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ast vear at this time, Human
Resource Planning published a special
edition to introduce its readers to the
HRPS Knowledge Areas. These five areas
are strategically important to organizations
and their leaders and have become the tocus

of the HRPS learning agenda:

1. HR Strategy and Planning

2. Leadership Development

3. Talent Management

4. Organizational Effectiveness

5. Building a Strategic HR Function

The special edition featured “white
paper” articles by Huwuman Resource
Planning’s editors or their associates to pro-
vide an historical perspective on each
knowledge area and to identify the key
issues facing the HR profession.

Later, in a Thought Leader Exchange at
the HRPS Annual Conference, the HRPS
Board of Directors, members of the
Corporate Sponsor Forum, members of the
HRPS Publications Commuittee, and invited
thought leaders from HR gathered to
discuss the implications of the issues identi-
fied by the editors as they recapped their
articles. The HRPS learning agenda was
first summarized by Richard Vosburgh,
executive editor of the journal. He set the
context of “past, present, and future™ of the
HR protession, which was then represented
in the white papers for each ot the knowl-
edge areas. Joseph McCann helped facilitate
the discussion, which is summarized in the
paragraphs that follow. An updated version
of the learning agenda matrix is given in
Exhibit 1.

Our readers are invited to reacquaint
themselves with the special edition (2004:
Volume 27, Issue 1) and to reflect on the
challenges to be faced in 2005 and beyond.

A PDF copy of this issue can be
purchased at www.hrps.org.

HR Strategy and Planning

(Editor: Ed Gubman, Strategic Talent
Solutions)

Our discussion centered around a key ques-
tion: Is it possible to build strategy in the
face of a “strategy-poor™ era, in which the
operating model and execution dominate,
and strategy, new directions. and disruptive
innovation are absent in many companies?
Right now, as illustrated in Exhibit 2 on
page 9, HR is focused on “results strate-
gies.” Are these strategies at all, or just
goals and measures? In considering this
question, the discussion took two related
turns:

l. Clearly, the emphasis is on results. To
have strategic impact, HR must have the
leadership/influence skills to produce
results. Having the skill to identify issues
and build strategies is important, but the
best strategy in the world may fail without
someone to influence its implementa-
tion. A member of the group quickly
drew the diagram in Exhibit 3 on page 9.

2. Ultimately, HR strategy is driven not by
the personal influence of the leader
(although this 1s a mitigating factor), but
by the talent in the organization. Talent
quality 1s a critical enabler of organiza-
tional eftfectiveness. The foundation of
a great company is an organizational
culture that understands talent and uses
It as a competitive advantage.

Two other points of discussion are note-
worthy:

[. Disruption is clearly a moderator of
strategy. Examples of change were given
to illustrate:

e A company's market-driven focus caus-
es continuous change bur is a normal

factor in strategic planning.

* A new regulation, like the Sarbanes-
Oxley Act, is an episodic change,
temporarily disruptive, but handled

operationally.

¢ A change in CEOs is a disruptive
change that often results in sharp
strategic turns.

2. There is still room for debate on which
comes first: leaders ro build strategies, or
strategies that enable leaders.

Leadership Development

(Editor: Rich Hughes, Center for Creative
Leadership)

There is a growing concern that too much
of leadership development has been
tocused on the leader rather than on
leaderSHIP. The complexities of today’s
organizations are frequently beyvond the
capability of an individual leader to
manage. While not neglecting the individ-
ual, attention needs to be given to the orga-
nizational context, the connections, and the
system in which leaders must operate.
Emphasis must be placed not only on the tit
for the job, but also on the fit for the orga-
nization and the ability to operate in an
environment requiring support, alignment,
and trust. The focus on individual leaders
has created such an elite class at the top of
the organization that the leaders are no
longer able to engage people emotionally,
whether on the senior management team or
among those they lead below that level.

Leadership 1s especially imporrant now.
Surveys show workplace satisfaction 1s low.
At the same time, retention and engagement
have become common measurements of
leader success. Whether called emotional 1QQ
or authentic leadership, “balance™ 1s the
watchword for the future in leadership devel-
opment. Balanced leadership works within
the organization and mobilizes the whole
system to create both a great place to work
and a highly productive environment.

HR needs to examine its part in creating
elite, “unbalanced” leaders and to rethink
the leadership development it manages.
Future training should be directed at three
specific areas:

|. Alignment: Focus on organizational
effectiveness
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2005: The HRPS Learning Agenda and Knowledge Management Strategy

MISSION: To help organizations enhance their performance through strategic management of their human resources.

VISION:  To be the preferred provider of leading-edge HR knowledge in key strategic areas.

STRATEGY: To bring together a diverse group of thought leaders and practitioners and to align our resources to extend knowledge in
selected areas.
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Current Emphasis on Results Strategies

1980s: Functional 1990s: Capability 2000s: Results
Strategies Strategies Strategies
Economy Technology
1. Attract, develop, and retain talent
2. Align, engage, measure, and
reward performance
3. Control/reduce HR spending K
Globalization Workforce

Change, Continuity, and Context in HR Strategy and Planning

2. Teamwork: Focus on building cross-

organizational, cross-cultural skills

3. Credibility: Focus on developing a
lcadership team that evervone in the

organization will want to follow

As the group progressed through the dis-
cussion, the matrix in Exhibit 4 (see page
10) took shape as a way ro describe the bal-
anced approach to leaderSHIP required tor
success in an environment requiring agility

and resilience.

Talent Management
(Editor: Fred Frank, TalentKeepers)

The discussion participants quickly agreed
that retennon and engagement are key
clements of talent management; however,
a new ingredient 1s outsourcing. One
participant likened the current situation to
a battleship structure on a canoe: The old
pyvramid structure has been inverted as we
have downsized and outsourced the organi-
zational base and we are lett supporting
a top-heavy organization. One major

question 1s: “How do |"u.‘1‘.+|"i|r.‘ teel as tllt‘}'
look at their organization: Hopetul about

the future and their careers, or despairing?

The fragility of organizations has an
impact on attraction and retention, and
makes it much harder to engage emplovees.
A tramn wreck is ahead: Many people lack
rrust in their organizations and their lead-
ers. Thev are waiting for the economy to
turn so they can leave them. Although man-

agement may be able to have productivity

without trust, engagement is ditticult to
have withourt trust. Anv lack of informarion
about the business, one’s job, or future
career prospects creates fear rather than
trust.

In this environment, the work done on
emplovment branding may be an Achilles
heel as L‘tlllq':;'lnit'n tail to deliver on the
promise of the brand. Management, includ-
ing HR management, has not always been
good at selecting l..'I'I'II‘I'l{'I}'l.'L'."s.. dL'rulnpin;:
alternative sources of talent, and developing
entreprencurship within the companv. Nor
have we been y,m:-d Al .'1T'|;1|}'?i1‘|5.', our work-
torce. Some L‘|l1p|n}'r:c!- may be E‘l;tpp}' to have
a job (this will likely change as the economy
continues to improve), or just a different job,
bur other L‘Ill|1|u}1'1:.-. are |-:.L'}' to the ur;_'_;lm.r.;‘l-
rion’s future and require more attention,

The issue is whether we really know how
to create an environment for }"uhi[i‘u'l: churn,
as GE does for leadership and McKinsey for
consultants. It we do nort take acnion, we
can count on small businesses soaking up
talent, L*!l}[‘slug.'cux ii;‘&!i!lg out of corporate
lite in favor of the intrinsic rewards resident
in teaching and not-tor-profit organizations,
and worse, a political response resulting in

unwanted legislation.

Organizational Effectiveness

(Editor: Joseph McCann,
The University of Tampa)

Coming back to rtopics discussed under
leadership development, the group distin-
guished berween agiliey  (tlexibility) and
resiliency (the ability to bounce back).
Agility has to do with adaptation; resiliency
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Balanced Approach to LeaderSHIP

has to do with reinvention and hardiness,
and encompasses protection, time to heal,
and healthy egos. Agility is more related to
the individual and how the individual copes
with adversity and avoids risk. Resilience,
on the other hand, 1s more related ro the
organmization and how the organization
handles adversity and tolerates risk. An
analogy in the health field s prevention
versus treatment. “Opportunism,”™ “pre-
paredness,” and “balance™ are words rhart
come to mind when thinking of the two
concepts.

This discussion is not commonly the
background for talking about organizational
effectiveness, but the connection was easily
made by the group. Without agility and
resiliency, individuals and the organization
cannot long sustain their effectiveness in the
uncertain, globally compertitive environ-
ment most of us operate in today. Many
questions come to mind for HR to answer:

m What kind of diagnostics are in place to
measure agility and resiliency ar all levels?

m Have the risks to be avoided or tolerated
in the environment been identified n
order to deal with them effectively?

m [s there slack in the svstem to allow for
healing and recovery?

m Have the skills associated with agility and
resiliency been identified and developed ro
build and sustain individual and organiza-
tional health?

m Are those skills part of the assessment of
talent and organizational fit during
recruitment, placement, and succession
planning processes?

From an HR standpoint, this is new rer-

ritory for some and deserves both thought
and action.

Building a Strategic HR Function

(Editor: Jay Jamrog, Human Resource
Institute)

The partcipants were obviously in their
clement on this topic. To build a strategic
HR function it was first posited that vou
need CEO support. That support may be
lacking in some organizations, either
because there i1s no business strategy to
start with, or because the business metrics
overwhelm internal beliefs about human
resources. lThe answer is to educate
customers and senior line management
about HR’s role. For this purpose, a num-
ber of participants have found the strategy
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Individual Learning

INDIVIDUAL

AGILE

Team Learning

maps developed by Kaplan and Norton as
part of their balanced scorecard work to be
helpful. Using these maps, the HR linkages
to business strategy become clear. Another
helpful process is to identify the “causal”™
HR strategies, essentially listing business
strategies in one column and the associared
HR implications in a second column. A
final suggestion is to parlay organizational
development skills into a credible, authori-
importantly,
force—for positive change in the organiza-
tion. By becoming known for making

tative voice—and, more

things happen in the business, one gains
senior management attention and support.

The discussion then turned to assessing
the engagement level of employees in strate-
gy implementation. Some have added a
two-part strategy question to employee
engagement surveys:

l. “I understand the strategy™
2. *I contribute to the strategy.”

One of the parucipants cautioned that
the vagueness of “strategy™ mav nort vield
meaningtul results. It would be bertter to be
specific by listing three or four straregies
and asking employees to identify which
strategy they are following.

One of the barriers to building a strate-
gic HR funcrion thar cannot be forgotten is
the current cadre of HR protessionals. HR
is going through major changes as it moves
from “order-taker™ roles (responsive burt
transactional) to “strategic partner” roles
(listening, questioning, reflecting).

ORGANIZATION

[.earning Organization Culture

Structural Flexibility

RESILIENT

Additionally, the risk involved in real metrics
and ftear of accountability may cause some
HR protessionals to teel thev do not measure
up. Others may simply lack the education
and business background that others bring
to the orgamzation in their day-to-dav
encounters with customers and suppliers
n their jobs in markering, operations,
and finance. There is a critical need for HR
professionals to be educated on business
fundamentals as well as strategy develop-
ment and implementation, even more so if
the HR reporting chain is through the CFO
or CAQO.

At the end, the group agreed rthar an HR
function that becomes “trusted advisors™ to
management at each level of the organiza-
rion gains ground as a straregic HR funcrion.
Talking business results, not HR programs,
prioritizing issues and looking for opportu-
nities to make a difference, and picking
battles caretully: These are the hallmarks of
trusted advisors.



