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Be realistic when you seek a job
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The changing role of

Human Resources

Mohammad Baseem Ismail
Training & Development Manager
MTN-Syria

In conversations with clients, sources, and candidates,
we are seeing more and more companies seeking to
change the role of their Human Resources organization
from a passive compensation, benefits and compliance
role to a human resources organization whichis a
highly proactive partner playing a leadership role in
helping to frame the company’s operating strategies to
meet corporate objectives.

In some companies, the Human Resource organization
is an important strategic partner in developing the
goals and implementing the tactics of the firm.
Through a mixed model of centralized and
decentralized functions, the corporate HR functions are
viewed as “Centers of Excellence,” while each Strategic
Business Unit (SBU) is assigned an HR generalist
reporting to the business unit manager (with a “dotted
line” to the head of corporate HR). The generalist
supporting the SBU must have a strong understanding
of the business or functional area to be effective.

In this new model of the HR organization, it is vital that
members develop strong consulting skills. The HR
generalists, who function as consultants, must
understand and appreciate the mind-set of being a
strategic partner with their SBU. In addition, as
“consultants,” they must develop “employee relations”
skills to not just define problems, but to work with
teams to solve them. Corporate HR becomes a site for
“Centers of Excellence” containing the shared services
of Compensation, Benefits, and Organization
Development (which has a much expanded role).

Often the firm sets up a “virtual”HR area to handle
interactive benefits administration (by dial-in, Intranet,
or Internet) to save time and provide faster service.

To be successful, proponents claim, it is vitally
important to have a high-level commitment to change.
Companies which have successfully implemented
organizational change have avoided “jJumping on the
bandwagon” or using the current buzzword programs
(which can seriously damage credibility), while
executing plans that are authentic and sustainable, and
which have the commitment from senior management.

With HR on board as a strategic partner, the HR
department plays an important role in a Strategic
Business Needs Assessment to determine the direction
of the firm (Where are we going as a business?). A gap
analysis is performed to determine the difference
between the core competencies currently held and the
skills needed to get the firm to where it wants to be.

The HR department is designed in keeping with the
corporate strategy, and works closely with the SBUs to
measure and develop the core competencies. Along
with the SBUs, HR determines how to best provide
competency training and how the Organization
Development department (OD) can best provide a
continuous education process, e.g., Justin Time
Training,” and mentoring.

The OD function is broadened greatly, as this role
becomes very important in training and facilitating
during an organizational redesign. As part of the
redesign, the core competencies for each affected
position are developed and OD plays a vital role in
helping employees obtain the tools and knowledge
needed to meet or exceed these goals.



The role of the HR Head is also greatly expanded. This

executive serves on the firm’s Strategy Council and
must be very strategic - seeing HR's role as an
important strategic partner with the SBU’s. This person
either reports directly to one of the top executives, or is
given frequent access to them. As a change agent, an
important part of the HR head's compensation package
becomes incentives - based upon meeting specific
objectives of change.

The core competencies for the person in this role
include:

The ability to lead the change effort in the
organization, not just the change effort in HR.

A strong belief in empowering employees and
decentralizing decision-making.

A commitment to organizational/people
development.

The confidence to be a consultative business partner
in HR issues (as opposed to an “employee advocate”
on the one hand, or “the people police” on the other)

The capacity to both recognize problems as they
occur and work with others to solve them.

.

Proven experience in planning and implementing a
strategic HR role.

Patience to continue with a change program and

handle resistance to change.

.

The ability to obtain a commitment to a change
program from the top executives, and with them, to
develop a sense of urgency/importance for the
change efforts.

Last but not least, exceptional communication and
interpersonal skills. Approachable and able to handle
different types of people.

No matter how well planned, explained and executed,
any new program will meet strong resistance to change
(at all levels), which should be expected and not

allowed to deter the process of change. Further, any
program of major changes will take several years to
fully develop and implement across the firm.

In undertaking change, the Human Resources
Department has the opportunity to become an integral
part of the corporation, a driver of change, and a
valuable strategic resource.

References:

- Grantham, P, & Hook, M. Managing Principal.
Columbia Consulting Group.

- Snell, S., & Bohlander, G. (2007). Human Resources
Management. Thomson-South Western,
Snell/Bohlander. Page33-34.
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ADVICES FOR GOOD LIFE

- Give peaple more than they expect and do it cheerfully.

- Marry a man/woman you love to talk to. As you get older, their conversational skills will be as
important as any other.

- Don't believe all you hear, spend all you have or sleep all you wan t.

- When you say, 'l love you | mean it.

- When you say, 'I'm sorry, look at the person in the eye.

- Be engaged at least six months before you get married.

- Believe in love at first sight.

- Never laugh at anyone's dream. People who don't have dreams don't have much.

- Love deeply and passionately. You might get hurt but it's the only way to live life completely.

- In disagreements, fight fairly. No name calling.

- Don't judge people by their relatives.

- Talk slowly but think quickly.

- Remember that great love and great achievements involve great risk.

- When you lose, don't lose the lesson !

- Don't let a little dispute injure a great friendship.

- When you realize you've made a mistake, take immediate steps to correct it.

- Spend some time alone.
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How to implement a flexible benefits scheme

www.peoplemanagement.co.uk
6 March 2008

A flexible benefits scheme (sometimes also known as
"cafeteria benefits" or "flex plan") is any arrangement
that give employees a choice over the mix of cash and
benefits they receive.

For the employee, the benefits are clear and visible.
And so too for the employer, as a flex plan can help to
align the total reward strategy to the HR and business
strategies. Reward can match the needs of an
increasingly diverse and ageing workforce and ensure
value for money through better targeting of benefits,
which enables the organization to make employee
rewards more attractive without increasing costs. There
are other added bonuses, such as making tax and
national insurance savings through salary sacrifice
scheme. Ultimately, all this should result in improved
employee engagement by enhancing the perceived
value of the benefit package. So, how exactly do you do
it?

1- Pick people to do the planning

Because of the complexity and timescales involved, it is
important to create a project management team. This
team will be respansible for ensuring a structured
framework for implementation and dealing with
infrastructure issue as soon as possible. The initiative
can then be introduced at an even pace, with clearly
defined measures of success.

2- Assess frasibility

the key to choosing and implementing a successful
flexible benefits scheme is to establish a clear strategy
linked to the overall objectives of the business.

Parts of this is to ensure that the new scheme will
support and enhance the reward strategy. This can
involve some serious economics-market-driven issues
can affect how flexible benefits can best help to
address HR issues. But the more traditional HR concerns
also need looking into: communication, administration,
outsourcing, IT and infrastructure issues. Identify, as far
as possible, the financial benefits, costs and risks of the
scheme in all these areas, and establish the measures
you will use in the future to evaluate and monitor the
scheme. Quantify all potential savings firsts, including
indirect as well as direct savings. For each element,
ensure that all items and eventualities have been
costed. Use a good model to analyse the risk associated
with each element of the scheme.

3- Get the numbers to add up

Benefits that are to be included in the scheme (this
applies particularly to pensions) should based on
quantifiable data and not individual desires. For
example, there should be a robust link between salary,
bonus and flexible benefits. Then, by ensuring that the
administration, IT and internal structures can support
the design, whatever strategy you developed can be

communicated effectively.

4- Build the scheme

Flexible benefits plan should be built in time for
enrolment to be completed before the "go-live" date.
You may have to negotiate with existing benefits
suppliers to bring their benefits in line with the flex
scheme dates. So ensure that all aspects of the flexible
benefit plan, design, financing, vendor selection and
performance measurement are continually reviewed
against best practice. Obtain suitable new benefits

including specialized pensions such as SIPPs




(self-invested personal pensions), for inclusion in the

flexible benefits plan and negotiate with supplier to
achieve value for money. Make sure that salary sacrifice
arrangements are on place for all relevant benefits, that
they are available to all employee, and that any
potential conflicts of interest are identified.

"Reward can match the needs of an increasingly
divers and ageing workforce"

5- Look to the law

It is important to clearly understand the current tax and
national insurance position for each product selected,
the effect of mixing benefits together and the use of
salary and bonuses to fund choice. Consider whether
any changes will be required in terms and conditions to
accommodate the new scheme and how best to
implement them. Ensure that indirect discrimination
has been built into the design, and take into account
any possible impact of Type legislation

6- Concentrate on clear communication

Remember, if it seems complicated to you first then it's
even more complicated for employees to understand -
so construct a clear, simple and effective
communication strategy (especially when it comes to
the issue outlined in step five) this should be rated
against the original objectives identified in the
feasibility study, to make sure that nothing has been
missed out. The branding should emphasise the total
reward aspects, bringing together the disparate
benefits and making sure that they are united into
single offering. Keep in mind the golden rule of
communication: employees need to get it, support it,
and then do it.

Key points

1

From a project management team from the beginning.
Perform a feasibility study that locks at all areas of the
business, including key HR concerns, to see what is
possible and suitable for your business.
- Don't be swayed by individual employee concern:

this must work for the business strategy as a whole.
- Consider costs as well as Tupe and discrimination
legislation requirements
Communicate the new flexible offering to your
workforce under a simple, clear and easy-to-understand
"brand"
- Get your management and administrative
structures-regardless of whether they are in-house or
outsourced-in place and working in harmony with in
the systems, before roll out.

7- Integrate-whether system is in-house or outscored
Perhaps the most important task of all is to decide
whether the administration of the scheme is to be
carried out in-house or outscored. Whichever way you
decide to go, you'll still need to allow plenty of time to
install and test the system. Things should go smoothly
as long as all organizational requirements are also
catered for: the administration and management
should integrated easily with other systems. If you
installed the flex systems as early as possible to ensure
that all outsourcers were included | the overall planning
procedures, you should now be good to go.

Further info

- Theresearch insight, Managing an Ageing Workforce:
The Role of Total Reward, is available to download
form www.cipd.co.uk/subjects/dvsequl/agedisc

- An A-Z listing of all of PM's "How to ...." Articles can
be seen at www.peoplemanagement.co.uk/howto



The great unknown

www.peoplemanagement.co.uk
6 March 2008

H ow can we prepare for the future, when we have no
idea what's around the corner? Rebecca Johnson talks
to business gurus Jonas Ridderstrale and Mark Wilcox
about how HR can re-energize an organization.

What is your book, Re-energizing the corporation,
about and what perspective do each of you bring?
Jonas Ridderstrale: Business and society are increasingly
characterized by surprise. We don't know what's around
the next corner or even where the corner is going to be.
The company has to decide how to relate to that. Inmy
book Funky Business | said the answer was to go for
innovation. | thought a lot of companies would use the
golden opportunities of new technologies and
deregulation that allow for more experimentation plus
the new values forming among younger generations. |
was surprised by how many didn't...maybe all the
uncertainty led them to focus on trying to reduce rather
than produce change. The title for my second book,
Karaoke Capitalism, came out of this frustration . | saw
too little innovation from a management and
leadership point of view. The criticism we received for
these books [both co-written with Kjell Nordstorm] was,
"yes, it's fun and interesting and written in an appealing
way-but how do you actually do it?"

Working with Mark | realized there was a way to
translate the fuzzy, weird stuff | talk about into
something more action-oriented and useful-not by
providing lists of bankable propositions but by posing
the right questions and providing a map and compass
to help you navigate. The new book is a positive
message that innovation is necessary and that there are
practical tools to help you translate the big picture into
delivering change.

Mark Wilcox: the point of us writing together is that
Jonas is an integrative thinker — he brings ideas from all
aspects of economics, society, and business, and
interprets what's going on. My focus is translating that
into practical strategies. The business world is
changing. That is the reason why companies need to
re-energise. But you get a lot of cynicism and
disengagement from staff if they are just told what to
do, not why. We have tried to bring those two elements
together: why+how=wow!

Implementation is straightforward if you understand
the fundamentals, but only if you can engage so that
modern workers are able to answer the question,
"what's in it for me?"

What do you mean when you say the talent war is over?
MW: a truce has been called in the talent war. Enticing
people with money is going about it the wrong way; if
you create the right organization they will seek you out
instead. We say, " Build it and they will come." People
need to be around other talented people in an
environment that recognizes their ability.

JR: we need to change our definition of talent of course
intellectual capital in the form of education, experience
and creativity matters, but what comes thorough in this
book is the importance of psychological capital-how
confident, optimistic and resilient you are in dealing
with positive and negative surprise. As a leader this will
influence those around you t a deep psychological and
psychological level. The idea of social capital also has an
important impact on how people work. People want to
belong to something and have something to believe in.
we are not only individualistic creatures. We can believe
in countries, football clubs, family, God, and many
different things, including companies. | believe highly
successful corporations have this. It's a change from
having a relationship with employees that's purely
transactional to having one that's at least partly
emotional.




Leadership is central to your vision of how companies
achieve innovation and creativity. What are the
essential qualities of leadership and how do you
identify or develop them?

MW: the things that matter in selecting leaders are
competence, confidence and courage. This is a model
that we developed at Sony.

Competence is not a narrow definition of a behavior or
skill - but intellectual horsepower. You need a brain
that can look at the big picture and turn that into
operational goals: this is the dream and these are the
building blocks. So pick people who are smarter that
the average bear.

Confidence is the idea of EQ (emotional quotient).
Leadership by definition requires followers and
following is a choice. Leadership implies enough
confidence and ability to build relationships
throughout the organization that give you followership,
s0 it is about being able to understand and relate to
others. Courage, or MQ - motivate quotient- is but
having gets worse before it gets better, creating anxiety
and resistance. That's where you need courage in
leadership to reassure and re-engage people, or to
have the humility to admit when things are wrong.
Absence of one of these qualities makes it difficult to
sustain leadership through change.

JR: Since psychological and social capital are so
important, we have to rethink a lot of the basis in
management. Most traditional management presumes
you can mave from envisioning straight to execution,
forgetting engagement. It equates great leaders with
those who have Eureka moments. But to deliver real
change you have to be able to tap into people's
emotional capital too. The next step is to create an
organization where the whole is greater than the sum
of its parts. This starts with using positive deviance,
rather than trying to exterminate the negative. Instead

of spending their time dealing with the
worst-performing products or people, re-energising
leaders develop strengths-individuals and corporate.

Aren't all these creative "positive deviants" difficult to
manage? How can you do this in an organizational
set-up without creating chaos?

JR: We're not asking everyone to become a positive
deviant; we're asking organizations not to kill all the
positive deviants they already have. Innovators thrive
on diversity. However, organisations alsc need to rely
on a number of shared principles that keep people
together. Thinking outside the box requires two things:
thinking creatively and a box. To have the courage to
take a leap into the great unknown, people need to be
standing on a firm ground.

"How can you be creative and outstanding if you
employ people who fit a certain mould and
manage against a framework"

You suggest companies might follow the model of
religions, or the American dream, in recreating
themselves. What implication does this have for people
management?

JR: people are tribal: always have been and always will
be. Here's what's new. The tribe of yesterday was
geographically structured-an Indonesian tribe, an
Indian tribe, an Italian tribe. Today, place is less relevant
than purpose. Global tribes are now made up of people
who have something in common: think Hell's Angels or
hip-hoppers. The people's republic of Paris Hilton has
more members than many European nation states have
citizens!

Both talent and consumers will search for organisations
that can provide them with meaning. We usually find
the most extreme levels of social capital in religious
organization, so the logical implication is for leaders to



start thinking of their teams or organization in such
terms. Companies with differentiated and well-aligned
tribal bible, such as Virgin or Nike, stand a greater
chance of succeeding. We want to belong, but what we
choose what we belong to.

MW: being connected to a dream is probably best seen
in organisations that are about ideals not profit, for
example Medecins Sans Frontieres, which has a
collective view of humanitarian support in conflict.

What HR's role in all of this and which aspect is most
important for HR professionals to take an board?

JR: when something becomes critically important, it
needs to become a responsibility for everyone rather
than a single department. Otherwise, people will say
"that's not my responsibility: that's HR's, or quality
control's, or security's". in some senses | see that
happening in HR. peaple have more in common with
their HR colleagues in other organisations than with
people in their own company. That's dangerous.

This is a golden opportunity for HR to play a much
more strategic role, but it needs to understand and be
integrated with operations to add to the differentiation
of the company. That starts with the people you attract
and retain. Unless they are differentiated from a
psychological and intellectual point of view, you won't
be differentiate in the products you sell.

MW: the best days for Hr are still to come, but they will
be different and more demanding. Rutgers University in
New Jersey in the US has done some excellent work
with empirical evidence (published in the Workforce
Scorecard, see below) showing that differentiation not
only works but is the way to maximize organizational
value, in terms of share price and sales per employee.

How can you be creative and outstanding if you
employ people who fit a certain mould and manage
against framework with no chance for innovation?

We need positive deviants. Research suggests that the
best thing is to recruit people you really don't like! It's
the discomfort that suggests they are different enough
to bring a new vision.

JR: Never forget that you are unique-just like everyone
else! Then, inspire and transpire to produce change.

Further info

- Jonas Ridderstrale and Mark Wilcox, Re-energizing
the Corporation: how Leaders Make Change Happen,
Jossey-Bass(2008). For information visit
www.wiley.com

Jonas Ridderstrale and Kjell Nordstorm, Karaoke
Capitalism: Managing for Mankind FT/Prentice Hall
(2004)

Jonas Ridderstrale and Kjell Nordstorm, Funky
Business, FT (2001)

Mark A Huselid, Brain E Becker, and Richard W Beatty,
The Workforce Scorecard: Managing Human Capital
To Execute Strategy, Harvard Business School Press
(2005)

Jonas Ridderstrale is visiting professor at Ashridge,
consultant and author. Mark Wilcox is a consultant
and was formerly director of people and
organizational development at Sony Europe. On 16
April, they will deliver a masterclass at the CIPD's HRD
learning and development event (14-17 April) which
is being held at London's ExCel. www.cipd.co.uk/hrd
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C, MPASS HR

Does your company know the people it has, and have the people it needs?

Compass HR can give you the answer.

Call 011-5038 now for a live demo.
Start to know your human resources.

Compass™ HR is an Oracle-based software solution, part of Compass™ ERP. Compass™ is a trademark of Transtek.
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