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Human Resource Management

Assessment 3

1. Short questions: 	

I. What does Human Resource department do?

The Human Resource (HR) department deals with the formal systems for managing people within a company or organisation. This includes managing processes and industrial relations. The department creates, maintains and implements various HR policies and procedures as agreed at a strategic level within the organisation (in accordance with the relevant legislation where appropriate).

The HR department is responsible for planning an organisation’s staffing needs, the recruitment process, selecting new staff, the transfer of staff within an organisation, and for the handling of staff departures (whether resignations, dismissals or as part of a redundancy programme). Following staff changes, an exercise is completed by the HR team to evaluate whether the staff resources now meet the required organisational demands. This involves an assessment of the productivity levels, quality and innovation along with staff satisfaction, turnover, absenteeism and health. Labour planning is an ongoing process and involves close monitoring of the internal and external environment (eg. demand forecasts, labour supply, the economy, technology and competitors) to achieve the appropriate level of staff resourcing. A carefully planned staff selection process ensures high quality employees and ongoing HR management goes a long way to achieving an efficient, satisfied and productive workforce. Staff are managed and guided by HR in their roles, whether in terms of their employee rights and benefits, any personal concerns, or their future career development.

HR employees assist and encourage staff to achieve their potential by providing management with a framework for target setting, aligning to management and overall organisational strategies, and by measuring and recording employee performance. This would usually include regular performance reviews and an annual appraisal. This process enables training needs to be highlighted and the HR department to coordinate any relevant courses, secondments etc. to develop staff skills, knowledge and experience. This helps improve staff morale, confidence and satisfaction, and improves staff efficiency.

In addition, the HR department have a duty of care to ensure staff needs, such as administration (employment contract, job description, grievance and other procedures), welfare and employee motivation are met. Functions such as Payroll and Safety are included here, and although the latter is increasingly a department in its own right; clearly a crossover exists between Health & Safety and HR in areas such as Occupational Health, Wellness and absenteeism and so it is good practice that the two departments link up particularly in these areas.

A further remit of the HR department is to ensure that employee relations are harmonious and to intervene in circumstances where communication issues exist within teams or the organisation, particularly where there are behavioural concerns such as non-ethical treatment of staff. Many companies arrange regular team-building, networking events or other social events to encourage staff to get to know each other, build common interests, and break down any work barriers to communication.

In organisations where a trade union has been appointed (less common in recent years), it is the role of the HR department to liaise with the union to negotiate pay and working conditions on behalf of employees.  

The HR department is also responsible for communicating any organisational developments to staff and for providing a facility for staff to ask questions, share their views and obtain a business response.

Another key role of the HR department is to ensure that ethical working practices, fair and inclusive to all staff, are demonstrated across the organisation at all times. The work of the HR team spans all other departments and so close liaison with management teams in all of the above areas helps facilitate a positive, effective and productive working environment.



II. Outline the objectives of Human Resource management in an organisation.

The main objective of Human Resource management (HRM) in an organisation is to maximise on the performance of staff, in a fair and ethical manner, in order to achieve organisational goals.

HRM aims to supply suitable levels in terms of quality and quantity of staff to match organisational needs. People are now referred to by many organisations as ‘human capital’ as there is the realisation, supported by extensive research, that they are one of their greatest assets and can significantly affect the success of the business and its position within the marketplace. Employees who add value (eg. work to decrease costs or provide a unique customer service) or those who are have rare skills, knowledge and expertise, are especially valuable to an employer. Once cost savings can be seen from efforts to change the way is procedure is carried out, whilst retaining quality standards etc., the same or similar processes or ideas can be applied in other areas of the business. Staff motivation increases as they begin to see positive results and are rewarded for their efforts, encouraging continuous improvement. HRM also supports firm-specific ‘knowledge management’ , defined as ‘any process or practice of creating, acquiring, capturing, sharing and using knowledge, wherever it resides, to enhance learning and performance in organisations’ (Scarborough et al 1999). 



Employees who are incomparable, that is unable to be imitated by other employee groups, and also those forming an organised team, also help a business to gain a competitive advantage. Businesses with an enviable staff culture and excellent team working skills are much more likely to succeed, develop and innovate; their employees will work harder, offer excellent customer service, and be keen to develop fresh ideas and continuously improve.

The motivation of staff and lifting of morale is another focus of HRM. The involvement of staff in business decisions, and the sharing of ideas and feedback, helps facilitate this, encouraging communications and ownership for tasks. HRM also ensure reward schemes are in place throughout the organisation to ensure that staff feel valued in their role. This may take the form of a performance management policy stipulating that line managers are to schedule regular one-to-one meetings with their reportees with a view to exchanging feedback and offering guidance and praise.

HRM is also concerned with problem solving where issues are preventing an employee performing their job, whether as a result of welfare concerns, a training or knowledge gap, or other limiting factors. Time is invested in people via HRM to support their needs and encourage them to feel part of the business ‘family’. This in turn gives them a sense of belonging, and ensures that they feel valued for the job that they do, hopefully leading to greater satisfaction, increased contribution and higher staff retention levels across the business.

Staff are often involved in business processes and they are actively invited to participate in discussions and feedback information to management. This enables them to gain a sense of ownership of their work, recognition and pride for their successes, and an increasing commitment to deliver business objectives.

Communications that are open and effective throughout the organisation are promoted via HRM. This will take various forms from cross-functional working, encouraging ‘private social networking’ for all colleagues to share business news to the running of employee focus groups, as a means of meeting new colleagues, sharing ideas and encouraging innovation.



III. Outline the ethics of HRM as relating to the organisation and the individual employee.

Ethics can be defined as “A branch of moral philosophy; the study of morals and principles governing the rights and wrongs of human conduct”. Ethics in business refers to “the moral principles that guide the way a business behaves”. HRM provides the standards for organisations and their employees to follow and the facility to monitor behaviour and address any issues as necessary. 

An organisation has a legal duty towards its employees to ensure everyone, irrespective of their age, gender, ethnic origin and hierarchical level, is respected and receives fair and equal treatment at work. Should they fail to do so, penalties may be applied under the Equality Act 2010. HRM is ethically responsible for promoting and fostering such fairness and justice. HRM also ensure compliance with other HR related laws. 

An organisation should apply moral considerations to the way in which business matters and negotiations are handled, even where there are negative profit implications. It should, for example, use environmentally-friendly products even though cheaper alternatives can be sourced. Businesses should not exploit staff by employing them on very low wages and/or providing poor working conditions in order to maximise profit. Alternate, ethical working practices should be developed or implemented to improve profitability. Other examples of non-ethical business practices include bribery and the unlawful copying of materials. Some companies promote high standards through the publication of Corporate Ethical Standards and codes of practice although fail to follow their own ethical statements. The documents are simply used as a public relations exercise to improve the company’s reputation. This is referred to by moral philosophers as ‘tactical ethics’. HRM aims to eliminate behaviour of this nature. 

The ethical standards of an organisation contribute to its corporate culture and its reputation within the internal and external environments. The corporate culture is led from the top of the organisation, by senior management. HRM work with leaders to ensure that a positive culture is disseminated throughout the organisation, monitoring periodically via feedback, staff surveys etc. Sub-ordinates adopt the culture and their behaviour is influenced by that of their superiors. Stakeholders’, customers’ and members of the publics’ ideas and beliefs are heavily influenced by the organisational culture that is perceived in their day-to-day dealings with individual staff members.

An organisation has a ‘corporate social responsibility’ (CSR) to the community, its stakeholders and the public. When referring to the community, this would include taking all necessary steps to avoid polluting watercourses in the course of business operations (environmental concern), and respecting residents by restricting the hours that heavy goods vehicles pass by their properties (noise pollution). Profit-making activities and dealings with the public must also be undertaken in an ethical manner. HRM ensures compliance with what is socially accepted (within the society within which the organisation is located) and also the laws of the country of business operation. ‘Social ethics’ refers to the principle that what is accepted in some societies is classed as unethical behaviour in another social environment, and the idea that ethics are flexible dependent on the specific social environment.

On an individual level, employees are required to act in a moral, fair and unbiased way towards all others (whether colleagues, customers, other stakeholders or members of the public) and to demonstrate high moral values. Such expectations would be written into a company handbook, form part of an induction process or other HRM communication such as a ‘Code of Ethics’. An ethical code provides an introduction to this business area (including objectives), encourages trust between employees and the organisation, provides clarification as to behaviour expectations and also offers information sources for legislation etc. 

HR professionals are expected to lead in the area of ethical conduct and act as role models for others. One of the key roles of the HR professional is to ‘contribute effectively to the ethical success of organisations’. As a function aiming to maximise on the performance of staff, HRM insists that the highest competence standards are upheld and that continual efforts are made to further develop these. The nature of the HR role involves frequent handling of private and confidential information and sensitive data. It is therefore paramount that individual employees also maintain a high level of professionalism and ethical conduct, protecting the rights of individuals when receiving or sharing information. At the same time, a high level of trust must also be maintained.

High ethical standards within an organisation facilitate increased staff contentment; reduce grievances and widen team working opportunities, all working towards a more successful organisation.



IV. What are the benefits of clear recruitment process?

Recruitment is one of an organisation’s human resource planning activities. This involves the finding and hiring of the best-qualified candidate for a job vacancy, in a timely and cost effective manner.

There are 3 main steps in the recruitment process, as follows:

1. Deciding on terms of appointment

2. Selection of candidates

3. Probation

There are benefits of following clear processes at all stages of recruitment, with the overall aim being to match the level of labour supply with the level of staffing demand required to meet the organisational goals. Hence, clarity and accuracy in the process detail will achieve the best possible match, whether in the quantity or quality of staff desired, or in their understanding of the role requirements going forwards.

The terms of the appointment specify whether the proposed contract is to be of a permanent or temporary nature, include part-time or flexible conditions, or be on a consultancy basis. This provides clarity for applicants and reduces the time spent handling applications where the terms offered do not fit with those desired by applicants. It also benefits management and the HR team to have a clear staff structure where the terms of appointment are clear, as certain processes such as payroll, budgeting and training requirements may vary according to those terms.



The selection of candidates is a valuable process usually involving a series of exercises to ensure that an employer is about to hire an applicant who best fits the role vacancy. Application forms and CVs are the most common method of selection for interview. The initial screening of applicants by the HR department aims to provide the management team with a reduced, attractive pool of candidates to choose from. This benefits the management team in efficiency savings by removing the burden of proceeding to interview stage with the lesser qualified candidates.

Once shortlisted for interview, various screening techniques such as aptitude tests, personality tests or assessment centres may be requested following by subsequent examination for some posts. The level of candidate screening is proportionate to the rank of the role within the organisation (ie. For more senior ranking positions, additional tests and interviews will be undertaken, and often candidates are required to give a presentation as part of the selection process). 

A ‘best fit’ employee will have the highest level of skills, knowledge and experience. He/she will appreciate the organisational values, adopt the culture and join the team with a view to fulfilling the requirements of the role to the best of their ability, greatly benefitting the organisation and feeling satisfied in their appointment.

Forming part of the initial job description issued and as part of the interview process, it is vitally important that the role is accurately described and the prospective employee has a realistic preview of the job. This will reduce the likelihood of any conflicts concerning role duties and will greatly increase the staff retention rate, providing cost savings and benefiting the working environment for the wider workforce. It is worth bearing in mind that recruitment costs escalate with repeat exercises in the event of an unsuccessful appointment and a high staff turnover is unsettling for team colleagues.

Probation is an opportunity to review the initial employment period and decide whether the employee and employer are working successfully together with the organisation’s common goals as their focus. It is in the employer’s interest to terminate employment at this stage should there be concerns over the employee’s suitability to the role, as a poor-performing employee will hold back the progress of his/her colleagues, affect morale and limit the overall effectiveness of the team to deliver the strategy.



V. How many opportunities of staff development can you think of? Here are some ideas:

· Refresher training

· Providing materials for self study

A vast range of staff development opportunities exist in organisations dependant on their size and their level of investment in Human Resources. These can be divided into the following categories:

1. Induction – New starter’s introduction to the company, role requirements, departmental objectives and familiarisation with team procedures.



2. On-the-job training – Learning own day-to-day role and its fit within the team and organisation as a whole. This will often include visits to other business areas or sites. ‘Job shadowing’ another employee is a training method often used when learning a new task or role.



3. Specific training events – Approved body courses, tailored courses. These may be in the form of ‘presentation style’ (classroom) training, such as leadership skills training or IT systems training, or ‘practical’ (work environment based) training, such as manual handling training or fork-lift truck operator instruction. These may be held internally (on-site) by in-house trainers or appointed contractors, or delivered by an external organisation at a training centre. Some courses will be offered as a block course over a number of days or weeks and may be residential.



4. Vocational qualifications - Staff may be offered the opportunity to study for a practical qualification specific to their job sector, providing them with greater professional knowledge and skills.



5. Professional body memberships and associated events - Access to specialist online resources, topical seminars, conference attendance etc.



6. Independent study – Some businesses offer financial support and study leave to enable employees to undertake qualifications alongside their main role. As a requirement of the role or an aspiration of the individual (or both), this study programme/course would usually be identified at an employee’s appraisal as an area of career development, forming an employee objective. Study of this nature would usually take the form of a course (whether online or via attendance at a college) with study materials supplied, tutor support and some form of assessment to achieve qualification – examination, coursework assignments or a combination of the two. 



7. Networking opportunities – Internal and external – To improve your knowledge of the work of others, share experiences, build relationships and identify any valuable team working opportunities. Joining focus/improvement groups also assists here.



8. Team (& other) meetings – Information and knowledge sharing. Chaired by a senior team member, this would usually involve individual employees providing a progress update and raising any relevant issues for team discussion and action. Another example could be a team learning day that combines strategy review work with invited speaker presentations in the key areas of focus.



9. Webinar training – Enables interactive training across a single or multiple organisations in a specific training area (eg. Supplier guidance in the use of IT systems).


10. Refresher training – Time-limited certificates (eg. First aid, Fire Marshal) and other courses as required (eg. Processing entries on Finance or Safety IT packages). 



11. Role Mentoring – Unlike ‘job shadowing’ where the training period is usually quite short, ‘role mentoring’ involves an employee being matched with a more experienced staff member who is able to guide them in their role. Often from within a different department, a mentor will be impartial to any team issues and often offer fresh ideas to the mentee. 

Organisations need to ensure continuous learning on the part of the individual and the business in order to develop for the future and achieve organisational goals.

 

2. Is there a need for human resource management specialists and if so what should their role be? How is this role evolving? 

Historically, the development of poor industrial relations in the 1960s caused wide concerns for Personnel Management and they, along with trade unions, were criticised for their handling of workforce interests. As employment grew and, at the same time, personnel techniques advanced, to include selection testing by some employers, the level of management training also increased.

Over time (from around the mid-1980s), Personnel Management has evolved into Human Resources Management (HRM) and the thinking about the management of human resources (‘the conceptual base’ as described in A Framework for Human Resources Management, ICSC publication of 2000) has evolved. With employees now recognised as a valuable asset, but also emphasizing the importance of employee commitment and motivation, HRM has a much greater role to play in an organisation’s strategic success. Hence, I feel that there is a definite need for human resource management specialists.

Focus these days is very much to ensure that HR practices are aligned with organisational priorities and human resources are maximised. With the various practical tools now available to HR practitioners, such as Shaping the Future by CIPD, the ‘evolution of technology’ has contributed to the advancement that we see in HRM practices today. Shaping the Future is an online HR toolkit that enables an HR specialist to consider the organisations top 4 goals and identify where the team can have a positive strategic effect, and how these changes can be implemented. It covers the following areas with the aim of ensuring sustained organisation performance:

1. Engagement

2. Agility, alignment and shared purpose

3. Capability and talent

4. Performance measures and metrics

Two strands of HRM have emerged, ‘hard’ HRM and ‘soft’ HRM. Storey (1989) distinguished ‘hard’ HRM as focussing on business values and management strategy, whereas ‘soft’ HRM as focussing on selection, development, involvement and the reward of people.

The role of HRM specialists should be as follows:

· To inform management of their legal duties in terms of current and emerging

HR legislation (eg. shared parental leave) by writing or updating specific HR policies and procedures.

· To advise on latest HR legislation or any emerging HR concerns in the marketplace

· To be the link between management teams and executive members in terms of HR issues

· To guide managers when handling staff matters as required

· To lead on staff recruitment (creating and advertising posts, attending careers fairs, approaching specialist colleges and universities etc.), staff selection (using a variety of testing methods, including interviews, appropriate to the role) and approval for post.

· To write contracts of employment, job descriptions and other such HR documentation 

· To identify training needs across the organisation, source suitable providers, also gathering subsequent course feedback for future improvement. Work would need to be undertaken to ensure that the most effective training is delivered. An HR specialist is able to coordinate training programmes to fit strategies and achieve efficiency savings in arranging group courses, whether generic or tailored content. 

· To develop performance management systems and implement reward schemes

· To provide a general support service to individual staff members as required, dealing with issues preventing an employee from carrying out their duties effectively (such as illness, poor staff relations or discrimination at work etc).

· To produce and issue cultural surveys to monitor staff satisfaction and motivation levels, and provide feedback to management (addressing any areas of concern)

· To promote wellness and associated events helping to reduce stress levels and prevent potential medical issues developing

· To increase social engagement, breaking down barriers between teams and departments and facilitating a more enjoyable and efficient team working environment

	Some organisations also work with external consultants in certain fields, such as specific industry related recruitment.

The HRM specialist role continues to evolve particularly with the significant developments in ‘soft’ HRM in recent years. Much greater focus is placed on employee needs and staff satisfaction in businesses today and many companies who were initially sceptical of the benefits of HRM ‘v’  the implementation costs now appreciate the business potential if HRM is well managed.

Employment contracts are becoming more complex, often including flexibility clauses, as roles allow for increased flexibility (such as part-time employment etc.).

As new initiatives, such as Well-being and Mindfulness, are introduced and widely promoted in the public domain, organisations are keen to understand how they work and the potential benefits to their business. With increasing use of the internet and social media, people are much more aware of topical issues than in earlier years and businesses are keen to trial proven new ways of working in order to develop more efficient practices, be seen as leading in the marketplace, also aiming to keep up with their competitors. An HRM specialist proactively monitors emerging new ideas, as a member of a professional HR body and also via professional networking, and undertakes horizon scanning exercises covering a wide range of HR topics.

A dedicated HRM specialist has greater awareness of potential staff issues and is able to respond more promptly to resolving any problems before issues spread wider into the business, potentially affecting the morale and efficiency of other workers. They also have specific HR goals and objectives to fulfil and are measured against these, and so achievements are far greater than if these functions were solely managed by management teams.

The fast-paced business environment that exists today requires an HRM specialist to monitor the internal and external environmental changes, such as the increase in automation and predicted fall in the demand for certain types of labour and the increase in other skilled areas. The political environment also affects an organisation’s human resources management activities. A current focus is the impact of the Brexit vote in the UK and its implications for UK businesses and EU workers going forwards.

For all of the above reasons, an HRM specialist is considered an essential asset for an organisation aiming to maximise its ‘human capital’.



	Case Study

Tony works in Big Star, a city hotel. He is a full time employee and has been working there for the last three years. But he is not happy with his job. He says that his pay is poor and he has to work on the weekends.

1. What does his statement suggest about the motivation of this hotel worker?

The above statement tells us that Tony feels that his ‘pay is poor’, suggesting that he feels undervalued for the work that he does. He also tells us that he ‘has to work on the weekends’. Salary and work conditions are have been evidenced to be in the top six factors for job dissatisfaction, along with company policy, supervision, relationship with boss and relationship with peers. Frederick Herzberg led studies and published ‘The Motivation to Work’ in 1959. He developed the ‘motivator-hygiene theory’ (also known as the ‘two-factor’ theory), listing an employee’s satisfiers (their motivators) and their dissatisfiers (the hygiene factors, as noted above). The statement therefore suggests that Tony’s motivation level is low.



2. Identify and explain two possible ways of how Tony’s motivation could be improved. 

Motivation is a ‘soft HRM’ skill, as identified by Storey in 1989. The basic principle concerning motivation is that staff managed effectively will give their best voluntarily, without the need to enforce rules. Referring back to the Hertzberg’s motivator-hygiene theory, satisfactors have been identified (in order of importance) as:

· Achievement 

· Recognition

· Work itself

· Responsibility

· Advancement

· Growth

If staff acquire skills and receive multiple incentives (financial and non-financial), their motivation level is increased, enabling achievement and recognition. These two ways of motivation could be applied to the case study example. 

Tony would benefit from greater skills and knowledge. Having worked for the hotel for the past three years, maybe in the same role, new skills would give him a fresh outlook, increase his confidence and open up new opportunities. Improved individual performance would place Tony is a strong position when looking to negotiate increased pay. Broader skills may enable him to develop his role and potentially adjust his future working hours. Training could be provided in-house by colleagues, either via job shadowing or on-the-job training, or attaining a formal certificate or qualification in a specified business area. 

Initial HR support in the form of assistance in identifying specific issues, any skills gaps and suitable areas for progression or future career development would be recommended. This exercise would facilitate open discussions to determine the areas where Tony’s interests and that his aspirations match the current and future organisational need. It may be that Tony currently works as a hotel porter but after three years feels that he would like the opportunity to develop himself and train to become Head Porter or learn how the hotel administration is managed for example, also providing the business with additional reception cover. Training could include team leader skills, administration, IT skills etc. Perhaps his personal circumstances have changed and he needs to gain a higher income too. As he re-gains enthusiasm for his role, his relationships with colleagues would naturally improve, as he feels happier in his role and also appreciates the effort that is being invested in his future with the company. New skills may lead to Tony taking on increased responsibility and gaining authority within the organisation. Big Star hotel should also re-consider their weekend staff rotas with a view to meeting staff needs and ensuring a suitable work/life balance for employees.

Staff are motivated by how they are treated at work. If they are valued and respected, trusted and supported in their role, even when errors are made, they will still retain the motivation to enable them to succeed. 

Employees respond well to company incentives such as recognition (non-financial) schemes providing praise and encouragement, particularly from senior managers and their peers, but also from the sharing of successes organisation-wide as appropriate. Internal Communications such as staff briefings/publications may be used for sharing positive news stories, and in some instances the external media too. Entry into industry awards competitions is another incentive for staff to work as a team to showcase the work of their organisation, or in the case study example, the work associated with the classification of a desired hotel ‘star’ rating. 

Many organisations offer staff awards to incentivise excellent performance. An example of this would be a fleet driving company using electronic tracking systems in their vehicles to monitor driver performance (speeding, harsh braking etc.) in order to reward the safest individual or team driver at the end of the month. Working to reduce accidents whilst also rewarding staff, this initiative reduces fuel and vehicle maintenance costs too.

Company incentives may also take the form of financial rewards such as a pay increase, promotion or performance-related pay. The above initiatives along with performance management would encourage Tony to work harder in his role, further enhancing his enjoyment and future opportunities. Ultimately, HRM aims to develop staff so that they are happy in their roles and are able to self-motivate.
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