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Preface


Organisations, whether private or public, profit or non-profit oriented, need human resources and managers to accomplish the corporate strategies and operational tasks. Mostly, managers are having a specific professional expertise and work experience, when they apply or being promoted for their first leadership function. And they need to understand HR Management, which is creating and controlling the leadership tools. The basics of modern HR Management and Leadership are introduced systematically and easily understandable.


Parallel and step-by-step structured, this manual leads from the corporate policy and strategies and external socio-economic trends to day-by-day HR Management organisation and operations and Leadership situations and behaviour including the basic common theories and always with examples from practises. Also, HR Management and Leadership specifics are reflected in International Management and Diversity, in Industry 4.0 and Artificial Intelligence, and in CSR, Social Businesses and NGOs.


This book is based on the author's own experience in managing teams and organisations, in HR management and consulting as well as on conception and lectures in MBA programs worldwide. The target group is for example, lecturers and management trainer and consultants, young managers and specialists from other fields of expertise who are preparing for a management position e.g. with a degree in General Management or an MBA.


Bonn, January 2021


Since English is the first or second official language with its own expressions and spellings in more than 80 countries, no uniform spelling is considered.


Numbers are in German style: 1.000.000 is for e.g. 1,000,000 for US/UK.




Coming together is a beginning;


staying together is progress;


working together is success.


Henry Ford, 1863-1947
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1.1 HR Management Policy


1.1.1 Corporate Policy and HR Management


Corporate Policy (policy: consciously enforcing will) is decision making and design of the long-term corporate goals and their adaptation to internal and external framework conditions or influences – as basis for following operationalized divisional, department etc. planning activities (see following example in the HR Division).
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Fig. 1.1: Corporate Business Plan and HR Management


Example Corporate Policy Operationalisation


The example is showing a typical corporate policy objective (increase profit and rentability) operationalised top down to an individual workplace objective:


Corporate Policy: Increase Profit + Rentability





		HR division



		Reduce HR costs, increase performance.







		HR Dpt.


Recruitment



	
	Reduce Recruiting Costs.


	Reduce general fluctuation.








		Team Management


Recruitment



	
	Train Recruiting staff in virtual interviews.


	Legal check per country (maximal possible


	probation times).


	Reduce absent time (shorter business trip).


	and fluctuation in Recruiter teams.


	…








		Recruiting


Manager



	
	Reduce business trips (for interviews) and do virtual selection interviews.


	Negotiate longer probation times (6 months), and


	reduced salary during probation time.


	Overtime/shift-work (in foreign interviews).


	Performance related bonus (low fluctuation in recruiting process/first two years related to your recruiting segment’s performance.


	…










Influences on Corporate Policy


The diversity and complexity of influences on an HR and Leadership policy are resulting from many different internal and external stakeholders, company history and culture, megatrends (demography, globalisation …) and socio-political discussions (minimum wage, work-life balance …) in the society. Typical HR and Leadership related claims of stakeholders are e.g.:




	
Manager: job satisfaction, high income, prestige, power and career, self-development, ...


	
Employees: job and social security, healthy work conditions, training and career opportunities, social contacts, ...


	
Collective partner (e.g. union, works council): compliance with and participation in a collective agreement, fairness of the negotiations, …


	
Economy: labour market situation, purchase power, …


	
Compliance environment: labour law, co-determination due unions and works council, …


	
Socio-political: values, education, demography, diversity, income tax, policy, income distribution, minimum wage, working time regulations, …


	
Technology: ICT acceptance, home office, virtual work, …





Shareholder Value- and Stakeholder orientated HR Policy


While a traditional shareholder value-orientated corporate policy is mainly stability-, conservative- and short term-oriented, the stakeholder-oriented approach is progressive and focused on long-term corporate development, investing in training and personal development of the employees.




	Shareholder Value-oriented HR and Leadership:





HR is seen as a cost factor, e.g.:






	focus on short-term oriented individual and team performance to create profit/corporate value,


	short-term oriented personnel planning and recruitment,


	performance related income concepts,


	more training for direct work success than long-term development programs.





This traditional one-dimensional focus on a short-term return on invest equity has becoming increasingly critical, not only because of the discussion about ethics.







	Stakeholder orientated HR and Leadership policy:





HR Development seen as an investment,






	primary goal is searching and creating new potential candidates, and


	feelgood-, talent- and career management for long term employer branding,








In the same as in the general corporate policy companies often move between these polarities due situational factors and corporate policy dynamics, or larger ones follow different policies parallel in their different divisions. Especially in the last two decades in the background of corporate ethics, work-life balance and CSR more and more companies are tending to become more stakeholder-oriented.


The individual corporate profit orientation as a guiding principle must to be see critically today, as it often leads beside environmental damage to individual psychological and social problems (e.g. mental problems, unemployment).


Example Criticism of the Shareholder Value approach


In our times almost 200 of the leading US-entrepreneurs (e.g. from Apple to Pepsi and Walmart) are moving away from maximizing profits in a public statement. They distanced themselves from a pure shareholder-value approach by defining new principles of corporate management: … we know that many Americans have problems. Too often hard work is not rewarded and enough is not done to allow workers to adapt to the rapid pace of economic change. In the future, the focus will be more on investing in employees, in environmental protection and in fair and ethical dealings with suppliers.1


1.1.2 Governance, Compliance and Co-determination


Corporate Governance and Corporate Compliance are partly interdepend-dent: the governance focus in on the corporate's constitutional (legal) basis, compliance aims at whether and how these are followed, and if necessary other voluntary rules of conduct such as Business Ethics and CSR. Co-determination due unions and works council or employee participation is (culturally depending) by laws and/or a lived social standard in a society.


Corporate Governance and Compliance


Traditionally, corporate governance in the sense of shareholder value-oriented management aims at responsible management and corporate control to create value.


This has played an important role for HRM and Leadership in recent years, esp. against the backdrop of spectacular bankruptcies and the legally and ethically dubious management behaviour of known consulting firms (e.g. Arthur Anderson, EY) and companies (e.g. Wirecard, Enron, Volkswagen Dieselgate). Frequent criticism (esp. from foreign investors) is e.g. lack of transparency in company management or lack of independence of German supervisory boards. Or the unusually high manager salaries or success bonuses in Germany with the simultaneous systematic destruction of company values. Accordingly, more and more socially recognized rules for responsible corporate management are being discussed in public.


Example Corporate Governance in Germany


Corporate Governance


The German Corporate Governance Code (DCGK) developed by a government commission in 2002 contains various rules and recommendations on different levels of commitment:






	important legal regulations (e.g. from the German Stock Corporation law like renumeration of the executive board or the supervisory board),


	voluntary recommendations and suggestions for action, e.g. on the ethical management behaviour.








Corporate Governance Report (DHL Group, excerpt)2


Essential elements of its corporate governance structures: the declaration of conformity by the executive board and the supervisory board, essential corporate governance practices that go beyond the legal requirements, e.g. as






	
Code of Conduct and Compliance Management as ... guidelines for all employees and at all hierarchy level daily behaviour with focus on respect, tolerance, honesty, openness, integrity towards employees and customers, to assume social responsibility, e.g. with an anti-corruption policy or mandatory staff training and compliance auditing.








Management Ethics


Even if there is little talk on corruption and fraud in industrialized countries, corruption in and by companies is more widespread than is publicly known. For example, in Germany approx. 70% of companies have corporate compliance guidelines (see example below). There are just a few cases shown in the media (e.g. emission scandal by Volkswagen, known as Dieselgate), but for years the number of corruption and fraud cases uncovered has been increasing – also through the corporates' compliance policy. The spectrum ranges from culturally expected invitations (restaurants, events) to company services (e.g. untaxed private use of company vehicles/aircraft) to active bribery.


Example Global Fraud Survey – results for Germany


A study of over 2.500 companies in 55 countries worldwide by EY shows, among other things:3






	
that e.g. almost no manager in Scandinavia, in Switzerland or in Germany regards this as widespread in their own country, but


	
contrary to this subjective assessment, cases of fraud or corruption registered in Germany have been increasing for years (in more than every sixth company there was a major fraud case in 2016/2017), and


	every 6th manager also holds e.g. restaurant/event invitations for justified.








Examples of ethical goals for managers should be:




	Knowledge and implementation of ethical aspects in their functional responsibility (e.g. customers, purchasing, production),


	as well as in relation to their employees and team leadership.


	Induce and empower your team members to self-critically examine their own values and actions.


	They should encourage their employees to raise ethical concerns, and


	support them in making decisions about ethical behaviour.


	Ensure that everyone feels committed to the common corporate values and basic social values.


	Freedom and support for ethically justified changes in the work area.





Example Corporate Compliance Policy (Bayer)4


With its corporate compliance policy as a basis for action, Bayer (active in nearly all countries, 104.000 employees) wants to be successful in competition through innovation, quality, reliability and fairness, while adhering to company-specific and legal rules: Our decisions are legal, ethical and responsible. Doing the right thing is not always easy or clear, but it is necessary. For help, consult our internal experts for input or guidance.


Examples and rules of action are set out under following headings for implementation:




	We compete fairly in every market.


	We act with integrity in all our business dealings.


	We balance economic growth with ecological and social responsibility.


	We observe trade controls that regulate our global business.


	We safeguard equal opportunity in securities trading.


	We keep accurate books and records.


	We treat each other with fairness and respect.


	We protect and respect intellectual property rights.


	We act in Bayer’s best interest.


	We protect and secure personal data.





Labour Law and Co-determination


Even despite the widespread slavery, already the Romans were familiar with the principles of labour law in ancient times, such as to the service contract (locatio conductio operarum) for Roman citizens.


Today’s labour law developed through the first forms of wage-related labour in the late 18th cent., e.g. limiting child work in the UK. As a result, the increasing political discussion of the contradiction between capital and labour gradually developed workers' rights and often a kind corporate social policy in industrializing countries. Today, usually individual employees and/or their committees like a works council have a wide range of rights, depending on the different labour law cultures in the industrial and threshold countries. In most countries it distinguishes between:




	
Individual labour law inside the company between employees (often represented by their elected works council) and the company, and


	
Collective labour law as general rights and obligations (like, for example, collective tariff agreements) between employers (or associations) and employee representatives (such as works councils and unions) for a region or an industry.





Internationally, labour law sows a broad spectrum:




	from general to situational self-image (in sense of friendly-cooperative community of interests up to open-fighting opposition,


	
both at the socio-political level between trade unions and business associations, as well as


	in companies between works councils (or unions) and companies,


	up to a direct participation of trade unions and/or works councils in management bodies like board of directors and supervisory board.





Example Cultural Roles of Unions






	
Germany: Unions are institutionalized by law with participation on all levels (factory, industry). Usually, unions and the industry association negotiate collective tariff agreements. Unions tend to be politically social-democratic and being pragmatic. Even if they have a constitutional right to go on strike, in Germany there are compared to other countries relatively less strikes.


	
Roman countries (France, Italy, Belgium): Unions are the non-formalized political opposition to companies/nation with traditional socialistic targets, e.g. modernizing work conditions and bring more social political power for employees; with a high level of willingness to strike compared to other European standards.


	
USA: Non-institutionalized negotiations between local union and company, no socio-political focus outside the company; level of organisation rather low what means low power in negotiations.








Globalization led in global companies to international associations for the employers (e.g. Association of International Motor Vehicle Manufacturers) and employees (e.g. European Works Council or World Group Works Council at Volkswagen, or international union associations like International Trade Union Confederation) as well as Equal Opportunity Officers (or Committees) as representatives for the rights of young people, disabled employees, gender equality, etc.


Example Works Council rights (Germany)


Participation rights for Works Council


In Germany the Betriebsverfassungsgesetz (BetrVG, kind of Works Constitution Act) regulates participation of employees through their works council, elected by them in companies with at least five regularly employed employees, e.g. the right of …






	
co-determination, e.g. in the case of social plans for major corporate downsizing or closure, or determination of performance bonuses,


	
initiative, e.g. for internal job advertisements,


	
consent, e.g. personnel surveys or employee evaluation,


	
veto, e.g. in the case of recruiting, re-grouping or employee transfers in other jobs/departments,


	
advice, e.g. in vocational training measures, or planning of production sites or technical systems,


	
to be heard, e.g. in the case of individual or mass dismissions,


	information, e.g. in the personnel demand planning.








Global Works Council adopts Charter for Temporary Employees


VW group was one of the first set up a European Works Council (by EU law) and Global Works Council voluntarily. The approx. 671.000 employees have representatives from more than 60 locations in about 15 countries worldwide (as of 2019). Main objective (acting in addition to national works councils) is to represent, coordinate and act as a main negotiating partner for the employees worldwide with the VW board on global issues.


For example, in 2013 the VW group board, the European and the Global Works Council adopted the charter for temporary employees at VW group with principles for them worldwide: among other things about employment and payment conditions as well as qualification offers in terms of equality with the VW permanent workforce.


1.1.3 HR and Leadership related Megatrends


Megatrends are medium and long-term changes over one or more product life cycles with a fundamental, often for decades change for companies. The typical ongoing Megatrends like Demography, Social Change, Technology and Digitalisation, Globalisation, Climate Change etc. are having mostly, depending on the industry, more or less influence on HRM and Leadership, e.g. for industrial countries like Germany:






	
Demography and Population: decreasing total population due lower birth rates and longer life expectancy, structural change (more older people and migrant cultures) …







[image: ] this means for HRM for example: fewer young school and university graduates on the labour market and in companies, but lot more 50+ employees in future, more applicants and employees with a migrant background, higher life expectancy leads to socio-political discussion about retirement age (currently 67, up to 70+ is in discussion in Germany), the Young old as a new labour potential, age-adapted work- and workplace conditions etc., and


[image: ] for Leadership more elder employees and migrant backgrounds, therefore onboarding and team development activities, reorganising work, working time and work-place related to age, intercultural sensitivity leadership and communication training for the manager and for the team, …







	
Globalization: more free trade and protectionism at same time, adapting international standards, global value creation (SCM), more global markets and competition, permanent worldwide migration …










[image: ] this means for HRM for example, more employees with migrant background or international staff in the home country, local staff in foreign subsidiaries, and esp. due global production, sales and procurement more cross-national business trips and Expat management due foreign assignments (incl. family). In this nearly all HR operations are involved, e.g. highly diverse income tax and social insurance due different country laws and cultural standards, assignment contracts with very different compensation factors and salary, preparing (e.g. language and intercultural training), mentoring (while working abroad), re-integration of expats etc., and


[image: ] for the manager e.g. more business trips abroad, staff with migrant background up to an intercultural team, intercultural onboarding and team development incl. intercultural conflict management (due intercultural misunderstandings or prejudices) and tolerance. In big or in global oriented companies like the medium-sized hidden champignons often the operations language turns generally into English.





Among others, these trends partially influence each other, e.g. demography and changing social values or globalisation. They affect the majority of companies in industrialized countries regardless of their size or industry. In addition, there are relatively new trends that so far have only affected a few countries, industries or companies (Urbanization, Individualization and New Work, Mobility and Migration, Gender Equality). For example, Migration (national, cross-national, global) has now become one global megatrend that goes beyond demographic aspects.


Example Demography and Labour Market Germany (I)


Nobody can help the Germans is a typical headline in the media for many years. Like other industrialized countries, Germany has a steadily declining and aging population (fig. 1.2). Cuts in the 1983 statistic are showing a lack of people e.g. due first global economic crisis, WW I+II, invention of the birth control pill, and more recently changing social values towards Singles, DINKs and DCCs.


[image: ]



Fig. 1.2: Development of the Age Structure (Germany)


Similar developments apply to all industrialized countries worldwide. And the emerging economies with their industrial regions with a growing income-secure middle class are showing the same developments (fig. 1.3).


Stable demographics in industrialized countries require an average of 2,1 children/woman. Due to the low birth rates in the past, there are now fewer women. An increasing birth rate in the next two decades will have relatively little effect on demography – to stabilize the population, which has been reduced for decades, 3,6 children per woman are now required – and the new-borns will only reach the labour market in around 20 years.


A common misconception that migrants would have many children is wrong. On one hand, migrants (e.g. Germany) are pre-dominantly men. And on the other hand, their birth rates will slowly adjust to the society's average (demonstrably in the next generation).


[image: ]



Fig. 1.3: International Demography


(Example continues next paragraph: prognosis of potential workforce).


Future Employment Potential


Often without needed experiences (e.g. language, school or vocational qualification, professional experience) and with problems to accept or understand local cultural values, their professional integration is an essential requirement for their (and their family) social integration. But the sometime lower level of education and qualifications must not be generalized: overall, their academic quota (20%) is almost equal to Germany (22%). For example, migrants from Eastern Europe (esp. women) have on average a significantly higher level of education than native German. And more importantly: Every second child graduates at high school a generation later, because most parents invest heavily into their education.5
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