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Module -1

STRATEGIC M
Traditional vy Strategic HIRM

Traditional ae s
. datitional Human resources tmanagemcnt reacis ju :;*lupfujfli-*';'ﬁ. when workers make requests o
duse probl 3 } sty ; . . A

problems, HR steps in and akes care of il. Strategic HR involves pianning, A strateqic HR

::ieparl:nenl Iocks ahead and heads off problems. These HR pros also look &t the company's needs
or the future and develop strategies 1o meel them

FDrhEHmpIE Iraditional HR depatments focus on managing labor relations. sclving employees’
problems and generally keeping the stail happy Strategic HR has plans for helping the crganization

- TEC.!‘UuT.ng more workers, developing talent and trrning employees in company standards ana
prnciples

Scope of Responsibilities
Traditional _HR has a narrow tocus on 1ssues like basic personnel management and labar relations.
H‘I_El'l‘ goal 1s lo take care of employees and keea them happy ard satisfied The HR team dcesn't
educate wnrl_{ﬁrs about responsibilities or how things are done Thai's something they assume
employees will pick up on the job or from their ENETEEES

Stateqic AR depertmen:s have a much broader missicn:

* Employes recrntment

= Taining and developing employees

* Drafting an employee handbook that tells ther what's aliowed, what's expected,
process for when employees fail short

Finding ways 1o sleer employees so the company cat mee ils productivity and profil goals

and the disziplinary

Human Resource Forevast ing

Traditional HR focuses on curent employees. Stategic HR (hinks aboul wial a company will nzed

in the future. How many more staff will they need |g nire? Wi & - : :
: 1at skills or educatio ;
them 1o have? Then HR diaws up a stialegic plan 10 meet the fytyee 11914{‘1.'& et ey e

Strategic MR's mission doesn'l end there. The depantment works active
car piovide the skills the company needs, and
pest hire. Stategic HR also works 1o develop and

. W 1o recruit indivicuals who
Bl igcommends which of tham wauald imake tha
Promote talent among the exnisting workforce

Hleading O1F Problems

W's lempling o ignure potental problems until the, |
- - . oY happen, bul s a s articulariy v

,Jt.-uple Tiaditional HR steps 0 vihen empoyees haye dlh‘»;pijue t:‘ IL;: .,] trustake, particulaniy ».rn_u_:
nothing 10 prevent the prablems from developing probien:s oi st up troudle. It does

Strateqis HR is praactive rather than reactive 1t a Comipg .
harasziment or discrimination. lraditional HR woud Make ;:-,Y wants a zeio-luie 2nce poicy on sexwual
e D|ITEI""-‘_~!'L HR lets employees hnow from the Start wiye o E\r‘lm'._rn wnen an employee crossed the
handbook. a0d raming seminars fill stat i oo b .. o 90 DENavior s unacceptable the emplovee

Cay Save NG cmpany Money on lawswls s 0y DEHEVE, or nol behave In the long ron that

dintg



Constang | pPdating in Steategic 1R toois. Onl
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ar out with the same tcols Cnly ihe

Tradilional HR sees itsell doing the same thing eaq 1n ond year

faces of the employees change ,

ck of new 1deas in ine feid and new

slrategic HW fes 1 slay on top of the gaire ey keep bd They also watch the industry for

technology that carn make it easer 0 manage r.:||||.alu§,_'¢'=“=‘:empmyues bettar
Innovative methods thal the competition might use (o motivale
Typology of HR activities:
arantee  11s employees  employment.
. L o ane cop o - s
*  Lmplovment Securityv: If g company - ci " ihe company: in wrn. the company can
caiployees became more loval and committed to :
expect better performance.
. : i . . ri wrson in accordance with the
® Selective Choicer It is necessary o select the right |
requirements ol the job,
. : . atic acts good emplovees, Bonuses:
e Atlactive Remuneration: Attractive remuneration atlracts goog L“:l}lu‘ 5 o
Ihis feature involves awnrding emplovees with bonuses  depending on their Jo
performance.
*  Emplovee Stk Ownership: 11 a company gives employees a chance to own cq:.*:mpan;r 5
shares. emplovees would become interested in the company s long-term prosperity.
* Inlormation Sharing: To ensure high performance, it is necessary for employees o have
all the necessary information,
* Parucipution end Delegation of Powers: Decentralization and delecation of powers help
o tierewse satstacton and perforiange.
*Sell-Munaged Teams: Principles of scll-management increase job perfonmance.

+ Education an¢ Skill Development: A company should suppost edvention and  skill
development of jis cmployees and at the sqpe tme carry ouy Aeeessiry structural changes
lor proper deplovment of stalf ’

" Acquisition and Use of Multiple Skills: Thi feature ellows for hipher perlormance of
ciplovees., -

* Recruitment from Interna Resources: Cregyy,

o ; £ internal fabor marke TLM) helps
strengthen solidarity and incicases conlivene,. l ) elps o



Best Fit Approach Vs Best Practice Approac)

Phe “hest 60 approach 1o strite e hiar reson

Aariceinent TR M erplores | e clise
relationship between st

VRECmanagenent and 1R8] i considering the intluencee and nature ol
vertical integrition,

This approach 1s adso known as tie contingency model ;) praponents of this approach assent that there is 1o
wniversal way of doing things as what nmight work well i one place may be unsuceesstul in another place.
Lhe “best practice hichlizhts the relationship berween “sets” of gond TR praciices and
wrganizational performance. sty defined i erms of employee commtment and satislction.
Phuse sets o best practice can ke miany forms: some hayve advocated amnnersal set off
practices that would enhance the perlormance ol all organization they were applied to. A ey
clement of sest-practice is horizontal integraiion,

The relationship between perfomince and humen resorrees management can be linked 10 two approaches which
are the “best practice “and “best i1, An organization takes advantages of both approacles to carry
out their human resources activities. Best practice proponents believe that heman resources activities shotdd be
caried out foliowing a set of HRM practice which is capzble with improving any orgznizational perfomance
imespective of the location and size of the preanization.

Charieieristics of besi praciice

s  Employee development

e Promotion and other meentive asa rewand for emplovee perfonnance
e Ccer progression

e [airappraisal excicise

«  Struchirad commuunication systen

o Awelstructured recruitiment process

e Adnendly working cnviromment (Removal of Stas Diflerences)

o High Conmitmen! Magement System

Roth theories aim o achicve high perlormamee in arganisations. Spavon and Hiluop 1994

claim that these madels could be classilicd as -”m[thing el because of Ul COLTHETIOND ALY 1.

e ke dy the b rosowrees shizi eyl thal ol thye ROt
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INVESTRMENT PERSPEC VIVES OF HR
Annvestment Ii‘lr"i]t'l:[i'ﬂ.' ”[“""“”: Resource Management
L lmnortanee of sdepting wn i estment Perspeetive of Human IResourve Manazement
Human I{';'!'il.'llu'kn.‘. I uite of the ot ilﬂ['-‘UI'iil!!l S i oan HI':‘_’:IH-Y:“i““' The suceess o

ilure of an oreanization largely depends on low human Fesouree is used o utilize ot

resources available 1o the organization, As a resuli the focus of human resource management has

sitfed iowards increasing the return o investment by maximizing the productivity of humin

resvtree (Mohamed. 20130 Theretne, evaluating the qualdity. costs and benelils of HR are veny
® & & -

crucial W urganizations much lihe wny other capital investment.

Sinee human resource is g cruvial resource in oreanization. according 10 Geer (2003). human
Fesonree practitioners and managennent scholars have promoted the coneepl of wlopting tn
Ivestment perspective in human resouree. 1t involves developing policies and progranmes in
hunman resources in order 1 inerease its value 1o the oreanization and 1o the market, just like
wiher asaet in the orgamzation,

Phe notion of viewing homan resoimree as humen ssset s adopting an investment perspective
cnable e organization 10 invest in people in order o carn the best return from them (Mello,
2003,

When an crganization views human resovree as an investment, rather than a variable cost. it has
W consider costs, risks and retavn when making huan resource decisions. The organization has
1o consider the suitability of the candidaies (o the jobs. and 1o train them much like servicing
machineries. The oppartunity cost of releasing the employees fur raining has o boe considered
ong with the cost of condueting such traimings when comparing the return from those trainings
sl s polential increase 1o lovadiy and motivationg,

Adopting g investment perspective atlows th2 management o consider the risk of investment in
human resource and W device stmtegies W avold those risks as well, 1'ven thoigh. human
resolrce cannod be dupiicated or imitated by the compelitors as easily as other assets such gs
technology and facilities, the employees Bemselves Fave their freewitl o move 1o competing

coutipanies (v ehio, 20003, i

Onee an organizaion Las developad @ competitive advantage in huean resource, the
competitonrs may Yy e attract those comeley emplovees, The competitor misht even he at
better posiiion to ofter a higher pay. 1s they do not have 10 spend on traini I
f herefore, orgonizations have 0 develop their Luman resource o
strategies in suck o way o reaan the emplovesg
cmplovee within the erganizition. "'v.-I]-urv:_u'r::,l-~
imvestment perspective allows orginiziationg
ko ledee as they are being ereomed.

e d development.

amagement policies and
and 1o transfer the | nowwledge o cinployee o
viewing human resource management from an
» be mare poactive and protect their own the

\dupting animestoieal pespective i !I.FII‘.[EII] esutire
make hunum resource decisions alter consyg,
araiegic plans te minimize the sk and g

¢ management allovs organizations
nng its costs and benefits, It also helps 1o develop
Ve the ciployees to sty in the organization long

COPCILET ML 1IN " : X .
cnotgh o maniaze the rewrm ol Sy o requires valmng s emplosees, nrahing
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INTEODUCTION

P human clement s olten the
SUSOUECRS and investine
Jrkcting,

MOst importig clement ol perlormance. Thus, appropriae
v Nt must he commined by any orgonization to faclitate svsiems oy
S metiviing and managing human \

considering emplovees as “hongn ssels.” and developine appropriate pulicies and proceduares o
mamage e as valuable im estnents, :

ZSOURCES OF EMPLOYEE VALY

o Tecdmical Knowledge

2. Ability 1o Learn and Grow

3. Decision Making Capabilities

4. Motivation

SoC0manitment

O, Team Work

ADUPTING AN INVESTMENT PERSPECTIVE

I Characterizing emplovees s |

resulirees, Adopting o strategic view of HR involves

e asaets implics the strategic management ol human
resources should include considering HR 1rom an investient perspective.

2. CostBenefit basis mnalysis muy be used o evalute HR programs. suci as training and
development,

Lodivestment perspective wowid human assels Tacilitates their becomng a competitive
advantage as most other resourcesiassets can be elened, copied or imitated by competitors.

+. A strsesic approach to HR. ioaever, does not always invelve o human relations approack 10
eiiployee relations, as poted in the Monaging Emplovees at United Parcel Service example

S Invesiments in cmplovees muost be undertaken nwandem with strategies W retzin employees
long enough to realize an aceeptuble return on investments in cmployees. This requires valuation
ol'the employvee as an asset, which can be ditlicult w do.

HUMAN RESOURCES INVESTMENT CONSIDERATIONS

« NManagement values,

» sk and rewon on HRR mvestment.

« Feononne rtionale lor investinent in wainimg,

« Lty theory.

« Cutsourcing,

An Investiment Prospective of Human Resouree Management

« HRM practitioners & Scholars have long advocaed that HR sho
prospective.

uld be vicwed (rom investuem

* Cureent practices indicate ainpleyees @ valuable inyvestment but still sone OTLUIZAIONS View
emplovees as varnable cost and W 1§ g,
development. recruitment & seplacement cogy

+ Investment only in physical resourees dogg 4 RIVe ormamiations o competinne cdoe as

sy stems, processes can be duplicated. clongg |, reversed engineerad.

recognitton about employees training &
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have normal operations blang business

skilled tor future use when con pany will

lovestments in Training
The Role Of lnve
Resource:

and l]u'vlu[mwm:
stment In 'l'r;niuing and Development Of Human

"'fl“” i"'_'»'”';"i"»‘ have worked for deompany that has offered some type of training and development
tor thew u:l_nplu_'.'uu:«'. From in-office classes 10 specialty workshops to college hours, it all adds
UP s an imvestment in Your business, as wel| as your cmployees,  Wih current economic

conditions. some businesses e making the decision to steer away [rom developing their most
HHportant dsset. their employee

: s becinse they don't see the need for i any longer, or they are
SIMPIY rang to cut costs,

While 1 can understand the need 1o ent costs in business, the raining and development of your
emplovees is not o 200d place to star, Why? Consider this: companies that invest in their
cmployees have happier workers that are more confident in their positions and tend to be more
loval 1o 1heir managers and company overall. | don™t mean that you have to go out end spend
thuusands o dollars on every emploves you have. | don’t mean tha vou need to spend countless

arlies wd such with emplovees. What 1 do mean is chat
evelopment skould be treated as an investment in order for
aster, and smoothet, and with happier people.

hours each vear in mectings ard p
strategzic spending on traiving and d
vour business to run better, |

Attracting Better Employees

Companies that ofter good paying jobs with room for advancement will alw

amount of interest in their open positions. But. in the hu
establish vour company as a great place 1w vwork is

UYS Qarner a massive
1 for top talent, anyihing vou can do 1o
going w pay dividends. One way s 1o offer
employee training and development. This will enable employees to excel in vour business
well as their chosen field. This can be as simple as ofleriy
advancement opportunities, or bonuses.

Those businesses out there tha offer on the job training and dev
more motivated candidates for thelr open positions,
advancement and room to improve themselves is saing 1o be
Having that opportunity there in front of them also
engaged in their posilion. the company. and generally b
Benelits of Training and Development
Soowhat ivpes of benefits are you going 10 sew
cmplovees? There is a long list of benefits g
are o lew of my favosites:

* Motivation:  As | mentioned pr-.-xiuu:_le}'. Mgt jy
MOVE up in i company. They want (o perforin by
ganin better positions in vour l‘r!.l:ii!!l:b'.:. _

* New Technologies: Offering raining a1 i ngy. |,
vour busitess current. competitive, and on log e

your cimplovees kinow how o run with “"""'ﬂ“rtl

as
g in-office training {or better pay,

clopmemt for their werkers see
Knowing that there is 1oom for
a big draw for potertial crployees,
gives them the chance 1o become more
e happier person a work,

i vour business I you start w invest more in your
KL you will enjoy from this simple action. and here

ation goes way np when people know that they can
er

and show tha '|h.':¢. e l'u_':ul_! 1y learn e 1|1i1|:__':. [TV
chrology that pertains 1o vour field s hey in keeping
the Taest market tends. It will cnsure that vou and
W pach and stay competitive inthe business world.
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W skl s o, i g e o e Tookoat Lot dinoilier jol.

T Y i by PR WSk B Ly, P, i ko amvanbirs o peead deal e vonn ginglonees oy
well When yovr employees are Waitisedd e Teed that they enn continge fo grow witlh sou, it gives your
buisiingss u ety I W e eves gl evervone vles You Il God et your business will become
httowen as one thin cares alwng jre Cnployces and ensies that they e ot oily happy i el joly, bu,
hapes o evall in i it s well, Sy, ANHC OF hese sound o bit corny, bul they are nll true, Y ou

Wi ikl Tind i by iaking e vestment in your employees will tmnshite into so much
MOS0 Vot aned s onr busijyess, '

Traming Costy

{una ot ale b A things APOUL Tmng Sour ciiplovees is i B docsn't have 1o cost vou meh ol
Al You ean abtler insot e Witnmg o 5 multinie ol topies tht relate 1o the workplage (steh as
sesul harassment and <

s saletyh and those that relae 1o upgrading skills (such s computer
1{';||.nmb'|. oot wlim vou ol lyy, mithe stire thal i all |-.u.-r|||i1m 0 either your business, YO
Pl or grosing ve vinplovees,

Offeting online training can olso be
CREILIE YOUE 057 Lrading

homy 1 UL

hige help, ail
i website for vour eimplovees,
s lor raining your emplovees o
vl sl denign Luchpromid avall. 1y allermg
wien they huve e o duriing o set tme o work thus Iproving thenselve
pertormpnee,

Why You Need To Invest In Employ
Whan things ger fnancially Lrehl iy DUsIICES, oliey enmiplayes triiting
Hlisswever, this s nu !'IL‘t‘t.';-H'.u"l];. i sl AR move fop g
WUN I a competitive indusiry,
AL Pulselenrning, we've st by exploria
during ceoniamically ehallenging times? [y
Saul cinploves

i ean even do this extremely cheap by
Phere are twousands of preat anticles on

U there und you can even do it withous

' 1 ' '
sverything oniline. emplovees vin cusily do this

s ol their
e Triining
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For employees to by eificient, produviive and adaprable, new skills gre rediired, sucly as: | |
" Urineal thinking und problem solving. ' . LS
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* Ureibivity amd innovition,
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ICession pl.-mninl; by
T I AR poles as thes
bl \.'i'lll"l‘-‘:" Pus |'|\.'H.'i'|"n-"-'

_ i deyglopment supports
_ , Pesparivnved and Ciiphle employves
h"lkltl.'m'" "H”h'hl":; I““""f'“'-‘”'i-' your tibent pool redyees the inherent 1is o danning
.Ih e placeahly I‘-'“""”l-' e o Ation. Areg, of frining it supputt sticvieasion phi -E.
i ude leanderstop, stratepiv decisiog making, viisetive people RN IESILE aned rule-specilic
whalle.

2o Inerense employee vilue, o
Prlectise mming van by used 1o “up-shill” o Tnigl-skill” your employees. UI"'-“H”“"‘F '“_" ‘I"II"'I"'_'L'
extending un employees knowledpe of an existing skill, providing moe gsperts within i sy 1-1"'_'1.
v, Muli-akiling 13 the provess of raining empleyees e or relued work pre 10 TETEEES
their usability within the ogani zation, Emplovees with diverse skill sets can perlorm a variety ol
s and transidon wore casily ino other roles within the organization.

S Hedwee ativition vates. -
bnvesting in thy e s upnient ol souy ciployees can reiluee i e rales, "‘"""‘lll'l"l':"'"""'l Hamnmge
cim provide coreer pathivways for cmiplovees makipg retention within the organization "“th'“:' "h"f"
seeimy thom seeking next-level opportunities elsewhere. Arother positive is o reduction in
FeCruiliment cons,

o Enbowes speenticnal elvivney,

Framing your employees can inerense their ¢fficieney and productivity in completing their daily
work tashs, Traming can also help vour organization sehieve giepter consistency i process
ailherence, kg it cosicr e project outcomes ikl meet organizationn] goals and argets

Y Eaeesdl prvaluatety by,

Framiig: vour conplovees i induisies -stindard boest proctices could also assist you in building
VOUT FCPUlHoN, piving your contpetilors oomn lor their moaey! Muny businesses operate in
saturted markers, so often (s the small things that will set your business apart from the rest,

Other benelits of training .
Ilh.::;pih: ihe initinl monetnry costs, sl l:';lmhiy_ prys bick yur mvestiment, Here are just some
of the redsons w ke on development imiatives;

lnu'n'ml.- T lpia yuriar Frvimnii da e btter, Trnid L'ul]llll:,'l..'\.'h will o B |._‘+.||,|'|I‘p|'_u_'1_i Ly bl e
cistomer 1'|11.|1.:'||':'q.'.~:, ke o sale OF se Compler sysiems,

TR . . " ETR TR e

+ Training is & recruiting. tool. Todas's Yourg workers wunt more than = pay eheque. They are
peared wward secking cmpluynient thet sllows them to Jearn new skills. You are more likely to
abtract and keep good emplovees |F vou can gffer development opportunitics :

* bmimng prometes job satisfietion. Mfling cnployecs 1o deyelo
skl Betp them contrbute o the Compiny The gy o,
For sour suceess., the betler your rewaiids.

ot ronidled <kt g
eigheed and fivolved they ure m working
¢
¢ Traming s o retention tool, instilling g0 .
L - valty ond commitment o o -
. BT T ‘ I W -t ' vl mand waerhers, S0
looking for the nest chadlefige WELBS ORIl 1 sy it vou offer wass for them 1 learn and



IOy W l“iu el SO COIn:

: ] Pany. Don't eive the . -
' . WK )y . driner (e agnde on

thevve mustered initial tashs. N I Moo o move on by letling them stagnate onee

Fraining is essential for Knowled
vour stall 11 only one pe
knowledge 110 they sudder

ge traesler, [y yepy importan: 10 share knowledge among
Fson has special skills, you'll have @ tough time recouping their

! , iy leave the company. Spread knowledee around — its Dike
diversifving vour investments. .

Traming gives seasonal workers o reison 10 returp, Let seasonal employees hnow there are

more wads than one 1o contribute. Instead of hiring someone new. offer them a chance 1o learn
new sKills and benefit trom their experience,

INVESTMENT PRACTICES IN IMPROVED RETENTION

10 Ways to buprove Emplovee Retention

Iovour emploses retention ot an all-vnie Biah? Can’t seenn o seine cplovees all 1l vou try?

Congratalations. Bue il you're ene of the many businesses it sees high coployes turmover as a

problem. vou may wonder what you can do o retain vour most valued workers,

I an increasingly competitive business world, top talent is i high demed. 15 vou arcn'l making

vour Lop workers happy. another company may come along 1o steal thens ewan . Here are ten tips

that will help sow make sure sour amplos eos are around for nuany s ears

Create the Right Cullure

Finding employ ces who will fecl @ strong bord swith your company starts with creating an

environment tat atiracts those cnipioyees Your company calture should waich the type of

crpluyes sou want o cmplos s sdether yow opt lor by sthe-book. steiet workplace or a maore

castitl, lid-back atmosphere.

Hire the Right Employees

Asvoure sereenine candidates, pay close atention o sigos that vou may have ajob-hopper.

W il'“l..' there's nothing weeng with someone swatchimg Jobs 0 provides coreer advancement,

Looh Tor someene whoos interesiod by crowang waidi yous compuny cather than setting eaperience

e Gthe sopev horg clae,

Offer Training _

Businesses expect their protessonals towmive fully traioed and cenificd. Yer o many aren

willing o invest in helping them maintn hose eredertials, Whether vou send emplovees 1o o

1':4“'”“-‘14 center or you pronide membership o one of 1he many e=learning sites avatlable. wihen

vou tithe vour emplosees” education SnouslE they see ias an investment in their career.

Provide Guidance _

Your employees should he fully sovdte 08 Wi jaby duties and how they'ie domg in performing

theim Yau can accoraplishthis by i baeving o job plan in place and providing reeulir feedback

on an emploved's perlornanee I an u!ti‘h‘_}'ﬂ: Feels confised abwout bis role o :..m-l Grgantzation.

he's more Dikele o Teel disgrantled am! Begig scarchine for soriething ol ) )

Pay Well _

Ve diTieudn as s o pay L“”"I‘CU_“..' Y OSEwies wher funds are lov and Fudects are tight.

Caleubate the vost 1o rephive cmployes W peteen o
Pereent to U peocent of an

ey T, | mpi oees ollen Iind I!‘n.’:-. Call enjoy o

I§.
. < W con g nuch s
ey et epaplonee’s aol sarlary just ml&'h’l



/ 10 10 20 pereent silary 1
Jumping ship atiaeive
Don't Punish Copy pete
Managers often spend
ones completely pe
uanoticed and ynsy
work sn't 20y

Krease by simply MOV e company ot aexl. which makes
nee

much of their time on Sy ees who are struggling. leaving the r"":HTEj
;]CL‘[ULL Over g this eian !'-'l!\ltlu .I'L'HLTI'JH“‘-:m s sl CI'H|‘J|1.I} eos slart to leg
Fported. Manaper, nyysy
unnoticed. h
Be More Flexible

Workers have expressed a prefere
cmployee 1o answer his phone wi
also understand when that

Offer Benefits

Small businesses ofien struggle w compete with lareer corpazations in providing benefits. Whi

you don’t have 1 bem Big busivess in the heaithcare uptions vou oller. you can ui‘ll‘!;ﬂ'ﬂ”l—'ﬁ they
WOoI't get elsew here, suely as the abilin (o work from hoame, more Nexible sacation ollerings. and
performance bonuses. h
Provide Unique Perky
Another way businesses can compete without breaking the budget is through offering perks they
car’t et elsewhere. Silicon Valley has become notorious for its free meals and nap pods. but vou
war increase retention by coming up with ereative perks. Use your connections to get free VIP
tickets to special events or special discounts at local retailers.

Don't Take Yourself Too Seriously

As much work as you v make vour company attractive o talented people. the tuth s
employees might be leaving because of their bosses. In fact. rescarch has shown people tend to
quit their bosses. not companies. If You can cultivate an eavironment where cmnlovees feel
rewarded and gratified. vou'll already be uhead of 3 great deal of other bosses out there.

JOB SECURE WORKFORCE
JOB SECURITY

Job Security is an assurance that an individual wil| keep his or her job without the risk of
becoming unemployed. S/he will have continuity in employment and i may be from the terms of
a contract of employment, collective bargzining agreement, or labor legislation that prevents
arbitrary termination.

Assurance (or lack of it) that an employee has
his or her work life. Job security usually anises
collective bargaining apreement, or labor legisia
and lockouts. It may also be affected by Et‘“-il‘al
Employee job Security 1 |
I:l:n1plﬂym"s must ll?t ?vcrl;:‘rt}]ic Fhf IT?ET::ME of offer ing employees long-term job sceurity, as
this allows employees to feel secur S work and makes them more willing 1o contribute

o ir hard
make 4y effort to let wp perioriers know theit

_ . : Sone 11 vou expect yvour best
nee tor flexibic working conditions. |1 You expect 30 hould
- = : ll. H : l
cna client cally gt seven o'clock on a Friday IIIE!IEI yousi
coployee comes in late one momning or reeds 1o take off carly.

about the continuity of gainful employment for
from the terms of the contract of employment,

tion thal prevents arbitrary termination, layoffs,
€Conomic conditions.

more time and effort to their companies. 3
With greater joh security, employees ‘”ﬂuld;ibe more e
the competitiveness of their companies in )
Ultimately. this is beneficial to the compa
Thus, offering long-term job security for
motivate workers and increase productivit

: 1€er 10 think of novel ideqs for enhancing
Ir field and i society:. i

:u?d would greatly iImprove overyl] performance.
O¥ees could be viewed by

ees ¢ : Companies as a megns o
j 1510 fact more Important than salary alone,




O P ) ) ) X 1. he end of ¢ ery
salartes can always be increased when contracs e peeotiated and renswed at the ¢ N
contracted mo . goe ivate employee
contracted period. Although some MY e ”I:u a hieh salary could motvate Ldjp ] .
. N ’ HOEeT T L Ar i eltorts during office
work harder und put i extra hours, as well as Compensating them 101 their el A
o A E I 'S On d Nign sakr?
satistaction or 1,1 filment. Even LI'HP-I'J'}LL“ e
il ) } . ) . . o " feel part of Jehseekers are more
gt not traly contribute much (0 3 business they don't leel pe

ilthils : . srm employment than just o
concerned about the availability of. und being able 1o secure. long-term emplo;
satistactory income.

hours. pay alone is no cuaraniee ol

HUMAN RESOURCE INVESTMENT CONSIDERATIONS Surce invesiment
Several fuctors will be censidered in the discussion of strategic human r?b.u}{w? mlﬂmmnic
decisions. As noted earlier. these will include Management’s values. Views of risk. the ecc .
rationale for investment in training. utility theory. and alternatives 1o human resm- | t;
nvestments. Investments in training are covered in this section because they are I"undamea:ﬂd._[].
the formation of human capital. Firms also invest in many other human resource practices with
the expec-tation that there will be impzets on performance and linancial returns.



bl ==

[

Non Traditional Investment Approaches

1) Investment in Disabled employeeg

Fhere can be twer iy pes ol disebled cimplosees

. k . epaploy ment reliionshin,
L Dasabled = sshigbe caspoveds e e porson aas 10 i ool durng the St ol cng [
brows ever, dusing the tenwre of lnsdier service Be trned disable, whicly can be eithee

On-the-job: This is during the work hours while working g Premises.

Offthe-ob: This is not at work premises, but surely afier the sian of employment relationship.

. . . R oo Cthe pers
2. Disabled = prior o employment: Here the enplover is well aware ol the disability yet employ the person
Tor the jub,

I. Disabled - While Employed

There can be short- and long-term disability (7D and LTD)YWhile dealing with such a case the employer
nest follow the following procedire.

The dmeactive Process, wherehy theough an informal open discussion with the disabled employee. the precise

o related Hmiation imposed by e cmplovess disability are bemg realized and how those Timitations could

be overcome with o remsomable accommodancn. Even i the departiment’s ability o accommadate the

eitphon e s disability scems doubral e cepartment st St vonduet o good-Siith nteractive srocess,
There are four levels o possible accommaodation:

Job Accemmodation: Modification of job cuties, job emiromment andior work, schedule.
Modifled Work: Lateral tramsier inte an existing positionfor wlich employee is quilified.
Trnslersvle Skills: Transter 10 “lemoted”™ position or position of lesser terms/corditions (“last reson
accosadanon T

Alterne Work: However, considention should he

_ . _ SR W0 s present salary and the distance of the new
work plice tron: bis residence.

Consider the preference of the individual 10 be weeommoduted and select and implemen: the accammodation
it is rewst appropriae for both the emiplovee and the tmploser, ) )
employes incise: i )

|

The employer should nor accommadate the

Phe disabled amploree comot pertom: i essens
awvcammndation eaists,

i person veould ereate s immmnent ek substan i
and there s nuway o remove or reduce the danger.

il functi e iahe
i Chons al e 1ob: el th ao reasonahble

|
dibye - o
Ber o himdher selt o 10 others by pertforming the joo:

lii: such o sceminio coplover mun vse medical .*.up;mllilm andd al .
disaibled emplos e SRR Appomt o rehabiliation ¢

2. Disablec

canselor for the

= Prior to Employ ment

There could be any Lo ol disabilin el



fad | d =

Mental health
B sical Disability
Learning Disabiliny

. . — . . N sl s A par al” social
which the employer is aware of prior to employment. Bup g considers their employme '
responsibility, alongside trusting their capability to perfony (he task fit tor tham.
N . . . . o Aieabled alter employment is
e tread of emploving disabled as well as keeping provisions for employecs disabled ¢ oy

gaining momentum which can be die 1o

Realizanion of social responsibility by employers.
Governmen! inlepvention
Trade benetit schemes, tax beaelits ete.

Reasons for this change
Technological developments and

Disabiliy Confident employers will have access 1o a wider lalent pool. :
nvironments where

increasing use of flexible working mean that organisalions are able 1o create enabling €
more disabled people can contribute to business success.

Engaging with Potential Employees (Disabled)

nployers suggests that

Attracting talerted disabled candidates can be problematic. Experience ol leading e
-post advertising.

multiple (project based) recruitment tends (o attract more disabled candidates than single
Emplover needs 1o build a brand which symbolize welcome and fair treatnient.

Cansider offering work experience and internship opporiunities to disabled people.
Sector based inftiatives can help to change people' s views of working In a patticular indusiry.

Considering high staff turnover and an acute shonage of skilled workforce, gualified technical people who are
disabled can be good alternative. Unfortunately when il comes to recruitment, employers tend to look the other

way if the job candidate is a person with disability.

But stil the percentage of disabled employees is very low. Most emplovers are reluctant to employ the
disahled because of concerns regarding safety regulatipns, the need 10 modify premises such as insialling
ramps, disabled-friendly toile's and extrit medical costs. )

2) Investment in Employee Health
}

. . . i
It's widely recognised that many long-term healtl: problems - including a significant increase in
the risk of heart diseasc, "r”ﬂ'-'““-’& obesity. ceflain cancers, depression and muscle and joint
problems — are associated with sedentary work a'ld lifestyles .

Yet despite this. many employers still remain slow to make the connection between extended
periods of sitting and the corresponding eflect on the health and performance of the ore ﬂL o
’ reanisation.
There is good reason to be concerned about the o
. 1 € impact of this se ary 9
EI - " - — ) D‘: : ili ‘ 5 1
sittng tor at least eight hours a day could increase 1he risk of F-::: t:]n L: lmlém"-dﬂuhh round that
mature deata by up 1o 60 per



cont I oalse ~~Ils;;;_‘-|:-l~.'-.1 that sedentarny Trlestyvles Buyy post o erealet (et Lo ]uuhlu health anil
canse more deaths than wvbesity

Clearh the onus i now oncmployers o achnog gee the role that sedentary work styles and

work praciices Tave on health, aed ke bold actiog. o protect future enterprise productivaty and
poerforminee

Tomediznte swetion

For employvers looking for immediate change th does not requine policy seting. there are
several simple and inexpensive steps that can be talen 1o reap mmediate results,

Ihese steps mainly hinge around adopting a *movement mindset” throughout the day. i.c.. short

bursts of vigorous activity that do not imterrupt o work day. but also reduce sedentary tme.
Encourage emplovees o

«  Walk more at work: hold a walking meeting, park the car further away from the office.
take the stairs rather than the i ke the long route to the bathroom. _

o Keep movements going throughout the day by rotating postares at the oflice or by using &
sit-stand desk. Standing is like walking: il increases energy. burns extra calories. tones
muscles. improves nosture, increases blood Now and ramps up metabolism.

o Lseanapp that tracks sitling time. or set a limer or every 30-45 minutes as a reminder 10
stand un and stretch. elear their work area, [ile. ete.

«  Stand up o make phone calls. This can often result in a better outcome on the call as
standing can lead to better decision making ur this authoritative stance!

«  Avoid sitting on long commutes — try standing on the bus or tram.

«  Collaborate more with the extended wam by having more face-1o-tice conversations and
less emnl.

L]

Consider which ol their daily activites could be completed standiae up: reading reports
proolieading. catching up on email. -

As an HR team, there are many ways o get the culture Hierally “moving” in a new direction. lone

betore @ sit-stand option s deployed for the workstion. Consider tall whies or counters o und
o e we - - . g — - . : - - L

the office where people can manage quick standing tasks casily. Or hold lunch and lear R

to help neople 1o understand their ussociated risks, - dhidiearn sessions

By edvcating empioyees on the importance g¢ moving end raki
uppmlumtfcs for movinge. o business lakes 3 st step lowards dking Lllhill%_.'k.h Lo
and potentially smoother adoption of sit-stard Wark. ATds more buy-in from e

tep tow mplovees,
latiens. when the business is ready 1o invest

increase
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Planning and Implementing Strategy Hp policies.

b the past, human resource management (| [M) was called the personnel department. In the past,
the personnel department hired people ond degly with the hiring pa perwork and processes. Morc
recently, however, the personnel depariment |y divided nto human resouree management and
human resource development, as these functiygs have evalved over the century. HRM is ot only
erueial 1o an organizalion’s success, bul it shoyld be part of the cverall company’s strategic plan,
heeanse so many businesses today depend on people to earn prolits. Strategic planning plays an
important role in how productive the organization is.

Most people agree that the following duties normally fall under HRM. Each of these aspects has 115
own part within the overall strategic plan of the prganization:

1. Staffing. Stffing includes the development of a strategic plan lo determine how many
people you might need 1o hire, Based on the strategic plan, IHHIRM then performs the hiring
process 10 recruil and seleet the right people for the right jobs. : el

2 Rasic workplace policies. Development of policies to help reach the strategic plan’s ﬁ_ﬂg‘*l-"
is the job of HRM, After the policies have been developed, communication of these policies
on safety, security, scheduling, vacation times, and flextime schedules should be du}'ﬁlﬂl“:‘l
by the HR department. Of course, the HR managers work closely with supervisors in
organizations lo develop these policies.

3. Compensation and benefits, In addition to paychecks, health benefits, and other perks
are usually the responsibility of an HR manager.

4. Retention. Assessment of employees and stralegizing on how to retain the best umplnyqus
is a task thal HR managers oversee, bul other managers in the organization will also provide
input.

5. 'I'r}:.aini.ng and development. Helping new employees develop skills needed for their jobs
and helping current emplovees grow lheir skills are also tasks for which the HRM
department is responsible. Delermination of lraining needs and development and
implemenlation of training programs are importanl tasks in any organization. Succession
planning includes handling the departure of managers and making current employees ready
lo take on managerial roles when a manager does leave.

6. Regulatory issues and worker safety. Keeping up to date on new regulations relating lo
employment, health care, and other issues is generally a responsibility that falls on the TITRM
department.

Strategy Implementation

strategy implementation involves two sets of activities:

1. Developing and implementing strategic plans for functional units,

iewi isi and
2. Reviewing, revising, and refocusing for the future

e Developing and Implementing Stratepic Plans for Functional Units

Corporate and business-level plans proyige the o S .
Gss-leve ! ntext within which plan
a r 0 S are
various functlﬂnii:l ﬂﬂ""’-"t'“;] Including marketing, human resources, research and d Ul‘-;ated o
rnanufag;turing_ ﬂann:ﬁ, and so ﬂn'.ThE development of specific HR pl e Prment,
interpreted the meaning of each prior phag Plans occurs after HR h

: \ e of i
crafting and implementing HR plans. DP“"Dping ?;Zt:fng}‘; If:rmul.latmn
menting

a5
In this section we focus an
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icati s are crystallized through the
" Plans The He implications ol Corporate and business plans ;v‘ifig*TLI'lll_"[.JI‘ll'IT to fallow in
brocess of developing and implementing HR plans. The HR plans p: et
order to fultill the primary rﬂﬁpnnsihm”m ol the Hit function, which are:

, . ople at the appropriate time
1) Ensuting that the organization has the appropriate number of ':::::‘ i’ of the firm, and with an
and with an understanding of the Vision, mission, values .'mcfl.str. e : '
- . e 1
dwareness and ability to pursue multiple opportunities in the hirn

: . i rform the jobs and rales
2) Ensuring that these people have the appropriate competencies to pe l
N the organization:

3) Ensuring that these people are performing their jobs a_m:l mlesrwﬂ_h th.e hedhawnrsa consistent
with the organization and appropriate to the strategic business objectives; an

4) Ensuring that these people are performing at the desired level of day-t.o:da‘,f productw.ny; arrp
being attracted to the organization in sufficient numbers; and are willing to stay with the
organization.

*  Review, Revise and Refocus

The next activity of strategic management is reviewing the consequences of the strategy
formulation and implementation process, evaluating the reactions of relevant stakeholders and
deciding upon corrective actions or establishing new courses of action should the situation
warrant (Kaplan & Norton, 1996; Marquardt, 1997). Reviewing and evaluating require clear
criteria against which to compare results. Thece criteria should reflect the results the firm hopes
to achieve. The objective is not simply to evaluate whether plans have been carried out on
schedule and within budget. Much more fmportant is whether the actions taken have achieved
the desired results, A complete review and evaluation consider all major stakeholders. Fven if

not farmerly included in the evaluation processes, their voices are likely to be heard one way or
the other.
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Module - 2

Aligning HR Systems with Business Strategy

A business strategy is a future-oriented plan for creating and maximizing competitive advantages
to accomplish the organization's mission. To successfully execute that strategy, each function
within the business needs to align its departmental strategy with the overall business strategy.

After all, each function has distinct areas of responsibility - finance and accounting, sales and
marketing, operations, HR, information technology and production. But aligning individual
departmental strategies with the overall business strategy helps the business plan to be executed
efficiently.

The HR function, more than other functions, is involved in and affects the operation and
execution of all the other business functions. This is identified most readily in HR's enterprise-
wide staffing responsibility, but extends to the entire life-cycle of employment. The HR function
intersects and affects the other business functions in the following areas:

Talent acquisition;

Performance management;

Training and development;
Employee retention and engagement;
Employment law compliance;
Compensation and benefits; and
Safety and security.

Therefore, properly aligning the HR strategy with the organization's business strategy is critical
to achieving the organization's mission.

Alignment is the connection of strategy and execution through communication. Aligning
strategies requires HR to:

Understand the business strategy;

Assess current conditions;

Plan and implement the HR strategy; and

Measure and evaluate results and adjust as needed.

Communication within the HR department and with leaders of the other business functions is key
to accomplishing the following steps.
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HR’s take home points:

1. HR must be included in setting the business strategy, and its objectives embedded within it
2. Practitioners have to understand HR’s role in the business and where it can deliver benefit
3. An HR strategy model that compliments business objectives is needed

4. Action plans and measurement are needed to turn strategy into outcomes

EXHIBIT 4-5: A MODEL OF STRATEGIC HUMAN RESOURCE MANAGEMENT

External Environment

¢ Competition
Employee Laws
¢ Government ployee | o | Regulating

regulation Separation Employment
¢ Technology

\
® Market trends /
¢ Economic

HR Strategy

* HR planning

Y ¢ Design of jobs
Business and work systems
Unit Strategy ® what workers do
‘ * what workers Performance
need HR " Management

* how jobs inter- Information
Y face with others Systems J
Internal Environment Y

* Culture — Compensation

* Structure
* Politics

* Employee skills . Labor
® Past strategy Relations
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The universalistic perspective

The universalistic perspective is the simplest approach to the analysis of human resource management
strategies. It starts, in all its explanations and prescriptions, from the premise of the existence of a linear
relationship between variables that can be extended to the entire population Researchers can, therefore,
identify best human resource management practices are characterized by:

(1) having demonstrated capacity to improve organizational performance and

(2) having to be generalizable.

Regarding the level of analysis, universalistic models have focused mainly on a subfunctional point of
view, analysing how certain isolated HR policies are linked to organizational performance. In other cases,
they analyse more than one best practice, defining what have been called high performance work systems.
Nevertheless, we can observe that, contrary to the other approaches that will be described below, the
universalistic perspective does not study either the synergic interdependence or the integration of
practices, and the contribution of these practices to performance is analysed only from an additive point
of view. As a result, this view implicitly denies that the different elements that build the system could be
combined in different patterns of practices that could be equally efficient for the organization.

The contingency perspective

The contingent model introduces a different starting assumption in relation to what the relationship
between variables means. Contrary to the linearity argued by the universalists, they propose a
model based on interactivity, bringing to the HRM. The relationship between the dependent and
the independent variable will no longer be stable, and it will vary depending on other third
variables, named contingency variables. Those factors moderate the link between human
resource management and performance and, therefore, deny the existence of best practices that
could lead to superior performance under any circumstance. Contingency research does not
differ from the universalistic work in terms of level of analysis. Also, in this case we can observe
contributions analyzing both single functional areas and groups of practice. But, again, when
systems are proposed, neither the internal synergic mechanisms nor the integration of practices is
considered.

The configurational perspective

The configurational perspective contributes to the explanation of SHRM with a useful insight
about the internal aspects of the function, by means of the analysis of the synergic integration of
the elements that build it. In this sense, the HRM system is defined as a multidimensional set of
elements that can be combined in different ways to obtain an infinite number of possible
configurations. From among them, researchers can extract management patterns that represent
different ideal possibilities for managing human resources. Thus, the system must not only be
consistent with the environmental and organizational conditions, but also internally coherent. It
is important to notice that these configurational patterns, rather than empirically observable
phenomena, are ideal types in the same way as those proposed by sociological theory
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The contextual perspective

The contextual perspective proposes an important shift in the point of view of the analysis of
SHRM. Unlike the previous approaches, it introduces a descriptive and global explanation
through a broader model, applicable to different environments encompassing the particularities
of all geographical and industrial contexts. This group of argues that it is necessary to expand the
concept of SHRM so as to offer a complex explanation, not only of its internal working and how
it can reinforce the achievement of business goals.

DESIGNING CONGRUENT HR SYSTEM

The Congruence Model was developed in the early 1980s by organizational theorists David A. Nadler
and Michael L. Tushman. It's a powerful tool for identifying the root causes of performance issues. It
can also be used as a starting point for identifying how you might fix them.

The Nadler-Tushman Congruence Model is a diagnostic tool for organisations that evaluates how well the
various elements within these organisations work together. The result is the identification of performance
gaps. These gaps have to be closed in order to improve the organisation’s productivity and profitability.
The gaps are identified because the Nadler-Tushman congruence model looks at the way the company
processes information and input from both internal and external sources. Furthermore, it analyses
communication structures to make them process the information as effectively as possible.

The Nadler-Tushman Congruence Model is based on four elements. These elements are work, people,
structure, and culture. According to this model, then, an organisation’s performance is the result of the
way these elements work together. The model provides a step-by-step plan with six steps. This step-by-
step plan, further explained in this article, can be used to identify a performance gap. This allows you to
compare the current situation with the desired situation and forms an important first step in developing a
concrete strategy in order to close the performance gap. The goal and result of this model is to realign
company activities so that everyone strives for the same goals.
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Nadler-Tushman Congruence Model toolshero

Trunefermation procean

drganizatsrial

Taadhpoa

The Organization As an Interacting Whole

As can be seen from the image, an organization in fact consists of four elements that work together in
order to process input into output. This process is referred to as the transformation process: natural
resources, components or other means are processed and turned into something new. This includes the
financial means, used to purchase all the other means. This transformation process takes place
continuously within the organization. The organization’s environment is not as stable. Organizations are
exposed to countless threats and opportunities and need to use their means in such a way as to achieve
maximum profitability. Threats and opportunities can be identified using the SWOT model.

The finished products or services are then delivered to the external market. The market’s reaction is
important to the organization, which will always consider and process it in the form of feedback. The
transformation process itself, which can be made more efficient using the Nadler-Tushman Congruence
Model, consists of the following four elements.
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Work

Work refers to the tasks carried out by employees. It’s important that the result of these tasks are
aimed at the company objectives. It should be apparent which skills or knowledge are required for
tasks and company activities, and these should be present to a sufficient degree within the
organisation.

People

People are an important part of the organisation and the congruence within it, and form an
important part of the Nadler-Tushman Congruence Model. A company aimed at innovation is
looking for pioneering, fast-thinking people. A sales company is mostly focused on finding sales
talent. It should be known of employees which skills and knowledge they possess, whether they
have experience, and what education they have followed. It should also be known how they
would like to be individually rewarded and compensated for their work. For motivated staff, it’s
also important that they should be able to develop potential within themselves.

Structure

Although aligning the work from the first of the four elements is important, aligning
the organizational structure is even more important. Structure is the third component of the

Nadler-Tushman Congruence Model. It creates consistency between what an organisation wants
and what it does. A company that responds to new market developments needs a flexible
corporate structure that is able to quickly adjust to the changing market. A company chain with
outlets in various regions would benefit more from a hierarchical structure with regional

managers.

Culture

The corporate culture consists of values and norms, behavioural patterns and rules, both written
and unwritten. The corporate culture also has great influence on the way it supports and

stimulates the corporate results. Sometimes, an organisation’s culture needs to change before the
organisation is able to adjust to a new business focus. A relaxed, informal corporate culture may
work well for a startup, but will need to become somewhat more mechanical upon growth. There
are also organisations where the focus is on employees and their well-being. This happens
in altruistic organisations.
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Step-by-step plan for organisational congruence

We may derive several steps from the Nadler-Tushman congruence model, which can be gone through in
order to achieve congruence and improved performance in the organisation.

The first step of the Nadler-Tushman Congruence Modelwill not need to be gone through by every user.
Reasons for carrying out such a process may vary. Sometimes a performance gap is suspected and the
organisation wants to run an analysis in order to be sure. When there is no suspicion of incongruence, the
step-by-step plan may still be gone through in order to improve any inefficiencies.

Step-by-step plan for organisational congruence toolshero
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1. Identify symptoms

Collect data that show possible failings in the organisation’s functioning. These may be disappointing
results, undesirable behaviour on the part of employees, or something else. Make sure all symptoms are
noted down.

2. Note down input

Investigate the exact means used in the organisation. Consider the organisation’s environment in the
assessment as well, and note down important aspects relating to financial input, human resources, and
history.

3. Identify output

Then, identify what the organisation is producing as its output on various levels. Investigate individual,
departmental, and organisational performance. In the next step, compare the performances achieved to the
desired performances.

4. Identify problems

Assessing and comparing performance, one may find various causes for problems. In this step of the
Nadler-Tushman Congruence Model, use the root cause analysis to identify the causes. It’s important to
compare the results achieved to the desired results, as well as selecting areas where the difference is
substantial. For each problem, the consequences it brings should be noted down. This means direct costs,
indirect costs, and opportunity costs.

5. Describe company elements

In this step of the Nadler-Tushman Congruence Model, the four elements explained above are described.
Make sure the descriptions are clear, concrete, and focused on the element’s core functions. If needed, use
corporate models like the Business Model Canvas.

6. Assess congruence

Assess the relative congruence between the various elements of the company. Think of how information
streams flow, what the communication structure looks like, who has been invested with which powers,
and which people are responsible.

Carefully consider the various ways in which the elements interact. Tasks and people, people and
cultures, structure and culture, they all relate to one another and may provide useful insights into the
manner and degree of efficiency of working.

7. Make action plan

Note down how the problems from step 4 of the Nadler-Tushman Congruence Model may be anticipated
and how problems should be dealt with in the future. By linking the problems to output and finding out
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what’s causing the discongruence, the exact cause may be traced. Then, use Business Process Re-

engineering (BPR) in order to reshape the processes.

LINKING HRM PRACTICES TO ORGANISATIONAL OUTCOMES:

Organisation HRM practices HRM outcomes Organisation
strategy outcomes

differentiation selection motivation productivity

(innovation) training commitment qual_|ty

»| appraisal cooperation > profit

focus reward involvement feturn on

(quality) job design flexibility investment

involvement organizational cust_omer.

cost citizenship satisfaction

(cost reduction) turnover

conflict

HR STRATEGY FORMULATION:

These are eight key steps in the quest towards delivering a successful HR strategy.

1. Aligning business and HR needs

The business’ goals — that is its strategic imperatives — sit at the heart of any HR strategy and in order to
align business and HR needs one key question must to be answered, “Can your organisation’s internal
capability deliver its business goals?”’

This is where HR receives most criticism. The function is frequently accused of failing to fully
understand its business, goals and strategy for achieving these goals, and its business model and how it
delivers to its customers. For those who already understand the demands of their business, it is easy to
identify where the business has strong core competencies and where the business is weakest.

Sometimes these weaknesses are related to essential systems or processes, but more often — and
significantly for HR — these weaknesses relate to the quality of the workforce, its motivation and ability to
deliver organisation performance. Taking steps to understand your business and where it has competitive
advantage is an essential first step towards determining the key HR interventions that form the basis of an
HR strategy.

2. Developing your HR strategy

Deeper knowledge and understanding of your business goals and business model can identify potential
threats and opportunities in the quantity and quality of human resource required by your organisation.
This in turn identifies the key components of your HR strategy and the virtuous circle of providing
whatever your organisation needs for success.

It is also critical that the HR team has a high level of expertise in aligning major HR interventions and
their relevance to business performance. This calls for expert HR thinking and identifies the requisite
interventions and, equally important, how they fit together to leverage organisation performance.
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If there is a strong need for the organisation to develop its management capability, for instance, should
you align your compensation strategy to reinforce this objective? If the organisational structure defines
the accountabilities clearly at every level of the organisation, is your HR team selecting and developing
against them? This is joined-up HR at work.

Another concern for HR is when it should make strategic interventions. Easy, it either follows your
business cycle, or is triggered by other key events such as a merger, an acquisition or a change in business
direction.

3. Organisational performance

Organisational performance is the process by which business goals and objectives are cascaded and
managed across and down an organisation. It provides a link and rationale for all other HR activity and, in
addition, the greatest opportunity to directly impact business success, enhancing HR’s reputation and
contribution.

HR needs to create and install a robust performance management process that sets out performance
objectives for all levels of staff within a business. This is an opportunity to develop line managers’ skills
in being able to disseminate and set stretch targets for their business.

A critical part of this process is a robust performance review process, which gives people feedback about
what has been achieved — what people have done well and not so well.

The third element is a personal development review process where individual strengths and weaknesses
are identified for the purposes of assessing and meeting organisational development needs.

4. Organisational design and structure

Organisational design is the shape, size and structure of the organisation required to meet customers’
needs. It reflects the management processes that drive the business model and determines organisational
agility and flexibility. These processes can be a source of competitive advantage or sources of frustration,
unnecessarily absorbing time, cost and resources.

Decisions affecting the shape, size and cost of the organisation will be aligned with the business strategy.
It should be relatively easy to see whether an organisation invests in marketing, sales or manufacturing,
for instance, and whether the organisation is maximising its work flow capability.

As people experts, the role of HR is to add value to the structure and operation of the business. Structural
weaknesses offer an opportunity to revamp any part of the organisation by identifying and making
appropriate changes, reductions in size or cost; or improvements to the quality of the operation.

Conversely, structural strengths are a signal to the HR team to reinforce organisational competence.

5. Strategic resourcing

Achieving clarity throughout the organisation’s structure is critical in order for resourcing strategies to
work well. If the organisation is transparent about its key roles and accountabilities, this will define the
skills and knowledge required to undertake the work and determine strategic resourcing requirements.

Deciding on your resourcing strategy means identifying a number of critical components. These range
from the processes needed to determine resourcing needs, the processes to attract the right people and the
processes for assessing and selecting the right people. HR has a strong traditional involvement in all of
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the above. In addition, it is essential to ensure each stage of the resourcing activity is aligned and in direct
response to the strategic imperatives.

Another important component determining the effectiveness of any resourcing strategy is the need to
create a ‘recruitment brand’ — how the image (or brand) of the organisation appears to the recruitment
market can either support or undermine the success of a resourcing strategy.

6. Organisation development

If strategic resourcing is about providing a pipeline for importing external talent, then an organisation’s
development strategy is the way in which the HR team decides what changes and improvements need to
be made to the current workforce.

Usually these responses work at three levels — the individual, team and organisation — and all are geared
to achieve high levels of organisational performance. It requires a close examination of the strategic
imperatives and clarity about the capabilities to execute it.

Development responses will aim to increase business skills, the application of business skills (sometimes
called competencies) and the behavioural elements — all of which contribute to an organisation’s effective
performance. It is important at an individual level, particularly for senior people, that they feel their
development needs are agreed and that they are provided with the skills to do their jobs.

At a team level, it defines individuals’ ability to work with others flexibly and align individual and team
skills and activity to business goals — all of which ensure that the organisation is equipped to deliver its
goals.

7. Compensation and benefits

Often called reward strategy, the purpose of compensation and benefits systems is to align the
performance of the organisation with the way it rewards its people, providing the necessary incentives and
motivation required for an organisation to deliver its goals.

Its components are a combination of base pay, bonuses, profit sharing, share options, and a range of
appropriate benefits, usually based on market or competitor norms and the organisation’s ability to pay.
Typically, the components of an organisation’s reward strategy will reflect the particular performance
culture of a business.

There is evidence that organisations see compensation as a strategic management lever and are
increasingly experimenting with new practices — team bonuses, for example, aimed at improving team
performance or skills/behaviour payments to upskill the workforce or reinforce culture or behaviour
change. A company’s reward policy in particular benefits from clarity about which other elements of the
HR strategy it aims to support.

8. Organisation culture

Culture is usually described as the “way we do things round here” — the way the organisation acts, reacts
and interacts. The trend in the last 10 to 15 years has been to align organisational behaviour more strongly
with customers’ needs, creating customer-facing units and customer-sensitive behaviours. This has been
as a direct result of the increased competition around product, quality, prices and packaging. In re-
aligning an organisation’s culture there can be real benefit and competitive advantage through improved
service.
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HR teams which are closely involved with the organisation’s cultural ambitions can lead these initiatives
through their knowledge of organisation psychology such as describing new behaviours and work styles;
and through their skills in organisational development and being able to provide development solutions to
deliver the improvements.

Production of the HR strategy

The eight components described here form a generic model of the most commonly used elements of HR
strategies. It is important to select those that are most relevant to any particular organisation.

When the key elements are decided, there are a number of simple questions that the HR team should be
asking itself as each element of the strategy is considered in turn:

START — What are we not doing yet, that the business needs from us?
STOP — What should we stop doing because it does adds not value?
CONTINUE — What are we already doing that supports the business plan?

HR STRATEGY IN WORKFORCE UTILIZATION:

e Workforce Engagement

e Talent Management

e Job Analysis

e Policy Making

¢ Cross Training

e Provide Flexibility

e Teamwork Management
STRATEGIC PERFORMANCE MANAGEMENT:
Strategic performance management is defined as: the process where steering of the organization takes
place through the systematic definition of mission, strategy and objectives of the organization, making
these measurable through critical success factors and key performance indicators, in order to be able to
take corrective actions to keep the organization on track
The strategic performance management process consists of various sub-processes: strategy development,
budgeting/target setting, forecasting, performance measurement, performance review and incentive
compensation. These integrated sub-processes create the performance driven behavior of employees that
is needed to become and stay world-class.

e Strategic development

The strategy development process results in clear strategic objectives and action plans for measurable
performance improvement. These are based on a through understanding of the key value drivers that are
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aimed at achieving a competitive advantage. Business issues that drive organizations to improve the
strategy development process are the lack of focus of the strategic plans and the low quality of the
strategic targets. The strategy development process often focuses too much on meticulously calculating
future financial results instead of planning for value creation. Strategic plans tend to look inward,
resulting in unrealistic long-term views that do not take environmental developments into account and
that focus insufficiently on competitive advantage and true differentiation.

e Budgeting/target setting

The budget/target setting process results in clear operational action plans for improving the key value
drivers, for committing resources, and for setting financial targets for the coming year. Business issues
that drive organizations to improve the budgeting/target setting process are the low reliability of the
budget data and the too high level of detail of the budget. Because of the volatility of the business
environment and the organization itself and the early start of the budgeting process in the year, the targets
in the budget tend to be out of date the moment it is set. In addition, the budget tends to be detailed with
too many parameters on all management levels, and therefore takes too much time to prepare.

e Forecasting

During the forecasting process organizational members execute the activities that have to lead to the
desired results. Regular forecasts are made to predict whether the organization is still on track or whether
corrective and/or predictive actions are needed to solve current or predicted problems.

e Performance measurement

The performance measurement process collects, processes (including consolidation), and distributes data
and to allow an effective execution of the other sub-processes. The information is represented in the form
of critical success factors (CSFs) performance indicators (KPIs). A business issue that drives
organizations to improve the performance measurement process is the low quality of management
information and management reports. Often management information does not fully satisfy
management’s needs and does not stimulate proactive behavior because the reports lack non-financial
information, are not sufficiently exception-based, do not include corrective and preventive actions, and
are incomplete because data collection is very time consuming.

e Performance review

The performance review process periodically reviews actual performance, targets, and forecasts in order
to ensure that timely preventive and corrective action is taken to keep the company on track. Business
issues that drive organizations to improve the performance review process are the low quality of forecasts
and bad timing of performance reviews. The added value of forecasts is relatively low because their
accuracy is often insufficient, they are usually too financially oriented, they do not provide enough
explanatory information about future issues, and it takes too much time to prepare them. Performance
review meetings generally take place on a regular basis rather than as an exception when there really is a
problem. As a result the performance reviews take up too much time when there are no problems in the
organization and when there are real performances issues and problems the reviews are either not held or
held too late.
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e Incentive compensation

This process links strategic and operational actions for key value drivers, in a balanced way with
compensation and benefits policies. The main business issue that drives organizations to improve
the incentive compensation sub-process is that this process is not sufficiently aligned with the
other sub-processes; therefore it does not reward the right performance-driven behavior of
organizational members.

HR STRATEGY FOR TRAINING AND DEVELOPMENT

Analyze Your Needs

The first step in putting together a training strategy is to look at the needs of your business. What
are the types of skills, knowledge, and expertise that the employees of a successful company in
your industry need to have? What are your company’s business goals and strategies? What
knowledge, skills, and abilities do employees need to achieve those strategies?

Identify Skill Gaps

Next, take a look at the gaps that may exist between needed knowledge, skills, and abilities, and
employee competencies. Which of the critical skills you identified do employees have? Which
are they lacking? This analysis can be done on both an individual employee basis and
companywide.

Prioritize

Ideally, your training program will imbue your employees with all the skills needed to make your
company a strong competitor in your industry. But, in reality, you are going to be faced with
finite resources—time and money—and there are likely some skills that are more important than
others. Your prioritization should, again, be based on your company’s strategic initiatives as well
as potential bottom-line impact (related to reducing costs or increasing revenue) and impacts on
risk.

Plan and Deliver the Training

The final step in developing a training function is execution. The best strategy will be useless if it
isn’t executed properly, so it’s important to spent sufficient time dedicated to execution once the
strategy is crafted.

Training is a key element to a successful company; a formal training function can benefit most.
Keep in mind, though, that “some training” is not, necessarily, better than no training. Poor
training can have significant negative consequences, so it is essential that adequate thought and
planning go into the development of a training strategy.
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Module -3

International and Comparative Human Resource Management

International and comparative human resource management (HRM) are related but distinct areas
of enquiry. Comparative HRM is largely concerned with questions about why and to what extent
there are differences in HR practices across countries. International HRM is more focused on
issues associated with the management of employees across national borders in multinational
corporations (MNCs). IHRM has therefore been interested in questions about the extent to which
multinational companies reproduce similar sets of HR practices across their subsidiaries.

Difference between international and comparative HRM

The growth in international trade and globalization has encouraged firms to expand their
operations worldwide, which has resulted in the emergence of new markets such as China, India,
South East Asia and Latin America. This trend has also been accompanied by an increased level
of competition amongst firms at both national and international level. The challenge of managing
a workforce worldwide with different cross-cultural skills, competencies and demographic
characteristics means that managers can no longer rely on traditional HRM models developed for
Anglo-Saxon countries. Many firms underestimate the complexities involved in international
operations, and there is some evidence to suggest that business failures in the international arena
may often be linked to poor management of human resources (Desatnick & Bennett, 1978).
Western academics and practitioners have thus moved from traditional international HRM issues
to the area of comparative HRM. In order to maximize cross-national management capabilities,
there is need to understand how employees in different national settings respond to similar
concepts within their particular functions. This essay has been structured as follows. In the next
section, I will examine the difference between international and comparative HRM. 1 will then
look at the way comparative HRM assist academics and practitioners appreciate the differences
in the strategies and processes in MNCs. A conclusion is then presented.

e International HRM has been defined as HRM issues, functions, policies and practices that
result from the strategic activities of MNEs (Scullion, 1995). IHRM deals principally
with issues and problems associated with the globalisation of capitalism. It involves the
same elements as domestic HRM but is more complex to manage, in terms of the
diversity of national contexts and types of workers. The emphasis is on the MNCs’ ability
to attract, develop and deploy talented employees in a multinational setting and to get
them to work effectively despite differences in culture, language and locations.
International HRM tends to mitigate the impact of national culture and national
employment practice against corporate culture and practices.

e (Comparative HRM, on the other hand, is a systematic method of investigation that seeks
to explain the patterns and variations encountered in cross-national HRM rather than
simply describe HRM institutions and practices in different societies. According to
comparative HRM literature, different national business systems arise from differences in
specific historical, cultural and institutional heritage in certain countries. Comparative
differences occur due to decisive historical events such as the process of industrialisation
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or due to the legacy of pre-modern forms of social organisation. Hofstede’s (1980)
adopted the ‘culturalist’ perspective where he argued that national business styles emerge
due to ingrained cultural attitudes and mental schemas. He described culture under five
dimensions which are power distance, individualism, masculinity, uncertainty avoidance
and long-term orientation. Other researchers claim that HR management practices differ
between nations due to the presence of specifically national institutions such as
education, banking services or state/legal support.

Global Human Resource Management

Meaning

Global human resource management, sometimes referred to as global HRM, is an umbrella term
that includes all aspects of an organization’s HR, payroll, and talent management processes
operating on a global scale. As technological innovations make it easier for organizations to
conduct business across the world, global expansion has become an increasing reality. Likewise,
it’s essential for these multinational organizations to have the right HRM software in place that’s
capable of serving employees working around the globe.

Definition

The process of employing, developing and rewarding people in international or global
organization. An organization in which operations takes place subsidiaries overseas, or manages
its business internationally.

It combines knowledge of business, culture, history and social practice to help companies find
their niches in the international community.

Differences and Similarity between HRM and GHRM
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Differences between International and domestic HRM

The practice of HRM in the international context is different from its domestic counterpart in a number of
ways. This includes the IHR department in a multinational firm

(1) Being responsible for a greater number of activities, such as the management of international
assignees that includes such things as foreign taxes and work visas and detailed assistance with family
relocations to foreign locales;

(2) Having to expand its areas of expertise to include a much broader perspective, including knowledge
of foreign countries and their employment laws;

(3) Having to get much more closely involved — than is ever necessary in a purely domestic situation —
with employees’ (and their families’) lives as the firm moves employees from country to country;

(4) Being involved with a greatly expanded and constantly changing mix of employees, adding
considerable complexity to the IHR management task;

(5) Having to cope with more external influences, such as having to deal with issues stemming from
multiple cultures and countries; and, as a result,
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(6) Having to face much greater exposure to problems and difficulties, and, thus, exposure to much
greater potential liabilities for making mistakes in HR decisions

Geert Hofstede’s Cultural Dimentions Theory

e Power Distance: the inequality among the people of a nation.

¢ Individualism: the moral stance, political philosophy, ideology or social outlook that
emphasizes the moral worth of the individual.

e Masculinity/Femininity: the degree to which “masculine” values prevail over
“feminine” values.

e Uncertainty Avoidance: reflects the extent to which members attempt to cope with
anxiety by minimizing uncertainty.

e Long Term orientation: stands for fostering of virtues oriented towards future rewards
through perseverance and thrifty.

Evaluation of HR functions in International context

Balanced scorecards and HR scorecards

One direct way in which the effectiveness of both domestically based and international HR
functions is assessed is through the balanced scorecard approach. HR lies at the heart of the
method. Whilst the financial, internal and customer perspectives identify where the business
stands now and where it needs to be in the future, learning and growth identify how it will get
there. As we have seen throughout this book, a critical task for both HR and line managers in
global organizations is the need to create an organizational infrastructure that empowers people
to give their best. Developing people to be able to meet the challenges of the future is also a
critical imperative. The discipline of a balanced scorecard approach also reinforces more
sophisticated approaches to performance management, which helps align HR outcomes with
strategic objectives. An alternative to the use of balanced scorecards is the adoption of high-level
performance promises. This was seen, for example, in Diageo. A similar system based on a

balanced scorecard approach exists within Ford of Europe.

The global role of the IHR professional
In order to enhance the competitive advantage of global firms, their human resource

professionals (managers and staff) need to focus on developing their own international
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competencies.At the same time, the IHRM function needs to shift from an administrative
orientation to one that places primary attention on the processes of internationalization, so that it
can help reconcile the types of organizational paradoxes described above that are inherent in the
activities of global firms. This not only creates new demands on how specific HR activities are

performed but also sets a new agenda for HR professionals and their global roles.

First, HR professionals need to learn about the fundamentals of global business. They cannot
assume a global strategic role without understanding global strategy. Second, a solid knowledge
of strategy must be complemented by the globalization of their individual professional
expertises. This rests primarily on the acceptance and understanding of the cultural relativity of
many HR practices. And that in turn is complemented by an understanding of how their firms’
principal global competitors plan and execute their global HR strategies, what tools and methods
they use to build their organizational competencies, and what implications for competitiveness

arise from their actions.

This understanding of global strategy, cultural differences, and HR capabilities requires a
thorough globalization of the HR function by developing a cadre of HR professionals with
international perspective, knowledge, and experience. Presently, however, the number of HR
executives with multicounty experience or who are on an international promotion and

development track is quite limited, even in the largest of MNEs.

The lack of international experience among US HR professionals is not surprising, but this must
change if IHRM is to be recognized as a strategic partner in the management of global firms.
Global firms will need not only to set up regional HR positions and assign global responsibilities
to corporate HR managers but also to select, develop, and motivate IHR professionals with very
much the same intensity and approach that is currently used for global executives in other areas

of management.

Firms that have successfully globalized their human resource activities share several important

characteristics:
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The global HR role has the strong support of top management in terms of high
expectations about the contributions the IHRM function can make to the formulation and
implementation of effective global strategies and the readiness of the IHRM function to
step up to its responsibilities.

The expectations and support of top management for the IHRM role are usually derived
from a longstanding commitment to dedicate management energy and resources to

human resource issues as a reflection of a people-oriented corporate culture.

Cultural diversity (including national diversity) is encouraged as a natural way of life.
Ambiguity as a way of dealing with the many paradoxes imbedded in global HR issues is
also accepted as normal. Not much is seen or accepted as “black or white.”

The final condition for a successful implementation of IHRM strategies is the
competence and credibility of the IHRM staff. To earn that credibility, IHR managers

must accept the risk and responsibility for putting forward policies and practices that

make a difference in the achievement of corporate global strategies.

Strategic IHRM

In an ideal world, a firm conducting international business will be actively engaged in strategic

planning and strategic management. The firm will regularly perform an environmental analysis

or scan (of its external threats and opportunities and its organizational strengths and weaknesses)

and from that analysis develop its global strategies which are then implemented for global

success. Still in this ideal world, all components of the firm will be closely integrated into that

planning and will be involved with similar strategic planning within their own areas of

responsibility.
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Figure 2.1 Basic elements of the strategic management process
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Strategic management, in general, is the array of competitive moves and business approaches
that managers employ in running a company and that are derived from the firm’s vision and
objectives. In crafting a strategic course, management is saying that “among all the paths and
actions we could choose, we have decided to go in this direction and rely on these particular
ways of doing business.”A strategy signals an organization’s commitment to specific markets,
competitive approaches, and ways of operating. A company’s strategy is thus the “game plan” its
management has for positioning the firm in its chosen market arena, for investing money and
people in the development of particular business capabilities, for developing sustainable
competitive advantage, for pleasing its customers, and, thus, for achieving superior business
performance. These strategies are developed in either or both of two ways: proactively, as a
forward-looking plan to deal with anticipated market forces, or reactively, as a response to what
the firm is experiencing in the marketplace. In most firms, strategies that are developed stem

from a combination of these forces.

Among all the things managers do, nothing affects a company’s ultimate success or failure more
fundamentally than how well its management team charts the company’s long-term direction,
develops competitively effective strategic moves and business approaches, and implements what
needs to be done internally to produce good day-in/day-out strategy execution. Indeed, good

strategy and good strategy execution are the most trustworthy signs of good management.

There are various strategies or stages to understanding international business strategy are
interrelated. Just as firms differ in their stages of international development, so too do they differ
in terms of the structures they adopt in their international operations. The specific international
strategy chosen or developed influences the choice and design of organizational structure.

Coping with the complexities of the design of global enterprises turns out to be one of the most
difficult areas in which IHRM can make a strategic contribution to a firm’s international business
strategy. Thus, this section includes some of the issues related to international organizational

structure.
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Internationalization

At this stage, a firm makes the initial decision to “go international.” In the beginning, this choice
will probably involve only export to foreign customers in one country, or import of one or a few
products, again probably from only one supplier or one country. The international business
activity at this level will have very little impact on the overall business and will not receive much
management attention. In recent years, this level of strategic involvement has extended beyond
concerns for finding new markets or cheap raw materials to licensing and subcontracting of
manufacturing and sourcing of manufacturing inputs, in order to meet rising cost pressures
caused by increased global competition. The HR impact will be fairly limited, with the firm
relying on a few key managers and technical experts to negotiate overseas linkages and to

transfer technology, if necessary, to a licensee or subcontractor.

Multi-country/multi-domestic/ Multinational

At this level of international strategy, a firm decides to establish subsidiaries in multiple
countries, with these subsidiaries typically operating independently within each country,
independently of operations in other countries, and often fairly independent, even, of the parent-

company headquarters. This is referred to as a “multi-domestic” or “multi-country” strategy.

As independent as subsidiaries often become, in this strategy the organization’s operations in a
number of countries may reach such size and importance that there is increased need for
integration with corporate headquarters. The firm may develop global product divisions that
provide global coordination of finance, HRM, marketing, and research and development. Or the
MNE may organize into major country subsidiaries with regional headquarters to coordinate
operations on a regional basis. Nevertheless, at this level of international strategy, the MNE will
have significant operations (assembly, manufacturing, service centers, R&D, branch offices) in
many countries and may well reach the condition where half or more of its sales and employment

is in foreign countries.

The HR department’s role at this stage becomes even more complex and difficult. Now HRM

must not only provide services — such as relocation, compensation, and benefits for often
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hundreds of employees (international assignees) working in foreign (to them) locations — but it
must also coordinate the HRM activities and practices of the many subsidiaries, seeking both
consistency with the culture and policies of the parent company and accommodation of local
values and practices. In addition, training for international assignees (from the parent company
or from foreign locales), local nationals, and parent-company employees to handle foreign

assignments and interaction with foreign counterparts will increase dramatically.

The global firm

In recent years, many MNEs have reached the state of internationalization where their
operations are becoming blind to national borders. Even though most businesses still organize on
a regional basis and adaptation to local customer preferences may still be necessary, products
and services are increasingly designed for and marketed to customers all over the world. This is
particularly true for industrial products, that is, for products sold from business to business, such
as computer chips. The best technology and innovative ideas are sought everywhere and applied
to markets throughout the world. Products and services are created where costs are the lowest,
quality is the highest, and time to delivery is the shortest, and delivered wherever demand is
sufficient. And resources (money, material and parts, insurance, even people) are sought from

wherever the best quality for cost can be found.

These firms are increasingly referred to as “global.”Reaching this stage of development is not
merely a matter of company size or experience in internationalization. Sometimes it is a
reflection of the nature of the pressures of the particular industry, but often, it reflects a

purposeful, strategic, decision to “go global.”

The experiences of global MNEs suggest that running a global company is an order of magnitude
more complicated than managing a multinational or international firm. The global corporation
looks at the whole world as one market. It manufactures, conducts research, raises capital, and
buys supplies wherever it can do the job best. It keeps in touch with technology and market
trends all around the world. National boundaries and regulations tend to be irrelevant, or a mere

hindrance. Corporate headquarters might be anywhere.
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At this level of development, the role of the HR department must again shift. Employees are
hired everywhere in the world, wherever the necessary skills, training, and experience can be
found. Worldwide policies are developed and implemented for many aspects of HR
responsibility, possibly based on practices followed in numerous places around the world.
Management promotions will require international experience and managers and executives will
be developed from all major countries or regions of operation. At the same time, increased
sophistication in locating certain HRM practices will become even more important, as the firm

tries to be a global enterprise.

The transnational firm

A decade ago, Bartlett and Ghoshal suggested that many firms were evolving into a new form of
international business, that they termed “transnational.” In the sense that the transnational firm
has a global focus, it is similar to the global firm, described in the previous section. But it differs
from the global firm in that, rather than developing global products and services, the
transnational works hard to localize, to be seen, not as a global firm, but as a local firm, albeit

one that draws upon global expertise, technology, and resources.

Sustainable Competitive Advantages:

Definition:

Sustainable competitive advantages are company assets, attributes, or abilities that are difficult
to duplicate or exceed; and provide a superior or favorable long term position over
competitors.

Sustainable Global Competitive Advantages:

Competitive advantage is increasingly found in knowing how to do things, rather than in having
special access to resources and markets, knowledge and intellectual capital have become both
the primary bases of core competencies and the key to superior performance. In recent years,
the development of “hypercompetition” and shortened product lifecycles has reduced the
degree to which much special knowledge can provide companies with sustained competitive
advantage.
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Shrinking logistical and communication costs, along with new organizational designs, have
enabled multinational corporations (MNCs) to function as truly global companies. Global
companies introduce their newest products worldwide and effectively share knowledge across
country units. Fueling hypercompetition, many industries now have several MNCs competing
against each other on a worldwide basis, rather than a few local companies and only one MNC
competing in each market. New product innovation has become the key to competing
successfully. MNCs use their deep pockets to fund research and development (R&D), and they
reverse engineer each other’s products and turn to consultants to learn about best practices in
their industry. Companies develop or acquire new knowledge so rapidly that having special
knowledge is no longer a basis for sustainable competitive advantage. To provide sustained
competitive advantage, one needs knowledge that is difficult for outsiders to copy as well as
the ability to rapidly develop new knowledge.

Example

In a graphic demonstration of the transient value of much knowledge, Michael Tushman began
his courses at Columbia Business School by asking what the following list of products had in
common: watches, cars, cameras, color TVs, hand tools, radial tires, industrial robots, machine
tools, electric motors, financial services, food processors, microwave ovens, stereo equipment,
athletic equipment, computer chips, optical equipment, medical equipment, and consulting
services. The answer: each of these industries was initially dominated by a company with
specialized knowledge, but that company rapidly lost its lead as other companies acquired the
knowledge required to compete.

Expatriation and Repatriation Management in Global HRM
Expatriation

An expatriate is an employee who has left his native land and is working and temporarily
residing in a foreign country. An expatriate can also be a citizen who has relinquished citizenship
in their home country to become the citizen of another country. The term originates from the
Latin words, ex (out of) and patria (fatherland).

A firm’s employees who are transferred out of their home base into some other area of the firm’s
international operations are referred to as expatriates. The practice of global mobility of a
company’s workforce helps in building competitive advantages. All expatriate employees are
entitled to receive an expatriate premium while working in a foreign country. This includes
monetary benefits and non-monetary incentives like housing and education.
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When the initiative for expatriation comes from individuals rather than employers, it is called
self-initiated expatriation (SIE). An illustration of this is the fact that some Asian Companies
have recently hired a number of Western managers.

Dubai is a country where the population is composed predominantly of expatriates from
countries like India, Pakistan, Bangladesh and Philippines, with only 20% of the population
made up of citizens. Most popular expatriate destinations are Spain, followed by Germany and
Britain.

Repatriation

Before elaboration on the stages in the repatriation process, it is useful to understand that on
completion of the overseas assignment, the MNC brings the expatriate back to the human
country, although not all foreign assignments end with a transfer to home- rather the expatriate is
re-assigned to another international assignment. Some employees are made to travel around the
globe frequency in which case they form part of the MNC’s international cadre of managers.
Even with such managers, repatriation is essential, particularly at retirement.

Preparation

Physical \
Relocation _‘_'_'_‘_‘—'—-—-—._.___‘_‘__}

FRepatriation
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| Transition

| Be - Adjustment

The Repatriation Process

e Preparation involves developing plans for the future and gathering information about the
new position. The firm may provide a checklist of items to be considered before the
return to the home(e.g. closer of bank accounts and settling bills) or a through preparation
of the employee and his or her family for the transfer to home.

e Physical relocation refers to saying good bye to colleagues and friends, and traveling to
the next posting, usually the home country.
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e Transition means setting into temporary accommodation, where necessary , making
arrangement for housing and schooling, and carrying out other administrative tasks such
as renewing driving license, and opening bank account.

e Readjusting involves coping with reverse culture shock and career demands. Of all the
steps in the repatriation process, re-adjusting is the most difficult one. The re-entry
adjusting is a tough task because of multiple factors. First there is anxiety experienced
when he or she returns home, the apprehensive being accentuated by the uncertainly
about the placement in the firm, career prospects and a sense of isolation, feeling of
devaluing the international experience, coping with new role demands and probable loss
of status and pay.

MNC respond to the repatriation problem in several ways. Many firms have formal repatriation
programs. Some companies assign the expatriate to a mentor, popularly called as the godfather.
The mentor is usually in a more senior position than the expatriate and knows him or her
personally. The purpose behind the use of a mentor is to remove the sense of alienation through
the provision of information (e.g. workplace changes) on a regularly basis, so that expatriate is
better prepared for the conditions he or she is likely to face upon re-entry. The mentor should
also ensure that expatriate is not sidelined when important decisions are made regarding
positions and promotions.
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