Chapter 13 - Answers to review questions in textbook, page 318

1
Discuss the important challenges facing management and HR professionals regarding the development of virtual organisations.


Answer: (Sec 13.1.1)

Management perspective

From a management perspective, issues such as effective communication and planning will need attention as the face-to-face approaches which have worked well over the years disappear. In addition, to capitalise on the flexibility and speed that is possible through these networks, managers and team members will have to form clear agreements from the outset regarding issues such as performance expectations, team priorities, communication links, and resource allocation. Other problems that may arise include possible misunderstandings and interpretations as a result of electronic mail (e-mail) correspondence. By means of this system messages and computer files can be sent electronically from computer to computer over a network. The advantage of e-mail is that it cuts down on paper use and increases the speed of messages. According to Barnatt, the computer giant Microsoft sees its e-mail system as the carrier of its culture. The company is expanding so rapidly that it is reliant on e-mail as the glue to hold its employees together.

The redistribution of power within the organisation can also be problematic. For example, with electronic networks, individuals can skip levels in the chain of command and give senior managers direct feedback on problems or successes, which is not the case in many conventional organisations.

As a result of the computer networks, faster decision-making and easier access to company information are also possible. However, the speed of decision-making may place great pressure on individuals who do not possess the necessary skills to function within such environments. At the same time, those who thrive in such an environment will find themselves in a strong competitive position in the networked marketplace.

HRM perspective

From an HRM point of view the virtual organisation also holds a number of challenges. For example, the way recruitment and career development have been approached in the past will change rapidly. More companies and employees are using the Internet to match jobs and candidates. If the information on individuals is up to date and correct, no skill within a company will be able to go unnoticed. It also helps management to put people together with specific skills via cross-functional teams to solve problems. This was impossible in the past with outdated information systems and rigid organisational structures. Flexibility is thus the new goal.

Easy access to relevant information will mean that individuals will also be able to plan their own career moves within the company, thus utilising the available talent to the benefit of both the company and the individual.

With multiple teams, the rigid traditional job description will also have to disappear. Job descriptions are not flexible enough for the constantly changing world of new strategies, customer requirements and membership of multiple teams. To fill this gap, companies will follow the competency-based approaches more enthusiastically. Competencies can and should be organised into menus that individuals and teams can use to describe their work and conduct people practices.

With workers at distant work sites, problems can also arise regarding the appraisal system to be used and the manner in which these individuals are compensated. Innovative methods will have to be devised by HR managers to address these unique situations.

2
Briefly explain Kesler's performance capabilities model.


Answer: (Table 13.1 and Sec 13.2.1)

The performance capabilities model: defining the fundamental role of HR

	Greater leveraged

Roles
	
	Less leveraged 

roles


	1

Catalytic influence
	2

Diagnostic assessment
	3

Innovating processes, structure
	
	4

Assurance of standards
	5

Administration and services
	6

Problem-solving

	'Partnering role'
●
Enable others

●
Knowledge-based

●
Performance-based quality

●
Distributed resources

●
Enhance business performance

●
Knowledge transfer to line

●
Highly integrated with business process

●
Non-linear work - focus design on outcomes and competencies

●
Early life cycle
	
	'Transactional role'

●
Service others (or remove administrative barriers)

●
System-based

●
Conformance-based quality

●
Consolidated resources

●
Economy of scale/cost (commodity)

●
Few specialists/admin transferred to line

●
Parallel, stand-alone

●
Linear work - process map and redesign (for consolidation, elimination, automation)

●
Late in the life cycle


Source:
Kesler, G.C. 1995. A model and process for redesigning the HRM role, competencies, and work in a major multinational corporation. Human Resource Management, vol. 34, no. 2 (Summer), p. 237. Reprinted by permission of Wiley-Liss Inc., a subsidiary of John Wiley & Sons, Inc.

A 'performance capabilities (PC)' model that will help in this regard has been proposed by Kesler (see Table above). As can be seen, the model consists of a continuum of six value-adding roles, each of which is a distinct competency. The roles from left to right in the model are:

●
catalytic influence;

●
diagnostic and fact-based analysis;

●
innovating business structures and processes;

●
assuring standards;

●
administration and services; and

●
problem-solving.

Roles 1 to 3 generally exert more leverage, as indicated in the model. Here a partnership between HR and line people creates benefits to the line organisation that are greater than the immediate efforts of the HR staff member. Roles 4 to 6, however, have less leverage because they are more transactional in nature and are less likely to add value to the money invested. Most HR departments are of the opinion that their current activities and resources fall in the 'controlling, administering and problem-solving' roles. However, the value of the various roles can be determined only in the context of a given company and its needs. But to be successful the business strategy must be supported more directly by the partnership-orientated performance capabilities (roles 1 to 3) than by the service transactions portion of the continuum (roles 4 to 6). The most effective use of resources is served when the continuum is utilised effectively.

Activating the left side of the model first will normally reduce the resources consumed on the right side of the continuum later, according to Kesler. For example, labour relations planning and joint labour management process facilitation will usually result in less labour relations problem-solving. Thus, to be effective, the HR role which normally starts on the right side of the model (roles 4 to 6) must move to the left (roles 1 to 3) where conditions are best accomplished. Thus both halves of the model must be delivered to the appropriate extent and in a highly competent manner to be successful.

3
Ulrich et al has recently identified six domains which can serve as a framework for identifying competencies for HR professionals - briefly discuss. 


Answer: (Sec 13.3 and Figure 13.2)

Figure 13.2
Six domains to become a successful HR professional  


	
Talent Mgr

Org Designer


	
Culture & 

Change

Steward
	
Strategy

Architect

	●
Ensuring today's & tomorrow's talent

●
Developing talent

●
Shaping organisation

●
Fostering communication

●
Designing rewards systems
	●
Facilitating change

●
Enacting culture

●
Crafting culture

●
Personalising culture
	●
Sustaining strategic agility

●
Engaging customers



	
	Operational

Executor


	Business

Ally
	

	
	●
Implementing workplace policies

●
Advancing HR technology


	●
Interpreting social context

●
Serving the value chain

●
Articulating the value proposition

●
Leveraging business technology
	




	
	Credible

Activist


	

	
	●
Delivering results with integrity

●
Sharing information

●
Building relationships of trust

●
Doing HR with an attitude
	


Source:
Human Resource Competency Study. Lecture notes from a paper presented by Ulrich, D., Brockbank, W. & Johnson, D. at the Society for Human Resource Management Annual Conference on 26 June 2007 in Las Vegas, USA. Used with permission.

· Talent manager and organisational designer
In this domain, the HR professional must be active in the management of talent and the design of the organisation. Talent management focuses on how individuals enter, move up, across or out of the organisation, while organisation design focuses on the structure, governance and processes that shape how an organisation works. Good talent without a supporting organisation will not be sustained, and a good organisation will not operate without good talent, HR professionals who are successful in this area will have the following capabilities: to be able to develop talent for today and tomorrow, to be able to design reward systems, to be able to shape the organisation and to be able to foster communication within the organisation.

· Culture and change steward
In this domain, the HR professional must recognise, articulate and shape a company's culture. Culture involves the values, beliefs and artefacts of an organisation. As stewards of culture, the HR professional must respect the past culture and also help shape a new culture. HR professionals who are successful in this area will have the following capabilities: to be able to facilitate change, to be able to craft a culture, to be able to enact a culture and finally to be able to personalise a culture.

· Strategy architect
In this domain, the HR professional knows how to influence and implement the business strategy. To achieve this goal, the HR professional facilitates strategic alignment change by turning what needs to be done into what is actually done. HR professionals who are successful in this area, will have the following capabilities: to be able to engage customers and to be able to sustain strategic agility.

· Operational executor
In this domain the HR professional administers the day-to-day work of managing people within an organisation. This goal is achieved by drafting, adapting and implementing policies. To achieve credibility, this task must be done flawlessly and be based on the consistent application of policies. HR professionals who are successful in this area will have the following capabilities: be able to implement workplace policies and be able to advance HR technology.

· Business ally
In this domain, the HR professional contributes to the success of the business by knowing the social context or setting in which the business operates. HR professionals who are successful in this area will have the following capabilities: to be able to interpret the social context, to be able to serve the value chain, to be able to articulate the value proposition and lastly, to be able to leverage the business technology.

· Credible activist
In this domain, the HR professional is both credible (respected, admired, listened to) and active (offers a point of view, takes a position, challenges assumptions). HR professionals who are successful in this area will have the following capabilities: to be able to deliver results with integrity, to be able to share information, to be able to build relationships of trust and lastly, to be able to do HR with an attitude.

4
Write a short paragraph on the concept of the HR shared services model. 


Answer: (Sec 13.4)

Many large and multinational organisations are moving to shared services models in delivering the human resource function. The reason for this is it is commonly believed that the adaptation of an HR shared services model can 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. In terms of orientation, the literature identifies two broad types of HR shared services. The first is the set of shared services (according to Cooke) set up by large organisations such as consultancies to provide HR services both to their own organisation and to external client organisations as an outsourcing business.

The second refers to those set up by large and often multinational or multi-site organisations that aim to restructure their HR service provision through recentralisation and the creation of an internal market system (i.e. having a small HR team at the corporate level with HR service centres in the company with a self-help, on-line HR information system). Numerous examples exist where the first type of shared services is working well, however, a number of problems have arisen regarding the second more recent option of shared services. 

The problems are: a mismatch that existed between the employee expectations of HR services and what services they actually received. This resulted in a negative perception of the utility of the HR shared services centre. This finding suggests that it is 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. 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 (second option), companies need to take a holistic approach and carry out sophisticated financial calculations to weigh the cost up of insourcing versus outsourcing.

5
Explain Hilborn's emerging HR organisational model.


Answer: (Sec 13. And Figure 13.4)

Emerging HR organisational model
	
	
	
	Senior HR leadership team
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	HR shared services
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	●
Service delivery and volume transaction

●
Centre of scale (emphasis on efficiency)
	
	●
Specialist expertise and design consulting

●
Centre of expertise (emphasis on effective​ness)
	
	●
Relationship management and HR strategic consulting


Source:
Republished with permission of HR Magazine, from changing shapes. Joinson, C. vol. 44, no. 3, March 1999, p. 44. Permission conveyed through the Copyright Clearance Center, Inc.

For the HR department to function successfully and survive the tremendous changes taking place within organisations, it needs to undergo major restructuring. Thus, reorganisation should better position the function to enable it to provide support for the changing business needs. This view is shared by Hilborn, who remarks the following:

HR departments have been evolving away from a traditional functional design to a team based model. The traditional design typically includes a vice president of HR, then a manager of compensation and benefits, a manager of HRIS and payroll, a manager of employment and so on. However, the emerging model is more like a three-legged stool.

Hilborn's emerging HR organisational model appears in the Figure above. In the model the three legs mentioned in the previous paragraph can be clearly distinguished, namely:

· an administrative service centre - responsible for processing the payroll, benefits and other administrative aspects, and also focuses on the efficiency in transaction functions.

· a centre of excellence - concentrates on design rather than transactions and will have line managers as its customers. The emphasis here is on effectiveness.

a business partners - these employees do not get involved in transactions but instead act as consultants and planners, linking the business with appropriate programmes.

6
Provide a list of the seven changes identified by Barner that will take place over the next number of years and will reshape the work environment.


Answer: (Sec 13.1)

●
the virtual organisation

●
a just-in-time workplace

●
the ascendancy of knowledge workers

●
computerised coaching and electronic monitoring

●
growth of worker diversity

●
an ageing workforce

●
the birth of a dynamic workforce

7
HR professionals will have to find new ways to motivate the just-in-time workforce. Discuss briefly.


Answer: (Sec 13.1.2)

The growth in temporary workers, just-in-time workers, and the outsourcing of a large number of organisational functions have resulted in companies using more temporary workers.

HR professionals utilising these types of workers will have to find new ways to motivate them, as serious problems in performance and morale will occur. Research in the US has indicated that conflict between permanent and temporary staff can easily occur where, for example, permanent staff are paid for production outputs while temporary employees are given a flat hourly rate as mentioned earlier in the book. Due to their employment contract, temporary workers cannot be motivated by the traditional methods of promotion, merit increases or even profit-sharing programmes. To overcome these problems, management and HR professionals will have to spend more time and money on providing training, giving such workers greater access to company information and a bigger role in decision-making. Thus, in tomorrow's workplace, HR professionals will have to look at issues such as orientation and training of just-in-time workers.

8
Write a short paragraph on the challenges facing HR professionals regarding computerised coaching and electronic monitoring in the new workplace.


Answer: (Sec 13.1.4)

The growth in electronic systems over the next number of years will allow employees to become fully independent. Easier control by managers over work performed may result in employees feeling manipulated and exploited, placing the relationship between the manager and employee under great pressure. Employees will also be able to learn more rapidly, for example by placing solutions to problems in a central database which can be accessed globally. Employees will also become less dependent on managers for coaching, training and performance feedback, resulting in the redesign of managers' jobs. The operation of the electronic networks 24 hours a day will make it difficult for employees to draw a line between work and home, which may result in domestic problems. Employees' right to privacy may also be invaded as a result of the permanent presence of the network system in the home environment.

9
List Kesler's three tactics that can be followed in the redesign of the HRM role.


Answer: (Sec 13.2)

●
contracting with line management for a new role for HR

●
identifying and developing new HR competencies

●
redesigning HR work, systems and organisation

All these components cannot achieve change alone, but need to be done in conjunction with one another. As Kesler remarks:

Contracting for new roles without competencies to deliver is pointless; redesigning or eliminating work without a consensus from the client organisation leads to confusion and dissatisfied clients.

10
Write a short paragraph on the ageing workforce.


Answer: (Sec 13.1.6)
Companies were to a large extent in the past reluctant to employ older workers, as they saw them as less productive, less flexible and more expensive. Older workers were also denied challenging jobs. However, with the lack of skills in numerous areas, older workers are again being employed because of their experience and maturity. These workers are also more flexible about taking part-time and odd-hour shifts than younger workers. However, the implications would be that younger managers may find themselves threatened when managing older staff. In this situation, HR managers must arrange for these managers to undergo training in managing teams and communication skills, to enable them to extract the best efforts from older teams.
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