly warn against uncritical acceptance of the findings of studies that link HR practices to business outcomes. Ultimately, they point out, it is the people who work in organisations who are generally responsible for the achievement of sustained superior business performance. At best all HR practices and policies can do is play ‘an enabling role’ in this process and in many organisations there is little evidence to suggest that the average employee’s commitment or level of engagement is linked particularly closely to the formal ‘architecture’ of HRM.

  Wood (2021) is also sceptical of some of the recent 'mediation studies' which have looked into the nature of links between HR practices and business performance. His view is that researchers have tended to accept the idea of that there is a bundle of good HR practices which serve to re-inforce one another to help create conditions for performance to improve.  He makes a distinction between studies which focus on 'high performance management' and those which are focused on 'high involvement management', arguing that it is mistaken (as often happens) to conflate the two.  High performance management is about the application of policies and practices (training, sophisticated selection, performance-related pay etc), whereas high involvement refers to a management philosophy. It follows that it may be the introduction of a participative approach to the management of people which leads to improved performance rather than the introduction of any particular set of practices.

  Purcell et al. (2003) and in their subsequent publications also stress the inadequacy of thinking that assumes having in place a range of ‘good practice’ HR policies and practices will lead inexorably to the achievement of sustained, superior business performance. Their research strongly suggests that this can help, but they argue that what really makes the difference in practice are sufficient numbers of line managers who are both willing and able to give life and meaning to the policies and practices. These are the people with whom employees interact on a day-to-day basis, and unless they buy in to the ideas that underpin progressive HRM and manage their teams accordingly, the chances that well-chosen HR policies will have any serious impact on organisational performance are very limited. Purcell et al. (2003) point out that poor implementation of policies and practices by line managers who have not bought into them is often worse for the organisation than not having any policies at all.

  The central importance of the mediating role played by line managers in the delivery of HRM was further stressed by Purcell and Hutchinson (2007) in their identification of a ‘people management-performance causal chain’ and by Nishii and Wright (2008) in their ‘process model of HRM’ (see Den Hartog and Boon 2013). Both argue that an important distinction must be made between ‘intended HR practices’, how these are actually perceived by employees and what impact they actually have in practice. Without effective communication and, crucially, the active support of line managers in implementing the policies, there is little chance that the desired outcomes will ever materialise. It follows that all managers in an organisation must take a good deal of responsibility for the delivery of HRM practices if they are to add value in any meaningful way.

 
  Increasingly others play a role too as HRM in organisations is less and less shaped by generalist HR managers alone. In larger organisations there is scope to employ people to specialise in particular areas of HRM. Some, for example, employ employee relations specialists to look after the collective relationship between management and employees and to provide advice about legal developments. Further common areas of specialisation are training and development, recruitment, reward management and health and safety. In all these areas there is an increasing tendency for the term ‘consultant’ to be used instead of ‘officer’ or ‘manager’, indicating a shift towards a situation in which line managers determine the services they want rather than these being prescribed by a central HR function. Indeed, it is not at all uncommon nowadays, for these aspects of HR work to be undertaken on behalf of organisations by subcontractors or independent consultants rather than by directly employed HR officers.

  While responsibility for making sure that HRM really does add value for an organisation rests with all managers, it typically remains the role of HR managers with a generalist remit to shape the policies and practices that are ultimately implemented. Subsequently, their job is not merely to enable, but also actively to promote the effective implementation of these practices. It may be an enabling role, but it is nonetheless a crucial one. And on the question of which types of approaches are most likely to underpin superior business performance, the research that has been carried out over the last twenty years is fairly conclusive. The need, quite simply, is for organisations to achieve the core HR objectives described above more effectively than their competitors are able to. When this is achieved the result tends to be high levels of trust, a strong sense of shared purpose and an enhanced capacity for recruiting, retaining, motivating and engaging an excellent workforce that is both willing and able to adapt to changed circumstances when necessary. Purcell et al. (2003), like other researchers stress the role that a bundle of progressive HR practices can play in bringing about these outcomes (Figure 1.1):

                
	giving people career development opportunities;

	giving people influence over their own area of work;

	making jobs challenging and interesting;

	providing good training;

	appraising people regularly on their individual performance;

	teamworking;

	involving employees in decision making;

	providing a good work–life balance;

	employing line managers ‘who are good at leadership and who show respect’.




 
        
Figure 1.1 HRM roles and objectives


[image: A diagram illustrating the various objectives and roles associated with Human Resource Management (H R M).]

 At the centre is "Human Resource Management (H R M)." Arrows from H R M point to different objectives which are as follows: Performance objectives, Change-management objectives, Staffing objectives, and Administration objectives. Arrows from the following roles point to H R M: Line managers, Human resource generalists, Human resource specialists, Consultants and advisers, and Subcontractors.


  A further potential contribution made by the HR function involves recognising the significance of the organisation’s people as an effective barrier preventing would-be rivals from expanding their markets into territory that your organisation holds. The term human capital is more and more used in this context to signify that the combined knowledge and experience of an organisation’s staff are a highly significant source of competitive advantage largely because they are difficult for competitors to replicate easily. Attracting, engaging, rewarding, developing and retaining people effectively is thus vital. Failing to do so enables accumulated human capital to leak away into the hands of competitors, reducing the effectiveness of commercial defences and making it harder to maintain competitive advantage.

   


SUMMARY PROPOSITIONS


1.1. It is possible to identify two distinct definitions of the term ‘human resource management’. The first describes a body of management activities, while the second signifies a particular approach to carrying out those activities.


1.2. Human resource managers are concerned with meeting six distinct sets of organisational objectives: staffing, performance, change management, administration, reputational and welfare/fairness objectives.


1.3. HRM activities are carried out in various ways through various forms of organisational structure. In some larger organisations HR generalists work alongside specialists in particular HR disciplines.


1.4. Human resource management can be characterised as one of the more recent in a series of incarnations that personnel practitioners have developed since the origins of the profession over 100 years ago.


1.5. The HRM function contributes to the achievement of different dimensions of organisational effectiveness. Prominent are the gaining and maintaining of competitive advantage, the fostering of a positive standing in financial markets and the development of a reputation for corporate social responsibility.

  


 
   


GENERAL DISCUSSION TOPICS

            
	What are the major advantages and disadvantages associated with HR managers seeing employees as ‘internal customers’ who need to be satisfied?

	 How far do you agree with the view that an HR function which achieves administrative excellence adds value to an organisation just as much as one which focuses on improving its employees’ performance?

	 To what extent is your organisation successful in translating its ‘intended HR outcomes’ into ‘actual HR outcomes’? What could it do to make it more successful?  



  


   


                                THEORY INTO PRACTICE


  
 
 The following is an opinion piece by the business writer Bernard Marr. In it the author puts a case against typical HRM departments.


Why we no longer need HR departments


The time has come for HR (Human Resources) departments to call it a day. HR departments often portray themselves as a valued business partner for management and staff alike. However, how can anyone take a department seriously that refers to people as ‘resources’?


Nothing matters more to companies than the people who work there. Companies are nothing without the right people! And I am sure that not one, single individual wants to be referred to as a ‘human resource’.


So, the first point I want to make is that the name is wrong: very wrong. It signals to everyone that this department manages ‘human resources’ in a top-down fashion, i.e. managing humans in a similar way to other resources such as finance, property or machines. If departments can’t see that this is sending out the wrong messages, then they don’t deserve to be there anyway.


Another issue is that HR departments are trying to serve two masters – which, in most cases, is not very successful. On the one hand, they are there to provide support for the employees and, on the other hand, they are there for the company and the senior management to help manage (and monitor, discipline, appraise, etc.) employees. This conflict of interest can cause friction and in many instances HR departments swing to the ‘support the company’ side, rather than the ‘support the employees’ side.


There is more. We can argue about whether the name is right or wrong, or whether the focus should be on the company or on the employees, but what really matters is whether HR delivers value. I have recently seen a number of companies that shut their HR departments down completely; outsourced the function or reduced it to a minimum. The reason they have done it, and not suffered any significant throw-back, is because HR wasn’t delivering any real value. Most of their time was taken up with bureaucratic and administrative tasks or legal issues. If HR doesn’t deliver some unique benefits then outsourcing it makes a lot of business sense.


Other companies, however, have invested in the ‘people function’. They realise that they need people who ensure that the company finds, recruits, retains and develops its people. So here is what I recommend:

            
	Don’t call it HR! 

	Put two teams in place: a ‘people analytics’ team and a ‘people support’ team.

	The role of the people support team is, as the title suggests, supporting all employees in the organization – from the front line to the senior leadership team. The tasks of this team include: helping employees with their development; ensuring staff engagement; identifying issues with morale and culture and generally looking after the well-being of the people in the business.

	The role of the people analytics team is to look at people more scientifically and support the company with insights and analytics. The kind of questions this team would help to answer includes: What are our talent gaps? What makes a good employee in our company and how do we best recruit them? Which employees have got the highest potential? How can we predict staff turnover? Etc.

	Outsource or automate the non-value adding part of HR.




Reprinted with permission from Bernard Marr, Published online in 2013:


www.linkedin.com/pulse/20131118060732-64875646-why-we-no-longer-need-hr-departments


Questions

            
	What is the essence of Bernard Marr’s case against HR departments and common HR practices? 

	Many of the criticisms of HRM expressed in this article are commonly held by managers in organisations. Why do you think this?

	What arguments could be deployed to counteract the major points Mr Marr makes?

	What is your view of the alternative approach that is set out in the second part of the article? 



  






             
  FURTHER READING

  Human Resource Management: Rhetorics and Realities by Karen Legge (1995).

  This seminal book provides a rigorous discussion of the differences between personnel management and HRM, as well as introducing and considering a series of other debates about the nature of HRM and its purpose for organisations.

  Transforming HR: Creating Value through People by Mark Withers, Mark Williamson and Martin Reddington (2010).

  A very accessible book which develops many of the themes we have introduced in this chapter, going on to explore the particular contribution the HR function can make in the contemporary business environment.

 
  ‘Human resource management and performance’ by Paul Boselie (2013) in HR & Performance: Achievements and Challenges, edited by Jaap Paauwe, David Guest and Patrick Wright.

  Boselie’s chapter sums up most effectively the current state of ongoing research into the extent and nature of the link between HRM activity and the achievement of superior business performance. Paauwe et al. examine the same issues at much greater length in their recent book.
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Chapter 2 THE GLOBAL CONTEXT FOR HUMAN RESOURCE MANAGEMENT


 
  


             


                                THE OBJECTIVES OF THIS CHAPTER ARE TO:


  
 
             
	Define and account for the development of globalisation

	Set out the significance of globalisation for industry and the labour market

	Examine the major consequences of globalisation for HRM

	Explain why the global business environment is characterised by increasing uncertainty, volatility and unpredictability



  






             
  The global context for human resource management

  Human resource management practice, as is the case for most fields of business and economic life, has been profoundly affected by globalisation for the past thirty years and this continues to be the case. It remains the single most significant development in our current business environment, manifesting itself in all kinds of different ways. People disagree profoundly about the ways in which it is a force for good and a force for ill making it a major source of political division. We have been heading down a path towards greater globalisation for several decades, and while many would like to slow down the pace of change in this area, few seriously argue that it can be reversed without creating major economic problems. In this chapter we explain what the term ‘globalisation’ means, discuss its antecedents and its major consequences. We go on to explore key ways in which contemporary HR practice is being changed as a result of globalisation and what this may mean for the future if these trends continue.





OEBPS/images/5e75b6de-1d91-4e0b-839f-10f01221329b_ASSET_9781292467207.jpg
HUMAN RESOURCE
MANAGEMENT

Twelfth Edition

“aFe of

;k)(

DEREK TORRINGTON
LAURA HALL
STEPHEN TAYLOR
CAROL ATKINSON
@ Pearson












OEBPS/images/87b444e0-f217-4c7b-b4ee-b083b3b0c7c3_ASSET_TOR_HRMA_12UK_A01_UF002.jpg
Chapter 3 HRM around the world
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o, 0 . » e SUMMARY PROPOSITIONS
Su m ma ry Pro POSItIo nS prOVIde a USEfu I rEVISIO n tOOI 3.1 While there are important similarities between the approaches to HRM that are

prevalent in different countries, there are also very significant differences and only

ena bling you to reca p and Check you r u nderstanding Of the ) limited evidence of any international convergence over time.

3.2.  The largest economies in the world over recent decades - the USA, Japan and

C ha pte r. I N co nJ u nctl on Wlth the Ch a pte r-o pen I n g Lea rn i n g Germany — have each developed distinct models of HRM which have proved to be

globally influential in different ways

Objectives, you can quickly determine whether you are pre- % eences el theaning dfcencessawesn el sproshes ad hss

who favour institutional explanations

pa red e n 0 u g h to m Ove 0 n’ 0 r n eed fu rth e r Stu dy 3.4. Itis possible that we will in the future see greater divergence in HRM practice around

the world rather than convergence as organisations in particular countries
increasingly specialise in defined forms of industrial endeavour

/
. . . . GENERAL DISCUSSION TOPICS
General Discussion Topics are useful both as a basis for C'

) 1 Why might it be important for managers in a nationally based organisation that is
H H H H H bout t d internationally to b f the different ways that HRM is cus®
group discussion within tutorials or study groups, as well as S L e
o o, 0 . 2. Some argue that the future will bring both increased convergence and increased
a Ctl Vltl es to h e I p d eve | 0 p yo u r bette r u n d e rsta n d I n g Of th e divergence internationally as far as HRM practice is concerned. How is this
possible?

to pics Cove red Within the Cha pter 3. To what extent do you find the models put forward by Geert Hofstede either

compelling or practically useful?

. . . . ) / THEORY INTO PRACTICE
Theory into Practice case studies or learning activities that g

You work in the HR department of a large corporation which operates a well-known chain of
fashion stores (Large Co). Your company has outlets on the high streets of all the major UK

e n a b Ie yo u to p ut yo u r Iea rn i n g i nto p ra Cti Ce Wit h i n a rea I ) cities and is steadily increasing its presence in out-of-town shopping complexes and airports.

In addition, recent years have seen the start of what is intended to be a major expansion over

seas with the opening of new flagship stores in a number of European cities. International

istic scenario. Improve your employability by answering the

As part of its overseas expansion plans, a few weeks ago, your company took over another

a SSO C iated q u esti 0 n S a n d d eve I O p i n g a bette r u n d e rsta n d i n g organisation (Small Co) which operates three high street fashion outlets in South East Asian 5
of business practice.

Part 1 Human resource management in the modern world

[

» cities and also supplies garments to a range of retailers in the UK from its factories. It employs
around 400 people in India, Pakistan and Bangladesh
You have been seconded for a year to work at Small Co which has not to date ever
employed a professionally qualified HR manager

Soon after your arrival at Small Co, you become aware of various management practices
which you are uneasy about and which are very different indeed from what you are used to at
Large Co.

Pay rates, for example, do not appear to be established using any rational system. Its staff
are appointed at a variety of rates according to what they were able to negotiate when they
start working for the company. There are also a good number of junior managerial staff who
are working in excess of 60 hours each week. Trade union membership is actively discouraged,
while training and development opportunities are minimal. There is no formal induction
provided and no staff handbook. Health and safety procedures appear to be minimal. Staff
turnover is running at 35%. You are even more concerned when you visit some of the stores
and garment factories that Small Co operates in Asia. Here pay is very low and hours of work
are long. The more senior posts all seem to be held by male relatives of top managers (all
themselves men), while people seem to be hired and fired on a whim. While the managers you
meet deny bullying their staff, this is not what the staff themselves say to you when you speak
to them confidentially. Moreover, while it is denied that anyone under the age of 15 is
employed, some staff look to you to be considerably younger. You are also concerned to
observe that water contaminated with dyes and fixing agents appears to be being channelled
directly into a river behind one of the factories you visit.

You are taken aback by what you observe in your first few weeks at Small Co. You are used
to working in Large Co with its big HR division, range of ‘good practice’ employment policies
and prominent corporate code of ethics. None of this exists at Small Co and there is no sign at
all that any kind of ethical culture has been developed. It is, however, a very profitable
business

Questions

1 What are the main strands of the business case you could make in support of the
introduction across Small Co's operations, as a matter of priority, an ethical culture
alongside ethically sound HR policies and practices? What counter-arguments might you
expect to have to answer?

N

To what extent might the differences in the way HR is practised in Large Co and Small Co
operations be explained by cultural or institutional factors?

V. % Further Reading sections provide guided access to some

In recent years we have seen an explosion in interest in comparative HRM and the publication of numerous books R .
and articles examining different aspects of the subject. k d t h d h I t f t h d I

You might find it useful to start an exploration of this subject by reading Geert Hofstede’s classic book pioneering ey rea I n g S I n e a rea ? a n e p yo u 0 u r e r eve 0 p
thinking in the field. You can also visit his website and download short video presentations in which he explains different

. .
ts of his theories. Hi: idely d book is: Culture’s C 2 Inte tional Diffe in Work-Related k II d I
;ij:ss(f%;)_ eories. His most widely read book is: Culture’s Consequences: International Differences in Work-Relate yo u r S I S a n ea rn l n g
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Chapter 4 Strategic human resource management

» Questions

1 What staffing and other problems might be anticipated by the strategy of running a
forprofit and a not-for-profit hospital on the same site in exactly the same manner? How
might these potential problems be alleviated?

2 How would you design and implement HR practices so that they support the mission and
margin strategy? Give examples and justify for each HR practice - include recruitment/
selection, development and reward practices as a minimum, but add other relevant
practices to these

3 To what extent could this mission and margin strategy be used in other types or organisa-
tion. What are the reasons behind your assessment?

Source: Kellner, A., Townsend, K. and Wilkinson, A. (2016) ‘The mission or the margin? A high-performance work system
in a non-profit organisation’ The International Journal of Human Resource Management, Vol. 28, No. 14, pp. 1938-59

FURTHER READING

Bailey, C., Mankin, D., Kelliher, C. and Garavan, T. (2018) Strategic Human Resource Management.
Oxford: Oxford University Press.

This is a very readable yet thorough and wide-ranging text of strategic HR. Chapters 5, 6 and 8 are
particularly relevant for our chapter here.

Boxall, P. and Purcell, ). (2016) Strategy and Human Resource Management. Basingstoke: Palgrave
Macmillan. Fourth edition

A very useful source book, particularly good on the best practice/best fit debate and on black box
thinking. Also very useful for its exploration of strategic HRM in different contexts: manufacturing,
services, multi-divisional firms and multinational firms

Jiang, K., Takeuchi, R. and Lepak, D. (2013) "Where do we go from here? New perspectives on the
Black Box in strategic human resource management research’, Journal of Management Studies,
Vol. 50, No. 8, pp. 1448-80.

This article provides an excellent summary of the mechanisms mediating the HR-performance
link. It provides an excellent review of all the literature in this area and proposes a multilevel model
(organisational, team, individual) of how mediating mechanisms work.

Piening, E., Baluch, A. and Ridder, H. (2014) 'Mind the intended-implemented gap: Understanding
employees' perceptions of HRM'. Human Resource Management, Vol. 53, No. 4, pp. 545-67.

The authors report four case studies in German health and social services organisations and explore
the links and potential gaps between intended, implemented and perceived HR practices. In particu-
lar they explore the importance of employee expectations.

WEBLINK < Some chapters list relevant Web Links that can help expand
A your understanding of the topics covered within the chapter.
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OEBPS/js/highlightjs-line-numbers.js
// jshint multistr:true

(function (w, d) {
    'use strict';

    var TABLE_NAME = 'hljs-ln',
        LINE_NAME = 'hljs-ln-line',
        CODE_BLOCK_NAME = 'hljs-ln-code',
        NUMBERS_BLOCK_NAME = 'hljs-ln-numbers',
        NUMBER_LINE_NAME = 'hljs-ln-n',
        DATA_ATTR_NAME = 'data-line-number',
        BREAK_LINE_REGEXP = /\r\n|\r|\n/g;

    if (w.hljs) {
        w.hljs.initLineNumbersOnLoad = initLineNumbersOnLoad;
        w.hljs.lineNumbersBlock = lineNumbersBlock;
        w.hljs.lineNumbersValue = lineNumbersValue;

        addStyles();
    } else {
        w.console.error('highlight.js not detected!');
    }

    function isHljsLnCodeDescendant(domElt) {
        var curElt = domElt;
        while (curElt) {
            if (curElt.className && curElt.className.indexOf('hljs-ln-code') !== -1) {
                return true;
            }
            curElt = curElt.parentNode;
        }
        return false;
    }

    function getHljsLnTable(hljsLnDomElt) {
        var curElt = hljsLnDomElt;
        while (curElt.nodeName !== 'TABLE') {
            curElt = curElt.parentNode;
        }
        return curElt;
    }

    // Function to workaround a copy issue with Microsoft Edge.
    // Due to hljs-ln wrapping the lines of code inside a <table> element,
    // itself wrapped inside a <pre> element, window.getSelection().toString()
    // does not contain any line breaks. So we need to get them back using the
    // rendered code in the DOM as reference.
    function edgeGetSelectedCodeLines(selection) {
        // current selected text without line breaks
        var selectionText = selection.toString();

        // get the <td> element wrapping the first line of selected code
        var tdAnchor = selection.anchorNode;
        while (tdAnchor.nodeName !== 'TD') {
            tdAnchor = tdAnchor.parentNode;
        }

        // get the <td> element wrapping the last line of selected code
        var tdFocus = selection.focusNode;
        while (tdFocus.nodeName !== 'TD') {
            tdFocus = tdFocus.parentNode;
        }

        // extract line numbers
        var firstLineNumber = parseInt(tdAnchor.dataset.lineNumber);
        var lastLineNumber = parseInt(tdFocus.dataset.lineNumber);

        // multi-lines copied case
        if (firstLineNumber != lastLineNumber) {

            var firstLineText = tdAnchor.textContent;
            var lastLineText = tdFocus.textContent;

            // if the selection was made backward, swap values
            if (firstLineNumber > lastLineNumber) {
                var tmp = firstLineNumber;
                firstLineNumber = lastLineNumber;
                lastLineNumber = tmp;
                tmp = firstLineText;
                firstLineText = lastLineText;
                lastLineText = tmp;
            }

            // discard not copied characters in first line
            while (selectionText.indexOf(firstLineText) !== 0) {
                firstLineText = firstLineText.slice(1);
            }

            // discard not copied characters in last line
            while (selectionText.lastIndexOf(lastLineText) === -1) {
                lastLineText = lastLineText.slice(0, -1);
            }

            // reconstruct and return the real copied text
            var selectedText = firstLineText;
            var hljsLnTable = getHljsLnTable(tdAnchor);
            for (var i = firstLineNumber + 1 ; i < lastLineNumber ; ++i) {
                var codeLineSel = format('.{0}[{1}="{2}"]', [CODE_BLOCK_NAME, DATA_ATTR_NAME, i]);
                var codeLineElt = hljsLnTable.querySelector(codeLineSel);
                selectedText += '\n' + codeLineElt.textContent;
            }
            selectedText += '\n' + lastLineText;
            return selectedText;
        // single copied line case
        } else {
            return selectionText;
        }
    }

    // ensure consistent code copy/paste behavior across all browsers
    // (see https://github.com/wcoder/highlightjs-line-numbers.js/issues/51)
    document.addEventListener('copy', function(e) {
        // get current selection
        var selection = window.getSelection();
        // override behavior when one wants to copy line of codes
        if (isHljsLnCodeDescendant(selection.anchorNode)) {
            var selectionText;
            // workaround an issue with Microsoft Edge as copied line breaks
            // are removed otherwise from the selection string
            if (window.navigator.userAgent.indexOf('Edge') !== -1) {
                selectionText = edgeGetSelectedCodeLines(selection);
            } else {
                // other browsers can directly use the selection string
                selectionText = selection.toString();
            }
            e.clipboardData.setData('text/plain', selectionText);
            e.preventDefault();
        }
    });

    function addStyles () {
        var css = d.createElement('style');
        css.type = 'text/css';
        css.innerHTML = format(
            '.{0}{border-collapse:collapse}' +
            '.{0} td{padding:0}' +
            '.{1}:before{content:attr({2})}',
        [
            TABLE_NAME,
            NUMBER_LINE_NAME,
            DATA_ATTR_NAME
        ]);
        d.getElementsByTagName('head')[0].appendChild(css);
    }

    function initLineNumbersOnLoad (options) {
        if (d.readyState === 'interactive' || d.readyState === 'complete') {
            documentReady(options);
        } else {
            w.addEventListener('DOMContentLoaded', function () {
                documentReady(options);
            });
        }
    }

    function documentReady (options) {
        try {
            var blocks = d.querySelectorAll('code.hljs,code.nohighlight');

            for (var i in blocks) {
                if (blocks.hasOwnProperty(i)) {
                    if (!isPluginDisabledForBlock(blocks[i])) {
                        lineNumbersBlock(blocks[i], options);
                    }
                }
            }
        } catch (e) {
            w.console.error('LineNumbers error: ', e);
        }
    }

    function isPluginDisabledForBlock(element) {
        return element.classList.contains('nohljsln');
    }

    function lineNumbersBlock (element, options) {
        if (typeof element !== 'object') return;

        async(function () {
            element.innerHTML = lineNumbersInternal(element, options);
        });
    }

    function lineNumbersValue (value, options) {
        if (typeof value !== 'string') return;

        var element = document.createElement('code')
        element.innerHTML = value

        return lineNumbersInternal(element, options);
    }

    function lineNumbersInternal (element, options) {

        var internalOptions = mapOptions(element, options);

        duplicateMultilineNodes(element);

        return addLineNumbersBlockFor(element.innerHTML, internalOptions);
    }

    function addLineNumbersBlockFor (inputHtml, options) {
        var lines = getLines(inputHtml);

        // if last line contains only carriage return remove it
        if (lines[lines.length-1].trim() === '') {
            lines.pop();
        }

        if (lines.length > 1 || options.singleLine) {
            var html = '';

            for (var i = 0, l = lines.length; i < l; i++) {
                html += format(
                    '<tr>' +
                        '<td class="{0} {1}" {3}="{5}">' +
                            '<div class="{2}" {3}="{5}"></div>' +
                        '</td>' +
                        '<td class="{0} {4}" {3}="{5}">' +
                            '{6}' +
                        '</td>' +
                    '</tr>',
                [
                    LINE_NAME,
                    NUMBERS_BLOCK_NAME,
                    NUMBER_LINE_NAME,
                    DATA_ATTR_NAME,
                    CODE_BLOCK_NAME,
                    i + options.startFrom,
                    lines[i].length > 0 ? lines[i] : ' '
                ]);
            }

            return format('<table class="{0}">{1}</table>', [ TABLE_NAME, html ]);
        }

        return inputHtml;
    }

    /**
     * @param {HTMLElement} element Code block.
     * @param {Object} options External API options.
     * @returns {Object} Internal API options.
     */
    function mapOptions (element, options) {
        options = options || {};
        return {
            singleLine: getSingleLineOption(options),
            startFrom: getStartFromOption(element, options)
        };
    }

    function getSingleLineOption (options) {
        var defaultValue = false;
        if (!!options.singleLine) {
            return options.singleLine;
        }
        return defaultValue;
    }

    function getStartFromOption (element, options) {
        var defaultValue = 1;
        var startFrom = defaultValue;

        if (isFinite(options.startFrom)) {
            startFrom = options.startFrom;
        }

        // can be overridden because local option is priority
        var value = getAttribute(element, 'data-ln-start-from');
        if (value !== null) {
            startFrom = toNumber(value, defaultValue);
        }

        return startFrom;
    }

    /**
     * Recursive method for fix multi-line elements implementation in highlight.js
     * Doing deep passage on child nodes.
     * @param {HTMLElement} element
     */
    function duplicateMultilineNodes (element) {
        var nodes = element.childNodes;
        for (var node in nodes) {
            if (nodes.hasOwnProperty(node)) {
                var child = nodes[node];
                if (getLinesCount(child.textContent) > 0) {
                    if (child.childNodes.length > 0) {
                        duplicateMultilineNodes(child);
                    } else {
                        duplicateMultilineNode(child.parentNode);
                    }
                }
            }
        }
    }

    /**
     * Method for fix multi-line elements implementation in highlight.js
     * @param {HTMLElement} element
     */
    function duplicateMultilineNode (element) {
        var className = element.className;

        if ( ! /hljs-/.test(className)) return;

        var lines = getLines(element.innerHTML);

        for (var i = 0, result = ''; i < lines.length; i++) {
            var lineText = lines[i].length > 0 ? lines[i] : ' ';
            result += format('<span class="{0}">{1}</span>\n', [ className,  lineText ]);
        }

        element.innerHTML = result.trim();
    }

    function getLines (text) {
        if (text.length === 0) return [];
        return text.split(BREAK_LINE_REGEXP);
    }

    function getLinesCount (text) {
        return (text.trim().match(BREAK_LINE_REGEXP) || []).length;
    }

    ///
    /// HELPERS
    ///

    function async (func) {
        w.setTimeout(func, 0);
    }

    /**
     * {@link https://wcoder.github.io/notes/string-format-for-string-formating-in-javascript}
     * @param {string} format
     * @param {array} args
     */
    function format (format, args) {
        return format.replace(/\{(\d+)\}/g, function(m, n){
            return args[n] !== undefined ? args[n] : m;
        });
    }

    /**
     * @param {HTMLElement} element Code block.
     * @param {String} attrName Attribute name.
     * @returns {String} Attribute value or empty.
     */
    function getAttribute (element, attrName) {
        return element.hasAttribute(attrName) ? element.getAttribute(attrName) : null;
    }

    /**
     * @param {String} str Source string.
     * @param {Number} fallback Fallback value.
     * @returns Parsed number or fallback value.
     */
    function toNumber (str, fallback) {
        if (!str) return fallback;
        var number = Number(str);
        return isFinite(number) ? number : fallback;
    }

}(window, document));
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Learning Objectives work in conjunction with the e
chapter-ending Summary Propositions to quickly show Explan the princples of organisation design and assess the need for

organisational agility

you What you Wi” Iearn about in the Chapter and help Outline the most common types of organisation structure
3

Discuss the reasons for and types of workforce flexibility

you Compa re hOW We” you have understood the Iearn- Discuss form§ of both employerand erpployee‘ﬂexibility and the
extent to which they are implemented in practice
ing you undertake.

Window on Practice boxes provide you with examples

of real organisational practice, survey results, anecdotes
and quotations and court cases, helping you to build up
your knowledge of real-World practice and prepare you

for life after study

Part 2 Resourcing: getting people in thefright places to do the right things

however, there hgs been a trend to much flatter hierarchies with much wider spans of
control. This trend has been termed ‘delayering’ and is the process of taking out layers
of management ig the hierarchy in order to speed response times and make the operation

Activity boxes encourage you to reqularly review and

M NS
WINDOW ON PRACTICE @y,‘&.‘,

Deeyannoinaryslorgdiitie within a group. These have been developed for both

From the mid-1980s onwards many organisations that had traditionally had tall hierarchies set
about the process of delayering. This was common practice in financial services organisations such R R . .
as large banks (see e.g. Atkinson 2002) and in some newly privatised companies. The logic behind t d t th I ttl b I I
this restructuring process was to make organisations more flexible and responsive to increasingly S u e n S WI I e O r n 0 u S I n ess exp e rl e n Ce’ a S We
dynamic and competitive market conditions by devolving decision-making responsibilities to those
closest to the customer. In removing layers of middle management, which had come to be seen as

blockages to change and responsiveness, organisations sought to improve the efficiency and a S th O Se With m O re p ra Cti Ca I kn OWI e d g e-

effectiveness of their operations

critically apply your learning, either as an individual or

While the theory behind delayering was sound, its implementation was in many instances
problematic. As is often the case with change programmes, senior management gave insufficient
consideration to the people aspects of delayering. There is a large body of research from this period
which identifies the negative impact on the morale and motivation of those remaining in delayer;
organisations. Those left behind were said to suffer from ‘survivor syndrome’, characterised
mourning for lost colleagues, fearing for their own future job security and suffering w
intensification as they struggled to cope with often increased workloads with fewg#Staff. In the face
of these conditions, the hoped-for efficiency gains were rarely achieved.

G ACTIVI I Y 7.2 Chapter 32 Health and well-being
What experience have you, or someone you know, had of organisation

restructuring? What happened? To what extent was agility improved by the The nature Of hea Ith and we"_being

restructuring? What workforce issues resulted?

The links between employee health and performance were identified long ago. Indeed, the origins
of personnel management lie with social reformers such as the Cadbury family who, in the late

Despite the problems identified in the Window on practice, the search for a responsive
organisation structure continues, with a contemporary emphasis on agility (Holbeche
2015). While a huge variety of organisation structures is possible, most can be categorised
into one of three broad types: entrepreneurial, bureaucratic and matrix.

The entrepreneurial form

The entrepreneurial form relies on central power and can be described as primarily
organic. It is like a spider’s web, with one person or group so dominant that all power
stems from the centre, all decisions are made by the centre and all behaviour reflects
expectations of the centre. There are few collective decisions, much reliance on

Regular quotes throughout help to enliven and
contextualise the subject

nineteenth century, began to provide housing, healthcare and education to their workforces.
Welfare officers, the early incarnation of today’s HR officers, were appointed to oversee the
well-being of the workforce. Although altruism played a part in this paternalistic approach towards
employees, there was also a strong business case underpinning these practices. Healthy and
well-educated workforces are more productive than those struggling in poor accommodation and
with insufficient access to education and healthcare. The impact of this focus on well-being on
workers' lives was substantial, as can be seen in Cadbury’s museum in Bourneville which
documents these early attempts at improving employee health and well-being.

However, HRM's development has had many stages and, for many years, there was little
enthusiasm to associate the function with what came to be viewed as a ‘tea and sympathy role’.
Certainly the supposed evolution of personnel into HR management in the 1980s, and its preoccupa-
tion with the strategic aspects of business, left little room for considerations of employee health. In
recent years, however, health and well-being have again become central to the HR agenda. CIPD, for
example, has demonstrated significant interest in health and well-being, arguing that it is wide-ranging
in nature

Given that good leadership and people management practices form the foundations of
building a healthy workplace, every employer needs to focus their attention on these
areas if they want to make a long-term and sustainable difference to people’s well-being.
(CIPD 2019)

Health and well-being thus go beyond the typically narrower concerns of absence management to include
a holistic approach to managing employees that recognises links to other important concepts such as
engagement. Although a widely agreed definition is lacking, there is a general consensus that employee
health and well-being underpins strong performance and productivity: a sound business case clearly
underlies attempts to improve the
workers' lot

The re-emergence of health and well-being in the HR agenda can perhaps be explained by the
changes to the employment relationship which have been widely reported since the mid-1980s.
Changes to the psychological contract have given rise to far less job security for employees,
organisational restructuring has led in many sectors to work intensification and the negative
consequences for employee morale have been widely reported. Alongside this, there has been an
explosion in stress-related illness and absence and an increased focus on supporting mental health.
An ageing workforce (see Chapter 23) also requires greater consideration of employee health and
well-being. A need to refocus on employee well-being to prevent detriment to organisations has
become apparent. A further impetus has come from the increasing interest in corporate social
responsibility within firms. Employers have a responsibility to create healthy workplaces for reasons
beyond performance, bearing a responsibility to society to ensure employees are well treated and
healthy. Promoting the work environment as a source of better health and improving health in the
workplace acts as means to reduce social inequality through employment
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