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The Rewards and Challenges of Human Resources Management
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Learning Outcomes
After studying this chapter, students should be able to:
1.
Explain how human resource managers and other managers can have rewarding careers by helping their firms gain a sustainable competitive advantage through the strategic utilization of people.
2.
Explain how good human resource practices can help a firm’s globalization, corporate social responsibility, and sustainability efforts.

3.
Describe how technology can improve how people perform and how they are managed.

4.
Explain the dual goals HR managers have in terms of increasing productivity and controlling costs.

5.
Discuss how firms can leverage employee differences to their strategic advantage and how educational and cultural changes in the workforce are affecting how human resource managers engage employees.

6.
Provide examples of the roles and competencies of today’s HR managers and their relationship with other managers.
Generating Interest

A good way to kick off this course is 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 with which they are already familiar, they will also be exposed to new companies. The Fortune website brings the 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 they work out)

Employee suggestion programs

100 percent 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 percentage of minorities, percentage of 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 finding articles 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 how business functions, including HR, work together to achieve an organization’s success. The Baldrige Performance Excellence Program provides insight into the key factors that shape your organization’s operating environment. Go to https://www.nist.gov/baldrige/baldrige-criteria-commentary and read Baldrige Criteria Commentary. 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.
Lecture Outline
Discussion Starter #1: Will technology eliminate the need for human resource managers?
ANSWER: 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, HR functions need to be carried out by someone even if they are an additional duty for a person whose primary job is something other than HR.
Note: This question is identical to EOC Discussion Question #3. You’ll revisit it at the end of Section 1.3.
Human resources management (HRM) is the process of managing human talent to achieve an organization’s objectives.

1.1
Why Should You Study Human Resources Management? Will It Pay Off?
Figure 1.1
(1) All managers are responsible for at least some of the activities that fall into the category of management. (2) Managers play a key role in selecting employees, training and motivating them, appraising them, promoting them, and so forth. (3) Great personnel can’t be copied by your competitors. (4) It helps you understand your role.
1.1a
Human Capital and Organizational Culture

Human capital is the knowledge, skills, and capabilities of individuals that have economic value to an organization. Human capital is intangible. Managers should develop and retain top performers.
Organizational culture is the shared values, beliefs, and assumptions people in an organization have. It affects how people work together and how they treat others.
Teaching Tip: Use Figure 1.1 to examine the framework of HRM. The box containing challenges can lead into the next section, which discusses challenges companies face.
EOC Discussion Question #1: Are people always an organization’s most valuable asset? Why or why not? Suppose your boss asked you to summarize the major people-related concerns related to opening an office in India. What issues would be on your list?

1.2
Strategic and Global Challenges
Adaptability is the key to survival for an organization.
1.2a
Responding Strategically to Changes and Disruptions in the Marketplace

Agility is a firm’s ability make quick changes to gain a competitive advantage. Eliminating managerial layers is a common way of achieving agility.
The labor force can be adjusted in three ways: (1) Downsizing is the planned elimination of jobs. (2) Outsourcing is hiring someone outside the organization to perform work that formerly was done by internal employees. (3) Offshoring (global sourcing) is the business practice of sending job to other countries. All three require changes within the company.
Strategic changes can be reactive or proactive.
1.2b
Competing, Recruiting, and Staffing Globally
Importing and exporting goods and services is the easiest way to “go global.” The national identities of products are blurring. Free-trade agreements are forged between nations.
Globalization brings changes to HRM. Different cultures, laws, and business practices can cause issues for organizations.
1.2c
Setting and Achieving Corporate Social Responsibility and Sustainability Goals
Globalization has led to an improvement in people’s living standards. Corporate social responsibility is the responsibility of the firm to act in the best interests of the people and communities affected by its activities.
Sustainability is doing business in a way that does as little harm to the environment and depletes as few natural resources as possible.
Video Highlight #1: Section 1.2c: Setting and Achieving Corporate Social Responsibility and Sustainability Goals

VIDEO: A Sustainable Chef (4:55)

Today, many chefs are using their restaurants to push for sustainability and social change. Ben Shewry is one of those chefs. Shewry, who owns the restaurant Attica in Melbourne, Australia, is regarded as among the best in the world. Shewry’s menu illustrates how sustainable ingredients can be made delicious.
https://www.nytimes.com/2015/04/22/opinion/a-sustainable-chef.html 

TOPICS/CONCEPTS: sustainability, social responsibility
Discussion Starter #2: Name a company you hope to work for someday. What is its track record in terms of corporate social responsibility and sustainability? Are these factors important to you? Why or why not?
ANSWER: 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 work for a firm that does not have a bad reputation. The important thing is not the answer but the amount of thought put into it.
Note: This question is identical to EOC Discussion Question #2.

EOC Discussion Question #2: Name a company you hope to work for someday. What is its track record in terms of corporate social responsibility and sustainability? Are these factors important to you? Why or why not?

1.3
Technology Challenges
Advancements in technology have changed the business world—cloud computing and social media are prime examples. Technology requires knowledge workers rather than touch workers. Knowledge workers are workers whose responsibilities extend beyond the physical execution of work to include planning, decision-making, and problem-solving.
Knowledge-based training includes massive open online courses (MOOCs) and virtual learning. Games such as Second Life may also have a role in learning.
A human resources information system (HRIS) is a computerized system that provides current and accurate HR-related data for the purposes of control and decision-making. A HRIS is used before and after hiring employees.
Big data describes the massive amounts of data available that can be used to make decisions. Workforce (HR) analytics is the process of gathering and analyzing data to improve a firm’s human resources management. To select a HRIS, determine which HR tasks consume the most time and choose the application that gives the “biggest bang for the buck.”
EOC Discussion Question #3: Will technology eliminate the need for human resource managers?
1.4
Productivity and Cost Challenges
Spend more money to drive employee costs lower by increasing employee productivity.
1.4a
Maximizing Productivity
Productivity is the output gained from a fixed amount of inputs. Organizations can increase their productivity by (1) reducing their inputs (the cost approach) or (2) increasing the amount that employees produce by adding more human and/or physical capital to the process.
1.4b
Managing the Size of the Workforce
To manage productivity, match the size of the workforce to the demand, considering technology, the firm’s strategic direction, and global competition. Management methods include hiring additional personnel, offshoring, outsourcing, nearshoring, homeshoring, and furloughing. Nearshoring occurs when a firm relocates jobs abroad to nations closer to its domestic market. Homeshoring is the practice of outsourcing work to domestic workers who work out of their homes. Furloughing is a situation in which an organization asks or requires employees to take time off for either no pay or reduced pay.
1.4c
Managing Pay and Benefits
Although firms closely monitor employee pay and benefit programs, health care costs are a major concern. Employee leasing and freelance employees can keep these costs down. Employee leasing is the process of eliminating the jobs of employees who are then hired by a leasing company (which handles all HR-related activities) and contracting with that company to lease back the employees.
EOC Discussion Question #4: Do cost-containment pressures work against the effective management of people? Why or why not?

1.5
Employee Challenges
Figure 1.2


Figure 1.3



Figure 1.4



Figure 1.5



Figure 1.6

Companies must respond to employee concerns.
1.5a
Responding to the Demographic and Diversity Challenges of the Workforce
To support their companies’ strategies, HR managers must be aware of trends in the workforce. 
Teaching Tip: Use Figure 1.2 to examine the reasons workforce participation varies. What is the current trend in workforce participation? Ask students to consider the factors affecting it.

Ethnic and racial diversity is growing in the workplace.
Teaching Tip: Use Figure 1.3 to examine the growth of one ethnic group. Ask students how this affects the workforce.

The age distribution in the workforce is changing over time. 
Teaching Tip: Use Figure 1.4 to examine the effect of the changing age groups in the workforce. Ask students to compare how their parents approach a task to how they approach a task.
Workforce participation rates have also changed over time.
Teaching Tip: Use Figure 1.5 to examine gender trends in the workforce. Ask students who have work experience if they think they have been paid the same as others in the same job. Has gender affected their income?

Video Highlight #2: Section 1.5a: Responding to the Demographic and Diversity Challenges of the Workforce

VIDEO: Women as an Emerging Powerhouse (3:01)

In this video, Beth Brooke, Ernst & Young’s global sponsor for Diversity and Inclusiveness, discusses the state of women in the workforce and as global consumers.

https://www.youtube.com/watch?v=fmcOE-DyBCM 

TOPICS/CONCEPTS: workforce, employee challenges, diversity challenges of the workforce, gender distribution of the workforce
1.5b
Educational Shifts Affecting the Workforce
The education level of the workforce in the United States is increasing.
Teaching Tip: Use Figure 1.6 to examine the education level and unemployment rate of U.S. workers. Ask students to describe how long current graduates seek a job and how long they expect to be unemployed after graduation.

1.5c
Adapting to Cultural and Societal Changes Affecting the Workforce
Culture and society affect workers’ behavior on the job. Laws affecting employee rights change; many employee rights are affected by federal law.
As technology changes, companies develop privacy policies to protect information they collect from applicants and employees. Employers have the right to monitor employees’ behavior on the job.
Employee engagement is the extent to which employees are enthused about their work and committed to it. Engaged employees perform better than disinterested employees.
Balancing work and family continues to be a major concern for firms and their employees. Family-friendly options like telecommuting and day care are popular ways of helping employees balance work and life.
Discussion Starter #3: What are the pros and cons of having a more diverse workforce? Is the United States in a better position to compete globally because of its diverse population?

ANSWER: Students’ answers may vary. Probably most students will focus on the pros and say that the United States benefits from its diverse population. However, challenge the students to cover both sides. Those who suggest some cons will likely touch upon problems of communication and culture clash. Ask the students for ideas as to how such issues can be eliminated.
Note: This question is identical to EOC Discussion Question #5.
EOC Discussion Question #5: What are the pros and cons of having a more diverse workforce? Is the United States in a better position to compete globally because of its diverse population?

1.6
The Role HR Managers Play and Their Partnership with Other Managers
Figure 1.7


Figure 1.8

HR managers have many roles: measuring the engagement and effectiveness of their firms’ workforces, helping their firms choose the best strategies, and serving as valuable partners to other managers. Line managers are non-HR managers who are responsible for overseeing the work of other employees.
Teaching Tip: Use Figure 1.7 to discuss the growth of the HR management career field and its value to organizations.

1.6a
Responsibilities of Human Resource Managers
Responsibilities include (1) strategic advice and counsel, (2) service, (3) policy formulation and implementation, and (4) employee advocacy.

1.6b
Competencies Human Resource Managers Require
HR managers need business mastery, HR mastery, and personal credibility.
Teaching Tip: Use Figure 1.8 to discuss skills HR managers need. Ask students for examples of each skill.

EOC Discussion Question #6: In your opinion, what is the most important role HR managers play?
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.
The most basic concerns about opening 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 work for 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, HR functions need to be carried out by someone even if they are 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 United States benefits from its diverse population. However, challenge the students to cover both sides. Those who suggest some cons will likely touch upon problems of communication and culture clash. Ask the students for ideas as to how such issues can be eliminated.
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, personal credibility and/or ethics may be 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 the workforce in general needs to work successfully in HR; however, based on the focus of her efforts and on what she has indicated regarding the ideal characteristics of future HR professionals, several things are obvious. HR professionals 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 also widespread publicity regarding that environment (the newspaper recognition of the firm as one of the “Top 100 Best Companies to Work For”) which 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 that 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 that 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 also to do so in a way that will result in a delighted customer—one who will be satisfied with the 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 must 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 positioning the firm as one that is acting to reduce any negative effects might help it recruit successfully. 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, instructors might divide the class into two debate teams to discuss the question. The correctness of the statement may depend on the industry and the growth rate in that industry. 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
Group Activity

Step 1: Split into groups and select a company to which you would consider applying. 

Step 2: Assess the company’s HR policies. Consider these policies as the criteria for either joining or not joining the company. 

Step 3: Report to the class on the perceived sense of the “health” of the company’s HR policies and whether you would recommend it as a place to work.
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