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INTRODUCTION TO THIS 
EDITION

Readers of previous editions of HRM at Work will notice a number of topics are 
now covered more extensively in this edition, and that we have enriched the book 
with many new case studies to provide candidates with examples from a range of 
sectors and countries. The substantive changes to the content are designed to increase 
the appeal of the book to wider audiences, especially at final-year undergraduate 
and postgraduate levels, in addition to our usual focus on candidates studying for 
a CIPD Qualification. Given Mick Marchington was heavily involved (along with 
Stephen Taylor) in the development of the Level 7 qualifications, it is hardly surpris-
ing that this edition is more closely related to the content of programmes delivered 
by the CIPD centres, particularly for the HR Pathway. We also cover the core units 
in the L&D Pathway as these are the same as for the HR Pathway. Our specialist 
chapter on learning and development, and other chapters which include L&D (such 
as Chapter 3), obviously address relevant issues but we cannot claim to cover the 
specialist L&D units as fully as we do for the HR Pathway.

HRM at Work provides essential underpinning skills, knowledge and understanding 
to help embed learning across the core units, as well as the specialist and optional 
units available to L7 candidates. Further changes have been made, partly to add new 
topics which are now more prominent in the L7 units and the CIPD Profession Map 
(such as Diversity and Inclusion (D&I), Ethics, Well-being at Work, and Workforce 
Analytics), but also to reconfigure our analysis of HRM as a whole. Rather than 
deal with Best Fit and Best Practice models of HRM in two separate chapters, we 
now treat them together using the terminology of the alignment of HRM with 
organisational strategy and culture, as well as external forces, and the integration of 
different components of HRM so that they are consistent in terms of the messages sent 
to employees. For example, an organisation’s reward strategy should be integrated 
and consistent with its resourcing and talent management (RTM) strategy so that 
employees do not get conflicting messages from different components of HRM. We 
also examine how people working for an individual employer are increasingly divided 
into sub-groups, some of which are treated well while others experience precarious 
working lives, either within their own organisation or in firms which supply sub-
contracted services for other organisations – such as cleaning and transport.

The first part of the book is on HRM, Strategy and the Global Context. It starts 
with a chapter on how HRM developed as a field of study, the role of business 
strategy, and Ethics and D&I which are now recognised as key components of a 
modern HR package. This chapter also introduces us to workforce analytics, which 
re-appears regularly throughout the book, not least in the final chapter on research 
skills and project management. Chapter 2 looks at the forces which shape HRM 
from beyond the workplace, something which is very apparent at the time of writing 
due to Covid-19 pandemic in the UK and elsewhere; we have added a further section 
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Introduction to this Editionxx

to this chapter to examine how the virus has stimulated changes by governments, 
professional bodies, employers and workers. We devote more space in this edition to 
precarious work since it impacts on a growing proportion of the workforce, either 
through low-paid work (and on some occasions zero-hours work) in some sectors, 
and the subcontracting of work to other organisations or to people who have 
become self-employed. Readers need to develop the skills for searching websites such 
as the Office for National Statistics (ONS), Acas and the CIPD for new data and, 
in the case of the last two, guides on good practice. As noted, Chapter 3 combines 
topics previously covered separately; this means we can review different theories 
of HRM within the same chapter, as well as demonstrate how the notion of ‘HR 
Architectures’ can be used to identify several models of HRM; some organisations 
might decide to use just one model for all staff, but it is more likely different models 
will be used for distinct groups of employees/workers. Chapter 4 is devoted to an 
analysis of International and Comparative HRM, looking at arguments that HRM 
across the globe is converging or diverging as globalisation develops further, and 
individual multinational companies (MNCs) operate across many countries. The rise 
in the importance of China as a global player is interesting since it is now both a 
recipient of MNCs from other countries, and Chinese MNCs now operate in other 
countries, and increasingly in developed nations.

Part Two of HRM at Work, Responsibilities for Delivering HRM, comprises two 
chapters analysing the roles of HR professionals and line managers, as these groups 
are central to the way in which HRM policies and practices are developed and 
enacted in the workplace. Chapter 5 provides a significantly amended analysis of 
the HR function and explains how HR professionals can contribute to the strategy 
and practice of HRM in all organisations. As in the previous edition, we examine 
how the HR function varies from one workplace to another depending on a range 
of factors, and its use of alternative forms of delivery – such as HR Outsourcing, 
Shared Service Centres, and the use of consultants. However, we also examine HRM 
in Agile Organisations, partly though a new case study, and explore the idea that 
HR professionals could/should become the ethical guardians of their organisation, 
challenging CEOs to treat ethical behaviour on a par with other pressing business 
concerns. Chapter 6 looks at the other side of the HRM issue – from the perspective 
of line managers and leaders. Irrespective of how HRM is ‘meant’ to work, gaps 
appear between intention, implementation and perception because: intended policies 
may be unrealistic or not capable of being implemented in some countries/sectors; 
line managers feel so pressurised by other commitments they fail to take HRM 
seriously; and workers resist management plans because they challenge existing 
cultures and/or undermine fairness at work.

Part Three of the book, HRM Practices and Processes, covers a lot of ground 
because it focuses on the specialist areas of HRM, and the core specialist areas and 
options of the HR Pathway for the CIPD 2020 Qualifications Structure. We focus 
on Resourcing and Talent Management in Chapter 7, which includes workforce 
planning and labour turnover retention, talent management, and recruitment and 
selection. We use a number of new cases here, one of which shows how workforce 
analytics can be used to sustain employee retention, and new reflective activities such 
as how robots might play a role in the recruitment and selection process. Chapter 
8 covers Performance Management and Development. We look closely at the role 
of induction/onboarding through a new case study, the differences between forms 
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of performance review, and the increasing importance of employee well-being in 
organisations, and how HR professionals can manage absence more appropriately 
by considering mental health issues and rehabilitating people back into work. One 
of our new cases outlines how a company encouraged workers to talk about their 
mental health. In Chapter 9, the focus shifts to Learning and Development, which 
is another key practice area in HRM. We provide a systematic overview of L&D, 
including: the learning process; the design, delivery and evaluation of learning; 
digital learning (including cases on online learning at a company, and the use of 
workforce analytics to evaluate a training exercise); specific L&D interventions such 
as coaching and mentoring, apprenticeships, and management development; and 
knowledge transfer.

Chapters 10 and 11 provide an in-depth analysis of Employment Relations 
and Employee Participation, Voice and Engagement. Chapter 10 reviews material 
relating to the role of management in employment relations, issues concerning 
trade union recognition and collective bargaining, and workplace procedures. This 
chapter also includes issues from beyond the workplace such as regulatory provision. 
Chapter 11 is concerned with how employers and employees can work together to 
increase mutuality via both formal and informal mechanisms, and through a range 
of individual and collective channels to embed engagement and participation into 
workplace routines. Chapter 12 addresses issues of Reward Management. This 
covers: the context within which reward management takes place; types of payment 
schemes; job evaluation; equal value; and non-pay benefits. Moreover, some of 
the new case studies in this chapter discuss transparency in pay arrangements, 
performance-related pay schemes, and the role of employee benefits.

The final part of HRM at Work examines HRM and Performance from a Business 
Perspective. In Chapter 13, we look at the potential impact that HRM can have on 
business performance, as well as on employee outcomes, such as job satisfaction, 
commitment and well-being. This reviews research conducted over the last 25 years, 
and shows how high-performance works systems (HPWS) studies have covered 
more countries over time. Initially, these were concentrated in the United States 
and the UK, then moved to other Anglo-American countries such as Australia, and 
EU countries such as France, before being rolled out in less developed economies 
in Europe (such as Greece) and also across Asia (for example, China, India and 
Pakistan). We review important questions about the conclusions drawn from these 
studies due to methodological shortcomings related to (for example) the proxies used 
to measure different variables, and doubts about relying solely on responses from 
managers in some studies. We argue that HR processes are just as important as HR 
practices, and that there should be a stronger focus on how employees interpret HR 
practices. Finally, in chapter 14, we outline the key knowledge and skills required to 
do a Business Research Project. It offers a concise guide for final-year undergraduates 
and postgraduates doing a dissertation or project – whether or not they are studying 
for a CIPD qualification. Not surprisingly, Workforce Analytics again raises its head 
in this chapter.

The pedagogical features of the book are much the same as for the 6th edition. We 
use Reflective Activities to give readers an opportunity to review their understanding 
of the material, undertake exercises that require consolidation and extension of their 
reading, or engage in groupwork about major issues in HRM. Recommendations for 
further reading are provided at the end of each chapter under the heading Explore 
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Further, which comprises important book chapters, key refereed journal articles, and 
rich data from surveys either undertaken by the CIPD or other bodies. It is essential 
readers keep abreast of new data about the extensiveness of particular techniques, 
as well as guidance about how these work in practice. The bibliography lists many 
sources for consolidating learning, but readers need to continually update their 
knowledge if they are to be taken seriously as HR professionals by senior managers 
from other functions. A complete list of acronyms is provided, as well as relevant 
weblinks to aid further research.

The web pages accompanying the book provide a source of further information 
and advice to readers. Lecturers can download sets of PowerPoint slides that can help 
them plan sessions and enhance student learning by integrating the book and the 
web support. In addition, there are short introductions to how each chapter might 
be used and suggestions for how the mini-questions might be addressed. At the same 
time, we do not assume that our answers cover every possible explanation, and it is 
a key element of study at this level that students engage with and explore alternative 
solutions. After all, CIPD students are expected to be curious, check the quality of 
any reports or sources used, and display a passion for the subject. It goes without 
saying that final-year undergraduates and postgraduates should critically analyse 
everything they do. Our whole philosophy, which has been exemplified in every 
edition of the book, is that readers should continually review and question what is 
written about, and what happens at, work so they improve their own professional 
expertise and organisational practice.

It is only by integrating the best of academic work with how HRM works in 
practice that gains will be made; please read and enjoy the book with this in mind.
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Having already outlined in the Introduction the broad content of HRM at Work, 
we can now move on to explain how the book might be used. We think it is best 
to work one’s way through the book sequentially, given the first four chapters set 
the backdrop within which specific areas of HR practice are designed, the next two 
review the work of HR professionals and line managers, and Chapters 7–13 deal 
with different components of HR/L&D practice. The final chapter provides infor-
mation about research skills and project management. This means that readers can 
get a ‘feel’ for the context within which HRM operates, and the roles of the main 
people dealing with HR issues, before going on to look at specific areas of practice.

However, depending on how the course is delivered, this can be amended easily 
as each chapter is separate in its own right as well as being integrated with others. 
If students are doing a course in International HRM, it might be preferable to look 
at Chapter 4 before Chapter 3, and if the tutor feels it makes more sense to examine 
individual areas of HR practice (such as resourcing and talent management) because 
that is more familiar to their students, before looking at some of the earlier and more 
strategically-oriented chapters, then that can also work. Other people might like to 
start with Chapter 5 on HR professionals and Chapter 6 on line managers because 
that relationship is important in their daily interactions at work, which is also fine. 
Either way, some students might feel more secure looking at topics with which they 
feel more comfortable first, while others find the building blocks which set the scene 
from an outside-in perspective make more sense.

As readers will discover when they look at the Grid linking the 2020 CIPD 
Qualifications, and the CIPD Profession Map with relevant sections in HRM at Work, 
there are significant overlaps between the three. While it is obviously important to 
identify which sections of the book relate to which CIPD Units, our treatment of 
these topics means they re-appear in many different chapters and sections, largely 
because HR practices cannot be artificially separated, as there are links between 
them. To give an example, Diversity and Inclusion appears in eight different chapters 
as we explore different facets of the topic or show – via Case Studies, Boxes or 
Reflective Activities, for example – the relevance of D&I for HR professionals, HR 
Strategy, Resourcing and Talent Management, Employment Relations or Reward 
Management. Similarly, references to Organisation Design and Development appear 
in all but three chapters because it is impossible to look at Agile HRM or problems 
in the HR–line manager relationship without relating it to one or more areas of HR 
practice.

For readers who have enrolled on a CIPD Qualification at a local college or 
private provider, for example, it is important to show – as we do in the Grid – 
how and where each core, specialist or optional Unit is covered in the book. The 
CIPD Qualifications Structure comprises four Core units, which all candidates are 
required to take, irrespective of whether they are on the HR or L&D Pathway. There 
are two Core Knowledge Units, Work and Working Lives in a Changing Business 
Environment, and People Management and Development Strategies for Performance. 
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We cover many aspects of the former in Chapter 2, but also revisit it in every other 
chapter bar the final one on Research Skills and Project Management. In a similar 
vein, we cover much of the latter in Chapters 3 and 5, but there are also relevant 
sections in all the other chapters, particularly in Chapters 7–13 where we deal with 
specific HR practices or processes. The Core Behaviour Unit, Personal Effectiveness, 
Ethics and Business Acumen, is harder to cover because it relates to skills, but we 
still manage to make reference to it in the vast majority of chapters, and particularly 
in Chapter 14 because that is based on a mix of knowledge and behaviour. The final 
Core Unit is Business Research in People Practice, which is specifically addressed in 
Chapter 14, but – depending on the specific content areas of the project – it could 
draw from any of the other chapters as well.

The HR Pathway of the CIPD Qualifications comprises three specialist Units, 
Strategic Employment Relations, Resourcing and Talent Management to Sustain 
Success, and Strategic Reward Management. These comprise five of our specialist 
chapters (7, 8, 10, 11 and 12). As can be seen in the Grid, issues relating to these 
topics are not confined solely to the chapters cited above; indeed, all of them appear 
in Chapters 3, 4 and 5, and two of them in Chapter 6 as well; in each case they are 
also addressed in other chapters of HRM at Work. Readers will be aware that these 
are compulsory Units on the HR Pathway.

There are seven optional units, from which one needs to be chosen in order to 
complete the HR Pathway. These are: Advanced Diversity and Inclusion; Managing 
People in an International Context; Well-being at Work; Advanced Employment Law 
in Practice; L&D Practice; Technology-enhanced Learning; and Organisation Design 
and Development ( ODD). Once again, as can be seen from the Grid, we cover 
all of these in HRM at Work, but some are more extensively covered than others. 
We have relatively extensive coverage of D&I, the International chapter, ODD, and 
Well-being – though for people studying these as individual Units, our book can only 
provide a summary of the main issues, and readers are advised they must consult 
other sources in order to meet all the Learning Outcomes of these Units. We make 
no claim to offer a sufficiently well-sourced and up-to-date coverage of Employment 
Law and, as we say very clearly in the book, expert advice is needed before taking 
action in this area. The two other L&D Units which are available for candidates on 
the HR Pathway are less well-covered, although Chapter 9 does focus entirely on 
Learning and Development, and addresses most of the Learning Outcomes. Readers 
choosing either of these Units need to use specialist books on L&D; a list of suitable 
options is available in Explore Further at the end of Chapter 9.

On the Grid, we also provide a mapping exercise with the Core Knowledge areas 
of the CIPD Profession Map as it was in May 2020; because the Profession Map is 
a ‘living’ document which can be updated, students need to check whether changes 
have been made since the Grid was created. Given the nature of our book and the 
way in which the Profession Map has been put together, there is no direct overlap 
between the two as the latter is not written on a topic-by-topic basis. Nevertheless, 
there are many areas where components of the Profession Map are covered within 
HRM at Work, as is apparent from the final box in the Grid. Students on full-time 
CIPD-accredited programmes at universities will most likely need to do more work 
following successful completion of their postgraduate degree in order to be eligible to 
upgrade to Chartered Membership. However, being aware of what they need to map 
against, while doing their qualification, should help them on their way. Conversely, 
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people on part-time programmes who are working at the same time as they do their 
postgraduate qualification may well be ready to upgrade as soon as they complete 
their studies. This means they can start putting together a portfolio of how they have 
met the requirements of the CIPD Profession Map during their programme of study.

Broadly, HRM at Work offers a comprehensive, analytical and systematic text 
to cater for the needs of students in the final year of their undergraduate studies 
as well as those on postgraduate courses, irrespective of whether or not they are 
taking CIPD examinations nationally or at a centre that has the right to award 
its own qualifications. The book deals with all the main issues and its focus 
throughout encourages a critical awareness of HRM. Throughout the text there 
are Reflective Activities to check understanding. Tables, Figures and Boxes provide 
further information, as do Case Studies which are designed to showcase a range of 
HR practices across different-sized firms, sectors and countries; these are typically 
accompanied by questions which can be debated in groups or are appropriate for 
individual analysis.

At this level, students cannot rely on a textbook alone, however. It is essential they 
read journals to see how research is developing, visit websites and official sources 
of information for updating their knowledge, and engage in discussion with other 
class members. To achieve Level 7 understanding, they must eschew simple models 
and ideas, and consistently question both their own ideas and those of others, paying 
particular attention to the methods used to collect data as well as the results of 
research. Only by doing this are they likely to become a successful HR professional 
working for a public- or private-sector organisation, at a consultancy firm, or as a 
university researcher.
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MAPPING CIPD 
QUALIFICATIONS AND 
PROFESSION MAP
Links between 2020 CIPD Qualifications 
at Level 7 and HRM at Work

CIPD Core: Compulsory Units on both HR and L&D Pathways

CIPD Unit Core for all L7 
Candidates (both HR and L&D 
Pathways)

Relevant Chapter and Section in HRM at 
Work

Work and Working Lives in a 
Changing Business Environment

1.3, 1.5, 1.6, 1.7; 2 in full; 3.3, 3.4, 3.5; 4.2, 4.3, 
4.4; 5.7; 6.5; 7.2; 8.6; 9.6; 10.3, 10.5, 10.6; 11.3, 
11.6; 12.2; 13.2

People Management and 
Development Strategies for 
Performance

1.2, 1.3, 1.4, 1.6, 1.7; 2.4; 3 in full; 4.2, 4.3, 4.4; 
5 in full; 6.2, 6.3, 6.5; access detailed coverage 
of specific HR/L&D issues in 7–13

Personal Effectiveness, Ethics and 
Business Acumen

1.5, 1.6, 1.7; 2.4; 4.2, 4.3, 4.4; 5.2, 5.4, 5.6, 5.7; 
6.4, 6.5; 7.2, 7.6; 9.3, 9.5, 9.6; 10.3, 10.6; 11.3, 
11.5, 11.6; 12.2; 13.3; 14 in full

Business Research in People Practice Almost any chapter depending on topic for 
research but key principles found in: 1.3; 2.4; 2.6; 
5.4, 5.7; 9.2, 9.3; 13.2, 13.3; 14 in full

CIPD Specialist HR Pathway: Compulsory Units

Core Specialist Units for L7 
candidates doing the HR Pathway Relevant Chapter and Section in HRM at Work

Strategic Employment Relations 3.2; 3.3, 3.4, 3.5; 4.3, 4.4; 5.6, 5.7; 10–11 in  
full; 12.2

Resourcing and Talent Management 
to Sustain Success

3.2; 3.3, 3.4, 3.5; 4.2, 4.3, 4.4; 5.6, 5.7; 6.4;  
7 in full; 8.3, 8.6

Strategic Reward Management 3.2; 3.3, 3.4, 3.5; 4.2, 4.3, 4.4; 5.6, 5.7; 6.3, 6.4; 
7.3; 8.4; 10.5; 12 in full
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CIPD Specialist HR Pathway: Optional Units

Optional Units for L7 Candidates 
doing the HR Pathway

Relevant Chapter and Section in HRM at Work

Advanced Diversity and Inclusion 1.6, 1.7; 3.3, 3.4; 4.2, 4.3, 4.4; 5.3; 6.5; 7.6; 
11.6; 12.5

Managing People in an International 
Context

2.2, 2.7; 3.3, 3.4; 4 in full; 5.4, 5.5. 5.6; 6.2, 6.5; 
8.5; 9.5, 9.6; 10.2, 10.3; 11.2, 11.4, 11.6; 12.5, 
12.6; 13.2, 13.3, 13.4

Well-being at Work 3.3, 3.4; 8.6; 6.4, 6.5; 7.4; 11.3; 13.2

Advanced Employment Law in 
Practice

2.5; 10.4, 10.6; 12.5

L&D Practice 3.3, 3.4; 6.4, 6.5; 9 in full; 13.2, 13.4

Technology-enhanced Learning 5.5; 9.1, 9.4, 9.5; 11.3; 14.6

Organisation Design and 
Development

1.2; 2.4; 3.3, 3.4; 4.2, 4.3, 4.4; 5.4, 5.5; 6.5; 8.3; 
9.3, 9.4, 9.6; 10.3, 10.4; 11.6; 13.4

CIPD Profession Map in May 2020: Core Knowledge

Core Knowledge Elements of the 
CIPD Profession Map

Relevant Chapter and Section in HRM at Work

People Practice 2.5; 3.3, 3.4, 3.5; 5.6, 5.7; 7.2; 8.2, 8.4, 8.6; 9.5; 
10.3; 11.3; 13.4

Culture and Behaviour 3.4; 4.2, 4.3, 4.4; 5.4, 5.6; 6.3, 6.4, 6.5; 7.7; 
9.3, 9.5, 9.6; 10.3, 10.4; 11.3, 11.5, 11.6; 12.5; 
13.2, 13.3

Business Acumen 1.4; 3.3, 3.4, 3.5; 5.4; 10.3, 10.6; 11.6; 14.1, 14.7

Analytics and Creating Value 1.3; 5.5; 7.2, 7.3; 9.4; 11.3; 12.2; 13.3; 14.4,  
14.5, 14.6

Digital Working 1.3; 5.5; 7.2, 7.5, 7.6; 9.5; 11.3

Change 1.2; 3.4; 4.2, 4.3, 4.4; 5.4; 6.4; 9.2; 10.3, 10.5, 
10.6; 12.2; 14 in full
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LEARNING OUTCOMES

By the end of this chapter, readers should 
understand and be able to explain:

•	 How competing views on the meanings of 
HRM and strategy generate implications for 
managing people in all types of organisation.

•	 The nature and importance of corporate social 
responsibility (CSR) and ethics for a values-
driven and morally principled approach to the 
management of people.

•	 The pivotal role that equality, diversity and 
inclusion should play in the work of HR 
professionals and in HR/learning & development 
(L&D) policies within organisations.

Structured performance interviews that 
make a difference

A major criticism of selection techniques is 
that they are not suitable proxies for future 
work performance. This applies less to work 
sampling or skills tests that identify suitable 
candidates on the basis of how well they actually 
do the job. Structured interviews focusing on 
job performance can help enable less biased 
assessments of potential performance in post.

Case study 7.5

Learning outcomes

Helps the student focus their 
learning and evaluate their 
progress.

Case studies

Provides additional information, 
research and case studies. Case 
studies give practical, real-life 
situations as a way of putting 
theory into its practical contexts. 
They are taken from a wide range 
of organisations, including public, 
private and voluntary sectors, 
manufacturing and service industries, 
and from various countries.
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While employing workers on temporary 
or zero-hours contracts may provide 
employers with advantages in terms of cost 
savings and flexibility, do they add other 
costs for the employer (in terms of quality, 
productivity or commitment, for example)? 
What do temporary workers gain from this 
form of employment, if anything?

Reflective activity 2.2
Reflective activities

These questions and activities are 
designed to get students reflecting 
critically on the topics covered 
and self-testing their learning 
progress.

Explore further

Encourages students to read 
widely and delve deeper into the 
issues covered in each chapter 
by directing them to further 
reading sources and websites.

Chartered Institute 
of Personnel and 
Development 
(2019) Ethics 
at Work: An 
employer’s guide, 
CIPD, London

Cooke, FL (2019) 
Organisational 
outsourcing and 
implications 
for HRM, in 
D Collings, G 
Wood, and LT 
Szamosi (eds), 
Human Resource 
Management: A 
critical approach, 
2nd edn, 
Routledge, Oxford

Edwards, M and 
Edwards, K 
(2019) Predictive 
HR Analytics: 
Mastering the 
HR metric, Kogan 
Page, London

Marchington, M 
(2015) Human 
resource 
management: 
too busy looking 
up to see where 
it is going 
longer-term?, 
Human Resource 
Management 
Review, vol 25, No 
2, pp176–87

Explore further
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