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CHAPTER ONE

BEING LEADERSHIP-DRIVEN

In today’s highly competitive marketplace, many busiiesses are searching
for new directions and are transforming their wayof working. HR is on
the same journey and is changing dramaticallv,«ou. HR professionals must
find innovative ways to transform and deliver value for their businesses.

The challenge to HR s for it t¢ wxnleash its own potential to gain
insight and to discover new ways of rielivering value. HR must go beyond
simply breaking the past meld, which is useful but also a reaction to the
former ways of doing tllir.gs. Rather, enlightened HR leaders need to
investigate the currentsituation in their business without constraints or
assumptions and-cesk wise ways to transform in order to deliver value.
With this kitd ot transformation, the business will view HR as a key
asset in its fcrmula for success.

Currently, not all businesses view HR as able to help them trans-
form. These businesses relegate HR functions to transactional internal
services with a primary focus on compliance and control. This is not
entirely surprising, In the post-Enron and Sarbanes—Oxley era, HR has
been inundated with new regulations and legislations—with a renewed
focus on risk management. In the post-9 /11 world, HR professionals
are expected to have expertise in workforce management, screening and
orientation of new hires, and physical and other security issues—not to
mention new laws regarding violence in the workplace, bullying, and safety.

The new emphasis on compliance has affected more than just HR.

Many industries have established new benchmarks for privacy, information
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and knowledge management, process documentation and controls,
contract management, strategic alliances, and mergers and acquisition
management. In addition, two other functions within business—finance
and legal departments—have benefited from the new regulatory and
governance controls that have increased the profile of the chief financial
officer and the chief legal officer to mitigate financial and legal risks for
their businesses and ensure compliance. Consistent with the finance
and legal developments, HR s eXpectecl to emphasize its control and
compliance accountabilities to ensure that the business is compliant
with legislated, regulatory, and policy-related human resources issues.
At the same time, HR has grown substantially as a professioniand as a
strategic asset for many businesses. Many HR professionals ar: able to con-
tribute strategically and operationally to many peopleand organizational
capabilities including business strategy, culturs, “l\ange, RO, resource
allocation, talent management, and leadership capacity development.
One might think that the two perspectives—HR as a key strategic
asset and HR with a focus on coimpiiaiice—would function as a con-
tinuum and that many HR orgai.izations would fall somewhere in the
middle. However, it appears-that business executives tend to lean either
toward one perspective ar-the other, and that HR (as a function) tends
to be perceived as eithe: more strategic or more compliance-oriented.
It is not a sus+atnable solution for businesses to limit HR’s contri-
bution to_cenapliance and security. HR needs to deliver value in both
areas: strategic growth and compliance. Rather than seeing compliance
and growth as conflicting priorities, HR needs to embrace both. HR
should demonstrate that it can manage the risk associated with potential
loss and at the same time mitigate risk associated with not fulfilling the
potential of its talent and organization, A business needs continuous
change and consolidation to happen simultaneously in order to survive
and thrive. Becoming stuck in the cornpliance perspective without posi-
tive change can be a source of long-term problems that will eventually
result in loss of market share, shareholder value, and key talent. The HR
role includes both protecting the business and fostering continuous and

managecl change to help the business and 1ts leaders succeecl.
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Leadership-Driven HR focuses on how HR contributes to transforming
the business and its leaders, as well as how HR needs to transforms itself
in the context of an environment that has grown in its emphasis on
compliance and control. When HR focuses on being leadership-driven,

it makes a major contribution to the business.

Areas of Transformation for Leadership-Driven HR
* HR as a driver of business leadership.
* HR drives value through leaders.
* HR is driven to lead.

HR AS ADRIVER OF BUSINESS LEADERS!HIP

HR’s role is to champion the people and orgaiiizational capabilities that
are necessary to help the business succsed in today’s rapidly changing
market. HR has always been expected v excel at people capabilities, which
refers to the flow of people through taeir employment life cycle. However,
the expectation to excel at organizational capabilities, which refers to the
flow of work through thie business, is more recent. Leadership—driven
HR professionals take aecountability for both people and organizational
capabilities as drivers of business leadership.

For HR to be a driver of strategic business leadership, it must take
an “outside-in" perspective rather than an “inside-out” perspective. An
outside-in perspective means that HR focuses on the business and the value
that the business creates for its external customers, and then uses those
insights to determine what HR should do to deliver business value. With
an inside-out perspective, HR looks at itself and decides what the business
needs based upon its view of the right things to do. Leadership-driven HR
ernphasizes the outside-in perspective.This means that HR is driven by
the external context within which the business operates and that outside
perspectives determine HRs internal priorities and accountabilities.

An essential way for HR to identify the outside-in priorities of the

business is to understand the business risks and then to consider their
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implications for the HR focus areas. Risk refers to both the business
scenarios where something damaging could occur as well as areas where
there is a high likelihood that the business will not fulfill its potential.
HR’s strategic role is to understand these areas of business risk, identify
the people and organizational aspects of those risks, and take account-
ability for implementing solutions that mitigate those risks. The term
“mitigate risks” is carefully used to mean that HR should take account-
ability for reducing the business-scenario risks from a damaging level to
an acceptable level. In most cases HR does not need to take accountability
for removing the people and organizational risks entirely; it just needs to
reduce the risks to an acceptable level.

Here is an example of how HR can deliver strazcpic value for a
business so that it is able to lead in its new direction in a public sector

context:

The government health department controlled the dilivery of bealth-care services throughout
the country. T]azy decided to transform thein ut‘w:'oacb of centralized service deliva and
instead to distribute the responsibility for beclth-care services to regional and community
service providers‘ This resulted in s dramatic [kange in the nature of work for the health
department whereby over half ¢i"t2.2 employees would be relocated to the various regional and
community networks. The FiR leader identyﬁfd a major risk associated with this strategy
that involved the extenit to'which employees and leaders would transition effectively to this
new workino ot Lve HR leader focused on leadership acceptance of the change and the
effective transition of employees from the bealth department to the regional and community
networks. She and her team then took aftounmbility  for drz'ving the implementatz’on of this
change and led the transition teams to achieve these results in a professional and effective
manner. The role that HR playfd as a driver of business leadersbip in the health department

was essential to the success qf this tmnsformation,

There have been many changes in the global marketplace, within industry,
and within governments that have had significant impacts on the role
that HR can play in driving business leadership. These changes have also
had implications for the meaning of what is “strategic” for businesses

and government agencies .
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In the current business climate, most executives are unwilling to take
a long—term strategic investment perspective. They do not believe the
world is stable enough to ensure that a long-term investment will pay off.
Longer-term strategies assume a stable or predictable business and global
environment. In a radically transforming public and private sector environ-
ment, the future is unknown and almost unpredictable. Therefore, execu-
tives demand a much shorter-term focus and more immediate return on
their strategic investments from both a business and a people perspective.

In today’s market, businesses strive for a strategy to rapidly increase
revenue while decreasing expenses simultaneously‘ The new operative

definition of strategy focuses on the following:

*  Gaining sustainable competitive advantage: Thesc are initiatives that
differentiate a business from its competitats 2nd that are sustain-
able for a meaningful time period. The-dength of time to sustain
the advantage varies from industry ro 'ndustry. For example, in the
high-tech industry a two-menii: castainable advantage makes an
initiative strategic, while in tie pharmaceutical industry the Iength
of sustainable advantage would be much longer.

d A[bieving competitive pavity: For each business that is ahead of the
competition, there are multiple businesses trying to “catch up” to
the leader toneutralize their advantage. Initiatives that are based on
catch-up strategies focus on achieving competitive parity, or being

“on par” with the leader.

A similar definition of strategy is used in the public and not-for-
profit sectors. However, instead of a focus on the competition, the focus
is instead on the appropriate comparators. Comparators include best
practices, standards, and organizational goals. Strategy in the public

and not-for-profit sectors is defined as:

*  Gaining sustainable comparative advantage: Initiatives that gain a com-
parative advantage against the defined appropriate comparators are

considered strategic.



8 Part 1: Transforming HR

*  Achieving comparative parity: For every leader in the public or not-for-
proﬁt sectors, there are many that need to catch up. Initiatives that
focus on achieving comparative parity focus on neutralizing the
comparative advantage of another jurisdiction over the performance

of the local public-sector or not-for-profit-sector organization.

Traditional HR activities such as recruiting, employee relations,
compensation, and training are necessary but not sufficient to help busi-
nesses thrive in the new competitive marketplace. If this is HR’s only
focus, executives will miss out on the greater contribution that HR can
provide. HR as a driver of business leadership concentrates o providing

strategic value that contributes to the business by gaining sustainable

competitive/ comparative advantage or parity.

HR DRIVES VALUE THROUGH LEADERS

Historically, HR has looked at its v2tiv:eof how many HR professionals
it has in relation to the number of employees within the business. A
typical ratio of 1:100 was the benchmark for many years. However, with
the advent of centralizing HR transactional services, shared services,
outsourcing, and techriclogical deployment of various HR administra-
tive services, HR ‘s:now able to deliver similar, and sometimes better,
service with fa1-fewer HR professionals. Some organizations report
ratios of 1:500 which means that HR has had to transform radically
to deliver value with so few staff.

Organizations have to transform how HR delivers value in this
new reality. One major feature of the transformation is that HR’s
focus is no Ionger on direct service delivery to employees. Rather,
HR drives value through leaders who take accountability for people
Ieadership. In this way, although HR may have a 1:500 ratio of HR
professionals to employees, they actually have less than a 1:100 ratio
of HR to people leaders. This is similar to the former ratio of 1:100
that HR had to employees. In order for HR to deliver value with fewer

staff, people leaders must be GEECtiVG enough to manage the other
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four hundred people. At the same time, employees must maximize
their self-reliance so that the people leaders’ responsibility is reduced.
HR then must become a center of excellence that guides the leaders
to function as people leaders and maximizes ernployees’ self-reliance.
The three core elements of how HR drives value through leaders are

explored in this section.

Three Core Elements of How HR Drives Value through Leaders
I. Allleaders are people leaders.
2. All employees are self-reliant.
3. HR is the center of excellence in people and <rganizational

capabilities.

1. All Leaders Are People Leader:

Start-up businesses have been dizwiag considerable attention from
executives in mid-size and larger businesses. These executives like what
they see in start-ups and ask, “Can we create a start-up environment
1n a mature organization?’"l here are many characteristics of start-ups
that mid-size and large organizations try to emulate. For example,
a start-up busitiess usually has a clear purpose and direction. The
start-up business that survives has a relentless focus on the external
customers who are known to everyone. The customer is the person
or organization outside the business that “pays the business’s bills.”
Everyone focuses on delivering value to the customer. The focus on
the customer also helps the start-up business decide what it will focus
on and what it will view as a lower priority.The leaders and employees
within start-up businesses have a passionate and determined interest
in making their business successful. They foster a culture that is typi-
fied by the idea that “we do whatever it takes to get the job done.” The
leaders are entrepreneurial and take responsibility for the development
and nurturing of their employees, who are often highly engaged and

aligned with the leaders’ direction.
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The implications of using the start-up model for mid-size and large
organizations are numerousiThey are attempting to simulate the start-up

model by ensuring the following:

*  All leaders and employees are very focused on their purpose and
direction.

*  Allleaders and employees are focused on the external customer and
how to deliver value to them. The focus on the external customer
should determine what is a higher priority and what is a lower priority.

*  Leaders deliver value to the external customer while striving to be
people leaders at the same time.

*  Leaders and employees are passionately engaged and aligned to the

business direction for the business to succeed

In mid-size and large organizations, HiX Tias a key role of driving
value through leaders. HR professionals ‘oCus on guiding and developing
leaders to help them create the inspititig environment of a best practice
start-up organization. HR’s new fcciis on the umbrella strategy of “talent
management” (which includes stailing, leadership development, and succes-
sion planning) gives HR inultiple options for contributing to the leaders’
success as people leadert. HR needs to continually ensure that leaders at
all levels can be ¢ifective in their role of delivering value for the business

and in their rcle as people leaders.

2. AllEmployees Are Self-Reliant

One complaint from leaders about the new expectation of them as
people leaders is that they have no time to both lead the business and
be leaders of people. They miss the hand-holding that HR provided
as well as the direct service delivery that HR gave employees. One
important parallel development that has reduced leaders’ concerns is
the advent of employee self-service applications. Many of these self-
service applications relieve leaders from managing employees directly.

The result 1s that Wl’llle leaders need to be people leaders, some aspects
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of that role have been absorbed by the employees themselves, which
reduces the expectation on leaders.

The growth of employee self-service is now pervasive through
portals, intranet, extranet, e-Learning, and other platforms and devices.
These various employee self-serve applications have changed the way
that employees access and utilize HR information and services. There
are dramatic implications for return on investment, service levels, and
speed of delivery, as well as an improvement in the ubiquitous delivery
of service, seven days a week and 24 hours a day. Employees who are
comfortable with self-serve on a personal level are often very appreciative
of employee self-service options. In their personal lives, thesc.etaployees
book their own ﬂights, do banking online, and play video ormes, SO they
adapt very easily to the various self-serve applicaciors introduced to
and available in businesses. Other ernployeeeC vho are less comfortable
with technology on a personal level are ofteis niore hesitant to try self-
service applications and may need mor¢ support in the process of this
fundamental transition in the natere £ work.

Here 1s an example of an ¢reanization that used employee self-
reliance to help leaders functiot as people leaders while simultaneously

improving employee engagement within the organization:

The telecornmunicatiois company was struggling with the best way to find candidates who
would take on "e.‘dqu[p of or participate in major projects. The standard method was to
announce the projects and then let the senior leaders pick the person they knew could best lead
the assignment. Invariably, tkey pifked the same employees over and over again. This left
them unable to find the organization’s bidden talents who could lead projects as well. To meet
this challenge, the FIR director initiated an innovative idea. All employees were asked to put
work-related information into the system, ineluding their core competencies and the kind of
projects tbey would like to lead or participate in. Whenever a new project reqm'red a leader
or new members, the sebﬂseeve system emtomatieally peovided a list of candidates from the
entire organization who had indicated that tbey would be interested in these kinds of projects.
The self-serve system then sent a note directly to all of the identified employees to invite them
to apply  for the opportunity. As a result of the seb‘lserve system, the business experieneed a

more egalitarian recognition g‘ talent who could take Zeadeeskip or participate in major projects.
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Technology advances have also radically changed the way HR deploys
its administrative services to employees, which also contributes to their
ability to be more self-reliant. Shared services and outsourcing have changed
HR'’s ability to locate its administrative roles in a more centralized location
and achieve transactional support with far fewer resources. Technologies
in shared services have changed payroll functions, health benefits admin-
istration, and how recruiting can be done from remote locations. In many
respects, technology hasbeen a major contributor to the restructuring of
HR’s role and the achievement of employee self-reliance. This technol-
ogy has also enabled leaders to take on more of a role as people leaders.

Social media has also had a dramatic impact on the ability of
employees to be self-reliant. It has had tremendous bexncfits in the area
of crisis management, employee relations, policy develooment, employee
communications, and training and clevelopm:nt T he challenges and
opportunities continue to evolve within erganizations as new and
innovative ideas emerge for using social medta within the business setting.

HR has also been leveraging ¢aciznology and social media to maxi-
mize its voice in internal commut.icitions, which helps employees know
directly what is expected of them, and enhances their self-reliance and
resiliency as a result. Maiy HR executives are writing blogs; and more
employees are accetsing each other (without the intermediary of HR or
their leaders) toresolve problems and find opportunities on an ongoing
basis. HR Ileverages these alternative methods of internal communica-
tions to reach employees, to ensure they know what the direction is for
their business, and to engage and align them to that direction. HR also
leverages the communications as a way to help employees know how they
can be self-reliant, which reduces the burden on their leaders to play the

people-leaclership role for these administrative services.

3. HRIs the Center of Excellence in People and
Organizational Capabilities

One characteristic of start-up businesses that mid-size and large organiza-
tions cannot emulate is their approach to internal organizational support

departments. In a start-up business, the executives are often very reluctant
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to invest in the overhead costs associated with HR, since all investments are
devoted to their primary risk associated with the survival of the business.
The executive believes either that leaders can perform HR responsibilities
themselves or that they do not have to be done at all. Because start-ups
usually have fewer employees, initially it may be possible for them to get
by without hiring an HR professional.

However, mid-size and large organizations have more employees,
thus HR is essential. HR’s role is not to be the people leaders for all
employees. Rather, HR should be a center of excellence to guide leaders to
be people leaders and to implement the systems that will help employees
develop self-reliance.

To be a center of excellence, HR must demonstzaze professional
discipline and become a model of innovation for the wrganization. Here
1s an example of an HR organization that taol «h: initiative to model
how it was continuously improving its perfeiniance and services. This
situation demonstrated that they were willmyg to put their own services to
the test of a significant audit revieve/aind this became the encouragement

fOI‘ other departments to dO it as "VEH.

The retail business decided to & e lement a new program fomsed on continuous improve~
ment. One of the /eey elemneniic was that departments were expemd to voluntarily submit
a major area of work fo.d tbim’~party audit to ﬁnd areas for continuous improvement.
The HR leader voas-the fbampz’on of this initiative, which was one of her priority organ~
izational projecis. The problem was that no departments volunteered any of their services
for review. The HR leader retognized that she couldn’t ask others in the business to do
a voluntary audit if HR was not prepared to do one. As a result she took the initiative
to publicly announce that HR would undertake a tkird~party audit of its entire talent
management process, from recruitment to dwelopment and succession management. The
audit assessed the extent to which HR had a talent management strategy that followed best
practices and the extent to which HR was delivering value to the organization in a way
that eventuully delivered value to external customers. HR learned a tremendous amount
from the review about how to continuously improve what they offered in talent manage-
ment. It also established HR as the center of excellence and dqﬁned it as a model  for other
departments in how to proceed through the audit and continuously improve. After HR

Publisbed its audit report to the organization with full transparency, other dzpartments
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began to SEEI( out HR’Sguidanee and Subsequently volunteered tOP‘fO[&’d tkroug]a f}]{,’ omdit

and continuous improvement process foe their depmtments,

In addition to being a center of excellence by modeling best practices,
HR can build its credibility by seeking industry and public recogni-
tion outside of the organization. For example, HR leaders should be
involved in the community and contribute value beyond their business.
They should be active in their associations as a way to demonstrate that
they are able to contribute to a broader level of the profession. They can
also contribute to other non-competitive businesses, where appropriate.

Here is an example of how HR achieved high credibility iii the broader
health-care sector. The result was that HRs credibility was significantly
enhanced, which positioned HR within the hospitai «nd the health-care

sector as a center of excellence in people and r)rg'miza;ional capabﬂities.

A bospital that was viewed by many as a besi-in~class bealth-care institution was
engaging in a talent review of its leadershir. 2% HR VP led the review, and one of the
issues that emerged was that many of theix Lealth-care executives bad left the hospital to
become presz'dents of other kospita L 151 ibe community. Some considered these departwes
as regrettable losses for the hotviial, and they raised this question in their talent review
meeting. After some discussior:, the HR VP explained that the exeeutives’depmtwes were
unique opportunities o populate the bealth~care system with outstanding presidents who
knew how to leud it vhe kospz’tal sector. Rather than viewing the executives’ exits as a
loss, HR refratned it as a strategic contribution to the system that enbanced the brand of
this world-~class hospital. Subsequently, the HR VP was approached by one of the former
executives—a new president of a community bospiml, He asked if she would work
one day a week to belp the hospital modernize their HR function. The HR VP agreed
to do this and then took on two more stints for six months each to improve the hospital’s
HR practices so that tkey would deliver value to the bospz’ml and ultz’mately enbance
patient care. Her leadership in the system became a source of pride for the health-care
institution and the FIR department was established as the center of excellence in people
and oegunizational eapabilities, It also became the model  for her entire HR department
and for other leaders who similarly took on roles that contributed to the system and not

just their own hospital.
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To become a center of excellence, HR also needs to assess whether
its HR practices are really excellent and whether their HR profes-
sionals have the knowledge and expertise to solve strategic challenges.
HR professionals will also need to continually learn and develop to
sustain their departments as centers of excellence. They will need
to learn about new approaches and practices that might help their
organization and then choose and incorporate those they think will
be effective in their business. Indeed, a primary purpose of this book
is to explore how HR can become a center of excellence by employing

Ieadership—driven HR approaches and practices.

HR IS DRIVEN TO LEAD

Perhaps one of the more unfortunate probierns tha:FIR has brought upon
itself is the rhetoric that HR should be.an “enabler” for the business.
As a result, HR has moved away from vie ving itself as having speciﬁc
accountabilities for the delivery of ¢iit¢omes. For some organizations
this has further marginalized the value that HR can contribute. It has
increased the chances that the crganization will force various account-
abilities upon HR that at> associated with cornpliance and control,
while simultaneously 12arginalizing the value that HR can contribute
strategicaﬂy through people and organizational capabilities.

HR pretossionals need to distance themselves from the enabler image
and instead become leaders who take accountabiiity for outcomes and
the delivery of results. In fact, much of the transformation of HR is
reflective of this outcome-based perspective, For example, “talent man-
agement” refers to HR’s commitment and accountability to deliver the
talent that the business needs in order to eﬁectively realize its strategies.
Talent management allows HR to consider the multiple options for
meeting the organization’s talent needs, whether by recruiting the talent
that is required, developing the talent that may be necessary, enhancing
engagement of employees so that they achieve more with the current
resources, or identifying who should be the succession talent to protect

the organization as leaders depart from the business. Talent management,
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then, is a concept that is outcome focused; it shifts the expectation of
HR from being an “enabler” to being “accountable” for the people and
organizational capabilities.

One question that is often asked is, “How can HR be accountable
for the people and organizational capabilities if HR does not control all
aspects of these capabilities> Wouldn't it be safer if HR just indicated
that it was an enabler of the capabilities and leaders were accountable for
them?” The answer is that not having control over the entire capability
does not absolve HR from accountability for the capability—it just makes
the accountability more difficult. HR needs to excel at engaging others
to do their part so that HR can fulfill its accountability in people and
organizational capabilities.

HR must be driven to lead by taking accountabiiicy for delivering the
outcomes of the business’s people and organiza vional capabilities even
if HR does not deliver all the parts of the work. Just as the marketing
and finance departments have accountability for work they do not fully
control, HR needs to be responsihic {or their accountabilities as well.
Taking accountability for outcor:es will also help HR professionals be
perceived as leaders in the otganization. The focus on accountability
for outcomes will also ctiange the way HR speaks to executives. Many
executives become contused when HR speaks about its processes without
deﬁning its accountabilities to deliver speciﬁc outcomes. Most executives
are more concerned about delivering the business outcomes and want
to know how HR will contribute directly to achieving those outcomes.

Here are some examples of how HR might have viewed processes
in the past. These approaches need to be refocused on the way HR can

take accountability for specific outcomes.

*  The process of recruitment and leadership training becomes an
outcome when HR takes accountability for ensuring the business has
competent leadership to deliver its strategies, regardless of whether
the talent is recruited externally or developed internally.

*  The process of compensation and payroll becomes an outcome

when HR takes accountability for ensuring that the business has
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the proper motivators (financial and non-financial) to engage and
retain employees and to make the business an attractive place for
new and current employees.

*  The process of employee and labor relations becomes an outcome
when HR takes accountability for ensuring that there is a positive
employee culture and that employees are highly engaged with achiev-
ing the business’s strategic directions, whether they are represented
by a union or not.

*  The process of recruiting takes on an entirely new concept when
HR focuses on the outcome of achieving an attractive employment
brand. An “employment brand” is the impression your business
makes on potential employees and the emotional consi>ction it creates
between them and the business. An employmeritbrand packages all
employment initiatives under an integrafe:1 setof symbols and key
messages. HR commits to the accountability of creating a strong
employment brand so that new recrtts will be drawn to the business.
Also, HR takes accountability.to“zsure that the employment brand

comes alive in the Workplace ar.ce employees join the organization.

Taking accountabilit y-for outcomes alone will not create the desire
in HR professionals to have and accept the drive to lead. They need to
have an emotion4i -emmitment and the self-confidence to know that they
should be ir-icadership positions. HR professionals need to believe that
they are able to deliver value for the business and through its leaders. Here

is an example of a global business where HR learned this important lesson:

The HR department in a multinational business was undertaking a review of its glolml
HR function. This was one of the many questions each HR leader was asked: “Who is
HR’s fompetz’tz’on?"Most responded that the competition included the external outsourced
HR professionals who could replace them, the leaders who were doing a poor job with their
employees, and the unions who challenged them regularly. Shortly after these interviews, the
business executives were interviewed. They were also asked who FHIR's competitors were. Their
answers were mditally dyjmnt, Il)ey said that HR’s main competitor was the value created

by HR prgffssionals in their competitors’companies. Tkey did not view the outsourced HR
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service providers as competitors; rather; t]aey viewed them as partners with HR to leverage the
allocated resources available to HR. They also saw leadership as a key part of the solution for
HR to achieve results in a resource~constrained environment. Tbey even saw the relatz’onskip
with the unions as an opportunity fo build a more positive Zabor~munagement environment
that could possz’bly contribute to a more positive culture. Apparen tly, the executives were not
concerned about whether HR professionals were working within the business or as external
resources. Rather, they wanted HR 1o surpass the value their business competitors received
from their HR departments. In the executives’view, the external HR professionals were
not the competitors of their internal HR prgﬁfssz’onals. Instead, t})ey believed the internal
and external HR professionals should be partners and work together to provide the business

with sustainable competitive advanmge and competitive parity.

HR needs to be driven to lead. It needs to get bevond its own fears
of being replaced, which only limits its perspectiye and makes it operate
defensively. Rather, HR should be in a leadersliip position where it focuses
on delivering greater value to the business than the HR departments

deliver in their competitors’ businesses: 1 he implications are as follows:

* HR needs to work with tiie external providers and consultants as
extensions of their &vwn teams, in a similar way that a famﬂy doctor
would use a spectaiist doctor for specific needs as they are required.

*  HR needs.cc.become far more familiar with the value that other
HR deparunents provide in their competitors’ organizations. For
example, HR can review their competitors’ websites to see what their
HR departments contribute to their businesses and then identify
how their own HR department can develop or sustain competitive
advantage or at least competitive parity. They also need to under-
stand from a business perspective where their business compares
well or is behind competitors. These insights may have people—and
organizational—capabﬂity ramifications that could be part of what
HR contributes to their business.

* HR should be paying attention to their own business’s external
customers. They should be talking to the HR representatives in their

customers’ businesses to get feedback and gain insight into what the
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customer sees as the business’s strengths and limitations. HR should
then see if those strengths and limitations have implications for HRs

focus in people and organizational capabilities.

All of these factors are important in order for HR to be driven to
lead. HR needs to have the confidence that they can make a difference
for the business and its leaders. HR must be leadership-driven by (1)
contributing to the business so that HR achieves a leadership position;
(2) delivering value through leaders so they become people leaders; and

(3) insuring that HR is driven to lead within the organization.

CONCLUSION

Businesses need leadership—driven HR in order to succeed. The chalienge
to HR is to unleash its own potential in order t0 gain insight and discover
solutions for how to deliver value for th¢ business. HR must strive to be
akey asset in the transformation ¢f L isiness leadership with a focus on
delivering its value through leadet: \lthough there have been signiﬁcant
increases in the demands placed on HR in the areas of compliance and
control, HR must be driven to lead and deliver value for the business.
The next two chapters explore two additional factors that are essential
to HR transforrnation. Chapter Two describes how HR delivers all of
its work witiia'lie of sight to the external customer. Chapter Three
emphasizes chat HR needs to make the difficult choices and reduce
its emphasis on lower priority work so that it can focus on delivering

meaningfui outcomes for the business.
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Part 1: Transforming HR

SUMMARY

In today’s highly competitive marketplace, many businesses
are searching for new directions and are transforming their
way of Working. HR is on the same journey and is changing
dramatically, too.
Leadership-Driven HR focuses on how HR contributes to trans-
forming the business and its leaders, as well as how HR transforms
itself in the context of an environment that has enhanced its
emphasis on compliance and control. When HR focuses on being
leadership—driven, it makes a major contribution to the business.
HR’s role is to champion the people and organiz: ticnal capabil-
ities that are necessary to help the business cucceed in today’s
rapidly changing market. “People capalilities” refers to the flow
of people through their employmerr life cycle. “Organizational
capabilities” refers to the flow ci vvork through the business.
For HR to be a driver of str.te 2ic business leadership, 1t must
take an “outside-in” perspective rather than an “inside-out”
perspective, An outside-in perspective means that HR focuses
on the business ana the value that the business creates for its
external customers and then uses those insights to determine
how FR cun deliver business value.
Ti.> thwee areas of transformation for leadership-driven HR are:

I. HR as adriver of business leadership

2. HR drives value through leaders

3. HR is driven to lead
Three core elements of how HR drives value through leaders are:

I. Allleaders are people leaders

2. Al employees are self-reliant

3. HR s the center of excellence in people and organ-

izational capabﬂities

Businesses need leadership-driven HR in order to succeed. The

challenge to HR is for it to unleash its own potential for gaining

insight and to discover solutions for delivering value to the business.



