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Chapter 13
The role of HRM in the 21st Century 
The workplace of the twenty-first century
Barner's - identifies seven changes, expected over the next few years, which will reshape the work environment:
· The virtual organisation  
· a just-in-time workplace 
· The ascendancy of knowledge workers
· Computerised coaching and electronic monitoring
· The growth of worker diversity
· An ageing workforce
· The birth of a dynamic workforce
The virtual organisation
As we indicated earlier in this book, organisations are already using electronic technology to link their members at different work sites, and their members are communicating with each other via these systems. This type of operation is known as a virtual organisation. 
Virtual organisations exhibit a number of characteristics:
· reliant on the medium of cyberspace 
· They are enabled via new computing and communications developments
· They initially exist only across conventional organisational structures
The growth in this area can be attributed to developments like:
· The rapid evolution of electronic technology in the area of video, audio, and text information
· The worldwide spread of computer networks, as a result of globalisation
· The growth of home offices (telecommuting).
From a management perspectiveas well as HR profession¬als, these developments hold a number of important challenges for the future.
From a management perspective, issues such as effective communication and planning will need attention as the face-to-face approaches, which have worked well over the years, disappear. 
Managers and team members will have to form clear agreements from the outset regarding issues such as performance expectations, team priorities, communication links, and resource allocation.
Other problems that may arise include possible misunderstandings and interpretations as a result of e-mail correspondence.

The advantage of e-mail is that it cuts down on paper use and increases the speed of messages.
 The redistribution of power within the organisation can also be problematic.
As a result of the computer networks, faster decision making and easier access to company information are also possible. However, the speed of decision making may place great pressure on individuals who do not possess the necessary skills to function within such environments. 
Those who thrive in such an environment will find themselves in a strong competitive position in the networked marketplace.
The virtual organisation also holds a number of challenges. 
More companies and employees are using the internet to match jobs and candidates. If the information on individuals is up-to-date and correct, no skill within a company can go unnoticed.
Easy access to relevant information will mean that individuals will also be able to plan their own career moves within the company, thus utilizing the available talent to the benefit of both the company and the individual.
Companies will follow the competency-based approaches more enthusiastically 
Competencies can and should be organised into menus that individuals and teams can use to describe their work and conduct peo¬ple practices.
Hertel, Konradt & Voss have considered so called telecooperation-related KSA's that should become particularly important with high degrees of virtuality.
The just-in-time workforce
Companies are using more temporary workers.
Conflict between permanent staff and temporary staff can easily occur where
Due to their employment contract, temporary workers cannot be motivated by the traditional methods of promotion, merit increases or, even, profit-sharing programmes.
Management and HR professionals will have to spend more time and money on providing training, giving such workers greater access to company information and a bigger role in decision making.
The ascendancy of knowledge workers
The emerging knowledge worker in this new environment will be a unique individual whom the organisation must nurture to enable it to gain the competitive edge it desires.
As companies continue to become flatter, they will retrench individuals who do not add value. 
Managers and employees will have to make a strong commitment to lifelong learning and skill advancement to achieve job security in the new work environment.




Computerised coaching and electronic monitoring 
The growth in electronic systems over the coming years will allow employees to become fully independent.
Employees will also be able to learn more rapidly, 
Employees will also become less dependent on managers for coaching, training, and performance feedback, resulting in the redesign of managers jobs. 
The operation of the electronic networks 24 hours a day will make it difficult for employees to draw a line between work and home, which may result in domestic problems. 
Employees' right to privacy may also be invaded as a result of the permanent presence of the network system in the home environment.
The growth of worker diversity
The mobility of workers between countries has increased enormously over the years. 
Companies are setting up manufacturing and assembly plants worldwide and smaller companies are expanding into international markets.
Companies will highly value workers who are able to operate successfully in these diverse environments.23 HR professionals will find it necessary to provide sensitivity training to help managers understand the needs and perspectives of different members in these work groups.
The ageing workforce
With the lack of skills in numerous areas, companies are again employing older workers because of their experience and maturity. 
These workers are also more flexible about taking part-time and odd-hour shifts than younger workers are. However, the implications are that younger managers may find themselves threatened when managing older staff.
The birth of the dynamic workforce
The processes and methods of performing work are no longer fixed but fluid. This situation requires workers to adapt continu-ously. 
Managerial performance will be based less on the ability to direct and coordinate work functions and more on improving key work processes through innovative thinking on a continuous basis.
The redesign of the HRM role
It is obvious that if HRM is to address these changes suc-cessfully, the traditional role it has played until now will not work in the future. 
One method organisations have used to achieve this has been the re-engineering of HR processes. However, although reengineering will reduce waste and result in more satisfied internal clients, it will not change the fundamental role that HR professionals play in the business or the value HR professionals add to shareholders.
To be successful, HR professionals must first work with top management to contract for a new or realigned role, before pursuing the re-en¬gineering route. Thus, this must take place after the contract process. 

Kesler - three tactics that organisations can follow to achieve success:
· Contracting with line management for a new role for HR
· Identifying and developing new HR competencies
· Redesigning HR work, systems, and the organization
Contracting new roles
Organisations need to approach several stakeholders. These can include employees, middle management, functional top executives, HR and top line management. 
The process must also be a two-way dialogue in which the client managers influence, and are influenced by, their HRM providers. 
HRM and line managers must also agree on how the HRM role will actually change in the new environment, beyond the re-engineering effort of the HRM processes.
Kesler has proposed a 'performance capabilities' (PC) model that will help in this regard 
The roles - from left to right in the model - are:
· Catalytic influence
· Diagnostic and fact-based analysis
· Innovating business structures and processes
· Assurance standards
· Administration and services
· Problem solving.
Roles one to three generally exert more leverage
Roles four to six have less leverage because they are more transactional in nature and are less likely to add value to the money invested. 
The value of the various roles can be determined only in the context of a given company and its needs.38 
For the business strategy to be successful, the partnership-orientated performance capabilities (roles 1 to 3) must support the business strategy more directly than the service-transactions portion of the continuum (roles 4 to 6) does.
The performance capabilities model: defining the fundamental role of HRM
See Page 387







Activating the left side of the model first will normally reduce the resources consumed on the right side of the continuum later, 
To be effective, the HR role, which normally starts on the right side of the model (roles four to six), must move to the left (roles one to three), where conditions are best accomplished. Thus both halves of the model must be delivered to the appropriate extent and in a highly competent manner to be successful.
Kesler provides a further extension of the model
· Contract for priority, value-added roles, while influencing the expectations of internal clients
· Identify a set of required competencies that reflect those priorities
· Redesign the work and processes
This grid will provide a tool for repositioning the HRM function by answering the following questions:
· What is the HRM work that needs to be performed?
· Who are the best people to perform it?
· Where does the HRM organisation clearly add the most value?
· What are the specific outputs required, and in what time frames?
· What is the relationship between line and HRM staff in these major practice areas?
· How are we allocating resources among the cells of the grid?
· What can we stop doing?
Getting answers to these questions for the future state will form the basic contract with the line organization
Competencies
Additional competencies to support the new role - for example, leadership. strategic planning, HR Risk Management (see Appendix 13A) and business know-how - must also be developed.
In many HRM organisations these competencies will be unknown to the HRM staff.
Redesign of the HRM process and structure
The final step is the redesign of the HRM function. 
In most organisations the re-engineering action redirects the staff responsibilities away from functional work to client-centered consulting, while the HRM structure is realigned to focus on administrative service centres and internal HRM consulting organisations
The competencies the future HR professional will require
One of the tactics by which to reposition the HRM function includes the development of competencies for the HR employees. 
Competency refers to an individual's demonstrated knowledge, skills, and abilities (KSAs).
Many companies follow the approach whereby either the insights of senior managers or other internal customers define competencies for HR professionals.
Ulrich, Younger, Brockbank and Ulrich developed a six-domain framework for conceptualising HR com-petencies.
Based the model on results obtained in the larg¬est global study ever undertaken on HR professionals (HRCS), 
The framework consists of the following elements: 
· Strategic Positioner, 
· Capability Builder, 
· Change Champion, 
· HR Innovator and Integrator, 
· Technology Proponent 
· Credible Activist
Strategic Positioner
Here the HR professional must act and think from the outside in. They are well versed and in a position to translate the external business trends into internal deci¬sions and actions. 
They are also able to target and serve their customers by aligning organisation actions to these needs.
HR professionals who are successful in this area will have the following capabilities:
· Able to interpret the global business context
· Able to decode customer expectations
· Able to craft a strategic agenda
Credible Activist
In this domain, the HR professional must build their personal trust through their busi¬ness acumen. They can achieve this by communicating clear and consistent messages with integrity.  They must have a clear point of view and be able to Influence others In a positive way. 
HR professionals who are successful in this area will have the following capabilities:
· Able to earn trust through results
· Able to influence and relate to others
· Able to improve through self-awareness
· Able to shape the till profession

Capability Builder
Here the HR professional is able to enhance individual abilities into an effective and strong organisation, through building the organisation's capabilities. 
Process can take place through a consistent audit and investment in the creation of organisational capabilities. HR pro’s who are successful in this area have the following capabilities:
· Able to capitalise on the organisation, capabilities
· Able to align the strategy, culture, practices, and behaviour
· Able to create a meaningful work environment




Change Champion
In this domain, the HR professional makes sure that isolated and independent organisational actions are integrated and sustained through a disciplined change process. 
To be successful the HR professional must initiate change by building a case for the need for change and must be able to sustain change through organisational resources. 
HR professionals who are successful in this area will have the following capabilities:
· Able to initiate change
· Able to sustain the change
HR Innovator and Integrator
In this domain, the HR professional knows the historical research on HR to enable them to innovate and integrate HR practices into a unified solution to solve future business problems. 
They can achieve this by gaining insight into the latest trends in the different HR activities. HR professionals who are successful in this area will have the following capabilities:
· Able to optimise human capital through workforce planning and analysis
· Able to develop talent
· Able to shape the organisation and communication practices
· Able to drive performance
· Able to build a leadership brand
Technology' Proponent
In this domain, the HR professional needs to be able to use technology more efficiently to deliver HR administrative systems such as benefits, payroll processing, health-care costs and other administrative services. 
The HR professional must also be in a position to be able to connect people better through technology whether within the organisation or outside with customers.
HR professionals who are successful here will have the following capabilities:
· Able to improve the HR operations within a company
· Able to connect people through technology
· Able to leverage social media tools
HR professional will have to possess a wide range of skills, knowledge, and traits not required previously
See Fig 13.5





The structure of the HR department of the future
Block 1 - Service Centres 
Service centres have been established which not only provide employees with a better service but also use fewer dedicated HR resources, and are also very cost effective. 
Centres also make it possible to reduce redundancy and duplication.
Moving from a traditional HR delivery model to an HR shared services model involves major organisational change and careful management.
Block 2 - Corporate HR 
To be effective, HR professionals also need to have a presence at the corporate level next to the other functional areas of the organisation. 
HR professionals at this level need to address six areas of need within the emerging HR organisation: 
· They create a consistent company- wide culture face and identity
· They shape the programmes that implement the CEO’s agenda
· They ensure that all HR work done within the company is aligned to the business goals
· They arbitrate disputes between centres of expertise and embedded HR
· They take primary responsibility for nurturing corporate level employees
· They ensure HR professional development.
Process is normally referred to as an HR business partnership.
Block 3 - Embedded HR
Due to this new structure of the HR organisation, it is necessary that some HR professionals work within the differ-ent business units within the company. 
These HR professionals are sometimes called embedded HR and go by many names, the most popular being ‘HR generalists. 
They work directly with line managers and the leadership team of the business unit. Their main tasks consist of clarify¬ing strategy, performing company audits, delivering supportive HR strategies and leading their HR function - seen as operating at the coalface.
Block 4 - Centres of Expertise
A further important component of the new HR structure is that of centres of expertise. 
Centres operate as specialised consulting firms inside the organisation.
They may be corporate wide or regional or country based. They often act like businesses that have multiple clients (business units) using their services. Sometimes a fee is charged for their services. 
Embedded HR units discussed earlier use the services of these centers before contracting external vendors.
They also assist the HR generalists to select the right practice of intervention for a particular situation.


Block 5 - Operational executors
To enhance the effectiveness of the new structure, organisations sometimes create a fifth leg called the HR consulting pool. This pool is normally staffed with operational executors.
[bookmark: _GoBack]The role of these staff members is to assist the HR generalists within the business units to operationalize the HR strategies.
Sometimes necessary when HR generalists find themselves overwhelmed with operational HR work that conflicts with their main purpose that renders them unable to make time to be strategic. Thus, the consulting pool operates as a team of high performing mid-level 
The team can also assist staff members at the centres of expertise if needed to, for implement solutions to important HR projects. 
Companies need to take a holistic approach and carry out sophisticated financial calculations to weigh up the cost of insourcing versus outsourcing
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