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The Rewards and Challenges of Human Resources Management

The purpose of this chapter is to acquaint students with the importance of human resources management (HRM) and how it contributes to the achievement of an organization’s overall objectives. In this chapter, the discussion will focus on how people can be a source of competitive advantage, the competitive challenges facing firms, and the concerns of employees themselves. Students are made aware of some of the important efforts that both large and small companies are making to develop and utilize the talents of their people as well as the changes taking place in the work environment. The chapter will be ended with a discussion of the competencies HR managers and line managers need to possess in order to work together to make the most of employees’ talents.

Chapter Learning Outcomes






Lecture Outline
The terms human resources, human capital, intellectual assets, and talent management imply that it’s people who drive the performance of their organizations. Successful organizations are particularly adept at bringing together different kinds of people to achieve a common purpose. This is the essence of human resources management (HRM).
I. Why Should You Study Human Resources Management? Will It Pay Off?
Having a good understanding of human resources management is important for managers and entrepreneurs of all types—not just human resources (HR) personnel. All managers are responsible for at least some of the activities that fall into the category of management.

Great business plans and products and services can easily be copied by competitors. However, great personnel cannot. Their knowledge and abilities are among the most distinctive and renewable resources upon which a company can draw. Understanding human resources can help one understand his or her responsibilities and rights as an employee.
A.
Human Capital and HRM

The idea that organizations “compete through people” highlights the fact that achieving success increasingly depends on an organization’s ability to manage its human capital. The term human capital describes the employees’ knowledge, skills, abilities, and other attributes (KSAOs) that have economic value to the firm. Almost half of organizations reported that the biggest investment challenge facing organizations over the next ten years is obtaining human capital and optimizing their human capital investments.
However, unlike physical capital and resources, human capital is intangible and cannot be managed the way organizations manage jobs, products, and technologies. To build human capital in organizations, managers must continue to develop superior knowledge, skills, and experience within their workforces and retain and promote top performers.

Human resources managers and programs are often the conduit through which knowledge is developed and transferred among employees. Although “competing through people” is a major theme of human resources management, on a day-to-day basis, managers of all types have to carry out the specific activities for a company to effectively do so. Professional organizations such as the Society for Human Resource Management (SHRM) and the Human Resource Planning Society (HRPS) conduct ongoing studies of the most pressing competitive issues facing firms.
II. Strategic and Global Challenges
Given the pace of commerce, organizations can rarely stand still for long. Being able to adapt has become the key to capturing opportunities and overcoming obstacles both domestically and abroad. In fact, it is often the key to the very survival of organizations.
A.
Responding Strategically to Changes in the Marketplace
Successful companies develop a culture that just keeps moving all the time. It’s been said that “No change means no chance.” In today’s highly competitive environments in which competition is global and innovation is continuous, being able to adapt has become the key to capturing opportunities and overcoming obstacles as well as the very survival of organizations.
1.
Human Resources Managers and Business Strategies
Ten or 20 years ago, human resources personnel were often relegated to conducting administrative tasks. But that has changed. Executives know that human resource professionals can help them improve not only a company’s bottom line by streamlining employment costs but the top line by forecasting labor trends, designing new ways to acquire and utilize employees, measuring their effectiveness, and helping managers enter new markets.

Executives expect their HR personnel to be able to answer questions such as, “What is our entry strategy? Who should we send first? Where should we locate our sales, production, and other personnel, and how do we keep them safe abroad? How do we manage a crisis should it occur?”
To answer questions such as these, human resources managers need an intimate understanding of their firms’ competitive business operations and strategies, whatever they may be. Sometimes that means making adjustments to the labor force via downsizing, outsourcing, and offshoring. Downsizing is the planned elimination of jobs. Outsourcing simply means hiring someone outside the company to perform business processes that were previously done within the firm. Offshoring, also referred to as “global sourcing,” involves shifting work to locations abroad.

During economic downturns, companies often resort to these practices, along with cost-cutting strategies, such as trimming workers’ benefits. To manage change, executives and managers, including those in HR, have to envision the future, communicate this vision to employees, set clear expectations for performance, and develop the capability to execute by reorganizing people and reallocating assets. Some of the strategic changes companies pursue are reactive changes that result when external forces, such as the competition, a recession, a law change, or a crisis have already affected an organization’s performance.
Good managers know that they can be key players when it comes to driving the business strategies of their organizations in order to make changes. A rapidly growing number of companies are assigning HR representatives to their core business teams to make certain they are knowledgeable about core business issues. In addition to serving as a strategic partner to management, HR managers are also responsible for listening to and advocating on behalf of employees to make sure their interests are aligned with those of the firm and vice versa.

Spend some time discussing with students both the opportunities afforded by international business and the difficulties in managing a global workforce. Mention the challenges of different geographies, cultures, laws, and business practices such as offshoring. HRM issues such as staffing, training, compensation, and labor relations lie at the heart of these concerns. Mention to students that an entire chapter (Chapter 15) will be devoted to international issues in HRM.

Explain to students that organizations that fail to change, don’t survive. Ask students what changes they think are most important today. Ask them how HRM issues are involved. Refer to the textbook for a list of some of the major reasons why change efforts can fail and how, by contrast, some companies manage change effectively.
B.
Competing, Recruiting, and Staffing Globally
The strategies companies are pursing today increasingly involve one or more elements of globalization. Consumers around the world today want to be able to buy “anything, anytime, anywhere,” and companies are making it possible for them to do so. Partnerships, mergers, and takeovers are other ways companies both large and small are globalizing. As a result of globalization, the national identities of products are blurring too. Numerous free-trade agreements forged between nations in the last half century have helped quicken the pace of globalization.

The first major trade agreement of the twentieth century was made in 1948, after the World War II. Called the General Agreement on Tariffs and Trade (GATT), it established rules and guidelines for global commerce between nations and groups of nations. GATT paved the way for the formation of many major trade agreements and institutions, including the European Union in 1986 and the North American Free Trade Agreement (NAFTA) in 1994, encompassing the United States, Canada, and Mexico. The World Trade Organization (WTO), headquartered in Lausanne, Switzerland, now has nearly 160 member countries, and new free-trade agreements seem to be forged annually.

Emphasize that globalization, while controversial, is inevitable. Not only are employers going global, but so are employees too because the Internet has helped them locate the best opportunities worldwide, be they domestic or abroad.

1.
How Globalization Affects HRM

Due to globalization, firms have to balance a complicated set of issues related to different geographies, including different cultures, employment laws, and business practices, and the safety of employees and facilities abroad. Human resources issues underlie each of these concerns. They include such things as dealing with employees today who, via the Internet and social media, are better informed about global job opportunities and are willing to pursue them, even if it means working for competing companies or foreign companies.

C.
Setting and Achieving Corporate Social Responsibility and Sustainability Goals

Globalization has led to an improvement in people’s living standards in the last half century. As a result of free trade, Americans are able to buy products made abroad more cheaply. Some people worry that free trade is creating a “have/have not” world economy, in which the people in developing economies and the world’s environment are being exploited by companies in richer, more developed countries. This has sparked anti-free-trade protests in many nations.
Concerns such as these, coupled with corporate scandals over the years, including the use of sweatshop labor in third-world countries, have led to a new focus on corporate social responsibility, or good corporate citizenship. Ask students how many of them have heard about corporate social responsibility in some other class? If so, what did they learn about the concept? If not, based on either intuition or what they read in the text, ask them to summarize what that means to them. In order to broaden their understanding and challenge their thinking, ask students what constitutes “social responsibility.” How is it determined? Who gets to decide what is or not socially responsible? To what extent should the corporation go along with what has been deemed socially responsible and to what extent should the corporation seek to persuade others as to its view regarding social responsibility?

Sustainability is closely related to corporate social responsibility. Sustainability refers to a company’s ability to produce a good or service without depleting the world’s resources and doing the least amount of harm to the environment as possible. Achieving complete sustainability is nearly impossible, but companies are making strides to reduce their “carbon footprints.”Ask students to what extent sustainability is possible for a business to do that without causing any damage. To the extent that it is not possible in the extreme, ask them how the firm determines policy in that regard.

III. Technology Challenges

Ask students to discuss the positive and negative aspects of computers. Advancements in information technology have enabled organizations to take advantage of the information explosion. Computer networks and “cloud computing” have made it possible for nearly unlimited amounts of data to be stored, retrieved, and used in a wide variety of ways.

Collaborative software that allows workers to interface and share information with one another electronically anywhere, anytime—wikis, document-sharing platforms such as Google Docs, online chat and instant messaging, web and video conferencing, and electronic calendar systems, and social media—have changed how and where people and companies do business. Social media networking has become the new way workers find jobs and employees, recruit candidates, and check them out to see if they are acceptable candidates.

1.
From Touch Labor to Knowledge Workers

Technology has reduced the number of jobs that require little skill and increased the number of jobs that require considerable skill. This transformation has been referred to as a shift from “touch labor” to knowledge workers, in which employee responsibilities expand to include a richer array of non-routine activities that involve analyzing information and problem-solving.

Technology, transportation, communications, and utilities industries tend to spend the most on training. “Just-in-time” learning delivered via the Internet to employees’ desktops when and where they need training has become commonplace. “Virtual” learning is taking place as well.
Discuss with students their experience with jobs that have moved from “touch labor” to “knowledge workers.” Ask them what kinds of skills these new jobs require. In many cases, employee responsibilities expand to include a richer array of activities, such as planning, decision-making, and problem solving. It may be the case that current employees can be retrained to assume new roles and responsibilities. Other times new employees have to be hired. Discuss whether or not as employees they would prefer to learn via regular training, just-in-time learning, or virtual learning environments.

2.
Technology’s Effect on HRM

Perhaps the most central use of technology in HRM is an organization’s human resources information system (HRIS). Because HR affects the entire workforce—everyone who works for the company must be hired, trained, paid, and promoted, usually through HR—human resources information systems are a potent weapon used to automate payroll processing and administer of benefits programs.

Firms are also using human resources information systems to recruit, screen, and pretest applicants online before hiring them as well as to train, track, and promote employees once they have been hired. One of the first steps in choosing an HRIS is for HR personnel to evaluate the biggest “headaches” they experience, or the most time-consuming tasks, and then choose the applications that can have the strongest impact on the firm’s financial measures. Ultimately, however, an HRIS should provide HR personnel with analytical information—statistics, metrics, and so forth—that helps them analyze, refine, and better implement a firm’s strategic direction.
IV. Productivity and Cost Challenges

Labor costs are often the largest expenditures companies make, particularly in service- and knowledge-intensive firms. Companies can actually spend more money on employees and still drive overall costs lower via higher employee productivity. Employee productivity is the result of a combination of employees’ abilities, motivation, and work environment, and the technology they use to work.
A.
Maximizing Productivity
Productivity can be defined as “the output gained from a fixed amount of inputs.” Organizations can increase their productivity either by reducing their inputs or by increasing the amount that employees produce by adding more human and/or physical capital to the process. In absolute terms, the United States remains the world’s most productive nation, even when it comes to manufacturing. Have students brainstorm ways of increasing productivity either by reducing costs or by increasing the amount that employees produce.
B.
Managing the Size of the Workforce

Part of managing productivity is matching the size of the workforce to the demand requirements of a firm given technology, the firm’s strategic direction, and global competition. Outsourcing can help a firm manage the size of its workforce, reduce costs, and focus on the activities it does best. Despite the advantages offshoring and outsourcing offer, a growing number of firms are moving jobs back to their domestic markets or in-house.
Other companies are nearshoring, which is the practice of bringing jobs closer to domestic countries, and homeshoring, which is the practice of outsourcing work to domestic workers who work out of their homes. Downsizing is, of course, another way to manage the size of the workforce as is furloughing. Furloughing is the practice of requiring employees to take time off for either no pay or reduced pay.

C.
Managing Pay and Benefits

Most firms closely monitor employee pay and benefit programs. Another way firms are managing benefits is by using employee leasing. When employee leasing is used, a firm signs an agreement with a professional employer organizations (PEOs). Some companies are able to hire talented employees by offering them a great deal of job security and fantastic benefits. However, most companies, especially small ones or ones that are struggling, find it hard to compete with bigger firms.

V. Employee Challenges
In addition to the strategic challenges that companies face, they also must attend to some very important employee concerns. Those challenges span a wide range of important concerns such as job security, health care, diversity, employee rights, and the like.

A.
Responding to the Demographic and Diversity Challenges of the Workforce

To forecast trends to support the strategies of their organizations, HR managers frequently analyze the capabilities of different demographic groups and how well each is represented in both fast-growing and slow-growing occupations.
1.
Ethnic and Racial Diversity in the Workforce
Minorities in the United States are increasing relative to the total population. U.S. workers are becoming more diverse as well. Firms have long been criticized for hiring immigrant workers—both legal and illegal—because people believe they prevent U.S. citizens from getting jobs. It is not just the most highly educated who are in demand either.
Moreover, in recent years, the federal governments, and state governments have tried to a greater extent to crack down on firms that hire illegal immigrants or pass laws making it more difficult for them to live and work in the United States. Congress has vowed to overhaul immigration laws, possibly giving migrant workers guest status and long-term migrant workers legal status.

Ask students to identify how demographic issues relate to HRM. Point out that managing ethnic and racial diversity means being acutely aware of characteristics common to employees while also managing these employees as individuals.

2.
Age Distribution of the Workforce
A significant proportion of American workers—77 million baby boomers—are hitting retirement age. Not all baby boomers are dropping out of the workforce or are retiring, though. HR managers today are, in fact, finding that hiring older workers can be a win-win situation for both older employers and the firms that hire them.
The millennial generation, of which you may be a member, is also having an effect on the labor market right now. Also known as Generation Y, millennials are generally regarded as having good technological know-how and initiative, especially when it comes to starting their own businesses.
The other major generation in the workforce is Generation X, people born between 1964 and 1979. Many members of Generation X watched their baby-boomer parents get downsized at some point in their lives. Managers can find themselves challenged in terms of getting the three generations to work well together.
3.
Gender Distribution of the Workforce

Women now constitute a little under half of the U.S. workforce. About 60 percent of women age 16 and older are in the labor force, and approximately 70 percent of mothers with school-age children are employed in some capacity. The educational attainment of women is also increasing relative to men. Women who are employed full time today make about 79 percent of what men employed full time make. However, some studies have found that younger women in urban areas make more than their male counterparts. Employers wanting to attract the talent that women have to offer are taking measures to ensure they are treated equally in the workplace in terms of their advancement opportunities and compensation. Harnessing a company’s talent means being aware of characteristics common to employees while also managing these employees as individuals. Encourage students to discuss employment conditions, as they exist today for working mothers, and the possible steps employers and the larger society should take to accommodate them at the workplace.
B.
Adapting to Educational Shifts Affecting the Workforce

Over the years, the educational attainment of the U.S. labor force has risen dramatically. Despite the fact the educational attainment of the labor force has risen in general, American students’ math and science test scores lag behind those of students in China, Japan, Singapore, Finland, and several other nations. For the United States this means that as the baby boomers retire, the problem will likely worsen.
C.
Adapting to Cultural and Societal Changes Affecting the Workforce
The attitudes, beliefs, values, and customs of people in a society are an integral part of their culture. Their culture and society affect their behavior on the job and the environment within the organization, influencing their reactions to work assignments, leadership styles, and reward systems.

1.
Changing Employee Rights
Laws affecting employee rights are continually changing. Among them are laws granting employees the right to equal employment opportunities; union representation if they desire it; and a safe and healthful work environment; unemployment and health-care benefits as required by law and the regulation of pension plans by the government; equal pay for equal work; and so on.

2.
Heightened Privacy Concerns of Employees

HR managers and their staff members, as well as line managers in positions of responsibility, generally recognize the importance of discretion in handling all types of information about employees. Since the passage of the federal Privacy Act of 1974, increased attention to privacy has been evident, heightened by the increase in identity theft in recent years. While the act applies almost exclusively to records maintained by federal agencies, it has drawn attention to the importance of privacy and has led to the passage of additional privacy legislation, including the Health Insurance Portability and Accountability Act of 1996 (HIPAA) and the associated privacy rule issued by the U.S. Department of Health and Human Services, which protects the use and disclosure of personal medical information.
Explain to students that not all employee communications in the workplace (e-mail and instant messaging, for example) are legally private. Ask students to discuss whether or not they think these communications should be used. Then ask students if they were business owners, rather than employees of a company, and whether they would have a different opinion.

In addition to implementing privacy policies, most companies try to limit the use of Social Security numbers on time sheets, log-in sheets, and other employment forms. Although the Electronic Communications Privacy Act of 1986 protects people’s electronic communications such as their e-mail, the rules are different when it comes to the privacy that employees can expect with regard to their electronic communications at work. Camera surveillance in the workplace is also an issue, as is the use of the Global Positioning System (GPS). In most U.S. states it’s legal for employers to require their employees to give passwords to social networking sites.
Point out that the information employees post on the Web—either on social networking sites like Facebook or on job-hunting sites such as Monster.com—have also become subject to scrutiny by employers. Electronic surveillance in the workplace is also becoming an issue.
3.
Changing Attitudes toward Work and How They Relate to Employee Engagement
Employees today are less likely to define their personal success only in terms of financial gains. People also appear to be seeking ways of living that are less complicated but more meaningful. Employee engagement can be defined as the extent to which employees are enthused about their work and committed to it. Ask students to comment about their views toward work relative to, for instance, the views of their parents or relatives. How important is climbing the corporate ladder to them?

4.
Balancing Work and Family

Even though new Census Bureau figures show couples postponing marriage and parenthood, balancing work and family continues to be a major concern for firms and their employees. Complicating the task is the fact that today’s families are also more diverse. Competitive organizations are finding it advantageous to provide employees with more family-friendly options.
Companies with programs such as these calculate that accommodating their employees’ individual needs and circumstances is a powerful way to attract and retain top-caliber people. Family-friendly companies have to balance the benefits they provide to families versus their single employees.
VI. The Role HR Managers Play and Their Partnership with Other Managers
HR managers can play a key role in terms of helping their firms meet challenges. HR managers can measure the engagement and effectiveness of their firms’ workforces. By first seeing differences such as these, exploring them, and then discovering how they can provide value to the organization, HR managers can leverage those differences. Similarly, by staying abreast of workforce trends and developments and gathering and analyzing data, HR managers can help theirs firms choose the best strategies when it comes to competing globally, selecting human resources systems that are ideal for a firm and its workers, maximizing productivity, managing benefits, and so on.
HR managers also serve as valuable partners to other managers, including line managers. Line managers are non-HR managers who are responsible for overseeing the work of other employees. Just as there are different types of line managers who specialize in different functions there are different types of human resources managers who specialize in different HR functions. The Bureau of Labor Statistics has forecasted that the number of HR managers needed is expected to grow between 2012 and 2022.
A.
Responsibilities of the Human Resources Managers
The major activities for which HR managers are typically responsible are as follows:

· Strategic advice and counsel—the HR manager often serves as an in-house consultant to supervisors, managers, and executives.
· Service—HR managers perform a host of service activities such as recruiting, selecting, testing, and planning and conducting training programs.
· Policy formulation and implementation—HR managers generally propose and draft new policies or policy revisions to cover recurring problems or to prevent anticipated problems.

· Employee advocacy—HR managers listen to employees’ concerns and representing their needs to managers to make certain that the interests of employees and the interests of the organization are aligned with one another.

B.
Competencies Human Resources Managers Require
As top executives expect HR managers to assume a broader role in overall organizational strategy, many of these managers will need to acquire a complementary set of competencies. These competencies are as follows:
· Business mastery—HR professionals need to know the businesses of their organizations and their strategies thoroughly.

· HR mastery—HR professionals should develop expert knowledge in the areas of staffing, development, appraisals, rewards, team building, performance measurement, and communication.
· Personal credibility—credibility and trust are earned by developing good relationships with people both internal and external to the firm, demonstrating the values of the firm, standing up for one’s own beliefs,and dealing with all parties equitably.

Answers to End-of-Chapter Discussion Questions
1.
Contrary to what many managers might say, people are not always an organization’s most important asset. In fact, many times, managers adversely affect the impact employees can have on the organization (e.g., by designing jobs that don’t let individual talents show, by not giving employees input into decisions, and so on). Employees can be the most important asset and directly impact the competitiveness of an organization under certain circumstances.

Some of the most basic concerns about opening up an office in another country include legal, cultural, and administrative differences. Students should be made aware of the options an organization has in terms of hiring people from the host country versus sending over expatriates. Depending on the people hired, training issues become important, as do issues related to pay, career development, and the like. 

2.
Students’ answers will be based on their values and background. Some students may be more focused on day-to-day personal needs and others on broader societal or global concerns. In general, most students would prefer to be identified with a firm that does not have a bad reputation. The important thing is not the answer but the amount of thought put into it.

3.
Students’ answers will vary. Any answer is at least partially speculative. Regardless of how students respond, it seems reasonable that as long as an organization consists of human beings that HR functions will need to be carried out by someone even if it is being done as an additional duty for a person whose primary job is something other than HR.

4.
Students’ answers may vary. This is an interesting opinion question. Perhaps the class can be divided into discussion groups, who will report back to the class with their perspective. Most likely the class will conclude that it is indeed possible to demoralize employees by cuts in pay and benefits or by creating schedules and working conditions that would normally be unacceptable. It is also possible that a group of people could experience those same problems and have high morale if they believe they are doing so for a worthy cause or that what they are enduring is only temporary and will result in a far better situation in the future.

5.
Students’ answers may vary. Probably most students will focus on the pros and say that the U.S. benefits from its diverse population. Some students will take that position because that is what they believe and others will do because they think that is what the instructor believes - and those students want to make an “A!” However, challenge the students to cover both sides. Those who manage to suggest some cons will likely touch upon problems of communication and culture clash. With regard to any problems, it might be well to ask for ideas as to how such problems can be minimized.

6.
Students’ answers will vary. This question is meant to stimulate conversation about the complementary roles within HRM—how they fit together and support the business. Without any one of the roles, the pyramid topples. In today’s organizations, it may be the case that personal credibility and/or ethics is the most central role. Without it, nothing else much matters.

Notes for End-of-Chapter Case Studies

Case Study 1: New HR Strategy Makes Lloyd’s A “Best Company”

1.
The case does not specify the skills that Black thinks that the workforce in general needs to work successfully in the area of HR but based on the focus of her efforts and on what she has indicated regarding the ideal characteristics of future HR professionals, there are several things that are obvious. Regarding HR professionals, they need to develop certain attitudes and understanding and be able to focus. As she put it, “They must understand change and transformation, excel at operations, and balance tactical and strategic thinking and acting. They will have to be able to manage and navigate organizational complexity and ambiguities and not be afraid to say no occasionally in order to establish appropriate boundaries with the business.” For the general workforce, their demonstration of the ability to respond positively to change was a plus for her and a characteristic that will need to be maintained and enhanced for the future.

2.
Some of the outcomes of the company’s new HR strategy include not only a more positive internal organizational environment in which employees can function more effectively but widespread publicity regarding that environment (the newspaper recognition of the firm as one of the “Top 100 Best Companies to Work For”) makes it easier to attract valuable talent to the firm.

3.
Some of the challenges of establishing HR policies for a global company include culture (along with religion), communication, laws, and economic systems. A policy that is viewed as desirable in one country might be viewed as evil in another. Language barriers and subtleties in the way information is presented create the risk of misunderstanding. Laws in some countries might prohibit certain policies. The economic system and related values might make it difficult to implement some policies. Encourage students to add to this list and suggest specific applications.

4.
Situations that might require an HR manager to say “no” could involve almost any HR policy or objective which might pay off for the firm but not for a given person, department or team. Black spoke of the need to say no in order to establish appropriate boundaries—without specifying what those boundaries might be. For example, the manager of a given department has a vision of what he or she wishes to accomplish. He or she may wish to be given priority regarding new hires who have certain skills but HR might be obligated to make those hires available to other parts of the firm where they can be used to greater advantage. Ask students to give examples of instances in which a manager must avoid pleasing everyone if he or she is to be successful.

Case Study 2: Shell’s Top Recruiter Takes His Cues from Marketing

1.
Recruitment by its very nature involves marketing. Firms who have an abundance of highly qualified applicants trying to sell themselves in pursuit of a limited number of jobs do not need to recruit. However, marketing not only seeks to sell something to a customer but to do so in way that will result in a delighted customer—one who will be satisfied with product or service. Effective recruiting needs to do the same. Recruiting needs to result in an employee who will enthusiastically blend into the firm. In addition to recruiting, training will be more effective if it is “sold” to the trainees. Implementation of various HR policies will be more successful if employees implement them because they want to do so—not just because they have to comply.

2.
Students’ answers will vary. However, some may say that to become an employer of choice a firm needs to understand the needs and values of the type of employees the firm seeks to attract—their age, educational level, values, etc. For instance, it might be difficult for an oil company to attract candidates who believe that the petroleum industry is a primary cause of global warming, but perhaps by positioning the firm as one that is taking action to reduce any negative effects it might then be successful in recruiting. There is no correct answer to the question—the important thing is the thought put into the answer.

3.
Students’ answers will vary. Depending on the size of the class, perhaps instructors might form the class into two debate teams to discuss the question. The correctness of the statement may depend on the industry but to the extent that industries grow at a faster pace than the growth in the number of qualified applicants, Singh may be prophetic.
Flip Tips

Activity 1:
Before participating in this activity, students should have read Chapter 1 in the textbook “The Rewards and Challenges of Human Resources Management.” After that ask them to divide themselves into groups and select a company that they would consider applying to. Following that the students should make an assessment of the HR policies of the company. Students can consider these policies as the criteria for either joining the company or deciding against it. After doing so they can report out to the classroom on their perceived sense of the “health” of the HR policies of the company and whether they would recommend it as a place to work.
Activity 2:

Divide students into small groups of approximately three people per group. Assign each group the role of the owner of a small scale business, large scale business, or business that has just entered the market—or allow groups to select the role they prefer. Ask students to consider the following questions and then prepare a statement to be shared with employees, customers, and potential customers regarding the company’s HR policies. Once each group has prepared its statement, all groups should share their statements with the class, with the other students taking on the role of employees or customers and reacting to the company’s.
Questions
· How can good HR practices help increase productivity and control costs?
· How can the use of technology improve the management of people?
· Discuss the effect of downsizing, outsourcing, and offshoring on a company.
· What strategies can be used by the company for competing, recruiting, and staffing globally?

· What are the challenges posed by globalization to a company? How will this affect the formulation of HR policies?
This activity will help students understand the function of good HR practices that would help any type of organization at various stages of growth. Also, this discussion would encourage students to think about the different aspects involved in HRM and understand the fact that HR policies need to be tailored to the needs of each company.
HRM Challenge Exercise Answers

Identify from the list below six competitive challenges that HRC as an organization may face:

· Legal changes

· Competing, recruiting, and staffing globally

· Diversity of the workforce

· Embracing new technology

· Public relations

· Managing Change

· Managing talent or human capital

· Work/life balance

· Responding to the market

· Containing costs
Feedback Newman’s top competitive challenges are:

· Competing, recruiting, and staffing globally

· Embracing new technology

· Managing Change

· Managing talent or human capital

· Responding to the market

· Containing costs

Identify from the list below six potential HRC employee concerns:

•
Background diversity
· Technology

•
Gender issues
•
Profitability

•
Job security
•
Cost containment

•
Employee rights
•
Privacy issues
•
Work attitudes
•
Labor shortages

Feedback Newman’s top employee concerns are:

· Background diversity

· Age distribution

· Gender issues

· Job security

· Educational levels

· Employee rights

· Privacy issues

· Work attitudes

· Family concerns

Identify from the list below six potential functions that Human Resources can help with to blend or balance the organization’s competitive challenges with employee concerns.

· Planning

· Budgeting

· Technology

· Job design

· Training/development

· Segmentation

· Communications

· Compensation

· Gender issues

· Labor relations

Feedback Newman’s top human resource functions list:

· Planning

· Recruitment

· Staffing

· Job design

· Training/development

· Appraisal

· Communications

· Compensation

· Benefits

· Labor relations

What will you recommend to Mary regarding hiring managers?

Hire local managers

Relocate managers

Students can choose either of these, as long as they give a reasonable explanation for their choice. (See explanations below.)

Why did you make this recommendation?

Students may choose to hire local managers because of the lower cost, and because local managers will be more familiar with local business customs. In addition, local managers may be better able to hire local employees, as they will speak the language and understand local selection processes.    Finally, the company may want to hire local managers in order to improve the company’s reputation with the community. Local customers may be more likely to respond well to a business run by people from their own culture.
Students may choose to relocate managers because managers from the home country will be able to train new employees on proprietary processes and products. In addition, if the company wants their new location in China to maintain a culture similar to the culture in the U.S., staffing the new location with U.S. managers will help them to achieve that. Managers who are relocated are likely to have a better understanding of home country business laws and practices, and that will be helpful to the extent that those laws and practices must be followed in China. Finally, relocating managers from the home country can train those relocated managers in global issues and prepare them for career advancement. 

Identify the role HR can play in terms of recruitment and selection and what role a line manager like John would play? 

HR Role in Recruitment and Selection


Feedback provided to students:

HR Managers have several responsibilities.  

You have to be able to provide advice and counsel to supervisors, managers, and executives.  By combining knowledge of internal employment issues such as policies, labor agreements, past practices, ethics and corporate governance and the needs of employees with awareness of external trends such as economic and employment data, legal and regulatory issues, and the like) HR managers can be an invaluable resource for making decisions.

There are a host of service activities such as recruitment and selection, testing, planning and conducting training programs, and hearing employee concerns and complaints.  Technical expertise in these areas must be combined with the ability to consider the viewpoint of line managers and communicate with them to ensure they understand HR is there to help them achieve their goals.

HR Managers may help with policy formation and implementation.  Importantly, HR managers are quite often a resource for managers who need help interpreting policy.

HR Managers also serve an important role in listening to employees concerns and representing them to managers.

Although HR managers have the responsibility for coordinating programs and policies pertaining to people-related issues, managers and employees themselves are ultimately responsible for performing these functions.

Line Manager Role in Recruitment and Selection

Feedback is not shown to students:

Line managers play an important role in recruitment and selection because they have the most knowledge about the job for which they are hiring. HR employees should work with line managers to be sure that job descriptions are accurate. Those job descriptions can be used to create good recruiting notices and job sample tests, as well as for evaluating applicants. Although HR managers typically do the initial screening of applicants, line managers make the final hiring decision. It is important for HR to work with line managers at every step in the recruitment and selection process.
What will you recommend to Mary regarding the no layoff policy?

Advocate for it

Advocate against it

Why did you make this recommendation?

Students may advocate for the no layoff policy because it will give HRC a better work environment, as shown in remarks from Gary Laabs. It is likely to decrease employee turnover and give employees a greater sense of job security, which may improve overall performance levels in the company. In addition, policies such as “no layoffs” can attract better job applicants to the company. Note that a “no layoff” policy does not mean that the company will not lose employees. Employees will leave the company voluntarily, and if the company does not replace those employees in the U.S., it will be able to hire more workers in China. Thus, Mary will accomplish her objectives, while the employees are treated more fairly.

Students may advocate against the no layoff policy because it will allow HRC to maintain more flexibility in a changing environment. If HRC is hoping to cut costs by opening it’s China operation, the quickest way to do that will be to lay off U.S. workers and replace them with Chinese workers. In addition, if HRC needs employees with new and specialized skills to implement new strategies, they may have to lay off some of their older workers to bring the new workers into the company. Note, however, that HR experts say that doing better workforce planning may be a better solution than downsizing and lay offs. If the company can pinpoint skills that are no longer needed, low impact jobs, and poor performers in advance of a crisis, they will be better able to address those issues as needed, rather than letting a percentage of their employees go during difficult times. Students may also mention that the company could consider replacing full time workers with part-time or contract workers who can be let go as necessary.
Solutions for Integrative Cases

Microsoft’s MACH Program Designed      to Help Millennial Grads 
Make a Difference—Fast

1. Traditional forms of orientation tend to be very brief, even just a day or week long. With orientation, new employees are typically introduced into their new job environments, given a brief overview of rules and policies, and then left on their own with little follow-up from upper management or HR. Onboarding is an attempt to provide a better, ongoing assimilation of new employees into the corporate culture. It strives to make new employees feel that they’re part of the organization, that their new co-workers care and are available for help, and that they have the means of absorbing the organization’s culture and practices.

2. The case suggests that new employees were getting lost in the shuffle at this very large corporation. They did not feel welcome, and their skills were not being used effectively, which made these well-educated employees feel dissatisfied. Thus, Microsoft was investing time and effort into recruiting, hiring, and training well-qualified talent, only to turn around and lose that talent a year or two later. Although the MACH program has effectively addressed this problem, it is expensive and time-consuming to run, and it places a burden on long-term employees to devote time to mentoring when they might not feel able, adequate, or motivated to do so.

3. Bright, well-educated, motivated people naturally want to work for employers who are going to utilize, recognize, and reward their talents and efforts. By establishing a program like MACH, Microsoft is formally telling prospective employees that it is that kind of employer, thus enabling Microsoft to attract the best and brightest.

Integrated Cases – Chapter and Topic Guide

	Case Title
	Covers Material in Chapters
	Case Topics

	1. Microsoft’s Mach Program Designed to Help Millennial Grads Make A Difference—Fast
	5, 7
	Employee orientation, employee development, onboarding

	2. BNSF Railway: Training New Hires for Safety
	7, 12
	Training, cross-training, safety, realistic job previews

	3. Job Analysis and Hiring Decisions at Ovania Chemical
	4, 6
	Job analysis, discrimination, realistic job preview, selection, legal issues, validity

	4. Ill-Fated Love at Centrex Electronics
	13
	Employment-at-will, flexible work hours, employee romance, employment policies, employee relations

	5. Pepper Construction Group: Change in Safety Leads to Decline in Injuries and Illnesses
	12
	Safety, teamwork, subcontractors, employee morale, mission statement

	6. Realigning HR Practices at Egan’s Clothiers
	2, 9, 16
	Performance appraisal, compensation, absenteeism, performance, HR systems and practices, HR strategy

	7. A Performance Appraisal Snafu
	8
	Performance appraisal, goal setting, performance appraisal errors, self-reviews, performance appraisal communication, peer appraisals, employee attitudes and behaviors

	8. The Last Straw for Aero Engine
	13
	Employee discipline, employee relations, progressive discipline, performance appraisal, due process

	9. Employee Selection and Training at Meadowbrook Golf and Golf Ventures West
	7
	Selection, training, individual differences, competency assessment, needs analysis, motivation, management styles

	10. Newell’s Decision to Downsize: An Ethical Dilemma
	1, 2, 3, 11
	Layoffs, downsizing, employee relations, discrimination, diversity, HR strategy, buyout, seniority, employee performance, equity and fairness

	11. Someone Has to Go: A Tough Layoff Decision
	3, 8, 14
	Layoff, severance packages, employee performance, legal issues related to layoffs, discrimination, termination interviews


	The Challenge of Human Resources Management
	Chapter
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This chapter lays the foundation for the course by explaining why studying HRM is important, describing the real-world challenges organizations face today, and focusing on the need to develop a skilled and flexible workforce in order to compete in the 21st century. In addition, this chapter provides another important context for understanding HRM by discussing the impact of demographics and the concerns that employees bring to their workplaces. Finally, this introductory chapter provides a basic description of the HR managers’ responsibilities, the skill sets that contribute to their success, and the necessity of all managerial and supervisory employees to understand how to fully utilize the assistance and services offered by HR.
Chapter Outline
I. Why Should You Study Human Resources Management? Will It Pay Off?

A. Human Capital and HRM

II. Strategic and Global Challenges

A. Responding Strategically to Changes in the Marketplace

1. Human Resources Managers and Business Strategies
B. Competing, Recruiting, and Staffing Globally

1. How Globalization Affects HRM

C. Setting and Achieving Corporate Social Responsibility and Sustainability Goals

III. Technology Challenges

1. From Touch Labor to Knowledge Workers

2. Technology’s Effect on HRM

IV. Productivity and Cost Challenges

A. Maximizing Productivity

B. Managing the Size of the Workforce

C. Managing Pay and Benefits

V. Employee Challenges
A. Responding to the Demographic and Diversity Challenges of the Workforce

1. Ethnic and Racial Diversity in the Workplace

2. Age Distribution of the Workforce

3. Gender Distribution of the Workforce

B. Adapting to Educational Shifts Affecting the Workforce

C. Adapting to Cultural and Societal Changes Affecting the Workforce

1. Challenging Employee Rights

2. Heightened Privacy Concerns of Employees

3. Changing Attitudes toward Work and How They Relate to Employee Engagement
4. Balancing Work and Family

VI. The Role HR Managers Play and Their Partnership with Other Managers

A. Responsibilities of Human Resources Managers

B. Competencies Human Resources Managers Require

Generating Interest

A good way to kick off this course is with this simple statement that is probably true at least 80 percent of the time: “The way management treats the employees is the way employees will treat the customers.”

This statement can be proven by acquainting your students with Fortune magazine’s annual ranking of the “100 Best Companies to Work for.” Locate the link to the most recent edition at www.fortune.com. Introduce the students to these highly ranked companies and how their HR focus contributes to their landing on this list.

In addition to students learning more about companies they are already familiar with, they will also be exposed to new companies. The website brings real world into the classroom via photographs and video clips. The annual ranking shows how companies meet their employees’ needs through various HR programs by providing:

· ESOPs

· Stock options

· Raises

· Unusual perks (doggie day care, onsite farmers’ market, three months’ paid maternity leave, free gourmet food, incredible fitness facilities that will detail employees’ cars or do their dry-cleaning while employees work out)

· Employee suggestion programs

· 100% health insurance coverage

· Companywide outings, such as white-water rafting and renting an entire theater for the day so that employees can see a first-run blockbuster film

· Paid time to do volunteer work in the community

· Unique reward programs

Many other areas can be discussed as they relate to this introductory chapter: the % minorities, % women, and voluntary turnover statistics.

Finally, prove the rest of the statement that “the way management treats the employees is the way employees will treat the customers” by going to www.greatplacetowork.com and find the graphs that illustrate that “Great workplaces outperform their peers.”
The HRM Cycle can play out at least two ways:

· If management treats employees well, the odds increase that employees will treat the customers well. Happy customers typically become repeat customers, which can positively impact the company’s financial performance, which can help the company improve its compensation and benefits packages.

· If management does not treat employees well, the odds increase that employees will not treat the customers well. Unhappy customers often take their business elsewhere, which can negatively impact the bottom line, which can mean that management has to cut back, which often results in continued poor treatment of employees by management.
Dealing with Trouble Spots
Many students who take this course have their perspectives dramatically broadened regarding the important role HR plays in an organization’s success. The Baldrige National Quality Program provides a helpful model for putting HR in the broader organizational context. Download the document at www.quality.nist.gov/Business_Criteria.htm. Locate the model entitled, “Baldrige Criteria for Performance Excellence Framework: A Systems Perspective” and the subsequent discussion of the “Workforce Focus.” Presenting this material to your students can help them begin the course with the big-picture organizational perspective that provides a framework for seeing the importance of HR.
Involving Students

Ask students to share personal experiences that either support or contradict the above model, “The HRM Cycle.”
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LEARNING OUTCOME 2





	Explain how human resources managers and other managers can


	have rewarding careers by helping their firms gain a sustainable


	competitive advantage through the strategic utilization of people.





	Explain how good human resources practices can help a firm’s


	globalization, corporate-social responsibility, and sustainability


	efforts.





	Describe how technology can improve how people perform and are


	managed.





Explain the dual goals HR managers have in terms of increasing productivity and controlling costs.

















	Explain the dual goals HR managers havein terms of increasing


	productivity and controlling costs.
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LEARNING OUTCOME 3





LEARNING OUTCOME 4














	Discuss how firms can leverage employee differencesto their


	strategic advantage and how educational and culturalchanges in


	the workforce are affecting how human resources managers engage employees.





	Provide examples of the roles and competencies of today’s HR


	managers and their relationship with other managers.
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