Chapter 13 - Case study:
A change in HR.

Textbook page 318

Answers to case study questions in textbook, page 318

1.
What possible problems do you see with this approach for HR management in other organisations?


As stated in the case study the following is applicable:

GE Fanuc is a manufacturer of factory automation and control products. Headquartered in Johannesburg with 1 500 employees, the HR department primarily performed administrative support activities. But when Dawid Ellis, took over as Senior Executive Director of Human Resources, he and his staff began by restructuring and decentralising the HR entity so that each functional area of the company has an HR manager assigned to it. The HR managers were expected to be key contributors to their areas by becoming knowledgeable about the business issues faced by their business functional units. Today, HR managers participate in developing business strategies and ensure that human resource dimensions are considered. For instance, the HR manager for manufacturing has HR responsibilities for 600 employees. The idea that the student should identify here is the notion of HR shared services centres. This could be problematic in other organisations. The reason why organisations follow this approach is to transform the role of HR by enabling the HR function to be more strategic at the corporate level and more cost-effective at the operational level. This however poses numerous problems such as a mismatch that can exist between the employee expectations of HR services and what services they actually received which may result in a negative perception of the utility of the HR shared services centre. It is thus important to think through the implications of change for the role of the HR function, the impact on employee work processes, and the way in which employees will experience the HR services. When any company decides to move to an HR shared approach a number of key questions need to be asked as depicted in table 13.3 in the book. 

Table 13.3
Key questions to consider when adopting HR shared services centres.
	I.
Strategic issues

1.
What rationale exists for setting up the shared services centre, in addition to cost savings through synergy? What are the alternatives?


2.
Is the HR shared services model really more cost effective when hidden costs are calculated? What are potential indirect costs and how can they be measured?


3.
Are you going to look at the shared services centres of other firms before you set up your own? For example, will you engage in market research or benchmark exercise?


4.
If yes, how will you do it? What criteria will you use?


5.
What are the perceived benefits and disadvantages of the new service provision for the stakeholders?


6.
How will the shared services centre affect the role of HR strategy in the corporate strategy?


7.
How will the relationship between the HR professionals and line managers be reshaped?


8.
How should the HR function reconcile or manage its two roles: providing HR support services to the employees and line management and providing strategic input to the corporate strategy?

II.
Managing the change process

9.
How will different groups of people be affected by the change (e.g., line managers, HR managers, HR officers, and individuals) who receive the services?

10. How will the change process be managed?


11. How will resistance to change be expressed and managed?


12. What trainings are needed for different groups of employees?

III.
Operational issues (the business of the shared services centre)

13. What services will the shared services centre provide and how will the work be organised?


14. How will the shared services centre interact with line managers and the corporate HR professionals to deliver a holistic package of HR services that will provide both operational services and strategic influence at the corporate level?


15. What will be the internal contractual arrangements (e.g., service-level agreements, key performance indicators) between the centre and divisions of the firm?

IV.
HR policy and practice for the HR staff in the shared services centre

16. Will the setting up of the shared services centre lead to recentralisation of the HR function and specialisation of HR officers' skill portfolios?


17. Will the HR staff lose any jobs as a result of the change?


18. Will it be necessary to recruit new HR staff for the centre due to staff turnover (e.g., if staff refuse to be relocated) or new skill requirements (e.g., IT and customer management skills rather than HR specialists skills)?


19. How will the following HR policies and practices be different from what they were before the change?



(a)
recruitment



(b)
training and development



(c)
skill/competence requirement



(d)
work organisation and responsibility



(e)
their role in the client department/establishment



(f)
terms and conditions



(g)
career pattern


20. In particular, what career pattern will exist for HR personnel, and what are the advantages and difficulties for their career progression within the organisation and within the broader labour market (as compared to the three typologies of an HR career pattern: vertical, zigzag, and parachuting)?


21. How will the centre manage its work organisation to avoid the "sweatshop and tight surveillance" image and nature of call-centre work that have been widely criticised?


It is thus clear that moving from a traditional HR delivery model to an HR shared services model involves major organisational change and careful management.

Many strategic and operational issues need to be thought through carefully. Given the high cost, financially as well as emotionally in moving to a shared services model, companies need to take a holistic approach and carry out sophisticated financial calculations to weigh the cost up of insourcing versus outsourcing.

2.
Compare this approach to HR management with the involvement of HR in operations in a current or previous job you have had.

Students should look at the following when answering this question. They should firstly indicate which job they are referring to and then provide more background information. Secondly they should compare the HR shared service centres with the involvement of HR in operations in this current or previous job that they have had. Key aspects to address include how things took place, how was it implemented were all the questions in Table 13.3 addressed or were some of them omitted. If so they should motivate why they think this happened. Students could also include their opinion of the different approaches and how each one worked in practice.
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